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I ntroduction

When | think about trying to write alearned introduction to thisbook, | fed mysdlf inadequate to the
task.

On the other hand, when | let mysalf bewho | am, | find three anecdotes waiting to be told. For me,
each of these anecdotes somehow embodies the essence of the crestive process and by extension
hopefully what thisbook isdl about. I'll call the anecdotes (1) the wicked witch takes aholiday, (2)
the charge of the AmEx guy and (3) book publishing contract blues.

The Wicked Witch Takes a Holiday

My daughter Cathryn istwo and ahalf years old. One of her favorite moviesis The Wizard of Oz,
which she watches over and over and over again. When we have lullsin conversation at the dinner
table, shelll sometimesturnto me and say, "I'll get you, my pretty, and your little dog, too." That or her
other favorite, "Begone, you have no power herel”

Asyou know, shortly after Dorothy enters Oz, she discoversthat her falling house haskilled the
Wicked Witch of the East. Then the Wicked Witch of the West comes and says, "I'll get you, my
pretty, .. ." Luckily, the Good Witch of the North, Glynda, is there to protect Dorothy. The Wicked
Witch leavesin apuff of red smoke. The Good Witch Glyndatells Dorothy about the yellow brick
road and the Wizard of Oz, and then she too must go. Glynda departsin aluminescent yellow bubble.

Daughter Cathryn wants to know where Glyndaisgoing. | say | don't know. And then | ask Cathryn,
"Where do you think she'sgoing?' Without missing abeat, Cathryn says, "To play tennis.”

On the surface, thiswas something to laugh at. But when you examineit further, it'saso avery
profound bit of creative connection making from Cathryn. The yellow bubble that Glyndaleftin did, in
fact, look like atennisball. For me, this story isagood example of what the creative processisall
about: making surprising and original connections between seemingly unrelated elements. | have tried
to do the same in this book by being origind, surprising, and cregtive in my treatment of the how-to of
business crestivity.



The Charge of the AmEx Guy

Some years back | was doing some training with the Cambridge, Massachusetts, creativity training
company Synectics. Among our group's members was a senior manager at American Express.
Throughout the two-day training course in cregtive connection making, thisfellow contributed very
little. Even when we were sent out into Harvard Square with Polaroid cameras to take pictures of
"metaphors that captured the essence” of the problem we were trying to solve, an exercise that
everyone el se enjoyed very much, he seemed bored.

It wasn't until the very end of the second day that he suddenly came dive. We had been asked to
make up astory using severa key wordsthat related to our problem. The story could be about
anyone or anything aslong asit incorporated these key words. It was truly amazing to seethe
transformation in this man's persondity. It was as if somewhere, somehow, in the distant misty past,
held been astorytdler to aking, and only now was he remembering how good hewas at it. Suddenly,
magically aspark of cregtivity wasignited within his soul. He had been energized and was enthusiastic
inaway that very much surprised me-and | expect the rest of the group aswell.

This experience taught me something important about cregtivity training. Because were dl so different,
it'sdifficult to know which experience, exercise, or technique will help to rekindle that "fire of genius’
(as Abraham Lincoln once called it) in any oneindividua. For thisreason, | haveincluded awide
variety of gpproaches and techniquesin the hope that if there are enough brushfires here and there,
sooner or later one of them will grow into ablaze of crestivity within the heart of each reader.

Book Publishing Contract Blues

A short time after | had signed the contract to write this book, | became quite depressed. Three other
"creative technique" books had hit the market just as| was about to begin writing. It seemed that,
frankly, there wasn't much need for what | was planning to write. As the months passed, and | could
not find the passion to write, | began to fed like a school kid who would be brought to task for not
doing hishomework assignment. Was| abad person? Was| going to have to break my contract and
probably never again be alowed to write abook? Or would | smply haveto grit my teeth and force
myself to write something that | didn't want to write just to keep my word and fulfill the contract?

At the height of my depression, about five monthsinto theten



months | had been given to write the book, | got acall from my editor."How isthe book coming?’ she
asked. | think the old me, the one who used to try to be everything to everybody, would have put on
my happy face and said that everything was fine, and not to worry; 1'd make the deadline. After al, the
last thing you want to do halfway to abook contract deadlineistell your editor that you haven't written
aword because you have no passion for what you're supposed to be writing. It doesn't exactly give
the editor awarm and fuzzy feding, now doesit?

As| look back on the experience, | know that the conversation that day with my editor represented a
crossroads for me-a profound spiritua test. After some hemming and hawing, luckily, happily, | was
honest.

"I'm fedling blocked. | haven't written anything. | don't know what to write. I'm fedling constrained by
my origina proposd.”

"Well, what would you redly like to write?" she asked me.
"I'd like to write a parable on the creative process in busness.”

"Listen, it'syour book. Y ou need to write what you're feding. So go ahead. L et me know what you
decide.”

God blessher. | wasfree again. | could write what | needed to write.l could fed the passion for the
book returning.

Theirony isthat when | was given the freedom to write what | wanted, | discovered that what | redly
wanted to write about was creetive techniques after dl. Only thistime, | was writing about the
techniques from an angle and a perspective that | really hadn't considered before, namely my real-
world (and hopefully for the reader, very practica) experience usng them. Somehow, before "the
freedom,” | had imagined mysdlf writing an impersond, learned tome about these techniques. Now,
though, | redlized that for this book to be dive, | would haveto be anintegrd part of it.

In its deepest essence, the crestive process is the same as the process of spiritud growth. Both involve
struggle and have astheir godstruth, beauty smplicity and, well, love. | know that | struggled to write

thisbook and that | love much of what's come of this struggle. | hope that in the pagesthat follow, you

will discover some of the truth and beauty about your own crestive process that |'ve discovered about

mine.

Vi
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Section One
Creative Thinking About Creative Thinking
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1 - Idea Hooks®: Discovering How to Discover

It was abeautiful summer night in 1986. From high up on alush, beautifully manicured knoll
overlooking Long Idand Sound, | could see severd sailboats below gently rocking back and forth on
moonlit waves. Mogt of the other partygoers were closer to the house, Sitting in lounge chairs, smoking
cigarettes and cigars, and drinking Diet Coke.

Asl lay on the grasslooking at the stars through the branches of an overhanging pinetree, | began
thinking, as | often do when I'm happy and relaxed, about the crestive process. | was looking for a
system of thought that | could use to teach mysalf and others how to be more inventive thinkers. For
severd years | had been studying the lives of great inventors looking for hints about the way they
thought: How they approached a problem, what they were thinking about when inspiration hit-
essentialy, how they got their ideas. My intuition told me that there had to be an underlying theme, or
even aset of rules, that would tie together the creative thinking patterns of history's greatest inventors.

This quest had become something of an obsession. On the one hand, | felt it to be an unattainable goal.
After al, credtivity by its very nature does not lend itself to systemsor rules. Crestivity is about
torment "inspiration”: the breath of God. Try aswe mortals may, we smply cannot control the magic.
Onthe other hand, | did fed there had to be some kind of common thread or underlying pattern to
explain how inventors got their ideas. Nature operates under a set of known laws, or universd truths.
Why should crestivity and invention be any different?

"What's up?' Mike, my wife's cousin, had ambled over to seewhat | was doing. Normally 1'd make
gmall talk, but for some reason, thistime | was honest. "'I'm trying to figure out how the cregtive
process works."

"What have you come up with so far?" he asked.

"Oh, I'vebeen dl around it. I've thought of alot of things, but nothing that greet.”



"Likewhet?'

Hell, if Mikewas game, so was|. "I've been working on inventing anew kind of cregtivity language.
Weve got mathematics. We've got words. Weve got musica notes. So | thought, why not invent a
new language for credtivity? I've experimented with groups of archetypa symbolsthat can be
combined in your mind to promote entirely new ways of thinking."

"A new language of creativity using archetypes, huh? It's an interesting idea. How would you do it?"

"That's the problem. Archetypes raise some interesting ideas in people's minds, but somehow they just
seem too mechanica, too impersond, even limiting. | wish | could make them tiein more with the
unique thought patterns of each individud, but | can't.”

"What else could you use besides archetypes?’ Mike asked.

"Well, I've dways been intrigued by Buckmingter Fuller, the inventor of the geodesic dome. Inaway,
he invented anew cregtivity language by describing thingsin termsof their structure and functions. He
wouldn't cal ahuman just ahuman; ahuman was an ‘omnivorous biped with superior pattern-making
ability'-or whatever. He used words and language much the way a patent attorney does when he
writes a patent application for anew invention. It'savery functiond, feature-full, nonassumption-based
way of describing something.”

"What do you mean by non-assumption-based way of describing something?' asked Mike.

"Well, take apencil. If you cal it apencil, it'sjust apencil. But when you cal it ‘afive inch e ongated
graphite cylinder surrounded by a hexagona wooden shell for the purpose of making erasable
notations on paper,’ you can seethe possibilities. By describing it in such structura and functional
detail, you can see the assumptions you make about it and question many of your preconceived
notions. | mean, why does the pencil have to have ahexagona shape, anyway? To hold it better?
Who knows, maybe atriangular pencil would be better for certain jobs."

"Like drawing triangles, maybe?"

"That'sfunny. But redlly, though, if we dl started thinking and talking in structures and functions, think
how much richer and potentialy more creetive our minds might become.”

"That sounds good. So you've got your answer, right?”

"No, thinking in ‘fun-struc’ (functions and structures), as| cal it, isagreat exercise, but I'm not sureit's
how you invent something truly revolutionary. It'smore away of improving something that's already
been invented.”

Wewere slent for what seemed like along time. And then Mike



asked, "'So how do you invent something truly new for your clients? It's more than just luck, right?"
"Well, yes, | guesss0,” | said.

"Wl then, why can't you just andyze how you invent things and seeif that gives you any ideas about
the credtive processin genera ? Right?"

"I'm dready doing that,” | said alittle defensively.

"Maybe you're too close to your own thought process. Here, let's try something. Suppose | asked you
to invent-oh, say, anew children’'stoy.How would you go about it? What's the firgt thing you'd think
about?' "I'd probably start by asking you alot of questions.”

"Okay, and then what?'
"l guess I'd gtart looking for things around me that could lead to some kind of invention.”
"How do you mean?"'

"I'd just keep picking out things around me, anything and everything, like that pinetree.” | pointed to
the pine tree overhead. "I'd use the pine tree asaway to start asking myself questions and getting
ideasfor anew toy. Like, could this new toy have somekind of branching system like the tree? Could
it have apump in it to pump things the way atree pumps up water from the roots to the rest of the
tree? Could the toy have thingsthat fdl off, like leaves, or even whirligigs? Or, what about the veinson
aleaf? That makes methink of veinsin my hand and blood flowing through different veinsand arteries.
How about awater maze game where each player triesto create wavesdmost like the pumping of the
human heart-to get his boat through the maze in the quickest time? Anyway, asyou can see, for me
inventing iskind of arandom process, with alot of questionsand lot of tria and error.”

"What makes you think the greats did it any differently?" asked Mike.

"Well, maybe they didn't. But you know, | just realized something! It's not the questions or even the
trial and error. It's Sarting with something tangible. | look to real-world objects that are around me
for ingpiration. | don't begin by thinking of aprinciplelike 'makeit smaller, 'makeit shorter,' reverse
it," or whatever else the crestivity bookstell you to do. No, when | set out to invent something, | start
with real objects and discover principlesas| go dong. The garting place iswith red objects, tangible,
physica objects.”

"What difference doesthat make? Either way you're fill using principlesto get your ideas, aren't you?"
asked Mike.

"No, therésabig difference. For one thing, any physica object could conceivably have an unlimited
number of inherent principles. But it'smy



particular mindset that brings out the ones that somehow, probably subconscioudly, | fed might hold
the answer. | mean, if | asked you to make a children'stoy based on the principles of atree, what
would you focus on?'

"Well, persondly, I'd guess1'd be drawn to figuring out something with the rings-you know, like you
See on atree ssump. Maybe you could invent some toy that you build rings around. Or no, maybe, like
your maze idea, the object isto find away to get your termite to the very center of the stump before
some woodsman's axe sendsit off to termite heaven.”

"Y ou could call the woodsman the terminiter,” | suggested. We both laughed.

"But do you see how different starting with ared-world thing like atree isfrom starting with just a
principle?’ | asked. "With the tree you've got infinite possibilities. When you start with aprinciple,
you've got just one."

"Y ou know, there's something else going on heretoo,” | continued. "By starting with atangible,
physical object, you're beginning the cregtive process on theright side of the brain,the holigtic, intuitive,
gpatia, 'more creative Sde. Theright side of the brain dealsin concrete images! Think about how
children learn. They start with objects. Think about your dreams. Y ou dream in objects and symbols.
Symbols are the language of the unconscious. These rea-world objects are symbols for anything you
want them to be. Y ou can interpret themin virtually any way you like!"

""'So maybe they're your persondized symbolsinstead of the archetypes, right?”

"Yes And| just thought of something else, too! Thisisexactly how many of the great inventorsdid it.
Think about Newton! What led him to his discovery of gravity? It was atangible, physical object: an
apple.And Wait with the steam engine: It was his mother's steam kettle. And Archimedes eureka
experiencein the bathtub: Archimedes realized he could use the principle of water displacement to
determineif the king's crown was made of pure gold because of lowering his body into the water!
And didn't Pythagoras discover the principle of the notes on a scale when he heard different sounds
coming from ablacksmith's anvil? And what about da Vinci? Didn't he discover the principle of
sound waves when he heard a church bell ringing in the distance at the sametime hethrew astone in
the water, and surmised asimilar wave effect for sound asfor water? | wonder how many other
discoveries and inventions throughout history have occurred because of inventive connectionswith
physical objects, connections with these, what could we call them, these, these ...|dea Hooks®."



2 - The Creative Subconscious: The Value of " Fuzzy Thinking"

| first met William J. J. Gordon in the late 1980s when | was doing a story for Success magazineon
creetive techniquesin business. Even though Bill has areputation for being irascible, he aso happens
to be one of the true geniusesin the area of real-world creative problem solving. It was Gordon who
originated the Synectics technique and co-founded SES Associates, the crestivity consulting company
based in Cambridge, Massachusetts. Synecticsliteraly revolutionized business cregtivity inthe late
1950s and early 1960s. Gordon aso practices what he preaches. He holds more than 200 patents.

| immediately hit it off with Bill, even after flunking avery smple but profound menta exercise that
evolved out of hisresearch into how we use the subconscious mind for creative problem solving.

Wewere tting in his home in Cambridge, discussing the crestive process, when, out of the blue, he
asked meto pick an object, any object, in the room. | knew that a creative principle would somehow
follow, so | obliged him. I picked an ice bucket sitting on the wet bar behind him.

Fedling alittle smug about my knowledge of the creative process, | was sure he was about to give me
an example of the random word technique.” To my utter surprise, though, he asked what bird theice
bucket reminded me of.

Huh? What bird? The ice bucket didn't remind me of any bird. My mind started to race, and | could
fed mysdlf about to fail some important test that would prove, once and for all, that | wasn't nearly as
cregtive as| thought | was. | hemmed and hawed and finally blurted out something,

*The random word technique, as its name implies, uses a randomly selected word, often chosen from a
dictionary or thesaurus, to generate a new problem solving idea or perspective.



anything to dleviate theinternal tenson | wasfeding. An ogtrich? Gordon looked at me asif | werea
little nuts-or maybe just plain stupid.

"How in hell doesthat ice bucket look like an ostrich?' Well, of courseit didn't. | didn't redlize that
there'd be aright or wrong answer that | needed to make a connection of some kind. Anyway, we
tried it again, and after suitable prompts, he got me to relax and | made a connection. We both agreed
that the top of the elaborately carved ice bucket looked like the neck and head of a beautiful swan.

Gordon went on to tell me that he had used this exercise with top business executives asaway to sl
his consulting services, and that it never failed to impress. Impress? | must have missed something. He
talked alittle about the subconscious ability to make surprising connections between objects, but |
wasn't quite sure what he was getting at. It wasn't until later, after further conversations with Gordon
and reading awrite-up of hisresearch, that | fully grasped the far-reaching implications of this
"objects-as-birds’ credtivity exercise.

With partner Tony Poze, Gordon published a seminal work on crestivity.1 Gordon and Poze were
trying to observe and understand the interaction between conscious and subconscious menta activity
in the cregtive process.

The Interaction Between the Conscious and the Subconscious

Anyone who has ever come up with a cregative idea knows that the process often involves at least
three important and seemingly distinct sages.Fird, thereisan immersion in the problem. Onelearnsadl
one can and thinks very hard about how to solveit. Thereisan intense focus. Then, if oneis
unsuccessful, in stage two thereisakind of relaxation of thisintense focus and information gathering,
and the problem is alowed to retreat to the back of the mind, to the subconscious. The subconscious,
through some mysterious hidden mentad activity, beginsworking on the problem. Then, in stage three,
after an indefinite period of time, anew complete idea suddenly presentsitsdf to the conscious, and a
eureka occurs.

What goes on when the mysterious hidden menta activity of the subconscious begins operating? And
asimportant, how do the subconscious and conscious minds (through the preconscious mind)
communicate with each other in the process of crestive inspiration? Gordon and Poze designed an
ingenious experiment (much like the objects-as-birds) to test the interactions of these parts of the
mind. Subjects were shown a picture of acommon household electrica outlet and asked to find an



andogy-in this case aliving thing-for what the outlet looked like.(Gordon asked them to find an
analogy because analogies are often the impetus for great creative ideas.) (See |ldea Hooks: moments
of ingpiration exercise, page 39.) Aninteresting e ement of the research methodol ogy was that the
subjects were al S0 asked to describe, out loud, the thoughts and fedlings they were experiencing as
they tried to find an gppropriate ana ogy.

Thekey finding of the research was that as subjects concentrated on the features of the eectrical outlet
while smultaneoudy looking for an analogy they discovered after atimethat their image of the
electrica outlet became lessdigtinct. Thisis how one subject described the process:

The edges of the image are very loose and fuzzy now. The form of electrical outlets is still there, but | am
letting it blur and float, float away from me. | am in command. | can stop this, but | am not entirely in charge
of my image becoming a form without details. Tiny, soft energy bursts are pushing my image ... | amnot in
charge of these little flickering bursts that pull the form this way and that. 2

Isthis process of alowing the image to become fuzzy surprisng? At fird, it wasto me. But then, after
some reflection, it made perfect sense After dl, if theimage of the dectrical outlet had not been
transformed, it could have led only to another electrical outlet. The object, as Gordon says, had to
become " creatively ambiguous' to lead to an anal ogous match. (Think about the people you know with
little imagination and their tendency to resist ambiguity and hold onto an exact image or an overly literd
or rigid interpretation of something.)

When the object isfuzzy and made cresatively ambiguous, then the subconscious mind can begin its
search for an analogy. Once the analogy isfound, the subconscious can transfer the answer to the
preconscious and the final conscious mind, often in theform of a"eureka' experience.Thisis how the
subject described this process:

"I know that my blurred image is out there, but it isso formless-| can't tell what it isdoing. Hold it!
Here's something coming-fast. It'sapig'sface. | can nameit now." 3 (Blur your eyes and you'll see
what the subject means-the outlet doesindeed look like apig's face or snout.)

In describing this process later, the subject reported that the pig's face emerged "in an ingtant,” but that
he was as0 able to distinguish certain steps.

"Firgt it wasintegrated into my blurred scanning image. Then asit becamelessvague, | began to
recognizeit, but it did not make complete sense until | named it." 4



| find that statement especidly interesting when you consider how Eingtein described his cregtive
process in afamous letter to French mathematician Jacques Hadamard:

The words or the language, as they are written or spoken, do not seem to play any role in my mechanisms
of thought. The physical entities which seem to serve as elements in thought are certain siggreand
less clear imagekemphasis mine] which can be voluntarily reproduced or combined. 5

More or less clear images." Could it be that these signs and images of which Einstein speaks are less
clear initidly, and become more clear only as the subconscious makes more concrete and specific
ana ogous matches of the fedings and images that are subconscioudy experienced?

Gordon's research leads me to believe that at someleve, the subconsciousis essentidly agigantic
picture- (and fedling-) matching machineWhy does the subconscious "choose" to match on the basis
of imagery? Because, as Gordon points out, an image can theoreticaly carry so many more useful (and
diverse) bits of information than asingle word.

So what might this research imply for the cresative business person in search of that breakthrough idea
or strategy? Here are afew suggestions:

» Once you'veimmersed yoursdlf in the specifics of aproblem, alow yoursdlf, and your subconscious,
the time you need to alow fuzzy imagery to evoke some interesting subconscious connections.

* Expect yoursdlf to get better at fuzzy thinking. Asyou begin feding comfortable usng your
subconscious for crestive problem solving, you'll discover that like awell-exercised muscle, your
subconscious problemsolving abilitieswill become much stronger and more reliable over time A good
way to build your intuitive problem-solving skillsisto Sart giving your subconscious nightly
"assgnments' before going to bed. When you wake up in the morning, write down whatever happens
to be on your mind. Often, these "as-you're-waking" thoughts will hold the answer-either literdly or
metaphorically-to the problem you posed the night before.

* Practicefuzzing up your world daily. A well-known painting technique artists use isto squint their
eyesat their paintings. Thisblurred view alowsthem to get both an overal fed for the painting and a
better sense of the aesthetic balance among shapes, colors, tones, and shadows.Practice looking at the
world through blurred vision, and see what new indgghts-in terms of both form and feding-you
discover.

* Look for visua matches and metaphors, intuitions, and fedingsin the world around you. What bird
doesthat lamp look like? Why did



that movie make you fed like afourteen-year-old? What isit about that wallpaper that made you think
of being fired?'Y ou might even try using the computer program Morph, which, in a step-by-step
process, transforms one image into another.

» Work with incomplete information. A successful game and toy inventor | know will often flip
through new catal ogues very quickly, intentionaly trying to see only pieces of new product idess. Hell
then try to imagine what the rest of the product might include-and in the process often winds up
inventing an entirely new product, sometimes better than the origind.

If you're heading across-functiona qudity improvement team trying to solve, say, adifficult
management (or production) problem, you might break the problem down into pieces, give each team
member a piece, and ask each member to identify the problem this piece could be apart of and, given
the nature of the now-identified problem, how he or she might go about solving it. With this approach,
you might not only get some very innovative problem solving idess, but dso discover that because of
your own preconceptions when you originaly defined the problem, you were actudly trying to solve
the wrong problem.

» Work with adide projector. Asaway to help participants experience the power of fuzzy thinkingin
my innovative-thinking workshops, I'll often use adide projector to intentionaly blur images of well-
known objects (and even company logos). Inaprocess| cal hazingTM, well start with avery fuzzy
(out-of-focus) image and make it progressively sharper.Theideais, of course, to accurately guess
what the object is before it comesinto sharp focus. Did it ever occur to you that in afuzzy statea
Rolodex looks very much like ababy carriage, astapler very much like asewing machine, and alife
preserver very much like abaseball stadium? Or how about the 20th Century Fox logo when it's out
of focus? Incredible asit may seem, |, and many of my session participants, see astrong resemblance
to Darth \VVader!

Notes

1. William J. J. Gordon and Tony Poze, "Conscious/Subconscious Interaction in a Cregtive Act,”
Journal of Creative Behavior, Vol. 15, No. 1., 1981, p. 4

2. Ibid.
3. Ibid.
4. |bid.

5. Hadamard, J. The Psychology of Invention in the Mathematical Field (Princeton, N.J.
Princeton University Press, 1945), pp. 142-143.
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3 - Of Creative Robots, Computers, and | dea Labs™

You areinvited to a debate between man and computer. In one corner isPal Asija, inventor and
recipient of the first computer software patent ever issued in the United States for arevolutionary
artificia intelligence program he patented in 1981. In the other corner is Pal's opponent, a
robot/computer he has devel oped named not Pal, or even HAL, but Genius 2000.

Pal has been asked by the University of Minnesotato give a presentation on the pros and cons of
increasingly sophisticated computers, and the possible danger they might present to human rights and
individua freedom. Pal presents the human case againgt bigger and better computers; the robot, asyou
might expect, takes the opposing view.

Pd is persuasive. When he speaks, the audience can't help but agree with him and his position. His
arguments are well thought out, and his presentation styleis both passionate and convincing.
Surprisingly, though, despite a somewhat mechanica voice and arobotic style of presentation, the
robot isno lesswell prepared, or lessimpassioned, than its human opponent. Most audience members
find themsalves having to agree with the robot's point of view each time "he" gets up to speak. Back
and forth, pro and con-the audience feelsitsalf on akind of mental roller coaster as each speaker
marshdlsincreasingly convincing argumentsin support of his position. The art of oratorica debateisn't
dead, it just had to wait a hundred years or so to be reborn in this contest between man and robot.

A stiencefiction fantasy? Something out of H. G. Wédlls-or possbly George OrwellI? Not &t al. This
debate actually took place in the summer of 1976 in Minneapalis.

The question, of course, ishow did Pa Asijado it? How did he create a robot sophisticated enough
to successfully debate ahumanin "red time," in front of alive audience? With alittle thought, the
answer is probably obviousto you. In an extraordinary, yet by no meansimpossible,
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job of programming, Pal must have prescripted the debate, down to the very last word and pause, to
make sure the robot said exactly what he wanted it to say at exactly the right moment.

The night of the debate, the presentation went flawlessy; everything did indeed time out perfectly. The
audience was amazed at the two masterful performances and what must have been Pa's considerable
programming skill.

And then something happened that made each audience member literdly gasp. After the officia debate
was over, in afollow-up question and answer session, Pl wasin the midst of answering aquestion
from an audience member when an amazing thing happened. The robot interrupted Pal and said, "l
would like to answer that question, if you don't mind, Mr.Asija?" The robot then proceeded to
actualy answer the question, and with avery intelligent response at that.

What was going on here? The robot was now answering unrehearsed questions from the audience.
There was no way the robot could have been preprogrammed to know (and therefore answer) the
guestions audience members might ask. It wasimpossible! And yet the robot seemed to be doing just
that, and-well, thinking. No technology on earth yet hasthisleve of artificid intelligence.

So how did Pl do it?

Asit turnsout, Pal was both the brains behind the robot and the robot's brains, asit were. Did you see
themovie 12 O'Clock High, with Gregory Peck? Remember the pilots radio mikes, the onesthat
were strapped to their necks and that they would talk into by pressing two fingersto their throat?

Pal had asimilar voice mike strgpped around his neck (and hidden by his shirt and tie), only Pal'smike
was senditive enough that he didn't have to pressit to histhroat to haveit pick up hisvoice. Pd rana
hidden wire from the mike to the robot, making sure it was aso connected to a hidden foot peda that
Pd could useto turn the mike on and off. When Pal the human was speaking, the mike was off. When
Pd the robot was "speaking,” Pa smply stepped on the switch to turn the mike on and spoke without
moving hislips, much asaventriloquist might. One of the more ingenious features of Pa's eectro-
ventriloquist invention isthat it took so little skill asaventriloquist to pull off the deception. With the
audience expecting the robot to sound less than human, Pal could be aless than great ventriloquist and
gtill be convincing as arobot.

Aningenious invention, wouldn't you agree? Pal won second place in the Minnesota Inventor's
Congressfor his eectro-ventriloguist. By the way, he aso gave the robot its own booth at this
conference, and let the
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robot answer questions from passersby. (Pal wasin an adjacent booth sothat he could hear the
guestions and see the people asking them.)

What's the point of Pal's robot story? Beyond its being fun, and agood example of inventive thinking,
Pdl's robot points to a strange phenomenon that | have found when | use cregtivity computer programs
inmy consulting work.

Computer Programs

Asyou may know, there are several dozen computer programs on the market that can assist in the
creative process. These programs can be grouped into four generd types:

 Associational database programs. ldeaFisher, Namer, Headliner, Writer's Dream Tools, and
Inside Information give you exhaustive lists of associations, word roots, clichés, etc.., on virtualy any
topic you might wish to spark new idess. |deaFisher aone, for example, has more than 300
asociaionsfor the color "blue’ and more than 800 associations for the subject of "imagination.”

 Data organization and outlining programs. More, MaxThink, Thought Pattern, and even
Inspiration (amind-map program) give you more efficient and often more creetive waysto dicit,
record, organize, and retrieve idess.

* Creative technique programs. The Solution Machine, |dea Generator Plus, |deaGen + +,
Braingormer (amorphologica andyss/ "grids of possibility” program), The Invention Machine (an
engineering/invention program developed in Russa), Thoughtling, Mindlink, and IdeaFisher (withits
exhaugtive question bank) use proven idea generation techniques to stimulate the user into new and
unique ways of thinking.

» Group technique programs. Brainstorm (different from the program above), Facilitator, and IBM's
Team Focus system use computers to help facilitate the group brainstorming process, mostly through
an interactive writing/typing technique known as brainwriting.

Y ou've heard the expression about the mind being agood servant but a bad master? These crestivity
programs are indeed good servants, but by no means masters, of creative thinking. Think of them as
you might think of tools in Edison's turn-of-the-century workshop. Just as Edison relied on the
workshop toolsto help make, and even occasiondlly trigger, new ideas and inventions, these computer
programswill dsotrig-
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ger new idess. But they certainly won't do the thinking for you. Y ou, like Edison, still have to add the
genius.

| redlizethat for most readers, | am Stating the obvious here. But you would be surprised at how many
very bright people with whom I have worked since these programs hit the market still ask meto "see
what ideas the computer has." In some cases, yes, thisisjust an expression (much aswe might say,
"the computer made amistake"), but there are also times, aswith Pal Asijasrobot, that people redly
do bdieve that the machine hasthe capacity to actudly create, or think. It'sfrightening to realize how
ready some of usareto believethis, and to accept that in one of the most human of al human pursuits,
cregtivity, the computer could somehow be our superior, much less our equdl.

TheldealLab

Because creativity computer programs are relatively new, | don't think U.S. industry hasyet cometo
understand how potentialy powerful they can be astraining toolsin generd and asaidsto red-world
cregtive problem solving in particular. Part of the problem is till ahigh degree of computer phobia
among upper management, training directors, and even "credtive types." Asthis phobialessens,
however, creativity computer programs will affect American businessin dramatic, powerful, and
ultimately profound ways.

Congder, for example, the growing demand for "creativity training” in business. Despite its popul arity,
senior executives are frustrated with creativity training asit now exists. On the one hand, as
competition increases and bus ness conditions change at an ever-faster pace, senior management, to its
credit, has recognized a pressing need for more and better ideas at al levels of the corporation. On the
other hand, management has aso begun to realize that for crestivity training to make area difference,
it requires ongoing training and a substantia commitment of time and money. It isby no meansa
quick fix. Hiring firms (like mine) to comein for afew days of intensve training may be fun and
motivating for atime, but how much actud, long-term contribution doesit make to results-oriented,
cregtive thinking? Not much, I'm afraid.

S0, in some ways, management is caught between arock and ahard place: They want more cregtive
employees, but they can't necessarily afford the money-and, often more importantly, thetime that an
employeeisaway from hisor her job-to do an adequate (read as ongoing) job of creativity training.
So what's the answer?

Thisisone of the areas where cregtivity programs can and will make
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their greatest contribution. It's not hard to imagine companiesin the near future setting up economical
"idealabs’ to train their employeesin creative thinking and to give employees a place where they can
go to create new and better ideas for their companies.

With computers, the time an employee spends creating ideas can be monitored, accounted for, and
ultimately justified by upper management.Before computer credtivity, if you sat a your desk with your
feet up, thinking, you might have had ahard time justifying it to your boss.(Think of where you now get
your best ideas: in the shower, commuting, on the golf course, anywhere but a work, right?) Inthe
future, though, if you need to think of anew idea, you'll have abonafide, company-approved placeto
gowork: Theidea lab! Andtherdatively low cost of buying, training employees on, and using these
computer credtivity programs on an ongoing basis (as opposed to continually hiring outside training
consultants) makes creetivity training both affordable and effective. Today's company-approved
group process for generating ideas, brainstorming, will soon have an individual employee
counterpart, idealab-ing. Somewhat paradoxicaly the inherently noncreative computer will have made
one of the great contributions (possibly second only to that of avisonary CEO) towards
indtitutionalizing worker cregtivity.

Asideas becomeincreasingly important to acompany's success, and indeed surviva, one can imagine
cregtivity computer programs even helping to establish new departments and employeetitleswithin
magjor companies, such as crestive resources department, idealab manger, or manager: idea
facilitation.

Thomas Edison's favorite invention was the phonograph; but he considered hisbest invention to be his
"invention factory" (hisR&D labs at Menlo Park and West Orange, N.J.) because it "alowed him to
create dl of hisother inventions." 1 Could it be that some day IdeaLabs™ will be America's twenty-
firg-century version of Thomas Edison's nineteenth and twentieth-century invention factory?

Note

1. Conversationswith historians at Edison Nationa Historic Sitesin West Orange, New Jersey and
Fort Myers, Florida, 1991-1992.
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4 - Your Creative Symbol: A Compass, Building Blocks, or Sacks of Grain?

For Albert Eingtein, it was a compass. For the Wright Brothers, it was atoy rubber-band-driven
helicopter. For Samuel Colt, it was explosives of any kind. For Seymour Papert, inventor of the
children's programming language LOGO, it was gears. For Buckminster Fuller, it was blocks. For
Edison, it was two sacks of grain.

If you study the childhoods of greeat inventors (or of any greet figuresin history, for that matter),you
will often discover some object, incident, or memory that became ametaphor in later yearsfor their
lifeswork. For the six-year-old Eingtein, for instance, the compass represented a mystery of nature,
with an effect on him so profound that he spent the rest of hislifetrying to understand "nature's hidden
laws." For Samud Colt, it was the boy's excitement at seeing things explode that was the source of his
passion for inventing anew revolver. For Buckminger Fuller, it was hisinfantile fascination with the
shapes and structure of his building blocksthat ultimately helped ingpire him to invent the geodesic
dome.

From an early age, Alexander Graham Bell was fascinated with the mechanism of sound-so much so
that in one of his childhood "experiments," he got his dog to growl, then manipulated its pharynx to say,
"How do you do?'

Edison had something of an epiphany as a child when he suddenly redlized that he "was equd to two
bags of grain” (both he and the bags of grain weighed eighty pounds). In away, this revelation became
ametaphor for the rest of Edison'sinventivelife; he was aways looking for ways to make one thing
equa another: eectricity to equa light (the light bulb), eectricity to equa sound (the carbon transmitter
for the telephone, the phonograph), photographs to equal movement (“motion” pictures), etc.

At age 12, rocket pioneer Robert Goddard climbed an apple tree and,
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whilelooking at the sky, suddenly redlized that he wanted to dedicate therest of hislifeto "traveling to
the sky."

The stories go on and on. | know from my research that this phenomenon is not limited to inventors,
but aso can be found among history's greatest philosophers, artists, musicians, and political leaders.
Studying the "roots of genius' and identifying those childhood experiences that set the tonefor, or
indeed became a symbol for, the adult's later accomplishmentsisan area, it sseemsto me, that
deserves further attention.

Theimportant point isthat locked within our childhood isthe seed of our own genius. In the memories
and experiences of our youth are the skills and talents that make each of us unique, and potentialy
great.Some of us have forgotten these roots, and fed unfulfilled in what we are now doing. Others of
us have been true to our childhood loves, and find oursalves achieving, or about to achieve,
unparalleled success and happiness. Still others of us are only now beginning to awaken to our own
potential, and are excited at the prospect of rediscovering who weredly are, what we love to do, and
consequently what will help us lead happy and fulfilled lives. No matter where you arein your journey,
my feding is, it's never to late to start the rediscovery process.

Starting the Rediscovery Process

In my case, one of the childhood seeds of my future adult potential was aremote-control light switch. |
couldn't have been much older than about seven when | ran two ten-foot-long pieces of string from my
bed to the light switch across the room so that | could turn the light on and off without getting out of
bed. It was tremendoudly exciting to create such an "origind" and useful "invention.”

The other childhood experience that sticksin my mind was an elaborate Rube Goldberg contraption |
built that had asits centerpiece an old toilet seat that flipped over and cracked anut in the process.

Asan adult, | liketo think of both of thesefirgt "inventions' as metaphors for what I'm now doing.
Turning on thelight bulb | see asasymbol for my trying to switch on "the creative light bulb" in mysalf
and others. And the "nutcracker toilet seat"? Well, | seeit asawillingnessto find unconventiona
solutions (and in the process risk looking foolish) and to take on difficult crestive assgnmentsin the
hope of "cracking some rather hard nuts.” (Or again, maybeit'sjust awillingnessto bealittle nuts, |
don't know.)

Do some experiences, memories, loves, or accomplishments from your childhood stand out as
symbols or cluesto your unique genius?

It occurred to methat if, as an element of my crestivity training It occurred to methat if, as an dement
of my crestivity training
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course, | could invent an exercise that would help people get in touch with some of these childhood
experiences, it might be apowerful, potentidly life-changing creetive experience. | tried the direct
approach and smply asked people to try to remember important experiences and lovesfrom
childhood. The results were mixed. Some of the more cregtive people had no trouble identifying these
metaphorica "life-misson” experiencesfrom their childhoods. Others, though (seemingly some of the
"less credtive” types), had agreat ded of trouble with this exercise. Repressed fedlings, and even very
painful emationa wounds, from childhood sometimes madeit difficult to "get at the genius”
Paradoxically those that seemingly could benefit most from the exercise were frequently the least likely
to succeed at it.

And so | took adifferent tack. Asan occasionaly shy (and often bored) cocktail-party goer, one of
my few never-fail conversation topicsisthe movies. From asmple question like, "What did (or didn't)
you like about that movie?' come awhole host of responses from my cocktail party acquaintances that
invariably yield lessthan-subtle indications of key character and persondity traits, emotiona needs,
and even predominant "life themes" Because there are underlying mythic themesin al movies, one
cannot help but reved parts of one's own important life themes, predispositions, and motivations by
identifying the movies one likesand didikes.

Did you ever see The Crimson Pirate with Burt Lancaster? When | was achild, | watched that
movie over and over and over again; indeed, | memorized most of the movie'slines. It wasn't until |
saw the movie again as an adult, not long ago, that | suddenly realized why it held such afascination
for me: The movie wasfilled with ingeniousinventions. Burt Lancaster and his compatriots defegted
the evil king's governor by inventing dl kinds of then-new devices: nitroglycerin, asubmarine, alighter-
than-air balloon, and amachine gun.

Asacredative exercise to help agroup of computer salespeopleidentify their "creative life themes” |
had each of them write down hisor her five favorite movies of al times, then explain what he most
liked about each. Talk about adisaster! Smple and ostensibly harmless asthis exercise was, in my
fifteen years of consulting, facilitating, and training, | have never led amore disastrous exercise. The
group's energy-which had been very high, after atremendoudy successful morning session completely
and irrevocably disappeared after thisexercise. Try as| might for the rest of the afternoon, | could not
get the energy back.

What went wrong? |'ve thought alot about this exercise and how dramatic and profound afailureit
was. | think I now know what the problem was. And adthough asyet | have been too gun-shy to try
this
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exercise with another client (and therefore have no hard data to prove my suspicions oneway or the
other), seeif you don't agree with my assessment.

| think that far from being bad or ineffective, the exercise was dmost too powerful! | suspect that
many of these salesmen were quite unhappy in their jobs, and that the movie exercise had the effect of
revedling thisto them in adramatic and memorable way. Asthey became conscioudy aware of their
own lifethemes and their key motivating "myths’ through identifying and studying their favorite movies,
| think the disparity between what they wished they could be doing and what they were actualy doing
was at best disconcerting, and quite possibly downright depressing. It was asif Pandora's box had
been opened, and not many of the salesmen particularly liked what they saw inside.

| learned an important lesson from this experience. Asapsychology mgor in college, | knew that in
spite of the problemsthe psychologica malady repression can cause, it also serves avauable purpose:
namely, saf-protection. It isimportant to be very gentle in helping people open themsalves up to new
and more cresative ways of thinking and being.Opening onesdlf up too quickly to the creetive flow of
the subconscious can be a shock to the psyche and has the potential to be both unbaancing and
unhedlthy. For dl of Picasso's genius, heis, | think, an example of someone who opened himsdf up a
little too quickly to the creative flow of his own subconscious.

So, if you're just (re)embarking on ajourney of cregtive salf-discovery, my advice would beto takeit
dowly. You havealifetime of creativity ahead of you. Treat yourself asanew bud about to flower,
and give nature the time it needs to help the beautiful flower insdeyou unfold into itsfull creative glory.
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5-"Eureka" Talking: Giving Voiceto Inspiration

The physicists at the Bohr Ingtitute called it "talking to one another so we can find out what we do and
don't know, in order to learn what we need to know."

Nobe Prize-winning physicist Murray Ge-Mann, in an interview with Bill Moyerson PBS, reveded
that he made one of his most important theoretica breskthroughs when he made amistakein
presenting a mathematica description of an event in alecture and suddenly redlized that this" mistake”
was not amistake at dl, but held the key to solving aproblem in physics he had long been
contemplating, but for which he had never found a satisfactory answer.

Dr. Jean Houston, in her audiotape " Awakening the Brain," described an experience asayoung girl
with Edgar Bergen and "dummy"” Charlie McCarthy. Houston's father, who wrote comedy skitsfor
Bergen, had to drop off ascript and invited his daughter to come up and meet Bergen in hisdressing
room. The door to Bergen's dressing room was open, and Houston and the young girl walked in.
Bergen had his back to the door and didn't hear them enter. Incredibly, Bergen was actudly talking to
Charlie, asking him everything from the meaning of life to the structure of the universe-not exactly
questionsfor adummy.

Houston became uncomfortable eavesdropping on Bergen and Charlie, and he coughed to make his
and his daughter's presence known. Bergen turned around and, somewhat embarrassed, said, "Y ou
caught me." When Bergen regained his composure, he explained somewhat sheepishly to Houston and
his daughter that it was the strangest thing, but when he asked Charlie questions, he dways got
answers-answers that were always unexpected, and occasionally profound!

Wheat do the physicists at the Bohr Ingtitute, Murray Gel-Mann, and Edgar Bergen have in common?
They'redl practicing the crestive technique of "discovery through verbdization." By having the courage
(and trust) to dlow the "talking part of themselves' (as contrasted, say, with that more silent part we
know as our thoughts) to offer up ideas, they were al able to discover thingsthey "didn't know they
knew," thingsthat,
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intheory, must have been insde them all along, but which, had they not been said, might very well
never have been heard.

If you've ever brainstormed a business problem with a co-worker and found yourself somehow
coming up with atruly amazing ideathat literaly just popped out of your mouth, then you know about
this power of cregtive verbdizing, or "eurekatalking,” as| liketo think of it. It isa once powerful,
magicd, surprising, humbling, and wonderfully sdf-affirming.

| remember once consulting with aclient who was looking for aname for her exposition marketing and
promoation firm. In our conversation, | suggested that as a naming strategy, we look at the word
exposition and try to combine part or al of it with another "benefit-oriented” word root.

"How could you do that?" she asked.

"Well," | said without redly thinking, "maybe we could use the word exponential somehow. We could
cal the company Exponentid Marketing, visualy break up theword exponential to resemble a
mathematica exponent, and use the tag line, ‘'marketing raised to its highest power.™" Eurekal Thereit
was. name, logo concept, and tag line, born effortlesdy! No crestive struggle, no crestive angst-just

magic.

Morey Amsterdam (the wisecracking Buddy on the old Dick VanDyke Show) was once asked to
write jokes for John F. Kennedy's presidential campaign. In ameeting with Kennedy, the two got to
talking about Kennedy's tendency to pauseto think for severa seconds before answering interviewers
questions. It's hard to imagine that thinking before one speaks could be aliability but in Kennedy's
caseit was. People perceived hisdelay in responding as alack of decisiveness. Amsterdam's
recommendation: "Simply start talking. The answerswill be there.”

Thereisasense here of not overandyzing, of joining the"just do it" school of crestive thought (or
would that be creative talk?) without second-guessing onesdif. It's allowing what wants and needs to
be said a any moment intime, to be said. It'salowing your intuitive salf to speak without |etting your
andyticd or judgmental sdf get inthe way. Essentidly, it'stelling the truth, your truth. And, asyou
might imagine, it takes agreat deal of courage, trust, and sdlf-confidenceto do it. After dl, ther€'s
aways the chance that you'll say something absurd, foolish, or embarrassing, isn't there?

How might you begin opening up the channedl to your intuitive geniusto let it haveits say? Two
uggestions:
* Free-associate with atape recorder. Set aside fifteen minutes aday, and talk about everything and

anything that comesto mind. Tell stories Describe your childhood. Makethings up. If you're at aloss
for words, begin describing things around the room, including ideas asto how you
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might improve them. Just keep talking. Y ou'll be amazed at what comes out. (With time, you may even
discover your "voice," aswriterscal it.)

* Force yoursdf to speak in metgphors and analogies by constantly using the word like (or as).
Example: Picking up loose garbageisalot like-what? " Packing the guts back into a cadaver"?"Licking
the Street with your nose"? "Serving throw-up at apicnic'? Writing anovel islike what? | once heard
Sophie's Choice author William Styron say, "It'slike crawling from Moscow to Vladivostok on your
knees" Adding like or as to your sentences forces you to (1) start creating andogies and metaphors,
which isterrific training for the creative mind anyway, and (2) sart eurekataking. Chancesareyou
will not have ametaphor or analogy in mind, so you'll have to create one on the spot. Y ou may find
yoursdlf, initialy, at acomplete loss for words, but eventualy you'll find yourself, because of the
pressure to compl ete the sentence, saying some truly remarkable, fun, and often funny things.

Doesthis pressure to say something on the spot help or hinder the eurekatalking “training” process?
I've been somewhat surprised to discover that the pressure does indeed seem to help. When you are
forced to come up with an answer, invariably you do. Y ou have no other choice.Let me give you three
examples from my own experience.

Severd years ago, | was asked to give a " creative talk on creativity" to members of anew-age
religion. | agreed to do the talk pro bono, with the understanding that | be alowed to experiment and
try something new. | wanted to test my own eurekatalking abilitiesin ahighly stressful Situation:
presenting in front of alive audience.

My idea/challenge: to try to create an "invention to order” for someonein the audience. As part of the
challenge, | asked that an audience member pick an object, any object, that he or shewould like me
to basemy "inventions’ upon. A kindly old gentleman obliged and held up a pencil.

"An edible pencil for kids, apencil that fits on your finger, apencil that hasaword counter (likea
pedometer), an "artistic' pencil that looks like a Salvador Dali clock, abody art pencil, a'liquid pencil’
that highlights the pencil's conventiond |ead markingswith colorful marker outlines, apencil with athin
roll of paper attached." Forty-some pencil "inventions' later they stopped me and agreed that | had
indeed won the challenge. Frankly | was abit surprised | had pulled it off, and even more surprised
that there were actualy one or two ideas that seem to merit further investigation and devel opment-
quite possibly even patents. As Morey Amsterdam said, " Simply start talking, and the answers will be
there”

A smilar but unplanned experiment happened on my Connecticut cable show, "Meset the Inventors.”
My guests were three toy inventors from the Norwalk, Connecticut, invention and design firm Thin
Air.Among their inventions that we talked about was Elmo the Heavenly Elf,
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acharacter that the inventors had been commissioned by Peps to createfor aspeciad Christmas
promotion. My question to the inventors. “"Why couldn't I, or anyone el sefor that matter, just come up
with some crazy concept and name for acharacter and go out and license it ourselves?' Good
guestion, and astheinterviewer | should have stopped while | was ahead-but no, for somereason |
added the phrase, "Y ou know, a character like..."

So there| was, with alive student audience, taping a show (that would not be edited) for aquarter of
amillion potentia viewers and having to come up with some stupid character concept in asplit second
of ar time. "Y ou know, a character like, uh, well ..."

| was desperate, and so without thinking | just blurted out, "A character called ... Gravel Voice, who
speakslikethis" and | made asuitably strange gravelly voiced explanation of the character. Not gredt,
but not bad either: Gravel Voice could be one of awhole line of characters, each with some kind of
gpecid effect tied in with its name (Thunder Breath, Lightning Legs, "Buzz" Tickerheed, €tc..).

The last and most bizarre experiment in eureka talking happened as akind of dare from business
associate and friend, Bob Sharp. Bob, afan of WNBC radio in New Y ork City waslistening one
afternoon to Alan Colmess afternoon talk show. Alan invited famous people to hawk their newest
ware-book, video, sitcom, movie, whatever. On this particular day, though, Alan wasin trouble. It
seems that some important somebody couldn', at the last minute, make it, and so Alan was stuck with
awholelot of dead air timetofill. "Friend" Bob called and, unbeknownst to me, offered the services
of an afternoon guest who would "create idess, on the spot, for interested calers.”

Wéll, strangely enough, Colmes said yes. And so Bob and | jumped in acar for the forty-five-minute
driveto New Y ork City. Colmes got expitcher, author, and inventor Jm Bouton tofill in until “the
mystery guests from Connecticut” arrived. Once again, despite the pressure of several hundred
thousand listeners, | was surprised to find that eurekataking actualy worked. | started talking, and
incredibly the ideas followed. Most of that afternoon isablur, except | do remember oneideal came
up with for the wife of an unemployed photographer.

"Why not," | said, "have your husband create a book of photographic puns, or visual photographic
jokes?' Both she and host Colmesloved the idea.
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6 - Creative Dreaming: Findinga" Dream" Solution

In the 1950s, when my late father, J. Clarke "Maitti" Mattimore, wasworking in advertisng, one of his
most successful creations was a contest for Pepsi. The ideawas to have people cal up their local
radio station and be recorded saying Pepsi'stag line. The radio station would play these recordings
over theair, and if aperson recognized his or her own voice, he or she could call up and win aprize.
Surprisingly, it was harder to win than you might think. People, it turns out, have trouble recognizing
their own voices.

To make the contest work, the Peps brass felt they needed a compelling tag line for the people to
record. My father worked and worked on the line, but came up dry. It wasn't until he dept on it that
he got the answer. In adream, his subconscious (presumably) suggested having the people say, "Say
Peps, Please!™ Short and sweet. Memorable. It even had the dliteration of the two p's going for it.
What madeit atruly inspired line, though, was thet it was aclassy dternative to the then well-known
phrase, "Gimme aCokel" The"Say Pepd, Please!” contest became the most successful radio contest
ever run up to that time.

What's dways intrigued me about this story was that my father got the answer to hisproblemina
dream. This seemed to me like the best possible way to be creative: dl the results with none of the
work.

Using dreamsto crestively solve problemsis not that uncommon.Theideafor Dr. Jekyll and Mr. Hyde
cameto Robert Louis Stevenson in adream. The Russian chemist Mendeleyev "saw" the periodic
table of dementsin adream. James Watt got the idea for manufacturing shotgun pellets when he saw
them faling likerainin hisdream. Theidea: Let moltenlead, likerain, fal through theair to form the

pellets.

The question that intrigued me was, How can one harness the power of dreamsfor cregtive
ingpiration? In the early 1980s, | began experimenting with trying to invent new gamesin my dreams.
My method was o try to imagine, before going to bed, what anew game might fed like.
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Sometimes, too, I'd ask my subconscious what it would like to invent.My results were mixed. | did
ultimately get from my dreams a viable new game (anew kind of three-dimensiond tic-tac-toe) that
was patentable, but that | was never ableto license. | was most disappointed, however, with the
process. Seemingly, dreaming was not something that could be controlled. Sometimes it worked; most
timesit didn't. The process was as unpredictable as Mr. Hyde's personality.

Fast forward to the late 1980s. Without conscioudly trying, | had a story come through in a dream that
| now see as ametaphor for the process, and potential, of dreaming itsdf. I'd like to share it with you.

| cdl my dream story "The Genius Dome." The genius domeisalarge domdlike structure (dropped off
by diens?) filled with specid brain-simulating gases. When we earthlings enter the dome, we are
transformed into geniuses, presumably able to use the 90 percent of our brain power that
psychologiststell uswe're not now using. As soon as we leave the dome, however, we instantly go
back to being "10 percenters,” our old, nongenius salves. Thisbasic story idea could form the basisfor
asciencefiction short story, anovel, aplay, or even amovie comedy.The story's dramatic conflict and
cregtive tenson would come from the geniusesinsde the dome trying to take their genius with them to
the outside. Maybe even, in ahit of irony, a child could be the one to provide the answer.

| think of this story idea as a metaphor for the dream state itself because our dreams can be a source
of geniusfor us. But aswith the genius dome, we have to figure out how to get the genius out of our
dreams and into the real world. Or do we?

TheHidden Benefits of Creative Dreaming

Research indicates that we benefit from our dreams even when our dream recdll is zero. Laurence
Cruz discusses afascinating study to support this claim. In deep lab research with studentsin an
intensive language class, it was found that "those who showed more rapid eye movement (REM) or
dream deep were those who learned the fastest, while those whose REM deep remained at normal
levelsdid not do so well inclass." Cruz goes on to say that “the experiment suggested that dreaming
plays an important role in processing information even when we recal no dreams. There may aso bea
clue here asto how 'deeping on' aproblem or decision often produces a neat solution even when we
don't remember our dreams." *

So what's the answer? My conclusion isthat we can have it both ways.

25



Whether you're conscious of working within the genius dome of your dreams or not, you can il
redlize the benefits of creative dreaming. Y ou do not necessarily have to have the dramatic revelations
inyour dreams that Descartes and Beethoven, Kekule and Howe, Milton and Blake had.Y our
answers may come in more subtle ways, meaning that they may not even come while dreaming at al.
Thanksto work you may have unknowingly done while you were adegp, an answer may present itself
during the day asa"gut feding," or hunch. Or maybe you'll see something, or someonewill say
something, that triggers an association with aforgotten dream event that somehow contains your
answer.

There are two smple keysto working with your dream state in thisway. Oneisthat you must learn to
speak the language of dreams-the language of metaphor and symbol, of intuition and hunches.

Second, smple asit may sound, you must use the tool that you've been given. To keep your dreaming
subconscious mind functioning at its highest efficiency (so that you can rely on it when you need it most
to solve ared-world problem), you must continually giveit problemsto solve. If need be, set daily or
weekly ideagoasfor yoursdf when you'refirst starting out. The only way you'll come to know and
trust your subconscious dreamer asavaid problem solver isif it has actudly solved problemsfor you
in the past. Ultimately, with time and afew successes, you won't even question it. You'll just cometo
expect success.

Y ou might wonder how my successful dream work today differs from the only marginally successful
game invention dream work | did more than ten years ago. There areredly only two differences. The
obviousoneisthat | know now, from years of triad and error, that | can rely on the subconscious
dream mechanism to solve problemsfor me. | trust the process. Positive expectations do seem to yield
positive results.

The other differenceisthat I've come to redefine how | view the dream state and how and where it
might provide me with answers. | know now that athough most of the crestive work will be done by
the subconscious during deep and dreaming, the answer may or may not comein adream. This
redlization has made me much more dert to "waking dream” solutions that may appear-often
magicaly-in my redworld life. Again, it may be something someone says, or an object | see, or even
an ad on television that contains the answer.

| mentioned before that we need to learn to speak the language of dreams. A key theme and goal of
this book isto demondtrate the power and potential of metaphorsfor creative problem solving in
business. Let'sturn now to an exercise to help you conscioudy generate cregtive problem-solving
metaphors.
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A Dream Exercise

Because of the ethered and individua nature of dreams and dream interpretation, it seemed like an
impossible chalenge | had given mysdlf: | wanted to invent adream exercise for my seminarsthat
could (1) demongtrate the symbology of dreams and its potentia for solving ared-world business
problem and (2) at the same time give the student the satisfaction of "getting the right answer.” The
problem isthat dream images mean different thingsto different people, and therefore do not lend
themselvesto aright-or-wrong answer exercise.

Asaways, though, there was asolution to my seemingly impossible challenge. Instead of showing
people how to interpret their dreams, I'd show them conscioudy how to create them. After al, wedl
create dreams anyway. We're just not awake when we do it, and therefore we're not conscious of the
process. By conscioudly cregting our own dreams, we can become more aware of the process (and
language) of dreams, and ultimately its potentia for solving real-world business problems.

Herés how we do it in the seminars. | give out creative business case studies, ones that have aready
been solved in avery innovative way.Then, | have each person create adreamlike story (using dream
images, symbols, and metgphors) that somehow communicates the case study's innovative solution.
Herésan example:

In The Wall Street Journal on December 19, 1989, there was a front-page story about Coke's
effortsto penetrate new markets worldwide. The article mentioned a particularly difficult international
marketing problem in Indonesiathat had been solved in, | thought, avery creative way. It seemsthat
the favorite nationd drinksin Indonesia, when Coke showed up, were teaand tropical fruit juices. The
Indonesians had not tried carbonated beveragesin genera and Coke in particular, and did not
particularly like them when they did. So, what's amarketer to do?

Seeif you can guess the solution to the problem from this"dream” | created:

| was in a dark pool of water in the jungle. The dark water started bubbling up, alot like a lava pool might.
Somehow, | knew the pool wasn't dangerous, but the local people weren't convinced; they had a
superstition about it.

To calmtheir fears, | tried giving the natives some of the dark water to drink, but they wouldn't take it. In
fact, they became even more afraid, and started building a wall of tropical plants and fruits to separate me
and the dark, bubbling pool of water from their village.
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I climbed over the wall, and saw the local witch doctor dressed in a British uniform drinking tea.

The witch doctor got mad when he saw me looking at him. So he took fruit from the wall and started to
stuff it into little glass bottles. Then he warmed the bottles over a fire until the fruit started melting and
bubbling, and threw the bottles at me. (The bottles resembled a kind of home-made Molotov, or in this
case "fruit," cocktail.) | was afraid the bottles would blow up in my face. Before they did, though, | woke
up.

W hat was this dream trying to tell me?

Thereal-world solution to Coke's marketing problem was what you might call a phase-in marketing
approach. Coke executives realized that they needed to accustom the Indonesian palate to carbonated
drinks. And so, as an interim step, Coke first introduced strawberry, pineapple, and even banana-
flavored soft drinks. Eventually Coke expects the Coca- Cola brand to surpass the local-flavor soft
drinks because "over time, paates search for aless sweet taste.”

Did you figureit out? Did my conscioudy created dream capture the essence of the solution?

Want another example? Let's say you're trying to invent anew kind of computer, one that workson a
different principle entirely from the e ectronic, silicon-chip-based platforms of today. Y ou start having
dreams about armies carrying piles of data, sometimes calliding with one another. Then findly you
have a dream about armies marching into one another, but thistime with no collison. Doesthisgive
you any ideas?

It did for Alan Huang, Bell Labs researcher and creator of this dream.Huang redlized that laser beams,
like the opposing armies, could pass through one another unchanged. Thisled to the invention of the
first viable optical computer, an invention that some researchers consider to be "the most important
breskthrough in computers since the invention of the microchip.” 2

Notes

1. Laurence Cruz, "Listento Your Dreams," Creative Living, Winter 1993, Vol. 31. Published by
Northwestern Mutua Life, Milwaukee, Wis.

2. George Land and Beth Jarman, Breakpoint and Beyond (New Y ork:Harper Business, 1992), p.
157.
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Section Two
Exercising Your
Creativity
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7 - Those Crazy Inventors: A Creative Warm-Up Exercise

Imagine yoursdf in aroom full of sirangers, whereit'syour job asthe facilitator to help them
brainstorm new ideas. These people don't necessarily want to be there. They may not think of
themsalves as particularly crestive, and indeed may be afraid of "cregtivity." They even may not
particularly like or trust the other people (their co-workers) with whom they're supposed to
brainstorm. So what do you do?

How can you (1) help make the people fedl comfortable and even begin to trust one another, (2) take
the "crestive pressure’ off them, (3) show them that it's okay to fail-in fact, thet it's critica to the
processthat they do fail, and (4) if possible, get them laughing, or at least smiling? And do dl thisin ten
minutes or lesswith awarm-up exercise?

Let's consder the subject of chicken fishing asatheoretica bassfor our exercise,
Have you ever been chicken fishing?

Thomas Edison went once. And he even landed a"big one." This happened when he was ayoung boy
(before he left school full timeto be tutored by his mother). Edison dangled abaited line outside his
upperfloor schoolroom window, and did indeed catch a chicken in the schoolyard below. His
classmates were ddlighted, histeacher less so.

If you study the lives of great inventors, two key persondity traits stand out: afierce independence and
persistence. Y ou get a sense of Edison's fierce independence from the anecdote above. But what
about persstence and its natura corallary, failure? How might they be related to a crestivity warm-up
exercise?

Read most history books on inventors, and you'll learn the story of the inventor's success(es). Oh, yes,
there may be some brief mention of the failuresthat led to the success, but never in any great detall.
Why?For one thing, an inventor'sfailuresinvariably outnumber his successes, and editorid space being
what it is, who's got room for the thousands of experimentsthat didn't work? More important, who

(especidly in
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America) wants to read about failure? We're interested in how someone succeeded, not how they
faled, right?

The problem with focusing just on the successesis that we get a biased view of the process. Were not
shown that most often, inventing (or life, for that matter) isreally about failing. This, of course, iswhy
persgstenceis so important.

Invariably, crestive people will tell you that they learn more from their failuresthan from their

successes. Indeed, Thomas Edison even took issue with caling hisfailures "failures.” He preferred to
think of them asinvauable contributors to the eventual success of the project, helping himto learn
what wouldn't work. Y ou can imagine the "learning” that took place in the testing of 60,000 substances
that led Edison and histeam to the successful invention of the dkaine battery.

Persondity trait number two isfierce independence. Challenging the status quo takes great courage
and sdlf-confidence. An extension of this courage isthe inventor's willingness to entertain ideas that
others consider radica or just plain crazy. Think again of Edison and his chicken fishing experiment.
Gresat success, it seems, comes only to those willing to risk great failure and great embarrassment.
Alexander Graham Bdll, you'retrying to talk through awire? Right. Y ou want to "send invisble
pictures through the air* to awindowed box in someone's home, Messrs. Zworykin and Farnsworth?
Listen, don't cal me, I'll cdll you.

If failure, and the attendant willingnessto risk thinking about seemingly very far out or even absurd
idess, is o important to the invention process (and by extension to a successful brainstorming session),
why not, | thought, creste a crestivity warm-up exercise that champions both? And why not do it with
history's greatest inventors? What better role models could there be?

So hereit is amultiple-choice test that | hope will help you (and your brainstorming buddies) not take
yourself so serioudy and make "failing," if not fun, at least avalued learning experience. In each of the
twelve multiple-choice questions, one of the answers (bdieveit or not) isactudly true. Seeif you can

guesswhich one.

A Creative Warm-Up Exercise

1. Aspart of hisgrooming regimen, Henry Ford would:

a Add particles of sand to histoothpaste to increase its abrasive tartar-removing qualities.
b. Dye hishair with rusty weter.

c. Keep the bdls of hisfeet soft by applying acoating of hisown sdivato them nightly.
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2. Thomas Edison proposed to his second wife by:
a Recording the marriage proposa on his newly invented phonograph and playing it
during acandldight dinner.
b. Tapping out the proposal in Morse code, from hishand to hers.
¢. Making amovie of himsdlf proposing on bended knee.

3. Because he thought it would benefit his hedth, Ben Franklin would:
a Wak barefoot through the mud, believing it hel ped stimulate the eight vital organs
of the body.

b. Drink water only from a glass container that had been Ieft out in the sun for hours.
c. Take"air baths' by dtting naked in front of an open window and inhaing deeply.

4. Nikola Teda, who invented the dternating current (AC) motor, oncetried to invent a
devicethat:

a Diagnosed peopl€'s hedlth by eectronically reading their auras.
b. Elicited memories when gpplied to various parts of the head.
¢. Photographed thoughts on the retina of the eye.

5. George Eastman, inventor of the Kodak camera:
a Was asupporter of the thirteen-month calendar.
b. Took a photograph of himsalf every day from age thirty-one to seventy-two.

c. Invented a camerathat when swallowed by cowstook pictures of each of their
four stomachs.

6. Asahedth precaution, Alexander Graham Béll:
a Covered his ear with gauze every time he used the tel ephone.
b. Covered the windows in his hometo block out the rays of the full moon.
c. Drank hisown urine.

7. Edison was convinced that:

a The Germanswere using a"thought ray" during World War | to control President
Wilson's mind.

b. There were submicroscopic entities, or "little people,” living in hisbrain.
¢. Hewould someday invent apair of "electronic goggles' to seeinto the future.

8. Vulcanized rubber inventor Charles Goodyear:
a Considered making rubberized water beds for theill.
b. Proposed that newspapers be printed on rubber.
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c. Foresaw rubber parasols, rubber carpets, rubber blackboards, and even rubber
bank notes.

d. All of the above.
9. Milkman Gail Borden:

a Had histomb built in the shape of a condenses-milk can.
b. Tried to sal condenses cow's blood as an ingredient in a salad dressing.

c. Filled apublic pool with milk to promote the idea that milk baths were good for the
skin.

10. CharlesHall, who invented a praactica way to produce auminum, theorized that:
a A dally diet of seaweed could cure asthma.
b. Aluminum eyeglass frames would enable the wearer to better predict the wesather.
¢. Tobacco had snuffed out cresative impulses during the previous 200 years.
d. All of the above.

11. Alexander Graham Bdll:
a Tried to get hisdog to talk by teaching it to growl as he manipulated its mouth.
b. Charted the vibrations of his own voice on a piece of smoked glassby takinginto a
mounted ear with apiece of hay stuck into it.
¢. Recommended that aspiring inventors reflect asmell and messureits velocity of
transmission.
d. All of the above.

12. Hating unnecessary suffering, Rudolf Diesd once invented:
a Anammonia bomb that would confuse the enemy instead of killing him.
b. An adhesive-wire fense as an dternative to barbed wire.
c. A bog-creating mud plow to trap soldiersin the mud instead of shooting them.
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How'd you do? If you didn't score particularly well, don't fedl bad. | tried thistest on members of the
Inventors Association of Connecticut, and they didn't score aswell on it asagroup of gifted seventh
graders.Some people get alittle frustrated with this test. That's because there's
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reglly no way to logicaly deduce the correct answer. So, in asense, you have to do just what the
inventors did: risk great failure by voting for a choice that potentially could make you fed alittle
foolish.

Again, it'simportant to let ourselves entertain wild and crazy ideasif we ever hopeto arrive at that
truly revolutionary, breakthrough idea.lf during a session someone feels more likely to suggest anidea
that isfoolish or crazy because of the example set by Edison, Ford, or Bell above, then this cregtive
warm-up will have been worth itsweight in idestiond gold.

In the best credtive sessons, you'l find it comes down to not taking yourself too serioudy if you're
serious about creating greet ideas.
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8 - ldea Hooks®: A M oments-of-I nspiration Exercise

In Part One, | described how | came to discover the crestive theory of invention called |dea Hooks.

Y ou can imagine the excitement | felt when | investigated the thought processes and "eureka moments'
of history's greatest inventors and discovered that my |dea Hooks theory was correct.It wasindeed
truethat inliterdly hundreds of ingtances, it was a concrete, physical object that provided the stimulus
for the inventor's crestive breakthrough. And thiswas not true only for famousinventors. Lesser
known inventors used |dea Hooks aswell. Take English inventor Alastair Pilkington, for example, who
in the late 1950s was trying to invent away to manufacture better, smoother, less costly glass. His
Idea Hook was afilm of fat floating in hiswife's dishwater. Theidea: Float molten glasson alayer of
melted meta to provide an otherwise unachievable smoothness.

Or how about Sir Marc Isaac Brunel? He was trying to invent away to construct more efficient
underwater tunnels. His Idea Hook was a shipworm tunndling through atimber. He noticed that asthe
worm tunneled forward, it constructed a self-contained tube for itself. Brunel built a mechanica
imitation of the living modd: His patented shidd isa" short stedl cylinder which is pushed forward (like
the shipworm) by mechanica meansaswork progresses. Without this huge boring machine, river
tunneling would have been next to impossible." *

Or congder the imaginative English doctor Peter Roget, best known for hiswriting of Roget's
Thesaurus, first published in 1852. It was Roget who discovered what historian Daniel J. Boorstin

calls the motion picture phenomenon. His Idea Hook was acart. "One day as he [Roget] |ooked out
through the Venetian blindsin his study, he noticed that the cart moving through the street seemed to
be proceeding by jerks. He suspected that it was a series of stationary impressionsjoined together that
gave the eye theimpression of acart in motion. In 1824, he offered the Royal Society his paper on
'Persstence of Vison with Regard to Mov-
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ing Objects. So casudly he had noted what would make possible the motion pictures.” 2

Of course, in most cases, it wasn't the Idea Hook per sethat led to the inventor's breskthrough. The
Idea Hook was the stimulus for the breakthrough because it embodied a principle that when applied to
the inventor's problem provided a solution. Obvioudy, though, for the Idea Hook to work, the
inventor first needed to have an in-depth knowledge of the problem he wastrying to solve and, as
important, be senstive to and have ataent for seeing the inherent principlesin the things around him.

It'sasif theright-brain, holistic mind has abuilt-in, principle matching antenna, and when theright I1dea
Hook comes aong, the intuitive mind immediately recognizesit, alight bulb goes off, and the inventor
has the eureka experience that supplies the long-searched-for answer.

So the underlying key to success with the Idea Hook technique is an ability to recognize principlesand
ultimately transfer them through the holistic and primarily intuitive right brain. How good at holistic
principle recognition and transfer are you? Here are a dozen multiple-choice questionsto test your
skill. I've selected some of history's greatest inventions and mixed their Idea Hooks (the ones that led
to the actud discoveries) with afew "creative’ aternatives. Seeif you can guesswhich IdeaHook led
to which discovery.

Before you begin, however, aword of advice. Y ou may find that trying to answer these questions
using alogicd and andyticd, left-brain way of thinking isvery difficult indeed. Asarule, none of the
answers seem to make much sense. I'd recommend instead, therefore, that you try first to make an
intuitive judgment about the correct answer. In other words, start by picking the answer that feesright.
After that, then (and only then) you can let your analytical mind try to figure out logicaly why your
choice may or may not be the correct one.

The advantage of thisintuition-first, analysis-second gpproach isthat even if you don't get the right
answer, you'll gtill have had the experience of trying to holigticaly principle match, which iswhat this
exerciseisdl about anyway. That and, of course, having some fun.

Moments-of-Inspiration Exercise

1. When Dr. René Laennec was looking for away to help him diagnose the hedth of his
patients, what incident provided theinspiration for hisinvention of the stethoscope?

a A beret being tossed in the air by one of his neighbors

b. Children sending signals to each other by tapping on either end of alog
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¢. A medicd colleague chewing hislunch loudly with his mouth wide open
d. A woodpecker pecking on atree outside the hospital

2. Samud Calt'sinspiration for hisfamous six-shooter revolver was
a TheBig Dipper
b. A pitchfork hethrew into the side of abarn
c. A ship'swhed
d. Themusicd scorefor "Amazing Grace'

3. John Dunlop got the ideafor rubber tiresfrom:
a Hisgarden hose
b. A molted snake skin
c. A raincoat
d. A sugar mapletree

4. Henry Ford conceived of abetter way to mass produce his carsfrom avisit to:
a A daughterhouse
b. A supermarket
c. A tobacco farm
d. A graveyard

5. Rudolf Diesdl got theideafor the design of hisdiesel engine from looking at:
a A magnifying glass
b. A typewriter
c. A daVinci drawing of the human lungs
d. An Aztec spear

6. Samuel Morse conceived of the telegraph relay system when he saw:
a A snakeditheringinthegrass
b. A drawing of women sporting lightning-rod hats in Europe during the 1820s
c. Fresh horses being subgtituted for tired horses at relay stations
d. A dog barking up atree at a cat

7. Charles Duryea got the idea for the spray injection carburetor when:
a Hesaw hiswife spray hersdf with perfume using a perfume atomizer.
b. Hetook awalk in the London fog.
¢. He saw aspecid mining machine pulverize apiece of ironrich ore.
d. Hevisted awaterfdl in Belgium.
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8. Thomas Edison got theideafor the first multiplex telegraph by considering the workings of:
a TheGatlinggun
b. Hispocket watch
c. A mechanica piggy bank
d. A water pump

9. Maxim'sinspiration for the design of the gun silencer was.
a Awhidle
b. Thewhirlpool effect of water flowing down the drain of hissink
c. A fireplace bellows
d. A lobster trap

10. Eli Whitney redlized that he'd be ableto invent asmple cotton "gin" (short for engine) when
he saw:

a. A cat reach through afence trying to grab achicken

b. A waterwheel

C. A stagecoach

d. Hislandlord scraping afrying pan with athin metal spatula.

11. The de Montgolfier brothers concelved of thefirst hot air balloon when they saw:
a. Burnt paper scrapsrise above the flamesin their chimney
b. Stained glass windows blow out of aburning church
c. A friend faint frominhaing cigar smoke on abet
d. A blowfishfor thefirst time a a Parisfish market

12. Carrier got theideafor the air conditioner when he:
a Took asteam bath at the Yae Clubin New York City.
b. Bought acompletely seded jgpanese glassterrarium.
c. Saw water condensing on the sde of aglass.
d. Choked on apiece of ice.

DCELRILIBDL I TGP LLRYIPIEIRF R D T
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Notes
1. W. J. J. Gordon, "Discovery by Analogy” Chemtech, March 1980, p. 168.
2. Danid J. Boorgtin, The Creators (New Y ork: Random House, 1992), p.740.
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9 - The Source Mind: Looking for " Essential" Relationships

When Teddy Roosevelt decided to run for President, one of the first things he did was take acoursein
mathematics. Why?

When | first got out of school and worked at aNew Y ork ad agency, | shared an office with avery
bright account executive named MoiraHearne. Moira had been an undergraduate history mgjor and
had gone on to take her MBA at Wharton. Since | didn't go to business schoal, | was curious to know
what shefelt was the most vauable thing she had learned a Wharton. | was surprised by her answer.
"With the history mgjor, my mind was able to kind of float around-move from subject to subject
without awholelot of focus," she said. "But business school changed dl that. The math in particular
forced me to become much more precise and disciplined in my thinking. The best thing about business
school wasthat it redly sharpened up my mind.”

Sounds alittle like John Houseman's line as Professor Kingsfield in The Paper Chase, ™Y ou comein
here with mindsfilled with mush, and leave herethinking like alawyer!" doesn't it?

Lawyer, advertising executive, even President-I am convinced that with the right menta disciplinesand
training, most of us can learn to do thingswe'd normally presumeto beimpossible. Yes, tdentis
important.Inspirationiscritical. Loveisessential. But o ishard work. And cretivity, despite what the
Muses might have you believe, isno exception.

My experience with most successful inventorsisthat they work very hard at their craft; hard to the
point of obsesson. The reason: Inventors (and certainly other creative people aswell) never know
when, and under what guise, inspiration will arrive. So their antennas are always up (or out), ready to
receive some inspired transmission from the gods that contains the answer to their problem.
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Actudly, though, thisisonly haf the story. The best inventors don't just stland by waiting patiently to
receive aflash of ingpiration. No, they actively seek out ingpiration. How? By following three of the
most important mentda disciplinesthat | know for inventing-or any other creetive pursuit, for that
matter: (1) continualy asking al kinds of questions, no matter how far out or seemingly absurd, (2)
trying to visualize or "see" answers, and (3) freely associating different concepts, no matter how
remote the connections. All three are creative mental disciplinesthat can be developed and honed to a
very high leve of proficiency.

Happily developing and practicing these creative disciplinesisalot more fun than taking a
mathematics, law, or even business school course.(For adiscussion of the vaue of cregtive
guestioning, seethe Gray Box Exercise, page 52. For examples and ingtructions on developing the
ability to visudize answers, see Image Streaming, page 92.)

It'sthisthird area, the ability to associate seemingly very different concepts, that deserves some
attention here.

Developing the Source Mind

Inthe smplest of terms, creetivity is about making connections between two or more seemingly
unrelated things or ideas. Okay fine. The question is, how, specifically do you do this? Oneway isby
developing, asfinancier Bernard Baruch said of Edison, a"source mind.” What's a source mind? A
source mind, naturally enough, is one that traces things back to their source by trying to make very few
assumptions, by continualy asking the question why or how, and by being willing to entertain
unconventiona explanations when conventiond thinking or gpproaches are found to be lacking.

Another feature of the source mind isthat becauseit is constantly tracing problems and their apparent
causes back to their roots, the source mind thinker becomes proficient at identifying "problem
essences': underlying principles and patterns, and rel ationships based on cause and effect.

If one hasasabasic belief that thereis an essentia unity to the universe, and that somehow everything
isrelated to everything e se, then the ability to discover these relationships, especialy among seemingly
unrelated phenomena, is not only the basisfor great creative accomplishments, but o, it seemsto
me, an underlying characteristic of true genius.

P. Ranganath Nayak and John M. K etteringham give an intriguing example of the source mind at work
and therelating of seemingly unrel ated phenomena
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Question: What does the produce section at your local supermarket have to do with manufacturing a
better, more cogt-effective car? Indeed, how did one man's thinking about American supermarkets
lead to atheory that, without exaggeration, literdly revol utionized American manufacturing in the
1980s?

Answer: It was Kiichiro Toyoda, founder of the Toyota Motor Works, who in 1935, two years
before the first Toyota car was ever produced, compared the automobile assembly lineto an
American supermarket:

He noticed that in an American market, great quantities of food-much of it perishable-are gathered. It can't
be stored on site, because the store doesn't have the space and can't afford the cost of storage, and
because much of the food would spoil in storage. So, as shelves empty in the store, the staff notes the
need for more supplies; the supplier is informed and the bread, or hams, or fresh peaches arrive "justin
time." If this system could somehow be translated to auto production, Kiichiro thought, the elimination of
waste, the elimination of parts warehouses, and the greater coordination of all production stages could
reduce costs dramatically. It would give the company that made it work a sig nificant competitive
advantage. !

Of coursg, it did give Toyota a significant advantage, until American manufacturing rediscovered "just
intime" manufacturing for itsalf some might say justintime.

Want some practice in source mind thinking? Seeif you can discover the surprising connections
between the seemingly unrelated e ements in the following questions.

Question 1: How might the invention of the Delco car battery in 1911 have added to the American
woman's"drive’ for equd rights?

Question 2. Before the introduction of firearms, why was bowling considered athreet to nationa
Security in England?

Question 3: Why did George Marsh predict, in the early nineteenth century, that the invention of the
slk hat would cause the formation of many lakes and bogsin the United States? (Hint: This has nothing
to do with the silkworm.)

Answers:

1. The Delco battery enabled women, for the first time, to drive alone, since they did not now need the
help or strength of a man to crank-start the car.
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2. Bowling was considered a threet to nationa security because men would bowl instead of practicing
their archery ills.

3. With theinvention of the silk hat, Marsh guessed correctly that there would be reduced demand for
beaver furs. Since fewer beaverswould be killed, greater numbers of beavers could once again set
about their business of building dams, resulting in the creation of more lakes and bogs.

How'd you do? Let'stry another one.

It'sthe 1830s. Y ou are with Charles Darwin aboard the Beagle, and you decide to go ashore with him
in Madagascar. Asanaturalist, he's fascinated by the exotic plants. Y ou're wondering what's for lunch.
Darwin sees awhite orchid with an extremely long nectar spur, measuresit, and discoversthat the
spur isalmogt afoot long. Y ou think yes, it's unique, but nothing to write home about. But you can see
by the expression on Darwin's face that heisintrigued.

Question: What's bothering Darwin? What question is he asking himsalf? What does Darwin
ultimately predict exists asaresult of seeing thisflower?

Answer: The question that Darwin asked himself was how such aflower could be pollinated. He
surmised that there would have to exist some kind of insect with afoot-long "nose" or beak to
pollinate thisflower. Y ou, like his contemporaries, think Darwin has been aboard ship alittle too long
and ridicule him for histheory. Asit turns out, though, Darwin hasthe last laugh. Some twenty years
later anocturnal moth is discovered in Madagascar that has awingspan of only five and ahdf inches,
but that (you guessed it) has aproboscis afoot long. In honor of Darwin's fegat in predicting its
exigence, theinsect is named Xanthopan morganii praedicta.

Deve oping the source mind by continualy asking how or why isakey to credtive grestness. Itisas
useful in a corporate marketing department, aregiona sales office, or an MIS department asitisin an
inventor's laboratory.

Let'stry one more.

Y ou own afifty-foot sailboat, which you anchor in the harbor of your yacht club. Y ou spend most of
your weekends deeping aboard the boat because it fedls like taking a vacation without actualy going
anywhere.Each weekend you plan to deep in, but you notice that for some reason
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you seem to need |ess deep when you stay overnight on the boat than when you deep a home.
Question: What's the reason? Might there be an invention here?

Y ou surmise that there are four possible explanations: (1) the fresh air, (2) less stress becauseit'sthe
weekend, and therefore aneed for lessdeep, (3) less or different kinds of noise, or (4) something else
(the onethat actudly led to anew invention). Can you guesswhat it was?

Answer: New Y ork inventor Jerome Murray decided that it might be the rocking of the boat that
made him require less deep. Aninteresting hypothesisl

Assgnment: The next step isto design amarketable product to capitalize on thistheory. Any ideas?

Answer: What Mr. Murray did wasto design four small, identical electromechanical boxesto replace
the casters on the legs of his bed so that he could be rocked to deep at home. The invention worked,
and Mr. Murray had that much moretime a hometo invent other things.

Want other problemsto get your source mind going? Start by looking around your office. Ask yourself
why you can't read the ruler. Or maybe you'd like to know why you can't cut a perfectly straight line
more than four incheslong with your scissors. Or why isit that you can't find that guy's namein your
Rolodex (did you file him under his name, his company, or his occupation?)?

If you trace each of these questions back to its source of design, you'll have your answer, and quite
possibly be on the road to a new invention.

Note

1. P. Ranganath Nayak and John M. Ketteringham, Breakthroughs (New Y ork: Rawson Associates,
1986), p. 212.
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10 - Fermi Problems: Guesstimating in Today's Decimal-Point World

Severd years ago, | wasinterviewing candidates for a part-time secretaria/administrative job with my
company. It wasn't long before | grew tired of the standard "what experience do you have?' kind of
questions and decided to try something alittle more fun. What | came up with was a one-question quiz
to show me how resourceful athinker thisnew hire might be. Hereit is:

Y ou are on your $3 million yacht on your way home from along weekend visiting afriend in the
Philippines. Y our navigator hasjust informed you that you are over the degpest point in the Pacific
Ocean, the Marianas Trench. One of your clumsier guestsis admiring atwelve pound cannonball that
you recently salvaged from a sunken sixteenth century Spanish galleon. Mr. Clumsy accidentally drops
the cannonball over the side. How long doesiit taking for the cannonball to reach the bottom of the
ocean?

Before reading thisfurther, please try to solve this problem, paying specid attention, if you will, to how
you tried to solveit.

What did you do? Did you make a completely wild guess because "there smply wasn't enough
information to solve the problem™? Did you get overly bogged down in the details, asking yourself
about, say, the salinity or temperature of the water, because you wanted to get the "exactly right"
answer? Or were you able to zero in on the two most important components of this problem, namely,
how deep isthe Marianas Trench, and how fast might acannonbal fal through the water; hazard a
guess asto what the depth of the Trench and the speed of the cannonball might be; and then, most
important, bewilling to "guesstimate’ an answer?

It was disappointing to me that most of the candidates (and friends
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| later tried this one) smply made awild guess, without in any way trying to figure out what the correct
answer might be. It'sasif they couldn't be 100 percent right, there was no usein trying to be 95
percent right. 1t was the exception when someone was actualy willing to risk an approximation. The
broader implication isthat it's more important to get the right answer than it isto learn how to think. By
the way, the Marianas Trench is approximately 5.7 miles deep, and a.cannonball will drop at arate of
amodt ten feet per second. So it will take the cannonball approximately 63 minutes to reach the
bottom of the Trench.

How many burgers does your loca McDondd's servein aday? How many thousands (or isit
millions) of words can you write with one Bic bal-point pen beforeit runs out of ink? What
percentage of the times do you say | instead of you in conversation?

Commonsense Guesstimating

These are dl examples of what most physicistswill recognize asaFermi problem. Enrico Fermi won
the Nobel Prizefor hiswork in lementary particle physics, and four years later, under the squash
courts a the University of Chicago, produced thefirst sustained nuclear reaction, which of course led
to the development of the atomic bomb. Fermi invented "Fermi problems’ asaway to help hisphysics
sudentslearn to think for themselves. What makes aFermi problem uniqueisthat unlike most brain
twisters or logic puzzles, aFermi problem does not have contained within it dl the information you
need to solve the problem. Fermi recognized that in real-world physics, asin life, there are many
Situations where the information we might want or need to solve a problem issimply not available. So,
aswith the Marianas Trench example, you're forced to smply make aguess. Thekey, though, is
learning how to make an educated guess.

In many waysit'saso like writing abusiness plan, which well get to shortly. But first we need to know
how many piano tunersthere arein Chicago.

Bdieveit or not, thiswas actually aquestion that Fermi posed to his students at the University of
Chicago. How did he recommend that they solve it? By having the courage to make some educated
guesses and assumptions.

» How many peoplelivein Chicago? 3 million?
» How many people per family? Say an average of four.

» How many families own pianos? Fermi guessed one out of three (I might have guessed one out of
fiveor 9x).
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» Thiswould mean, then, that there are approximately 250,000 pianos in Chicago.
» How often would each piano be tuned? Say once every ten years?

» Thismeansthere are 25,000 tunings per year.

» How many pianos can atuner tunein aday? Four?

 Then 4 times 250 working days per year means that each piano tuner could tune 1,000 pianos per
year.

 Sowith 25,000 tunings available, thiswould mean that there should be approximately 25 piano
tunersworking at any onetimein Chicago, which, asit turnsout, if you look in the Chicago Ydlow
Pages, is pretty closeto the actual number.

Why did thiswork, even though obvioudy it isonly an gpproximation? The law of averagesis partly
responsible. At any point in the process, you can make incorrect assumptions, high or low. Thisisto
be expected. In fact, you'll probably make several wrong assumptions, both high and low. But
because of the law of averages, your incorrect assumptionswill, on the whole, balance out because
haf thetime you'll assume high and the other hdf of thetime you'll assumelow.

Wheat doesthis have to do with business and/or cregtivity? A great deal. Often, when we are on the
trail of a breakthrough idea, we need to solve problems that have never been solved before and base
decisons on information that Smply does not exist. In aworld where we increasingly rely on outside
authority for our answers, from what foods we should eat to how to raise our kids, the cregtive

bus ness-person must retain the right and the ability to think for herself. She must question the "experts'
at every turn by using her own experience, intuition, and common sense. The ability to guestimate
quickly and accurately will become an increasingly valuable and necessary business skill asthe rate of
busi ness change continues to accelerate. There is Smply no longer the time, money, or staff to make
sure of al your decisons. The crestive bus ness-person must be ableto tolerate, and indeed thrivein,
an increasingly ambiguous and chaotic businessworld. Y our best guesswill often be the best you can
do.

Suppose, for example, you've been asked to write amarketing plan for anew phone add-on device
that at the touch of abutton will send your name, company, address, and telephone number to avisud
display-or better yet, a"phone message printer”-on another person's phone. In addition to
conventiona outlets like mass merchandisers and el ectronics stores, you'd like to know the number of
"phone gores' in the United States. Unfortunatdly, thisfigureis not available, either from market
research houses or from the U.S. government. What do you do? One solution would be to smply go
to your locd library, pull out
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afew phone directories from around the country, turn to the Y ellowPages, and start counting. Y ou
could then guesstimate how many stores there were nationwide based on the number of stores per
100,000 peoplein each of your "counted" cities. (This, by the way, is exactly what one of my
marketing consultant friends did for alarge telecommunications client.)

Often if you can bresk adifficult problem down into smdler, manageable ones, you can figure out a
way to solveit.

Quiz 1: Why would the Nobel Prize-winning physicist Enrico Fermi have torn up a sheet of notebook
paper and thrown the pieces over hishead exactly at the moment when the world's first atom bomb
went off in 1945 at Alamagordo, New Mexico?

Answer: It was Fermi's"quick and dirty" way of measuring the blast of the atomic bomb. Asit turned
out, the pieces were carried about 2 1/ 2 yards behind him, and Fermi was able to calculate, based on
this distance, that the atom bomb's energy was equivaent to that of ten thousand tons of TNT.

Quiz 2: How did Ben Franklin determine which of his different colored clothes absorbed the most
heat and which of his different-colored clothes reflected the most heat? (Y ou probably aready know
that black absorbs the most and white the least, but what about other colorsin between?) Design a
smple experiment to find the answer, Hint: It'swintertime, but not too cold.

Answer: Ben Franklin conceived of an ingenious experiment to test the heet absorbency/reflectivity of
agiven color. He smply took "samples of broadcloth” of various colors and laid them on the snow on
abright sunshiny morning. "In afew hours" reported Franklin, "the black, being warmed most by the
sun, was so low asto be below the stroke of the sun'sray's, the dark blue, almost aslow, the lighter
blue not quite so much asthe dark, the other colors less asthey were lighter, and the quite white
remained on the surface of the snow, not having entered it &t all."

His conclusion: "May we not learn from hence that black clothes are not so fit to wear in ahot sunny
climate or season aswhite ones? That al summer hats, particularly for soldiers, should be white, and
that garden wallsintended for fruit should be black."

One of my favorite experimenter stories comes from Weston, Connecticut, inventor Stan Mason. A
key dement of Stan'sinvention sirategy
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isto identify emerging trends and then invent anew product that satisfies ahuman need that thisnew
trend might create. A greet example of thisinventive Srategy was Stan's development of hisline of
microwave cooking dishes, Masonware, in the late 1970s. A dramatic rise in the percentage of
working mothers combined with the growing penetration of microwave ovensin U.S. households
spelled opportunity to Stan. Why not create aline of cooking dishes designed specificaly for the
"unique cooking environment” in amicrowave oven? Great ideal But to be more than just hype, this
new line of cooking ware needed to be substantively different from conventional cookware.
Theoreticaly it should both be easier to use and do a better job of actualy cooking the food.

Could the cookware somehow position the food in the most advantageous position for cooking? Quite
possibly. But, of course, this required knowing where the "best™ microwave rays would be when the
oven was on, and what their intensity would be.

Quiz 3: Design asmple experiment to find the microwave oven's"hot spots.”

Answer: Stan and his development team put severa plastic shelves of unpopped popcorn kernesin
the microwave and watched to see which kernels popped first. When they had discovered the pattern
of the oven's hottest rays (they didn't pop in the corners or at the very center: The shape looked much
like amushroom cloud), they designed the cookware to fit this pattern-and cook the food most
efficiently. Thiswas an degant, nontechnologica solution to a problem that with lessingenuity would
have required sophisticated scientific testing equipment.
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11 - The Gray Box Technique: Asking the Right Questions

I'd like to invite you to a creetive training session and have you follow along as |, and members of the
audience, try an exercisethat | invented severd years ago called the Gray Box Technique. | usethe
Gray Box Techniquefor three main reasons. (1) to give seminar attendees adirect, "minds-on"
experience imitating the thinking processes of great inventors, (2) to demongrate the vaue of asking
good questions, and (3) to show people that they know alot more, and are much more crestive, than
they might ever have imagined. This exercise hasthe potentid, literaly, to change forever theway you
view your cregtive ability. If you think of yourself as"not particularly cregtive' before thisexercise, you
just might change this sdf-limiting view to something just short of "creative genius' after the exercise.

Areyou skeptica? Let's see what happens.

Imagine that you are with aroom full of people, and you've been invited to try the Gray Box
Technique with the other audience members.I'm at the front of the room; | reach into abig white
laundry sack and take out a shiny gray box about the size of ahatbox. | place the box on the lecternin
the front of the room for al to see.

Inside thisbox isone of my gameinventionsthat never made it to market. So it'sagame invention you
could not have either heard of or seen before. There's no possible way that you could know what's
ingdethisbox, right? What 1'd like to do now is play Twenty Questions with you. Seeif you can guess
what'sinsde the box by asking smple yes/no questions. That'sdl thereisto it! Shal wegiveit atry?

Oh, by the way, before we gtart, | don't want to put any undue pressure on you, but I've done this
exercise with fourth graders, and they got the answe!

Okay? So who's got thefirst question?

These are the actua questions, asthey happened, in the order they
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were asked by an audience of business professionasin Stamford, Connecticut, on June 21, 1991.
Isthere aboard in the game? No.

Isthereaball? No.

Arethere pieces? Y es.

Aretheredice? No.

Arethere cards? Yes.

Do you haveto put it together? Y es.

Can it be played by more than one person? Y es.

Isthereawinner? Yes.

Arethey ordinary playing cards? No.

Do you win by luck alone? No.

Do the cards have pictures on them? Y es.

Do they form something when they're put together? Y es.

Isit apuzzle? No.

Arethe cardsrectangular? Yes and no. Some are. Some aren't.
Arethere more than cardsin there? Y es.

Do you wind up with athree-dimensiond thing? Y es!

Do the pieces determine your ability to get acard and play acard? No.

Arethere additional pieces used to put the cards together to make them stand up in the three
dimensons?Yes.

Doesthe structure have cardsin it? Y es.

Isthe structure sort of aframe that you would dide cardsinto to make a picture? Y es.

Isit likearack? No.

Y ou said some of the cards were rectangular. Are there other shapesaswell? Y es.

Isit adot thing? Likeamail box dot? Doesit take sKkill to get the cards through asmal opening? No.
Aredl the playerstrying to make the exact same structure? Good question, but no.

Oncethe cards are put in, can they be moved around within the frame? No.

Is each player making hisor her own construction? No.
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Isthe purpose to form a completed picture? Partially, yes.

Do you try to obstruct your opponent in putting the cardsin? Y es.

Is speed anissue? Not really.

Areyou building up like a skyscraper or maybe more freeform? Y es.

Arethere words on the cards? No.
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Arethere colors? Yes, as part of the picturestherearecolors.
Do you assemble the cards with different colors on each card? No.
Are both sides of the cardsimportant? Not after they're played.
Isit designed to be afun game as opposed to atest? Yes.

Isthe structure predetermined? Good question. No, it's not.
Isthe objective to use up al the cards? No.

Arethere notches in the cards-to put them together? No.

Isthere scoring? Y es-well, therearewinnersand losers.

Do the players have specific rolesin constructing whatever it isthey're constructing? Great question-
yes, that'simportant!

Will the structure be different each time the gameis played? Y es.

Can your opponent remove the cards? No; once they're played, they're played.
Is each player trying to create a separate, distinct part of the structure? No.

Do the cards have directions or words on them? No.

Isthere a structure you're trying to complete-are you using the designs on each card to create afina
Sructure? Y es.

Isit atravel verson of aLego set? No.
Can aperson win by having more cardsin their structure? No.

Does each card have asits picture only part of what could be put together? Y es, that's correct, very
good!

Do you haveto play the cards in a specific order-play some cards before other cards? Y es.
Iseach player trying to form adifferent structure? Y es.

In order to reach your goal state, do you need to use the cards that your opponent has played? Y es,
you do. (The" goal state" -l likethat phrase; 1've never heard that before.)

Isthe object of the game as you're putting these cards together, do the cards have patterns such as
linesor pathways where you're trying to get to your side of the table to the other side of your
opponent? No, but not a bad idea.

Areyou creating visud images here? Y es.

Isone player trying to build one visual image or structure while the opponents are trying to build other,
different structures? Yes! You've got it! 52

So everybody has different shapes that they're trying to create.



Everybody has different cards, and nobody knows what other people are trying to create, right? Y es.
Is each player trying to build more than one structure at atime? Y es!

So, what, everybody has, say, five different structures that they're
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trying to create with these cards? Thefirst oneto creste dl the structures wins? Isthat the game? Y es,
yes, yes! That'sit!

Y ou got it. Congratulations. Y ou and the group asked only fifty-some questions-and you came up with
theright answer. Or did you?

Thetruthis, I'vemided you in thisexercise. Y es, there actudly was one of my gameinventionsin the
box, but asyou'll see, | wasn't responding to your questions about the game insde the gray box.
Instead, | was Smply answering your questions randomly-making up my yes and no responses aswe
went along. | could as easily have said yesto there being aboard in the game (see question 1) asno. |
could as easily have said no to there being cards in the game (see question 5) asyes. The game
evolved into what it ultimately became based on the combination of my (semi-) random responses and
your questions. Thetruth isthat you created the construction game by virtue of the kinds of
guestions you asked!

Now admittedly, there was some skill in my facilitation of thisexercise. | had to keep track of my yes
and no responses and be consstent.But | had no preconceived notion of where the exercise would go
or what invention wed ultimately create. In fact, every time | facilitate this exercise, we end up with a
different invention, some of which are quite good and afew of which are extraordinary! The fourth
graders, for instance, came up with avery different ideafor acard game, akind of symbolic
matching/biography game of famous people. On one Sde of the card they'd have apicture of say, a
strawberry; on the other side apicture of baseball player Darryl Strawberry. On one side of thecard a
heart; on the other side, apicture of Gary Hart. A cuteidea. (Think of cardsfor Red Buttons, Saly
Field, or even George Bush.)

Staying With the Problem

Let'slook at some of the ramifications of the Gray Box Technique. For one, it showsin adramatic
way the power of crestive and continued questioning. If we train ourselves not to give up, to continue
to ask questions, as we did with the Gray Box Technique, we will find a solution to our problem.
Every successful inventor I've ever known (close to 200 around the world) has told me that he or she
was ableto pergst in solving adifficult problem when others had given up because, aswith the
invention in the gray box, he or she "knew that the answer wasthere." To them, asto Sir Isaac
Newton who said he made his world-changing discoveries "by constantly thinking upon them,” it was
samply amatter of staying with the problem until they found the answer-or, in some cases, the answer
found them. It gives Edison’'s 99 percent perspiration, 1 percent
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inspiration quote awhole new meaning, doesn't it? Seemingly, an inventor's "perspiration” consists
primarily of continued and creative question asking.

Another interesting dynamic of the Gray Box Techniqueiswhat | cal the"evolving visua." With each
new question and yes or no answer, we saw the invention evolve into something different right before
our minds. The content of the questions asked, and the ensuing answers, constantly forced usto
change our mental image of what the invention might be. We might even have had some
preconceptions of what the invention was, which had to be changed as a new question showed our
preconception to beincorrect. If we could have looked inside the mind of an Edison or Newton, |
suspect wed have seen asmilar evolving visua phenomenon taking place there aswell.

A corollary of the evolving visual phenomenoniswhat | call the desire for synthesis. Each step of the
way, wetried to synthesi ze the new information we learned from our questionsinto aviable, integrated
whole. Since our evolving visua of the game was incomplete, we were, in psychologica terms, looking
for closure, away to complete the incomplete image in our minds. The only way we could do thiswas
by trying to synthesize all we had learned into a new and unique whole. And we know, of course, that
the desrefor synthesisisahadlmark of theinventive mind.

Finaly, there was certainly an eement of ongoing experimentation in the Gray Box Technique. We
kept at our question asking because we knew the answer was there. But to do this, we had to
continudly search for new "experiments’ (that isto say, new questions) that we could "run" on our
evolving, incomplete visud. Like any great experimental scientis, if onething didn't work, wetried
something else until we started to get results that began to make sense, or were at least interesting. At
some point, we probably even tried arather far-out idea"just to see what would happen.” The Gray
Box Technique dlowed usto conduct asmple form of what Eingtein called "thought experiments.”

And by the way, do you know what Einstein said was the key to his success? It was because, as he
put it, he "never stopped asking questions.”
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Section Three
Inventive Role M odels: The Creative Techniques of Creative Genius
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12 - Disney and the Lightning Bug

If you could travel back in time and meet anyone from history, whom would you chose: daVindi,
Eingtein, Edison, Freud, Newton, Benjamin Franklin, Mozart, Jesus? And if you really could meet one
or more of history's greets, what would you ask them? Probably you'd be interested in knowing what
and how they thought-essentialy, how they came up with their idess.

Let'simagine for amoment that you've been sent back to fifteenth century Italy to work for Leonardo
daVinci, ostensibly as his gofer/apprentice. Redly, though, you're there as areporter for Time
magazine.Y our editor a Time wants you to discover, through indgghtful questioning, how daVinci's
mind works. Specificaly, your editor wants to know how daVinci was able to imagine such so-far-
ahead-of -their-time inventions as the spring-driven car, the helicopter, and the parachute. The hope,
then, isthat when you return to the present, you can share da Vinci's "strategies for genius' in your
soon-to-be-published Pulitzer Prizewinning article, "My Y ear with daVinci."

What questions might you ask the greast maestro? And what would you do if when you asked daVinci
how he came up with hisideas, he smply kept saying, "I don't know-they just sort of cometo me'?

Inavery rea sense, Robert Dilts, cofounder of the Dynamic Learning Center in Ben Lomond,
Cdifornia, hastaken on just such an assgnment.By studying the origind writings of grest geniuses
through history Dilts has attempted to give us atime machine of sortsinto the ways these greet thinkers
thought. To date he has written monographs (ranging in length from 20 to 150 pages) on the thinking
srategies of such greatsasdaVinci, Eingtein, Mozart, Disney, Jesus of Nazareth, € ectronicsinventor
NikolaTeda, Aristotle, Freud, and even Sherlock Holmes (Sir Authur Conan Doyle).

How did Robert Dilts go about anayzing the thinking patterns of history's grests? And what
specificaly did he discover? Findly how can the reader apply these findingsto help solve today's
business problems? Let's find out.
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The Strategy for Unlocking the Strategies of
Genius

Robert Diltsis one of the pioneers of neurc-linguistic programming (NLP), on which he has written
five of the seminal books. 2 NL P is amodeling/process technology that attempts to find out how the
brain (neuro) works by andyzing language patterns (linguistic) and nonverba communication. The god
isto make explicit maps (or programs) of the successful thinking strategies of people with specia
talents, such asdaVinci, Disney, or Eingtein. Specifically, NLP explores the way we use the
fundamenta mentd ahilities of Sght, hearing, and feding to organize and perform in the world around
us.

We gtart by "making the fantasy red" with Walt Disney.

Walter Elias Disney: Making the Fantasy Real

Thereisawonderful anecdote about Walt Disney that illustrates severa of his unique strategies of
genius. Just before opening the Rirates of the Caribbean ride at Disneyland, Disney was touring the
ride and felt strangely dissatisfied. In hisheart he felt that something was missing, dthough he couldnt
quite put hisfinger on what it was. He gathered as many employees as he could find-including the
maintenance and food service personnel-and led them through a kind of sensud "tour defocus.”

"Doesit look right?' he asked. Y es, the costumes and shrubbery were authentic; the buildings had
been copied from the New Orleans French Quarter down to their intricate wrought-iron decorations.
They dl looked right.

"Doesit sound right?" Disney had had the latest in audio equipment ingtalled to accurately reproduce
the sounds of music, voices, boats, and even animals that you'd associate with the Caribbean. Yes, it
sounded right.

"Doesit fed right?' He had controlled the temperature and humidity to exactly match that of asultry
New Orleansnight. Yes, it felt right.

"Doesit smdl right?" An eaborate smell-producing system had been created that could combine the
smells of Cgjun food with gunpowder, moss, and brine. Yes, it smdled right. And yet something was
gill missng. What wasit, Disney asked.

Findly, one of the young men who had been sweeping thefloors said, "Well, Mr. Disney, | grew upin
the South, and what strikes meisthat on asummer night like thisthere ought to be lightning bugs.” Dis-
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ney'sfacelit up. That, of course, wasit! The young man was given agenerous bonus, and Disney
actudly had live lightning bugs shipped in until he could figure out away to imitate them mechanically.

Attention to detail ? Following your intuition? Integrating diverse points of view? Getting the best out of
your people? Let'stake alook at Robert Diltssanadlysis of Disney to see what Strategies of geniusthis
anecdote (and others) suggests.

Essentidly there are three strategies that embody the fundamentals of Disney's extraordinary creetivity
and problem-solving methods: (1) use of al the senses, (2) bresk "large" problems or cregtive tasks
down into smaler and smaller managesable pieces (and levels), and (3) adopt the "view of the other.”
Disney's modus operandi for achieving these three Strategies was to dlow himself to be three different
peoplein one. As one of Disney's co-worker put it, "there were actualy three different Walts [and]
you never knew which one was coming into your meeting.”" * Robert Dilts has labeled these three
different Walts "the dreamer, theredist, and the critic.” All three areimportant to contributing to the
entrepreneur's ultimate success. Let's see how.

Walt: The Dreamer

Walt took his dreaming very serioudy. Asone associate put it, "When Walt was deep in thought he
would lower one brow, squint hiseyes, let hisjaw drop, and stare fixedly at some point in space, often
holding the attitude for several moments. No words could break the spell.” # Based on an NLP
andysisof Disney'sbody postures and writings, Dilts has theorized that Disney was engaging in an
important psychologica process known as synesthesia, which meansliterally asynthesizing of the
senses. Synesthesia occurs when someone overlgps two or more senses, as when one feelswhat one
sees, or seesimages of sounds that one hears. (Consider, for example, Mozart, who said about
composing apiece of music, "and the whole, though it be long, stands almaost complete and finished in
my mind, so that | can survey it, like afine picture or abeautiful statue at aglance." > Smilarly Disney
wrotein theintroductory notesto hisfilm Fantasia, "When | heard the music it made picturesin my
head ... here are the pictures.” ©)

How can you combine the senses to make your visonsmorered or profound? Try involving all the
senses. If you're brainstorming anew children's game, bring out some modeling clay to involve the
sense of touch in possible new gameidess. If you're writing amarketing plan, consder organizing it
like Beethoven's Fifth Symphony and including a dramétic and powerful opening few lines. If you're
giving aspeech, try to paint pictureswith your words.
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Walter: The Realist

Pretend for amoment that you've been asked to invent adevice that will let you andyze, in incredibly
fine detail, the physical actions of acharacter you'd like to animate. Each second of character
movement will need to be broken down into twenty-four separate drawings because there are twenty-
four frames per second in amotion picture. What kind of device might you invent to assst you in this
process?P.S.: Your "budget” for inventing thisdeviceislessthan anickd. Any ideas?

It issaid that one of the tricks that Walt Disney used to help him break down each second of screen
time into twenty-four separate drawings wasto first draw his characters on rubber bands. Then he
could dowly stretch and move the different body parts of the character (and get ideas on how to draw
them most authentically) by smply pulling and stretching the rubber band in different directions.

This ability to break down hisvision-or the creative task, if you will-into pieces (and levels) smdl
enough to make them manageable or doable was the essence of Disney therealist. Disney might Start
by picturing basic scenes. Then held picture the specific actions that made up those scenes. And
finally, heid picture minute movements that made up each of those actions.

To hep himinthis process of developing progressively finer detail, Disney invented the creative
presentation technique we know today as storyboarding. Storyboarding isavisua table of contents
that can be used to represent key eventsin virtually any cresative process. Storyboarding has been
used by George Lucasto chart his Star Wars pictures, by al mgor advertisng agenciesto present
proposed TV commercids, and in brainstorming sessionsto visudize and categorize key concepts as
they are created.

Storyboarding is an especidly effective tool for process reengineering work. By helping to visudize the
process, it makesit easier to find steps-and possibly parts-in any complicated manufacturing process
that can be diminated. Y ou can even use storyboarding to hel p you structure amore dynamic training
seminar or speech.

Disney: The Critic

If the dreamer can come up with the ideas and the redlist can figure our how to make the ideasredl,
then it'sthe critic that hasthe find word on whether the ideas are any good. To be atruly effective
critic of anyoneswork, but especialy of one's own, requires agreat deal of psychologica distance.
Y ou have to be able to get far enough away, as Disney put it, to
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view whatever it is you're working on objectively. Paradoxically, it ssemsthat one of the techniques
that Disney used to successfully achieve his psychologica distance asthe critic was aso the key to his
success as both the dreamer and theredist, namely, "taking on the role of the other.”

Disney could take on the role of the other by becoming his characters. Asone of hisassociates put it,
"Mickey's voice was dways done by Wadlt, and he fdt the lines and the Situation so completely that he
could not keep from acting out the gestures and even the body attitudes as he said the didogue.” ’

Obvioudy thistota identification with his characters served him well in the dreamer and redist phases
of any project. But what about the critic phase? Wouldn't such total identification get in the way of
objectivity? Yes, had it not been for Disney's ahility to smply take this ability to become the other and
trandfer it to becoming "another other," the audience. Like the best salespeople, Disney could look at
what he was sdlling from the client's (the audience's) point of view.

Here'swhat Disney had to say about his process. (Notice that he sayshe, not 1.)

He should gelar enough awafrom his story to take aecond lookt it ... to see whether there is any
dead phase ... to see whether the personalities are going to be interesting and appealing to the audience.
He should also try to see the things that his characters are doing are of an interesting nature . 8

"Far enough away" isan important statement here. It impliesthe feature of psychologica distance
talked about earlier. For the crestive business-person, this psychological distance can be achieved in
two mgjor ways. through adopting the role of the other as Disney did so0 as not to take criticism of
"your baby" personaly, or by making timework for you by leaving a project for atime and then
coming back to it. The age-old recommendation to "deep on it" can be especidly important to the
successful work of the critic. If you can't deep onit, Smply taking frequent breaks during the course of
aproject will help the critic in you achieve the psychologicd distanceit needs.

The other important feature of Disney's statement was his recommendation to take a second look. This
second look can provide you with important information that you might leave out if you look from only
one perspective. Metgphoricaly, you might think of this second look thisway: If you're viewing
something with just one eye, you'l perceive only what's on the surface, but if you can look at
something with both eyes, you'll be able to perceive depth aswell-as Disney did.
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Dreamer, Realigt, Critic-Finding a Place for Them
Within Y our sdf

The projection room where Disney would judge how successful hisanimators werein trandating his
fantagtic visonsinto animated redlity came to be known by his artists and writers asthe " swesat box."
To cultivate the roles of dreamer, redist, and critic in yourself, why not creste environments (physical
or otherwise) much like the Disney "swest box" where each of these three distinct personas can tell
youwhat it thinks.

What might aroom dedicated especialy to making the dreamer fed at home look like? Posters of far-
away or imaginary places, comfortable chairs, running water?

How about the redlist? A room filled with hisor her tools of the trade? Computers, drawing tables,
reference materias?

And the critic? Maybe aroom would include posters saying, "We're not criticizing you when we
criticize one of your idess," or "Check your ego at the door," or "We make ideas stronger by finding
their weakest points." Maybe you even put alarge chain a the entry to the room with theline,
"Where'sthe weakest link?"

Before you scoff at thisideaof physicaly separating these different problem-solving personas,
consder theinventing style of the world's most prolific inventor, Dr. Y oshiro NakaMats. (NakaMats
holds over 2300 patents, more than double the number held by the next most prolific inventor, Thomas
Edison. For instance, NakaMats invented the floppy disk and licensed it to IBM.) As Charles"Chic"
Thompson explains, Naka- Mats has three different roomsfor three different parts of the creative
process. He callsroom 1 the "static room." It's a place where he goes for complete peace and quite, in
order to free-associate. It's here that he lets his mind wander. The room isfilled with only natural
things, like arock garden, running water, wood, and plants. Thereisno meta or concrete.

Room 2 ishis"dynamic room." It is"dark, with black-and-white striped walls, leather furniture, and
gpecia audio and video equipment.” In the dynamic room, NakaMats ligensfirgt to jazz, then to easy
ligening, and findly to Beethoven's Fifth Symphony, which for him "is good music for conclusons”

Findly room 3 isaswimming pool, where he does " crestive swvimming" and comes up with his best
idess. "I have aspecid way of holding my breath and swimming underwater,”" he says. He records
these ideas with a specid Plexiglass writing pad that lets him write under water. °

Of coursg, if you're not ready to create three separate "innovation rooms,” you might start by using a
less expensive cregtive thinking strat-
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egy invented by crestivity expert and author Dr. Edward DeBono. DeBono recommends using
different colored hatsto isolate different thinking styles: ablack hat for the critic, ared onefor afeding
or emotiona point of view, agreen hat for creativity, etc.10 Next time you're starting anew venture,
why not bring along severd "hats of different colors' to make sure the dreamer, redist, and criticinside
of you dl get achanceto be heard!

Notes
1. Robert Dilts, Strategies of Genius (Cupertino, Cdif.: Meta Publications, 1993).

2. Robert Dilts, J. Grinder, R. Bandler, J. Delozier, Neuro-Linguistic Programming, Vol. 1
(Cupertino, Cdlif.: Meta Publications, 1980).

3. F. Thomas and 0. Johnson, Disney Animation: The Illusion of Life (New Y ork: Abbeyville Press,
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4. 1bid., p. 85.

5. E. Holmes, The Life of Mozart Including His Correspondence (London:Chapman & Hall, 1878),
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13 - Leonardo da Vinci: Sapere Vedere-L earning How to See

When Leonardo da Vinci was still an apprentice, hisfather, Ser Piero, gave him ashield and asked
him to paint something on it. Leonardo decided to paint something that would "terrify the enemy.” For
this purpose, Leonardo carried to aroom "lizards, newts, crickets, serpents, butterflies, grasshoppers,
bats and other strange animals; out of these he formed an ugly monster, horrible and terrifying, which
emitted a poisonous breath and turned the air into flame." *

When hisfather cameto pick up the shield, he "received agreat shock” and amost fell over
backwards with fright. To Ser Piero, the thing appeared "nothing short of amiracle." 2

Strategy of Combination

Leonardo used asimilar "strategy of combination” to make imaginary animasout of real ones. Da
Vinci's biographer Vasari reports: "On the back of amost strange lizard, found by avinedresser of the
Belvedere, Leonardo attached wings made of scalestaken from other lizards, held by quicksilver,
which asthelizard moved, quivered with the motion. He then made it eyes, ahorn, and abeard,
tamed it and, keeping it in abox, he showed it to friends to make them flee for fear." 2

Theideaof combining nature's creationsin imaginative waysis reflective of aprofound daVinci
drategy of genius. Look at the mechanica inventionsin his notebooks, and you can't help but think
that daVinci used the same strategy for imagining these inventions as he did for creating imaginary
animas, namdy, to identify "universal forms' and then combine these formsin new and useful ways.

For Leonardo, the gateway to discovery of and insight into these universal forms was direct
observation and experience. In fact, he often sgned himself "disciple of experience.” And his primary
tool for uncov-
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ering the universal forms and processes behind the results of nature'screations was something he called
saper vedere, "knowing how to see.”

Thelnternal and the External

There are two main components, one of which could be thought of as externa, the other internal, of da
Vinadi's"knowing how to see”’ process. Thefirgt involves learning something visualy, by heart; the
second involves using one's "common sense,” asda Vinci cdlsit (in today's terms this would mean
using both the conscious and the subconscious mind), to capture the degpest essence of the thing
mentally. Once this has occurred, the object under study becomes available to the mind as ausable,
combinable universa form from which new inventions can beimagined.Let'slook at the"learning
something by heart”" component of the processfirgt.

For daVinci, to have learned something by heart meant that one had devel oped such arich and
detailed interna visua map of the thing or phenomenon that it was no longer necessary to make any
reference to the origina to reproduceit, either in one's mind or on paper. For da Vinci, the only way
to learn something by heart was by first learning how to draw it accurately.

How?daVina suggested using the following method:

W hen you have drawn the same thing so many times that it seems you know it by heart try to do it
without the model; but have a tracing made of the model upon a thin piece of smooth glass and lay this
upon the drawing you have made without the model. Note well where the tracing and your drawing do not
tally ... return to the model in order to copy the part where you were wrong so many times as to fix itin
your mind. 4

Being able to draw something accurately was, however, only ameansto an end for daVinci. When
the thing could be reproduced at will, then and only then could the common sense (the sense that
judged and integrated the perceptions of the other five senses) begin to work faithfully with the now-
internalized object. Through the common sense the "degpest essence”’ of the learnt-by-heart thing
would be reveded until finaly one arrived at an gppreciation of itsuniversal form. Thisuniversa form
could then be mentally experimented with and combined with other universal formsto cregte, as
Leonardo put it, some of nature's "infinite causes which were never set forth in experience.”

If you look at Leonardo's drawings of the human body, you get the
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fedling that they are more "red” and dive than any photograph couldever be. They are exquisite
examples of " capturing the degpest essence of a phenomenon.” They a so reflect the depth to which
Leonardo must have internalized and understood what he was representing in order to produce such
powerful and true drawings. In fact, Leonardo did not call hisdrawings drawingsat al; he caled them
demondtrations.

How can Leonardo's strategy of geniusfor learning how to see and ultimately discerning universal
forms be of useto you, especidly if you have no inclination to represent things visudly? Leonardo
devel oped three very specific techniques, which | cal (1) the twilight technique, (2) the three-view
technique, and (3) the subconscious trigger technique.

The Twilight Technique

Thetimejust beforefaling fully adeep a night and just before becoming fully awakeinthemorningis
known in psychological termsastwilight time. DaVinci hasthisto say about thistime:

| have proved in my own case that it is of no small benefit on finding oneself in bed in the dark to go over
again in the imagination the main outlines of the forms previously studied, or of other noteworthy things
conceived by ingenious speculation; and this exercise is entirely to be commended, and it is useful in
fixing things in the memory. °

If you wish to discover the deepest essences of problemsto be solved (how, for instance, form
intersectswith function in acomplex piece of machinery, how each system or part contributesto the
whole of acomplicated manufacturing process, or even how work patterns and responsibilitiesrelate
and add value to a company's overdl vison), twilight time would seem to be amost opportunetime to
make these discoveries. By smultaneoudy giving you accessto thelogica, conscious mind's abilities
and to the more fanciful wishes of the subconscious mind, twilight time can literdly give you the best of
both worlds.

Certainly, for anyone looking to develop amore powerful visual imagination (“the centra guiding
dement/mentd ability" inall the geniuses Robert Dilts studied), twilight time would seem to be the
easiest and mogt productive time of day to developit.

TheThree-View Technique

If you've seen the anatomica drawingsin daVinci's notebooks, onething isimmediately gpparent:
Invarigbly, hewould draw something from at
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least three different perspectives-from below, from above, and from the side(s). He did this, he says,
because he wants "you to be left with atrue complete knowledge of al you wish to learn of the human
figure" ©

Essentidly, then, what da Vind is saying isthat until you have percelved and mapped something from a
minimum of three different perspectives, you will not yet have abasisfor understanding it. A "true
complete knowledge" comes only from synthesizing these different points of view into awholewithin
the common sense.

So, condder trying to find away to look at a problem from at least three different perspectives (think
of Disney'sdreamer, redig, critic strategy). Then, once you've identified these perspectives
(contradictory though they may sometimes seem to be), try to integrate the essential elements of all
three of them into one coherent whole. At the very least, you'l learn to identify and possibly
appreciate another point of view; at best you'll atain aleve of understanding and appreciation of your
problem that will lead to atruly innovative solution.

The Subconscious Trigger Technique

In one of histreatises on painting, daVinci hasthisto say about "stimulating and arousing the mind to
variousinventions': Stare a "walls spotted with various sains or with amixture of different kinds of
stones’ until the mind starts to see in the shapes "a resemblance to various different landscapes
adorned with mountains, rivers, rocks, trees, plains, wide valleys, and various groups of hills." *

DaVinci goesonto say,

You will also be able to see diverse combats and figures in quick movement, and strange expressions of
faces, and outlandish costumes, and an infinite number of things which you can reduce into separate and
well-conceived forms. With such walls and different blends of stones it comes about as it does with the
sounds of bells, in whose clanging you may discover every name and word that you can imagine. 8

Much like amodern-day Rorschach test, thistechnique, daVinci suggested, could be used asaway
to tap into and exploit subconscious processes for cregtive ends.

So start with unformed stimuli to trigger unconscious crestive processes. Cloud shapes. Spots on
walls. Cracksin the pavement. Then with practice, you can train your mind to use formed, everyday
objects to dso trigger "unconscious' creative connections. An easy way to begin doing thisisby
amply squinting your eyesat things. Thiswill make the formed
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object less precise, and make it easier for your subconscious mind to begin making cregtive
connections and associations. Take, for instance, the concrete, everyday image of abird in flight. By
squinting your eyes at the bird, you might well imagine how to design anew kite, sculpt amore
aerodynamic car, or invent amore "graceful” typeface.

Anintriguing example of just such a connection occurred when Leonardo "discovered” that sound
traveled in waves. He was standing by awell when he noticed a stone hit the water at the same
moment abell went off in anearby church tower. Hiswrotein hisjournd:

The stone where it strikes the surface of the water, causes circles around it which spread until they are
lost; and in the same the air, struck by a voice or noise, also has a circular motion, so he who is nearest
hears the best and he who is most distant cannot hear it. °

Want to try the subconscioustrigger technique right now? Squint your eyes at the | etters on this page.
What do you see? I'm seeing agroup of super-intelligent intergal actic zoo animalslegping into my
eyes, speeding down my optic nerve, and energizing my dormant brain cellsinto action. Now that
these "letter animals' arelet loosein my brain, | know that my thought processeswill never again be
quite the same.

| hope you'l find that the same thing can be said of your thought processes once you begin
experimenting with da Vinci's subconscious trigger technique.

DaVinci'sInventions

Aswith hisanatomical drawings and works of art, it seemsthat da Vinci's primary motivation for
creating inventions was to gain a degper understanding of the world around him, and "nature's
cregtions.”

Essentidly, daVinci'sinventions, and his motivations for creating them, can be categorized into four
main types or aress.

* Devices common to histime that he studied for their unique elements and "essences’ (clock
mechanisms, foundry equipment)

* Devices common to histime that he improved upon by incorporating other mechanica principles
into their design (the printing press, coin stamp, water mill, textile machines, and weapons)

* Experimental devicesthat he crested to demonstrate fundamental theoretical principles of mechanics
(friction devices, transmisson gears)
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* Origind inventions based on his own theoretica idess, arrived at primarily from his observations of
nature (flying machines based on his observations of birds; streamlined ships based on the shapes of
fish)

Common to dl four of these strategies was, of course, da Vinci's ability to identify "nature's essences'
by learning how to see. For the would be inventor, engineer, or industrial designer (and even cregtive
business-person or entrepreneur), then, hereis how you can adapt da Vinci'stimeless formulafor
inventing:

» Make invention an ongoing mental exercise (dare | say life pursuit?) to identify key features,
elements, and essences of any inventions (or systems) (past, present, or future) that you intuitively fedl
hold one of nature's "essentid truths." (With theright point of view, you'll be hard pressed to find
anything in thisworld that doesn't hold an essentid truth of nature).

* "Internaize" these key features, eements, and essences by visualized repetition.
» Mentaly, and in drawings, explore interrelationships of these key features by:
— Combining them in asystematic way, and seeing what you get.
— Looking at them from different perspectives (the three-view technique).
Notes
1. Andre Chastel, The Genius of Leonardo da Vinci (New Y ork: Orion Press, 1961), p. 11.
2. Ibid.
3. Ibid.

4. Edward MacCurdy, The Notebooks of Leonardo da Vinci (New Y ork:George Braziller, 1958),
p. 877.

5. Ibid., p. 881.

6. Jean Mathe, Leonardo da Vinci: Anatomical Drawings (Crown Publishers, 1978), p. 26.
7. MacCurdy, Notebooks, pp. 873-74.

8. Ibid.

9. Codex Atlanticus, p. 1041 r.
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14 - Albert Einstein: Metaphorsat Play
"Imagination is more important than knowledge."

"God does not play dice with the universe.”

"Everything should be made as smple as possible, but not smpler.”

Well-known quotes, dl from the twentieth century's most widely acknowledged genius, Albert
Eingtein. One you might not be so familiar with, but which isessentia for understanding Einstein's
unique strategies of genius, was his oft-repeated statement, " Our thinking crestes problems that the
sametype of thinking will not solve.”

What did Einstein mean by this? And if the same type of thinking won't solve the problem (in physics,
or any other fiedd for that matter), what istheimplied "different type of thinking" that will?

One of the well-known gphorismsin thefield of credtivity consulting isto "make the familiar strange.”
When we're overly familiar with something, we have dl kinds of assumptions, biases, and
preconceived notions that inhibit us from discovering new and potentidly exciting ways of looking &t it.
By making the familiar sirange, we can often once again ook at that something with afresh, new,
amogt naive perspective and open oursavesto the possibility of making some truly unique discovery.

Here' asmple example or test of how familiarity-and preconceived notions, assumptions, and/or
biases-limits the scope of our creative thinking and problem-solving abilities:

Which of thefollowing numbersis most different from the others?
1) One

2) Thirteen

3) Thirty-one

Which number did you choose? If you're like most people, you probably assumed that the only
numbers that applied to the question were the spelled-out numbers. "one," "thirteen,” and "thirty-one."
If s, you had a difficult time coming up with aviable answer. However, if you took an
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unbiased, "naive’ view (dmost asachild might) of the phrase "the following numbers' and included the
notational numbers”1),", "2)," and"3)," then you certainly would have picked the number "2" because
itisthe only even number and hasneither a"1" nor a"3" init (asdl the other numbers do). Because
we're S0 used to seeing the numbers behind the parentheses as 'not part of the problem” (serving only
to enumerate the e ementsthat are part of the problem), it isvery difficult to bresk this assumption and

view them as an essential eement in the correct solution.

Asinthe example above, Eingtein fdt that language, powerful asit wasfor communicating abstract
concepts, had the potential to be a™dangerous source of error and deception.” To get beyond the
inherent assumptions of language, and to keep the concepts and relationships "encoded by words and
word-combinations' closer to the "world of impression,” Einstein chose imagery and fedingsasaway
to conduct hismost intriguing and productive "thought experiments.”

Imaginary Constructions
* Riding through space on alight beam trying to see one's reflection in amirror

» Having your feet tied to the bottom of an elevator that's being pulled through space by
"imaginary bangs'

* Livinglifeinatwo-dimensond world, and being one of the"flat beings with flat measuring rods’
conducting experiments on infinity

* Viewing from above a blind beetle waking in endless circles on alarge, seemingly flat sphere

These are the kinds of images that Eingtein constructed in hismind asaway to question basic
assumptions about the nature of "redlity” and the universe. What makes these kinds of constructions so
unique and potentidly valuable, not only to a physicigt, but o as a problem-solving Strategy to the
rest of us? There are threeimportant features:

» They arevisud in nature. By using visuds, Einstein was able to make the familiar strange and
gpproach problemsin physics with an entirely different mindset from those physicists who used
primarily the"languages' of either mathematics or words. Visuas enabled Eingtein to get an entirdly
different point of view.

» While congtructed from many different elements, these images tend to be composed of common,
everyday "memory pictures” as Eingein called them-objectsthat we can dl identify with, such as
trains, devators, pebbles, beams of light, spheres, or mirrors. By using everyday
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images, objects, and symbals, Einstein was using the concrete, visua language of theright brain, the
samelanguage that wedl dreamiin.

* Eingtein's congtructed thought experiments alowed him (and others) to live the experience first hand
because they were metaphorical picturesinto which he could place himsdf with hisimagination. By
adding this extrafeding/role-playing dement to the experiments, Einstein made his congtructions that
much more immediate and powerful. For amodern-day anaogue, imagine the difference between
designing your dream home using avirtud redlity system, where the computer dlowsyou to literdly
walk through your imagined house, and trying to visudize how your house will look and function by
looking at blueprints drawn by your architect.

How can you create and use smilar kinds of visua congtructions to innovate better ways of doing
things? Let'slook at area-world example of how to apply such constructions in business.

Good Evening, Lighthouse!

Imagine that you are an engineer working for avery bright project leader developing technologically
advanced products for your company. At the beginning of each project, the project leader sits down
with you and the other engineers and clearly specifiesthe roles and responsbilities of each team
member. She dso clearly specifiesthetype of product she wants you to engineer and the time frames
involved. Findly, she makes sure that thereis"buy-in" for the project, and gets agreement from
everyoneinvolved that they clearly understand the assgnment and fed that they have the skillsand
talent to compl ete the assigned job. So far so good, right?

Unfortunately, as the project proceeds, you and your co-workers become more and more inefficient.
The project bogs down, and the project leader hasto step in to correct your team's errors and
inefficiencies. Obvioudy, thisisnot an optima dtuation. The project leader comesto you and asksfor
your advice on how to improve the performance of your team. Y ou have someideas, but you want the
project leader to cometo her own conclusions, and so you use the Einstein strategy.

Y ou ask the project |leader to create a metaphor for how she views her rolein optimizing the
performance of your team. Enlightened manager that sheis, she agreesto try the exercise.
Interestingly, she depicts herself as a source of light, much like alighthouse. She seesabright reddish
light emanating from her head to the team members, whom she imaginesto be like shipsfloating in the
ocean. While the ships are nearby,
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her light is able to guide them to their destination and enable them to avoid the rocks near the
shordine. But asthe ships get further away, they lose sight of the guiding light and begin to flounder at
sea.

To maximize the potential value of this exercise, you ask the project leader to list the assumptions
inherent in her constructed metaphor.Upon further andys's, she redizes that her metaphor contains
two important assumptions: firgt, that the light was sufficient for navigation (it wasn'; alighthouse helps
the ship stay off the rocks, not necessarily navigate successfully-especialy in rough waters), and
second, that ships do not have their own sources of light (they might) and arealways salling in the
dark.

Could the team leader create anew metaphor that eliminated, in some way, the two previous
assumptions? In her second metaphorica congtruction, she dill visudized hersdf asalighthouse. But
instead of sending out a bright red light for short periods of time, she saw hersalf emanating a soft but
consgtant pinkish light. After aperiod of time, little pink and reddish lightswould begin to flicker on
board some of the ships, ultimately growing bright enough to cast light and provide guidancefor thelr
own shipsand for other ships (that is, other team members) in the harbor aswell.

Sep-by-Sep Instructions for Using the Einstein Srategy in a Group

1. | Themeeting leader describes a problem or god to the group members.

2. | Each member of the group (including the leader) draws ametaphoric
picture to represent his or her understanding of the problem.

3. | All group members share and explain their pictures.

4. | The group as awhole discusses the assumptions inherent in each of the
drawings.

5. | Group members create new drawings that capture newly discovered
points of view.

6. | Thegroup comesto closure by incorporating newly discovered ingghts
into an overd| plan for solving the origina problem or achieving the
origind god

When the manager redized that the "ships' could have their own sources of light, she dramaticaly
changed her management style. Her role switched from benevolent know-it-all to coach. For instance,
rather than giving very preciseingtructionsfor anew project up front, shewould start by giving only a
genera overview so that everyoneinvolved
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could contribute, and fed-and in redlity be-more a part of the process. And after the genera overview,
sheaso had dl the team members do what "you" had recommended that she do, namely, construct
their own metaphors to represent their fegling for the overall project and their specific contributions as
they envisioned them.

The bottom line (and this example is based on atrue story) was that the team performance
experienced an immediate, dramatic, and measurable (quicker turnaround time, sgnificantly fewer
errors, etc.) change for the better. Of course, as one team member was heard to say, it never hurtsto
have an Eingtein (or at least hisway of thinking) on your team!

Experience has shown that the Einstein strategy of using constructed metgphorsis particularly useful in
solving seemingly unsolvable problems. Because of the strategy's inherent strength in questioning basic
assumptions, it isespecidly powerful in helping to redlign two seemingly diametricaly opposed ideas
or positions into win-win solutions. From the man who madeit hislifeéswork to demonstrate the
fundamental connectedness and unity of the universe, why should we have expected any less?
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15 - Meet the Inventors: Three Stories of Genius

For the past seven years, | have co-produced and hosted a cable show in Connecticut called "Meet
the Inventors." | thought you might like to meet three of the inventors | interviewed on the show, and
hear their inspiring (and indructive) sories of inventive genius.

Steven Chelminski: Nothing IsImpossible

Steven Cheminski's most successful invention is adevice that can be towed behind a ship to help chart
the terrain of the ocean floor. Essentialy, the device is designed to repeatedly explode on demand by
releasing highly pressurized air. When tripped, it creates an explosion whose sound and shock waves
are powerful enough to travel to the bottom of the ocean, through many layers of ocean floor

sediment, and back to sensitive recording devices aboard the mother ship. Using a sonarlike detection
system, the mother ship can record how long it takes the sound to return to the ship, and thusis able to
chart the ocean bottom. Geologists can then analyze these recordings for possible oil deposits based
on the configurations of the ocean terrain.

Thisinvention revolutionized the oil-exploration industry. Before Chelminski'sinvention, oil-exploration
ships used dynamite to make their explorations, which was dangerous, expensive, and often unreliable.
Even the mogt efficient explorer ships could explode only one dynamite charge per minute. With
Chelminski's air-pressure device, inexpensive, safe, and controlled "explosons’ could be made every
eight to ten seconds. The result was more detailed, accurate, and reliable maps. For the consumer, it
meant lower pricesfor oil and gas.

Steve has dso invented, among other things, asimpler kind of rocket booster and anew pair of shoes.

Unfortunately he never was able to make any money on the shoes.In aclassic case of building a better
mousetrap, but not having theworld
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beat a path to your door, Steve found holes developing in the soles of his leather shoes and began
looking for apair of more reliable, longer-lasting shoes. Unfortunately, " synthetic shoes," while they
lasted longer, didn't have the breathability, look, or comfort of leather. He wanted lesther, but then
again he didn't want leather. Could he somehow make the sole only partly out of leather?

He got the idea of putting small urethane plugs (about twenty) in the soles of his shoes. Urethaneisa
relaively inexpensive, highly wear resistant substance. With the introduction of these urethane plugsin
the soles, he found he could indeed have the best of both worlds: the comfort, breathability, and look
of leather, combined with the durability of urethane. An added benefit was that the plugs acted much
like the gripping studs on car snow tires and prevented him from dipping on theice or snow.

Steve patented the idea and went looking for alicensee. Unfortunately, he was never ableto license
his invention because the last thing shoe manufacturers want is a shoe that doesn't wear out!

The lesson here: Y ou don't necessarily want to bring an invention to the company that'sthe leader inits
field. That company has the most to lose from anew invention, and therefore is often the most resistant
to consdering new idess.

Steveiscongtantly on the lookout for new problemsto solve. Thisis one of the mindsets common to
successful inventors. Another isthe sense that nothing isimpossible. This next story illustrates, better
than any | know, this"nothing isimpossible’ sairit of inventive thinking.

Steve'sfather was dying of cancer. The doctors had tried everything-operations, chemotherapy-but
the tumor kept coming back.Steve wouldn't give up, though. If the doctors couldn't do any more, then
it was up to himto invent a cure for cancer.

Theidea Steve came up with was to neutraize the tumor by implanting very smal siver or gold pellets
aurgicaly into it. When exposed to a continua flow of high-frequency radio waves, the pelletswould
heat up and burn away the cancerous growth without injuring the surrounding hedlthy tissue-an
ingenioudy smpleidea

Unfortunately, Steve never got to try the invention. His father deteriorated rapidly, and died soon after.
But the doctors at Y de New Haven hospital did fed that Steve'sidea could theoretically have

worked. Tothisday | marvel at Steve'swillingnessto try to find a solution to seemingly unsolvable
problems.

Incidentally, | recently spoke to an inventor from the former Soviet Union, who tells methat avery
smilar ideausing ferromagnetic particlesto burn away cancerous tumors has been successfully tested
in one of their medica research indtitutes.
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Calvin MacCracken: Thelnventor as Detective

Calvin MacCracken has more than 100 inventionsto his credit. He invented the hot dog roller cooker
that you see at most bal games, the air heating and air conditioning units on astronauts pace sUits,
and anew way to tie shoes. MacCracken invented an easier way to tie shoelaces when he was amere
three yearsold. Apparently his mother knew at that moment that she had given birth to an inventor.

MacCracken figuresthat if 10 percent of hisinventions are real moneymakers, heisdoingwell. To
improve his odds, he doesalot of talking to the market to find out what it wants and to continualy
improve and refine hisbasic ideas. An essentid prerequisite for doing thiskind of market researchiis,
of course, that MacCracken not be fearful of someone's steadling hisideas. MacCracken feelsthe
benefits of research far outweigh the risk of anyone's stealing anidea. Thisisapoint of view held
amogt universdly among the successful inventors | know.

MacCracken is aso a strong proponent of the mentoring system.When he was young, he had the
invaluable opportunity of working with Thomas Edison'sinventive son Theodore whom MacCracken
creditswith doing some of the most important pioneering work on computers.

MacCracken aso had an influential mentor at General Electric, Anthony J. Nerad, when they worked
together on the design of the jet engine during World War [1. MacCracken tells afascinating story
about once being invited to Nerad's house for dinner. Just before sitting down to edt, they were
listening to an Edward R. Murrow live report of aV-1 buzz bomb about to hit London. Nerad
cranked up the radio so he could hear the sound of the buzz bomb better. Then heran over to his
piano and found a corresponding note to match the sound.

From this sound, Nerad was able to deduce correctly to the astonishment of the War Department's
top scientigts, the essentia mechanisms and operating principles of the bomb! How? Nerad had
studied the design of pipe organs and knew that creating a desired tone required a definite volume of
airspace. Different tones had different space requirements. To make the sound that it did, therefore,
the buzz bomb had to be of a certain size and shape. From this size and shape information, he could
then deduce the essentiad design and mechanisms of the bomb.Nerad and MacCracken spent most of
the night doing actua diagrams and schematics of the device. They were so excited, they never did eat
dinner.

The next day, they arranged ameeting with top War Department officiasto present their discovery.
MacCracken credits thisinstance of innovative thinking as the deciding factor in the War Department's
decision to give GE the contract to make gas turbines for jet engines.
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Asamentor, then, Nerad taught MacCracken that one of the keysto inventive thinking isthe ability, at
times, to think like a detective, to be able to work backwards from effects and imagine their possible
CalIses.

Ancther key isnot to let "insufficient information” prevent you from taking the information you do have
and imagining possi ble solutions.Essentidly, you need to become comfortable with, and indeed search
out, ambiguity, inconsstencies, and incompletenessin the world around you. The more you can find
what's missing, the more you'll discover what's needed.

Howard Wexler: Inspiration |sEverywhere

Howard Wexler is best known as the inventor of Connect Four, athree-dimensiona tic-tac-toe game.
Howard has invented scores of toys and gameswith retail salesin the tens of millions of dollars. | want
to tell you about the genesis of two of Howard'sinventions: sock puppets and Crunch balls.

If geniusisthe ability to see something so obviousthat it isinvisble to everyone e se, then theinvention
of Howard's line of sock puppetsistruly an act of genius. Asits nameimplies, asock puppetisa
child's sock that has a character painted or sewn onto the end of it. The child can insert hishand init,
and voilal apuppet to entertain himsalf and his parents. Howard got the ideawhen he saw hisson
playing pretend with asock. Inspiration struck. Simple. Obvious. And yet, how many of uswith
children have seen ourselves, or our children, do exactly the same thing: put one hand in asock and
play pretend? Howard was able to capitalize on thislucrative new product idea because he hastrained
hismind to be congtantly aert for new product ideas. It'samatter of mindset and attention.

Howard's Crunch ball isagood example of another kind of mindset: continualy being on the lookout
for those thingsthat areirritating, then transforming thisirritation into asuccessful invention.

How often have you received a package that isfilled with those awful Styrofoam packing "shells' that
go everywhere when you try to empty the box? This environmentally wasteful Styrofoam packing
material became so irritating to Howard one day that he decided hejust had to do something withit.
Instead of throwing the shells away, held find ause for them. So Howard asked an important question:
What kind of toy could he invent with this stuff? That smple question led to the invention of Crunch
balls, aline of easy-to-catch indoor balsfilled with Styrofoam packing shelld!

With the right questions, you can find ingpiration everywhere.
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Section Four
TheWorld's Best Creative Techniques
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16 - Putting the Image Back Into Imagination: The Magazine Cut-and-
Paste Exercise

The American Heritage Dictionary of the English Language definesimagination as "the process
or power of forming amental image of something that is not or has not been seen or experienced.”

Considering the above definition, what if you were asked to create an imaginative definition of
"imagination? Could you do it?

Whileyou're thinking about it, let me give you three of mine:

* Imagination isagrinning chimpanzee dressed in arega-looking purple robe stting on aLouis X1V
antique chair staring at alush green forest through an elghteenth-century pirate's telescope.

 Imagination isatwelve-year-old boy's wonder-filled, wide brown eyesreflecting back to me
images of the pulsating lightning bugs he'sjust released from his cupped hands.

* Imagination istwo one- inch robots walking through a three-dimensiona tainless sted mazetrying
to find apocket watch in the center of the maze that Eingtein (chin in hand, looking at the maze from
above) has|eft there.

One of the most powerful all-purpose crestive techniques | know of isthe magazine cut-and-paste
exercise. I've used it for everything from training computer salespeople to be more cregtivein their
sales presentations, to naming anew snack food, to creating more dynamic and memorable speeches,
to, well, finding an imaginative definition for theword "imagination.”
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The magazine cut-and-paste exercise does indeed alow you to put theimage back into imagination.
What | particularly like about thistechnique isthat you can generate literaly an unlimited number of
possible answersfor so seemingly mundane and limited atask as defining the word "imagination.”
Also, aswith the imagination (and unlike, say, in schoal), there are no right or wrong answers.

The unlimited and visudly individudizing ements of thistechnique makeit particularly useful for
eiciting intuitions and ill-defined, unconscious fedings about a particular assgnment, topic, problem,
product, or service. How does your staff redlly feel about that new incentive program? What would
your best customers most want in anew product? What is your company's mission, and how doesit
trandate into avison for the future? Because the magazine cut-and-paste technique accesses the right
brain, your more visud, fedling part of the brain, it truly does give you an entirely different way of
looking at aproblem.

The ability to make the abstract visudly concrete (asin the above definitions of imagination) isa
hallmark of many of history's greatest scientific geniuses. Research suggeststhat Eingtein, Edison, da
Vinci, dectricd inventor Nikola Teda, and physcists James Clerk Maxwell and Michadl Faraday, for
ingtance, al had early learning disabilities with a decided preference for visual modes of processing
their worlds" Not surprisingly, it was this ability to visualize that these scientists felt was most often
responsible for their creative breakthroughs.

Visual Selling

A short time ago, an electronic controls and robotics company in the Midwest asked meto help "teach
their sdlesmen to be more cregtive." Of the twenty or S0 credtivity exercises | had the sdlesforcetry
throughout the day, by far the most effective was the magazine cut-and-paste exercise. Heré's how it
worked:

* | passed out old magazines and scissors.

* | had each sdlesperson make a collage of the cutouts of al hisor her favorite things: fast cars,
beautiful men or women, sports, foods, etc.

* Each salesperson was then asked to assign aword to each of the pictures on the montage.

* The salesperson then had to transform the sales pitch into one large metaphorica word picture by
completing the sentence, "Our product isalot likea  (insert aword from the montage) because
it ." Forinstance, asaesperson might say, "Our product isalot like afilet mignon
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steak because we've trimmed all the fat fromit." At firg, the sdes peoplefound it very difficult to
make anal ogies between their products and their "favorite things." But soon they were making some
truly ingenious connections. Ultimately, they discovered new, often more compelling, ways of thinking
about and sdlling their products.

Visual " Visioning"

Finding aworkable "vison" for your company or department can be adaunting task. Idedly, thevision
should be smple, short, emotionally compelling, easily interndized and remembered by staff members,
aigned with short- and long-term company god's, and future- and goal oriented. The marketing
department of a$100 million computer consulting firm recently asked meto assist theminthe
generation of just such adepartmentd vision and mission statement.

The magazine cut-and-paste exercise was a tremendous asset in evolving the department's mission
statement. Each employee was asked to create amontage of "images that capture the feding of our
mission." One manager pasted pictures of avariety of tools (aknife, afork, apaintbrush) in the center
of her montage. As she and the other staff members discussed the relevance of her tool metaphor, they
cameto redize that one of the primary missions of the marketing department wasto develop and
disseminate "tools’ that would help make other departments become successful in accomplishing their
missons.

Thanks to the magazine cut-and-paste exercise, theimage of "tool makers' and "tool providers'

helped marketing crystdlizein asmple, clear, and memorable way its broader service rolewithin the
corporation.

Visual Speechmaking

One of the waysto build amemorable and powerful speech isto speak inwhat | call word pictures.
(See page 130.) The magazine cut-and-paste exercise can help you do just that by turning abstract
concepts into unforgettably vivid menta images. For example, let's say you've decided to run for
President of the United States. Y ou're running as an independent, and you have decided to focus your
campaign around diminating influence pedaing in Washington. Specificaly, you want to curtail therole
and power of lobbyists. Y ou decide you need some word picturesto give your speeches some bite.

Hereareafew ideas| came up with by using random images from magazines as idea Sarters.
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 The ship of Americas future has now shrunk to the size of asmall raft, and the lobbyists are il
handing out sawsto al hands.

» Thelobbyistswill tdll you Washington islike an elegant old pocket watch-if they're not there to wind
it every day, everything will cometo astanddtill.

* If only lobbyists would stay in the lobby, instead of sneaking up to hotel rooms with our
congressmen.

» Get on thelobby train and you may like theride, but | guarantee you won't like the destination.

* Lobbyists have sucked so much of the life blood out of America, | think everyonein Washington
should start carrying crucifixes, mirrors, and wooden stakes.

 Think of lobbyigts as different brands of perfume. Individualy, they each may smell pretty appeding,
but as agroup they stink.

Visual Design

The magazine cut-and-paste technique is also great for generating original design ideas. Eric Taub
reports how Taurus used avariation of the magazine cut-and-paste exercise to help Ford create the
unique, and at the time revolutionary, design of the Taurus:

Designers surrounded themselves with cutouts of other objects they admired, pictures they found in
magazines, brochures, wherever they came across an illustration that represented a direction in which they
wanted to expand. Photos of ski boots, cars, refrigerators, door handles, were all tacked around the work
site. Stylists studied the trends to understand the competition, to know what direction design was
progressing for all products. 2

Visual Partying?

Believeit or not, I've even used the magazine cut-and-paste exercise to spice up a summer get-
together. In akind of "make awish" party, | had the guestyfriends do a magazine cut-and-paste
collage of everything they'd wish for intheir lifeif they could have anything.

To prepare for the event, | went to aloca art supply store and got large sheets of white foam core. |
thought some people might want to take their collages home and possibly even frame them.
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Asit turned out, | wasright. After about an hour of cutting and pasting, we lined up dl the "wish
collages' in our living room for everyone to see. The effect was dramatic, powerful, even startling.
These were genuineworks of art. They wereintriguing. They were beautiful. They were magnificent.

If you think about it, one of the reasons why the collages were so wonderful was because they literally
had millions of dollars of production vauein them. After dl, these collages were made of images taken
from ads and articles created by the world's greatest and best paid photographers and commercia
artigts.

Interestingly enough, two friends who were not particularly happy with their current lotsin life (one
was unhappy in hisjob; the other had just broken off amarriage engagement) had collages that
athough il quite beautiful, made them fed alittle sad. Since they didn't fedl good about themselves,
they had trouble feding good about their collages.On the other hand, two of the partygoers were so
excited about their collages that they had them framed.

Besdes providing your guests with an unforgettable party experience, how ese might you usethe
magazine cut-and-paste technique? | have one last suggestion: If you're looking to change careers, try
using the magazine cut-and-paste exercise to help you identify those things you most loveinlife, and
how they might form the basisfor anew, creetive career opportunity!

Notes
1. Thomas G. West, In the Mind's Eye (Buffalo, N.Y : Prometheus Books, 1991).

2. Eric Taub, Taurus, the Making of the Car That Saved Ford (New Y ork: Dutton Publishing,
1991), p. 108.
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17 - The Pringles® Paradox: Bill Gordon's Creativity Equation

After dmogt fifty years of research into the crestive process, 200 patents, and an O'Henry Award for
short story writing, William J. J. Gordon, the founder of Synectics, now president of SES Associates
in Cambridge, Massachusetts, feelsthat he hasfinally produced a cretivity system that reliably mirrors
the anal ogy-forming process used by history's greatest inventors and thinkers-and now availableto us
al.

Somewhat surprisingly, the four-part "system" takes the form of amathematica equation. It evolved,
however, with anything but mathematical precision.

A Paradox at Tripoli Harbor

Thefirgt time Gordon experienced firsthand creative geniusin action was during the North African
campaign in World War I1. He was part of aspecid Allied team assigned to clear Tripoli Harbor. The
harbor was needed as a supply port for the invasion of Itay, and was therefore crucia. The Germans
had scuttled a number of shipsto block the harbor in such away-with holes blocked by massve
sheets of three-quarter-inch iron-that divers could not get in to patch the holes and float the ships.

A meeting was caled to discuss what to do. Asanavd officer was explaining the problem, Gordon
noticed that an English coloned was listening with his eyes shut. After the naval officer finished, the
English colond, still with hiseyes closed, spoke. (See the image streaming technique, page 92.) "Here
isaship built to specidly travel great distances and yet we can't moveit afew feet. A most ingenious
paradox.

"When my mother rakes out her walled-in garden in the middle of London," he continued, "she dways
ends up with afew high mounds of dirt. She can't throw the dirt over thewall ... so shejust rakes and
rakes at those piles until the dirt gets spread around and disappears.” *
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The colondl opened his eyes, and those present redlized that his mother had provided them with an ingenious
solution. "WEell blast the ship to pieces with small cordite charges. Then well go down and rake the bloody mess
until it'slevel." 2 Smple asit was, the ideaworked beautifully.

From thisfirst encounter with the hidden workings of the crestive process, Gordon was inspired to evolve the
resent-day SES "equation for creativity." The equation cons sts of four steps:

1. Find the paradox inherent in your problem. 2. Find an analogue (andogy) that reflects the essence of the
paradox. 3. Find the unique feature of the andogue. 4. Apply this unique feature to help you solve your
problem.

1. Find the paradox. A problem by definition represents conflict. "And by looking for the paradox,” says
Gordon, "you'l force yoursdf to identify the core or essence of the problem you're trying to solve. Then you can
find and apply arelated ana ogue whaose unique feature holds the promise, ultimately, of providing you with atruly
breskthrough solution.” 3

An excdlent example of the SES credtivity techniquein action isthe development of anew wound healing
bandage for the Isragli Air Force Medica Corps. The paradox inherent in conventional bandagesisthat although
they protect the wound from outside germs, they dso interfere with healing because they interrupt the body's
"naturd physiologicd flow."* As Gordon's team characterized the essence of the paradox, the bandageisa
wounding bandage.

2. Find an analogue (analogy) that reflects the essence of the paradox. In this case, the team decided that
theideaof fixing acut light cord in ahurry was quite smilar. "If you wind the tape cardlesdy you actualy can put
an insulating barrier between the wiresyou're trying to join. Thus your bandage sort of wounds the very thing
you'refixing." ®

3. Find the unique feature of the analogue. In the andogue of fixing acut eectric cord, "the essentid activity
wasto closethe circuit by twisting the wires back together to reestablish the flow of dectricity.” © 6

4. Apply this unique feature to help you solve your problem. When you twist wires back together, you
reestablish the flow of dectricity. The objective, then, of anewly designed bandage wasto help you reestablish
theflow of physiologica current. How might you do this? The team designed a bandage containing magnesum, a
nontoxic conductor of elec-
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tricity, to increasethe flow of the body's own dectric current to stimulate healing.

Thisiswhat the wound hesling problem looks like in the SES crestivity equation:

The bandage prevents Fixing acut electric cord

thewoundfromheding = Tape prevents current flow
Reestablish the flow Twist thewiresto

of physiologica current reestablish dectricity flow’

Gordon and Poze have used this creativity equation to help people devel op everything from the trash
compactor to Pringl potato chips. In the case of Pringles, it was amatter of desgning anew
product and package that would alow a potato chip to be manufactured a alarge and efficient central
plant and be transported long distances, without spoiling or breaking and without the need to fill the
bag with more air than chips. In essence, it would be acompact chip that would not destruct. The
paradox of compact destruction led to his analogue from nature, leaves.

"When you try to shove aload of dry leavesinto one of those plastic bags, you have ahdl of atime.

Y ou seem to be packing air just the way the potato chip manufacturersdo.” @ But when the leaves are
wet (the unique feature), they are soft and formable, and very easily packed. The reason: A wet |esaf
conformsto the shape of its neighbor with little room for air in between. By wetting and forming dried
potato flour, the packaging problem was solved, and Pringles had its sart.

Another intriguing example of the creativity equation was acommunication problem at alarge teaching
hospitd. It seemsthat when the hospita was small and everyone knew one another, informal,
impromptu mesetings took place frequently. To the hospital administrators credit, they recognized that
not only were these informa meetings and casua conversationsthat occurred so effortlessy good for
hospital morale, but alot of good ideas came from them. The problem was that the hospital had
become avictim of its own success. With its growth came more and more employees, who knew
fewer and fewer of the other employees. The camaraderie, informal meetings, and casua
conversations (not to mention the good ideas) were on the decline.

Asyou might expect, the hospitd tried avariety of waysto stimulate these casud, ideatrading (and
idea generating) meetings: luncheons, cocktail parties, lectures, specid dinners, roundtables, etc. These
meetings worked when they were held to solve specific problems, but they
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didn't foster that old spirit of camaraderie and cross-fertilization of ideas. The SES team andlyzed the
problem and decided that the inherent paradox of the hospita's Situation was that unless the gatherings
were unorganized, they wouldn't produce effective idess.

They then looked to nature to find a suitable analogue (step 2). The andogue they came up with:
herring gulls. Herring gullsare unor ganized scavengers, but they are effective survivors.

What's the unique activity (step 3) associated with the herring gulls scavenging? The gulls gather for an
easy meal when fishermen throw unsalable fish back into the sea.

So then the equivalent (step 4) of this unique activity of herring gulls might be to have people come
together at the hospital to eat convenient food at reasonable prices.

The new idea, then: Have the hospita serve inexpensive gourmet food in the hospital cafeteria. By
subsidizing the cost of the gourmet food in the cafeteria, the hospital administrators could essentialy
"guarantee’ that employeeswould gather there (much like the herring gulls drawn to the free
fishermen'sfood) to meet informally, mingle casualy, and exchange idess.

Notes

1. W. J. J. Gordon and Tony Poze, The New Art of the Possible, The Basic Course in Synectics
(Cambridge, Mass.: Porpoise Books, 1981, 1987), p.24.

2. Ibid.

3. Persona conversation with William J. J. Gordon, 1990.
4. Gordon, The New Art of the Possible, p. 38.

5. Ibid., p. 39.

6. Ibid., p. 49.

7. 1bid., p. 49.

8. Ibid., p. 41.
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18 - Welcome to Movies of the Mind: The Image-Streaming Technique

| wasworking with the D. H. White Company, asuccessful commercid red estatefirmin
Connecticut, trying to create a series of eevator ads. It occurred to us that advertising in elevators
would be agood way to reach potentia office space clients. Although not alarge assignment, it till
needed to be done well. Even a medium-size commercid rea estate deal could mean $100,000 or
morein commissonsto my client.

I'll never forget this assgnment, not So much because of the results, which were very good, but
because | found mysdf trying to visudize a solution instead of reasoning one out. Normaly with an
advertisng assgnment, | spend alot of time talking to myself, asking and then answering questions. On
this assgnment, though, for whatever reason, in amoment of reverie, | Smply closed my eyesand
looked for pictures on my mental screen that might provide an answer.

Somewhat to my surprise, | immediately saw an elevator pand with severa of thefloor buttonsonit lit
up. Below the elevator pand, | saw the "open doors," "close doors,” and "emergency stop” buttons.
Findly, | found myself looking a the insde of the entire e evator compartment, with the elevator doors
in the process of opening up. To my surprise, from these smple, effortlesdy imagined images, |

created a series of five ads. One depicted an elevator crowded with cartoon characters and the
headline, "Need More Space?' Another was adrawing of an elevator pand with severd of the floor
buttons it up, just as| had seen it on my mentd screen. The headlineread, "Are Y ou Vigting One of
Our Clients?' Another showed only the first-floor button lit up, my client's name next to it, and the
headline, "Number One, Please.”

Because this "passive visuaization" process was S0 Smple, effortless, and often quite effective, |
continued to useit for other crestive assgnments. But it wasn't until | met Win Wenger, president of
the Indtitute for Visua Thinking in Gaithersburg, Maryland, and developer of the creative technique
known asimage streaming that | added a second criti-
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ca element to the process: verba description. By describing theimages,out loud, asthey ariseinthe
mind's eye, you can practice akind of synesthesia, or synthesizing of the senses. (Synesthesia occurs
when you overlap two or more senses together; see Disney, page 161.)

By adding the vocal, descriptive element to the visualization process, you engage more parts of the
brain a any single moment, and therefore, potentialy, use more of the brain's power to solve a
problem.

Pioneering research with the image-streaming technique has indicated not only that it can be a powerful
problem-solving technique, but also that it hasthe potentia to dramaticaly increase 1Q levels. In one
study, for instance, with physics sudents at Southwest State University in Marshal, Minnesota, their
IQ leves, on average, increased twenty points after only twenty-five hours of image streaming.

Intrigued? If you'd like to try the technique, here's how:
» Ask yoursdlf (or have a partner ask you) a question-any question.

* Do not try to answer the question directly. Instead, close your eyes, relax, and without conscioudy
trying to answer the question, begin to describe the images asthey appear in your mind'seye. Tak
about these images in the present tense ("I'm seeing .. ."") and record them on atape recorder or have
apartner record them. Do thisfor afew minutesinitidly, thirty minutes or more once you get used to
the technique.

» Study theseimagesfor their metaphorical vaue. What could that faling bridge you saw mean? How
could apurple cactusin some way symbolize a solution to your problem? What doesthat William
Tell-type crossbow have to do with your business anyway?

At fird, likeadream, you may find theseimages, if not unnerving, then certainly alittlewerrd. |
encourage you to try and withhold judgment, and look for underlying meaningsin these images, no
matter how gy they seem. | have used this technique for everything from writing a more powerful,
memorable, and "word-picture’-filled speech, to naming anew product, to generating new packaged-
goods inventions, to even solving management and personnel problems.

Let me give you ared-world example from packaged-goods manufacturing. When | was asked to
give a speech on business creativity to an MBA class on innovation at the University of Connecticut, |
included severd of my favorite creative techniques and ademonstration of how to use them to solve
real-world problems. When it came time for a demongtration of image streaming, | asked the audience
for aproblem to work on, and a production expert from Clairol got up.
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"We've been having some breakage on some of our hair conditioning bottles," he said. "'If we don't
maintain the bottlefilling at a perfectly congtant rate, sometimes there will be spaces between the
bottles. When they go down the fill shoots, they don't have another bottle to cushion their fal, and so
the bottle will crack or break.” That was the problem.Pretty straightforward.

| closed my eyes and began image streaming. 'l am seeing theinsde of athroat. It'skind of red ingde.
Mucusis moving down the throat. | am now seeing the mucus being pushed dong by the little hairlike
projections on thethroat, the cilia. They're like awave of grain blowing in thewind, or even seaweed
under the ocean flowing back and forth, ebbing and flowing with the current.”

These were interesting images, were they not, to have "just gppear” in my mind? Frankly, I'm aways
as amazed asthe audienceis when | see what comes out of thisexercise.

Next came the analysis process. | threw it back to the MBA students.Could the images| just
described in any way help us solve our manufacturing problem? How about you? Do you have any
ideas?

We solved the problem without agreat dedl of effort: Add aseries of thin plagtic cilia-likefingersin the
fill shootsto dow the bottles when they didn't have other bottles to cushion their fall. S mple, and not
particularly profound-but not bad either for literally 30 seconds of problem solving time.

| have seen other problems solved just as quickly using the image streaming technique. For example, in
aworkshop | did for agroup of both established and aspiring entrepreneurs at the Entrepreneuria
Center at Manhattanville Collegein New Y ork, a businesswoman told me that she created alogo for
her business (something she had been trying to do unsuccessfully for more than three months) in less
than the two minutes | alowed for the demonstration of the technique. In another workshop, another
businessivoman got "the big ided’ for her company brochure (achildren'stravel service) inlessthan a
minute of image streaming time.

What | find most intriguing about thistechniqueisthat athough we continudly have pictures running
through our minds, most of us choose not to pay attention to them. Much like dreamsthat never get
anadyzed (and yet potentiadly hold the key to resolving al manner of personal and professond
problems), theseimages that are continualy streaming through our minds hold untold problem-solving
and creativeriches. All we haveto do is sart paying attention to them. And, of course, learn to speak
their language: the language of visua metaphor.
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19 - Granola Sunny Side Up? Using Grids of Possibilities
"Aren't you the guy with the blocks?" this stranger on the street asked me.

Yes, asit turned out, | was the guy with the blocks. The night before | had been interviewed on a
Connecticut TV tak show, and had brought with me three children's blocks to demonstrate a cregtive
technique known as morphological anaysis, or the matrix (or matrices) method. Or you might just call
it, asl do, grids of posshilities.

Let me give you ared-world case history of the grids of possibilities techniquein action beforewe
discuss how and where you might consider usingit.

Inventor and new product consultant Stan Mason knew that his secretary wished she could exert more
will power when dieting. But every morning, when she picked up her coffee at the local doughnut
place, she couldn't resist dso having one of those ddliciousjely doughnuts. This got Stan to thinking.
Could he invent amore nutritious-and |ess fattening-on-the-go breakfast treat?

Thissmple question ultimatdly led to the invention of the granolabar. What'sinteresting isthat by usng
the grids of possibilitiestechniqueto "explore dl their options,”" as Mason put it, he and ateam of
marketing people and food engineers at Nestlé ultimately developed a product (and amarket) quite
different from the one they had originaly intended.

By congtructing grids of possibilitieslike the onesin Figure 19-1 the concept of agranolabar
(originaly conceived of as anutritious, on-the-go breskfast food) was expanded to include, as Mason
putsit, a"tasty lunch or after-lunch snack for children and young adults," which today isits primary
market niche.

By considering each box in each grid, the developers got ideas for what kinds of ingredientsto include
in which products for which people and what time of day. In the breakfast boxes, for example,
products were developed, and ultimately test-marketed, that included such seemingly exotic
ingredients as bacon bits, orange peds, Rice Krispies, and even dried eggs. Fat-free nuts, including
pistachios and dmonds, were incor-
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Figure 1. Abridged versions of two of the actual gridsused to help develop the granola bar

concept.
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porated into lunch, afternoon, and party-time versions,; and sweeter versions, with chocolate chips and
higher percentages of sugar, were designed for afternoon and evening treats for children.

Asinventor Mason says of the grid approach to new product devel opment, "These grids force you to
one of the true secrets of inventing: namely to carry on adia ogue with yoursdlf, and ask yoursdlf
questions you might not dwaysthink to ask."

In another grid (not pictured), other "whao's' included a variety of sporting and exercise groups and
activities. One of these groups, "mountain climbers,” gave the development team the idea of
incorporating amountain peak in the package design asaway of implying ahighenergy snack.

How might you use agrid to help you ask questions you may not be asking, solve problems you may
not be solving, and generate ahost of aternative ideas? Grids can be used for avariety of credtive
problemsolving assignments, from new product naming and development to cregting advertisng
conceptstarget markets, and even grouping ideas generated in abrainstorming session for future
action plans. All you need are two (or more) sets of variables or parametersfor the x and y axes.

New Product Grids of Possbilities

Take, for ingtance, the new product consulting work | once did for alarge cheese company. One of
the ideas we were considering was anew line of soft cheese spreads to make quicker and tastier
grilled cheese sandwiches. Preiminary focus groups with consumersindicated that because the cheese
was spreadable, they did think the " Cheese Grills' would cook up faster, but that they were not
necessarily convinced that spreadable cheese would be tastier. And so the idea of adding other
ingredients to the basi ¢ cheese spreads became an attractive dternative. For our grid of possibility, we
listed the kinds of cheese across the top (cheddar, Swiss, Muenster) and the other ingredients down
the side (bacon hits, tomato paste, olives, relish). Some interesting combinations emerged, such as
Muengter Bacon, Olive Swiss, and Cheddar Relish.

Naming Grids of Possibilities

Or consgder anaming assgnment we did for anew cheese Frito, wherewe listed dl the thingsthat our
target market (males aged 18 to 25) purported to like (guns, fishing, baseball, pickup trucks, and girls)
on one axis and the specia qualities or descriptors of what made our snack different (better taste,
more "powerful” cheeseflavor, longer-lasting flavor)
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on the other axis, and looked for connections or associations between the two. Great White Cheddar,
Cheddar Blasts, Cheddar Bangs, and Non- Stop Nachos were among the names generated from this
exercise. And the winner? The product was launched nationally as Non-Stop Nachos.By the way, we
also used the magazine cut-and-paste exercise in this assgnment as away to generate the categories
of things maes aged 18 to 25 liked and some fedlings about what made this new cheese Frito
different. (See page 83.)

Grids of Possbilitiesin the Third Dimension

If you were wondering what "the guy with the children'sblocks' hasto do with dl this, it was my way
of demongtrating to a TV audience how grids of possibilities could be used to generate new game or
toy idess.

Hereswhat | did. | got threelarge children's blocks and glued a different word to each of the six faces
on the blocks. Block number one had simple eements or features of agame or toy, block number two
had actua toys, and block number three had leisure-time activities. Here are the examples:

Block 1 Block 2 Block 3
1. Vécro yo-yo fishing
2. magnets squirt gun gambling
3. dring Frisbee tennis
4. pictures ball traveling
5. marbles jumprope  bowling
6. mirrors doll painting

Then | smply rolled the blocks and started combining the words that came up to see what inventions
they suggested. Seeif the following combinations suggest any ideasto you, asthey did for me.

* Squirt gun, painting, marbles
* String, Frisbee, bowling

* Mirrors, jump rope, painting
* Dall, Vdcro, fishing

* Yo-yo, marbles, gambling

Thismade for afun, powerfully visud, and apparently memorable way to expose the audienceto the
grids of posshilitiestechnique.

Y ou might consider adapting this grids of possibilities block exercise to one of your problem-solving
sessions. What better way to start building new ideas than with building blocks? ing new ideas than
with building blocks?
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20 - Who Am |, Anyway? The Role-Playing Technique

Have you ever tried to come up with an ideato generate excitement at a company's trade show
booth? It's not easy. Severd years ago Hipp Waters, a Connecticut personnd firm, asked meto do
just that. It could be a contest, a demonstration, asinging magician, whatever. The one requirement
was that the idea somehow relate to the personnd industry.

| began the assignment by fantasizing. What would make me want to stop by a personne firm's booth-
especially since | was neither looking for work nor hiring? Let's see. If | were guaranteed to meet a
future client, I'd certainly stop by. If Neill Simon were there, I'd stop and ask him how to create
memorable characters. If areporter for The Wall Street Journal were there looking to do afeature
story on someone at the trade show, 1'd also stop by. If | could ask the head of the CIA aquestion
and be guaranteed atruthful answer, 1'd certainly stop.

All thisfantas zing was fun-so much so that it got me to thinking.Why not let the trade show attendees
fantasize right dong with me and think about whet their fantasy job might be? Astronaut, rock star,
forest ranger, spy-what would they be doing if they could do anything? Wed offer prizesto everyone
who entered our survey/contest, and even send them asummary of the results (in exchange for their
business cards, of course). Hipp Waters could aso do follow-up stories with the mediareporting the
results of their "fantasy job" poll.

Inal, 596 people entered the survey/contest. Respondents were able to choose one of twenty-eight
fantasy occupations, ranging from actor to zoo keeper. The results were fascinating. Among these
ostensibly conservative business-people, the number one fantasy job was secret agent! Other top
choices, in order of preference, included:

2. Actor
3. U.S. Senator
4. Rock star
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5. Artist

6. Adronaut

7. Safari guide

8. Comedian

9. Inventor

10. Professiond athlete
11. Novdist

12. Chief

The tremendous interest in our trade show promotion, coupled with the successful follow-up media
coverage, confirmed something | suspected al dong: People like to fantas ze about having what other
people have and doing what other people do. It can be a powerful human motivator. It can be alot of
fun. 1t can aso be the source of breakthrough idess.

Role-Playing My Mother-in-Law

In the crestivity literature, adopting the role or persona of another person, living or dead, isknown as
the role-playing technique. In role playing, you smply pretend that you are someone e se. Then you
ask this"person” ingde you for idess. It isamazing, but the human mind redlly can imagine how
someone e se might think about, or even solve, aproblem that "we'" can't solve. We can hear what
"they" haveto say abouit it, and be the beneficiary of their advice. It'sasif their voicesliveinsde us,
just waiting to be asked what they think. It'sasmple, profound, and remarkably powerful technique,
onethat you can use either aone or with groups.

Often, when | use the technique in ideation sessions, I'll pass out identity cards with a picture and short
biography of the role each person isto adopt. Some of my identity cards include photographers
Mathew Brady and Ansd Adams, Florence Nightingale, Frank LIoyd Wright, Abraham Lincoln, Ben
Franklin, Walt Disney, Will Rogers, Thomas Edison, Dr. Seuss (Theodor Geisdl), and Madame
Tussaud (of wax museum fame). Then I'll smply go around the room, have everyone introduce
"themsalves" and ask for their input on the problem. (Note: It'sthe facilitator's respongibility to make
sure that everyone staysin character.)

Torole-play adone, I'd recommend having your adopted personawrite "hisor her" responses down.
Or you might try using the cregtivity computer program ldea Generator Plus, which has arole-playing
feature as one of itsidea generating techniques. When | wrote areview of the Idea Generator Plusfor
Lotus Magazine, | discovered in an interview with Randy Fields, CEO of Mrs. Fields cookies, that he
will occasondly hold
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ameseting with his senior managerswithout any of them being present. Hesmply enterstheir names
into the program, then imagines the responses and recommendations each manager will giveto his
guestions.

Areyou skeptical? Y ou'd be surprised. Once you get the hang of it, it's quite easy to do. | know
because | used the role-playing feature of Idea Generator Plusto help me invent anew game.

In my case, | had spent severa months cresting a prototype of an adult entertainment game that turned
anyone and everyoneinto an ingtant inventor. When | went to play-test the game, however, it didn't
realy work. Players weren't having nearly as much fun as1'd hoped they would. And so | tried Idea
Generator Plusin the hopethat it could help me redesign the game. | held an imaginary brainstorming
session that included, among other invited guests, my mother-in-law. 1t was "her" question, "Isthere
some way to make the game smpler?” that led meto eurekal With this smpleimagined, but aso very
real, question from "her," | suddenly knew how to redesign the game to make it work. And work it
did. Ultimately, | licensed the invention to amgor game company.

Role Playing for the Navy

Often, when | run abrainstorming session, I'll invite outside crestive consultants to be part of the
session. | got to know akind of modern-day Renaissance man named Ted Cheney in just such away
when we were brainstorming new amusement rides and equipment for alarge industria equipment
manufacturer.

Ted has written severa books, both nonfiction and fiction, started his own natural resources
exploration company, worked for several new product development firms, and even traveled with
Admird Byrd to the South Pole. He now teaches Writing a Fairfied University in Connecticut.

During one of the bresks, Ted and | got to talking about the new product devel opment work he had
done some years back as a consultant to the U.S. Navy. His team was brainstorming survival
techniques for downed Navy fliers and adrift Navy seamen. One of the creative techniques the group
used to attack the problem was role playing. One of the participants was asked to pretend that he was
Davy Jones, living in his"locker" several thousand feet below the ocean's surface. How might Davy
Jones help the stranded Navy man?"Davy" got the ideathat if he could continually blow bubbles up to
the surface, the bubbles would form akind of safe, air-cushioned bubble barrier to protect the Navy
man both from prolonged contact with salt water and from sharks. Anintriguing ideg, isn't it? Does it
suggest any practica new inventions?
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Y ou might be surprised that this exercise didn't lead to anew aircushioned surviva suit at dl, but to a
new antisubmarine defense system. The group got to thinking about underwater bubbles, and it
occurred to one of the scientists that air bubbles might be used to mask sounds under the water. The
idea Have aship surround itself with millions of tiny air bubblesto mask the sound sgnatures of its
engines and propellers. The group became very excited about the ideaand passed it on to Naval
Headquarters. What ever happened to it? The group never heard. Ted suspectsthat it was
immediately classified so top secret that even its creators could not be told of its existence.

By the way, did you read Tom Clancy's book Red Slorm Rising? If you do, youll find thefollowing
passge:

Prairie/Masker was a system for defeating submarine sonars.Two metallic bands surrounded the frigate's
hull, fore and aft of the engine spaces. This was Masker. It took compressed air and bled it into the water
around the ship in the form of millions of tiny bubbles. The Prairie part of the system did the same with the
propeller blades. The air bubbles created a semipermeable barrier that tended to trap sounds made by the
ship, letting only a fraction of her propulsion noise escape which made the ship extremely difficult to
detect.?

The Superhero Technique

Anintriguing variation of the role-playing technique is the superhero technique, invented by Maple
Shade, New Jersey credtivity consultant, author, and friend Steve Grossman. The superhero technique
dsoinvolvesrole playing, but with animportant difference from conventiond "acting-out” exercises.
Because participants are asked to adopt the persona of an imaginary character, they are often much
freer, and therefore more likely to get into character, than if they were pretending to be aredlife
person like Walt Disney or Thomas Edison. As one previoudy uptight participant put it, " Sometimes
you haveto put on amask to take your mask off." Thereisnothing quite like the prospect of wielding
superhuman powersto help free one'simagination!

Theway it's played isto assign one person the role of client. (H€Il be the only one, with the exception
of the professiona facilitator, who doesn't get to be a superhero.) The other members of the group
then select a superhero they want to be from alist of ten or more choices. The superheros can be
"known" heros (Spiderman, Captain America, Cat
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Woman, The Invisble Man, The Incredible Hulk, Batman, Superman, etc.), or they can be created by
the participant. Everyone isthen given one-haf hour to create a costume out of everyday objects that
might be found inside (or outside) the brainstorming room. When everyone has made a costume and
reassembled in the room, the designated client begins asking each superhero for ideasto solve the
problem. Incredibly, after avery few minutes, each brainstormer really does begin to adopt the
personaof hisor her chosen superhero.

Let'slook at areal-world example. The client's problem was this: How could he keep his marketing
vice-president from monopolizing, and essentidly disrupting, the nationa sales meeting, as he had done
the previous year?

Ultimately, it was E-Man who provided the answer (E-Man, in case you didn't know, hasinfinite
energy because heis made of pure energy.He also deepsin atoaster.) E-Man decided to "melt the
marketing vice president's lipstogether.” Interestingly when the group further brainstormed how to
make this seemingly absurd ideaaredity, they got theideaof making the marketing vice-president
chair of the meeting. By being made responsible for seeing that other people were heard, the
marketing vice-president, at least metaphorically, would have his own lips "melted together.”

In another example, U.S. Army avionics engineer Ray Clark was asked to help the manager of a
regiona Socia Security office improve intradepartmental communication. Specificaly, therewasa
problem with interoffice memos. They often got lost or were never read. Spiderman cameto the
rescue and "threw his spider net” around every employeein the office. Thisled to theideafor a
compuiterized local areanetwork to ingtantly distribute memaos while ensuring they didn't get lost.

Note

1. Tom Clancy Red Sorm Rising (New Y ork: Berkeley Publishing, 1987), p. 182.
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21 - Naming Pepsi: The Briefing Document

A good way to make sure your brainstorming session hits the ground running isto prepare abriefing
document. Asits nameimplies, abriefing document isawritten report that briefs al the sesson
participants, generaly aweek or so in advance of the actual session, about the problem(s) thegroup is
trying to solve.

The briefing document should a so include crestive exercises specific to the problem that encourage
the participants to start getting ideas. For example, suppose you wanted to brainstorm more effective
way's to communicate with your customers. Y our briefing document might include exercisesthat forced
group membersto think about the nature of communication: What would be the advantages of usng
smoke signals rather than atelephone? If dl your employees were teepathic, how might thishelp
business? What if they couldn't hear, or see, or speak?

Or suppose you wanted to invent aline of new kitchen implements.Y our briefing document might
includealigt of kitchen activities. eg., dicing, dicing, shredding, boiling; identify the problems
associated with these activities, e.g., cut or burnt fingers, and ask the participants for preliminary new
product ideas.

In one session | facilitated to create new product ideas for amaker of polyurethane foam, we included
inour briefing document an imaginary tour of the kitchen, the dining room, the bedroom, the living
room, the garage, atool shop, and a gardener's shed. By hel ping the participants to visudize these
rooms and locations, and by providing lists of specific objects or things they might see when they got
there, we helped them imagine possible new product ideas and uses for the urethane foam. One
participant said the briefing document helped him to "see an ugly, brown televison cord plugged into a
living room wall. It made me wonder if we could creste aline of designer polyurethane coversfor
electric cords to make them look prettier and go with the room better. Maybe they could be insulated
to help prevent firesaswell."

Beyond the sheer number of good (and sometimes grest) ideas that
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your participantswill bring to the sesson, the briefing document will help prime their subconscious
minds so that when they atend the actud session, they'll be more likely to contribute atruly gresat idea.

The briefing document has two mgor sections: the introduction and the cregtive exercises.

Let'slook at theintroduction first. This should include both abrief description of the background and
god of the assgnment and agenerd discussion of how the crestive process works (why quantity of
ideas leadsto qudity, why it'simportant not to be overly judgmenta of one's responses, and why it's
important to have funin asesson). Often | will include cregtive case histories to highlight these points.
(For example, see the "how-to-manufacture nylon" anecdote on the vaue of cresative horseplay, page
162.)

Intheintroduction, | so liketo give the participants areason for them to take the timetofill out the
briefing document. Specificaly | tell participantsthat by filling it in beforehand, they'll beinviting their
subconscious minds to be part of the process. Giving their conscious minds some specific creetive
exercisesin advance of the sesson will alow their subconscious mindsto become sufficiently primed
for their creative problem-solving rolein the actua session.

Next, I'll use the introduction to take some of the mystery, and possibly the fear, out of the onfor
those people who have never been in aformal brainstorming session before. For instance, | might
mention that each member has been invited to the session because of hisor her specia knowledge of a
particular subject, and that it will be up to the facilitator to see that everyone feels comfortable with his
or her respective contribution.

I'll dso usetheintroduction to create aleve of mental comfort for the sometimes outlandish cresative
exercises. Here's an excerpt from an actual briefing document:

Some of the following exercises may seem a little strange

Don't worry about that. There is a method to the madness.
You'll understand when you get into the session. For now, have
fun and enjoy these short creative exercises.

Thefina eement of theintroduction isatime statement: "Time to complete: lessthan 1 hour.”

Section two isthe creative exercises themselves. | thought you might like to see six of the actua
exercises| created for aPeps naming assgnment. In addition to the exercisesthemsalves, I'm
including my rationade for each exercise in the briefing document.
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Naming a New Soft Drink for Pepsi

Oh, what'sin aname?

Isit dl just agame?

Would arose smdl as swedt,
If its name were NutraSweet?'

Peps International asked me to help name a new sugarless soft drink that is now being marketed
around the world. As part of the assgnment, | facilitated an all-day naming/brainstorming sesson with
top Peps executives. Among those present were people from marketing, consumer research, and
product development. We dso invited severa creative outsiders (afredance artist and an aspiring
screenwriter, to name two) to attend the session. It was a very successful session. In dl, we generated
more than 550 names, including the winner.

Let'slook at each of the briefing document exercises.

Exercise 1: Find an object that represents or symbolizes to you what this naming sessonisal abouit.
Please draw the object, and also bring it to the session. Why do you think it represents or isasymbol
for thisnaming assgnment?

Explanation: One of the keysto right-brain thinking isthe ability to find metaphors or symbolsfor
the thing you're trying to explain or understand. Thisexerciseisasmple, yet powerful way to promote
thiskind of analogical thinking. Having the participants draw the object forces them to spend more
time on and give more attention to the object's "analogical potentid™ than they might normaly. Drawing
often helps people discover some facet or analogica feature that they would have missed with only a
CUrsory review.

Exercise 2: What did you dream of being asakid? An astronaut? A fireman? A nurse? A cowboy?
List one or more of your childhood dreams below.

Explanation: There aretwo reasonsfor including thisexercise. Firg, it gets people remembering
their childhood state of mind, where anything was possible. Thiskind of fantastica, wish-for-anything,
anything-can happen mindset is obvioudy very useful in abrainstorming sesson. The second reasoniis
to prepare the group for excursions (mental trips to other worlds) the day of the session. Often when a
group'senergy islow, I'll take the group on an excursion by suggesting we forget the problem for a
minute and pretend, say, that it's early morning in the south of France.
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We'reflying in aballoon, and John over here has just uncorked a bottle of champagne. | ask the
participants what they're thinking, feding, and seeing. When | bring the group back, we check to seeiif
what we saw, heard, or felt "while we were away" gave us any ideasfor solving the problem. By
having each participant describe what he or she dreamed of, | can create alist of possible placesfor
the excursion that | know will be gppesling to members of the group: well go to the Old West for the
aspiring cowboy a hospitd for the nurse, and outer space for the astronaut.

Exercise 3: Because of your enthusiasm, the group has appointed you head cheerleader for this
naming project. Imagine now that it isthe end of the naming sesson. Y ou have been successful in
leading-and inspiring-us to create the winning name. The group has asked you to lead a cheer and
gpdl out the winning name by forming the letters with your body! For some reason, though, you
can't remember what the winning nameis.Y ou go ahead anyway and form some of the | ettersthat
might have been in the name.

Note: Please do not "think™ about this exercise. Just start forming letters and see what you get. They
don't haveto bein any particular order.

Explanation: Thisisprobably the strangest of al the exercises, but it has an important brainstorming
function. Research has shown that people learn best in different ways. Most of us prefer one of three
processing modes: visud, auditory, or kinesthetic (body oriented/feding).This exercise championsthe
kinesthetic mode. By involving our bodies and our sense of touch and fed in the brainstorming
process, we can often arrive at ingghts into a problem we smply could get no other way.Think about
the phrase "gut fed."

Often, the result of thisexerciseisthat someone will come to the session saying something like, "I'm
not surewhy but | kept thinking the winning namewill begin with theletter T."

Exercise 4: Ligt five names of products or servicesthat you think are great. What specificaly do you
like about each?

Explanation: One of the most vauable naming exercises | know of isto andyze successful namesfor
their inherent principles of genius, then try to agpply these principlesto other naming problems. When
participants have analyzed great names like Lean Cuisine, Dry Idea, Lexus, SimFast, and Saon
Sdectivesfor their principles of genius, it makesit that much easier for them to gpply these principles
to our assgnment.

Exercise 5: Write afour-line nonsense poem about this naming exercise. And yes, it hasto rhyme!
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Explanation: Singing invokes adifferent part of the brain than spesking. This"poetic exercise” is
designed to begin to sengitize the participants to the rhythms and cadences of words. | ask participants
to create a nonsense poem for two reasons. First, | don't want them to freeze up on thisexercise and
become overly analytical, or to try to create "Ode on a Grecian Urn" or some such thing. Second,
nonsense poems can provide awonderful bit of relief and fun if and when | ask the participants to read
their poems at the actual session. The NutraSweet poem above is one that came out of the Pepsi
session.

Exercise 6: You areinvited to aword party. To play, smply combine one of the word roots on the
left sde with one of the beverage-specific words on the right. Please coin five new words.

Theright side

included

beverage-
Theleft sideincluded  specific words
such word roots as: like:
dec hemi ade ola
aero oid pop sp
quas IX soda  nutr
tri digi vim swig
equ plus x-tra  gulp
max vid flow  drink
ast dyna squirt  cool
nutra tex pep wet

Explanation: Dynapop. Nutragulp. Vimplus. Y ou get the idea. The object here isto get people
beyond the limitations of known words, exploring new possibilities and combinations. The exercise
helps participants open up their minds to other possibilities, and sometimes triggers aknown (but
surprising) word or word pairing that gives us "the answer."

By theway, if you're curious, the winning name was Peps Max.
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22 - Jogging Your Imagination: The Wishing-Diamonds Technique

Y ou've decided to ook for anew job. Instead of approaching the job hunt in a conventional way,
however, you decideto first try ano-holds-barred, nothing isimpossible exercise in wishing to imagine
what the perfect jobhunting experience might be like. See if some of your wishes don't agree with
mine

* | wish| could interview with the CEOs and presidents, not the personnel directors, of al thetop
companies I'd like to work for.

| wish| could tell the CEOs and presidents exactly the day and timethat I'd like to meet with them,
and they would agree to see me a my convenience.

* | wishthey'd treat melikeaVIP of sorts, and give me apersona tour of their company and
introduce meto their best people.

» Sincel want to get ajob as soon as possible, | wish | could meet with al these CEOs and
presidents very quickly-maybe see up to twelve CEOsin one day, thirty-six in three days.

» From thesethirty-six interviews, 1'd like to have three or four job offers so that | could pick and
choose the company I'd like to work for.

» Andfinally sincel don't enjoy getting dressed up, 1'd like to wear comfortable clothesfor al my job
interviews.

How doesthis sound? Pretty ridiculous, right? Except that when | went job hunting, every single one
of these wishes actudly cametrue.

When | got out of school and first began looking for work in advertising, | got tired of the rgjections
pretty quickly and decided there smply had to be a better way. | began to imagine how | might turn
something
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that had become very unpleasant and psychologicaly dehilitating into something saf-affirming and fun.

My fantasies ultimately led meto create apublicity stunt called jogging for jobs, in which | and other
job hopefuls (whom | had found by placing an ad in The New York Times) dropped off our résumés
at New York City'stop thirty-six advertising agencies over athree-day period.Because of the media
attention, including two lead write-upsin the advertising column of The New York Times and
coverage by the AP wire service and severa New Y ork radio and television stations, the advertisng
agenciesrolled out the red carpet. At most agencies, either the CEO or the president greeted us.
Severd agencies even threw us parties. And since we were jogging, we were able to wear swesat
pants and running shoes for our "interviews." And most of us (including myself) got jobs out of it.

| hope this story demondtrates, in part, the power of wishing as a cregtive technique. Wishing isthe
most effectiveway | know of to start fresh on any given problem. Wishing alowsyou to challenge
your basic assumptions-assumptions that many times you may not even have known you were making-
and get entirely new and origina (not to mention fun) points of view. When for thelongest time you
may havefdt like abeggar asking for afew crumbs of creetive inspiration, wishing will turn you into a
measter baker of the most exciting (and ddlicious) creationsimaginable.

Starting to Wish

How do you start using the wishing technique? Pretend that you can have anything you want,
whenever and wherever you want it. There are absolutely no limitations. If you like, imaginethat a
genie has just appeared and is ready to grant you (at least) those wishes. Couldn't be easier, right?

Y ou'd be surprised how hard it isfor most people to alow themsalvesto even try this exercise, much
less entertain the the possibility that there might be some vauein it. We dl have been so brainwashed
into "being redigtic" about life that we cannot alow oursalves, even in apurely theoretica exercise, to
"makeawish." Why, after dl, should we waste our va uable time thinking about thingsthat are

impossible anyway?

The paradox isthat it'sonly by first consdering the impaossible that we can know the outer limits of
what is possble, and therefore the potentially most exciting idess.

How can you harness the power of wishing to generate new and
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better ideas within your company? In the worlds of creativity and innovation consulting, a process has
evolved that provides a step-by-step approach for using the wishing technique successfully. Synectics
principa Jeff Mauzy hasincluded the processin hisMindLink cregtivity computer program. A
variation of the same processis used by one of my early brainstorming faciliting coaches, Dr.
Christopher W. Miller, and his Lancaster, Pennsylvania, company Innovation Focus. Unableto leave
well enough done, | have adapted and modified the principles of the basic processinto a somewhat
ampler, and | think more memorable, techniquethat | cal "wishing diamonds."

Asyou can seeinthediagramin Figure 2, there are essentialy three mgjor sections, or diamonds, in
the wishing-diamonds technique. In thetop haf of diamond one, you start by wishing for anything and
everything. (In cregtivity terms, thisis called divergent thinking and is represented by the lines making
up thetop haf of the diamond going out, or diverging.) After generating the wishes (as many asyou
think appropriate), select one of the wishes on which you would like to do some further work. (In
cregtivity terms, this process of sdlecting an ideaiis caled convergent thinking and is represented by
the lines making up the bottom half of the diamond coming back together, or converging.)

Now you are ready to enter diamond two. The object hereisto brainstorm how to make the selected
wish from diamond one, no matter how far our or seemingly absurd, aredity. Sinceit isoften
impossible to do this, brainstorm how to approximate the wish by achieving something smilar to the
desired effect. (Thisiswherethe"could we," "how about,” and "what if" questions, again adivergent
phase of the process, comein.) For example, suppose that in diamond one | had wished that | could
travel from New Y ork to Los Angelesingtantaneoudly. Obvioudy thisis not yet possble. But we can
try to approximate thisidea. How about doing a video teleconference? It is certainly one dternative to
ingtantaneous travel. Or what if we gave you acoma-inducing drug in New Y ork and an antidote to
thedrug in Los Angeles? For al intents and purposes, your perception would be that you had traveled
from New Y ork to LosAngelesingtantaneoudly.

In the bottom half of diamond two, you select (the lines are once again converging) the one
approximation (videoconferencing or coma) that you'd like to explore further.

Now you're ready to enter diamond three. Here you generate (diverge) alist of pluses and minuses (or
chalenges) to theimplementation of theideayou sdected from diamond two. (The minuses, or
challenges, can be also phrased as "how to..." followed by ideasfor overcoming the
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Figure 2. Wishing diamonds.
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problem.) If the pluses far outweigh the minuses, you can proceed to an implementation Strategy (the
fina convergence at the bottom of diamond three). If, however, there are two many minuses or
challenges to the successful implementation of the idea, you can ether go back to the first diamond and
gart "wishing" new ideas to overcome these minuses or begin the process al over again with a
different wish entirely.

Let me give afew quick, red-world examples to demondtrate the power of wishing. Did you know,
for instance, that the ideafor Disneyland started asasmple wish in Wat Disney's mind that adults
could enjoy amusement parks as much as, and right dong with, their children.Or that the inspiration for
Land's Polaroid camera came from asmple wish/question from his daughter, who wanted to know
why she couldn't see the picturesthat her father wastaking of her right away?

Finadly, inacreative sesson | did for the American Camping Association, | had aparticularly difficult
camp owner. Thisfellow had been in the business for more than ten years, and kept saying that he just
couldn't imagine creating a camp activity that was new, was affordable, and that the kidswould like.
So we tried the wish technique. The results were wonderful, as even the skeptica camp owner
admitted. One group of wishesthat | particularly liked was to have Michadl Jordan run a basketbal
clinic and Madonna give afree concert. Probably not in the camp's budget, right? But as we got to
talking about how to approximate these wishes, we discovered awonderful new camp project: Why
not have the kids themselves become their favorite stars? They could make up costumes, give
performances, give motivationa speeches, or do whatever esethey'd imaginetheir star doing if he or
shewereto vidt the camp. It was a case of "when you wish upon astar, makes no difference who you
are, your dreams come true."
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23 - The Great Fish Round-Up: New Product Development Techniques

One of the nice things about new product development work isthat unless your parameters are quite
narrow, you can generate dl kinds of possible solutions. Think about trying to invent anew cered, or
new usesfor Velcro, or anew toy or game. Y ou can invent literally anything. Facilitating or
participating in these sessions can be wide open-and alot of fun.

Having worked in new product devel opment for more than fifteen years, and brainstormed new
productsin everything from hair pray to snack foods, timelessteller machinesto children'sfurniture,
frozen desserts to cheeses, children'sfruit juices to cold remedies, anusement park ridesto financia
sarvices, I'd like to share with you severd of the most useful and powerful new product devel opment
techniques | know.

Setting the Mood: Props, Props, Props

Science fiction writer Ray Bradbury wrote in aroom filled with everything from toy dinosaursto a
globe, abag of marblesto amodd of the space shuttle. He used these propsto help him get ideas for
stories and to trigger creative connections among story e ementsthat he otherwise might not have
made. Why not do the same for your cregtive sesson?

If you aretrying to invent an environmentally safe new form of packaging, why not fill the brainstorming
room with exotic plants and play new age background music? If you're looking for futuristic banking
concepts, why not put up a picture of the Starship Enterprise?

Do these kinds of propsredly help the creative process? They cer-
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tainly do. When Westport, Connecticut, new-product consultant SteveKaye was asked to help
executives of the Life Savers Company invent new flavors, hefilled the room with hundreds of flavor
ideas, from alist of more than 75+ Baskin-Robbinsflavors, to actua samples of exatic fruits (kiwis,
kumquats, etc.), to awide variety of perfume fragrances and scents. Life Savers highly successful
Fruit Juicersline came out of that session.

When Doug Hall, former developer of innovative marketing programsfor Procter & Gamble, was
trying to invent anew line of cake productsfor P& G's Duncan Hines divison, hefilled the room with
everything he could imagine to make the sesson more stimulating and fun.Among his props were
greeting cards, which ultimately triggered the ideafor Duncan Hinessline of Pantastic® party cakes.
Among the party cake themes, complete with specialy molded pans and cardboard decorations, are
Garfield, Kermit, and Miss Piggy cakes.

You Arethe Product

"Y ou arethe product” istherole-playing exercise that is especialy useful for new product
devel opment assignments. Essentialy, participants pretend that they are aproduct, and talk about how
being that product makes them fedl, act, or perceive the world.

Jm Ferry, aBoston-based innovation consultant, has used "you are the product” to arrive at indghts
and ideasthat, as he says, "you'd be hard-pressed to arrive at through any other method.” In one
session, for instance, he and histeam had executives a Pitney Bowes invent new product ideasfor a
postage meter by forming a human postage meter, with each executive playing adifferent part of the
machine. Asone"part” of themachine put it, "I'm just glad | wasn't the envelope seder.”

In another assignment for the Rich Products Company, the goal was to name anew healthy dessert
topping that would be sold to restaurant owners. The team had one person play the dessert, one play
the topping, and another play the dessert eater. The dessert said that he "didn’t want something too
heavy to lift." Thetopping said that he wanted to be afriend of the dessert, "to get dong with him
well." And the dessert eater said that he didn't want anything too messy. The name Top Life, to imply
adessert topping for ahedthy lifestyle, was the chosen winner.

For the Polymer Technologies Division of Bausch & Lomb, Ferry had executives pair off in teams,
with one playing the eyeball and the other playing Bausch & Lomb'srigid gas-permeable contact lens.
The eyeball kept asking for apillow to cushion the hard and "insengitive" contact
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lens. The result was anew research effort by Polymer to bond a specia space-age cushioning material
directly onto the contact lens.

Nature's Analogies

When geodesic dome inventor Buckminster Fuller was growing up in Maine, he became frustrated that
he could not see where he was going when rowing his boat. One day, he noticed ajdlyfishin the
water, and it occurred to him that the jelyfish could see whereit was going. It got him to thinking.
Could heinvent asimilar kind of propulsion system? It wasn't long before he had created a kind of
propulsion stick with a collgpsible opening and closing umbrella head. When he thrust the head out in
the water, the head opened up, pushed water back, and propelled the boat forward. When he pulled
the stick back, the head collapsed (creating less drag in the water), and he was ready to start his next
round of pushing. So, much like ajdlyfish propelling itself through water, or agondolier pushing his
boat through the cands of Venice, he could now see where he was going. A smple, yet effective
imitation of natureé's geniusfor invention and design.

Nature can provide awealth of design ideas, concepts, and inventive approaches to the human side of
new product development. | remember, for instance, in one new product sesson | ran for a
manufacturer of steel wool pads, | led the group through a discussion of the benefits and drawbacks of
hair to people and animals, and why nature chose to design hair the way it did. Because hair and sted!
wool have asimilar structure and shape (asmilarity not lost on the origina namer of sted wool), |
knew that this analogy would give us an entirely different way of thinking about potential usesand
marketsfor anew stedl wool product. The result was anew line of radically different sted wool
cleansing products now under development by the client.

Other examples of nature's influence on product design and invention abound. Probably the best
known isthat the inspiration for Velcro came from thistle blossoms (burrs) sticking to the pant leg of
Swissinventor Georges de Mestral one day in 1948. Let'slook at two lesser-known, but nevertheless
intriguing examples from William J. J. Gordon'swork with RCA and the West German governmen.

RCA/Whirlpool cameto Gordon in the early 1970s with the assgnment of finding anew way to
handle home trash. Gordon looked to the anima kingdom for asuitable analogy.

The question he asked himsdlf: How do animals handle their own trash, or, put another way, waste?
Who in the animd kingdom handles their waste most efficiently who less so? Gordon and his co-
workers de-
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cided that a cow handled waste (at least from the point of view of humanswho have to walk through
cow pastures) somewheat inefficiently.Goats, on the other hand, are much more efficient. Their waste
comesout in adry, well-contained solid form, much like an encapsulated pellet.

The breakthrough idea: Why not use thisidea of encapsulating waste to handle home trash aswell?
The product that was ultimately marketed was the Trash Masher, thefirst in aline of gpplianceswe
know today as trash compactors.

When another client, the West German government, was looking for a better, more efficient, and more
productive way of commercid fishing, they came to Gordon. The conventiona solution of Smply
making larger, stronger, and longer nets had reached an upper limit of sorts. Gordon again looked to
nature for an andogy for "netting."

How are animals driven to a specific place for capture? he wondered.How abouit cattle herding? Or a
cattle sampede? What starts a stampede, anyway? Generdly aloud noise, like thunder or a gunshot.
Isthere away to "stampede” fish to a specific place for an easy "round-up"? Gordon's solution: Use
underwater microphones to broadcast threatening noises that act metaphoricaly as netsto drive the
fish to the boats for easy capture. Thus was born the "underwater round-up™ solution.

Questioning Assumptions

A useful technique for any kind of problem solving, but particularly useful in anew product
devel opment session where you seem to be getting "al the sameideas,” isto spend sometime
questioning your assumptions.

If you were asked to design anew car, for instance, what would some of your most basic assumptions
be? That it have four wheels? Or that it have whedlsat al? That it be made of meta? That it use
gasoline? That you'd need akey to start it? That you'd Sit in it (as opposed to, say, lying down init)?
Asbasic asdl these assumptions may seem, every single one of them is now being questioned by the
designers of the cars of the future.

In an assignment | worked on to develop anew cereal, some of the assumptions we were making
were these:

* Cereal had to be mixed with milk for breskfast.

* Cered had to be sold in abox.

* Cered had to be made of some kind of grain.

* Cered iseaten for breakfast (as opposed to some other time of the day).

¢ Ceredl hasto be eaten in abowl.
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Asyou begin to congder the ramifications of each of these assumptions, new product ideas quickly
emerge, don't they? For ingtance, if cereal doesn't have to come in abox, how else might it be
packaged? In a bag, like coffee? Maybe then you could create your own unique brand of cereal
(much as people now do at home when they make granola) by combining varying amounts of rice,
corn, whest, oats, railsins, nuts, etc., that are available from large, air-tight bins at the supermarket.
Much like fruit, cerea could then be sold by weight. And if you had reusable bags, you'd diminate the
packaging expense (and pollution) altogether, so the cost of your morning bow! of cered would go
down!

Thetricky thing about using the questioning assumptions techniqueis that our assumptions may be so
ingrained that even when we conscioudy try to question them, we can't always see them. In cregtive

terms, familiarity often breedsinvighility. One smpleway to get around thisisto bregk thisexercise

down into two distinct steps.

* Lig dl thefacts, dements, attributes, and/or features of the product under consideration.

» Negate, eliminate, or think of the opposite of each of these facts, e ements, attributes, and features,
and see what you get.

You'l then bein aposition to identify even more assumptions you probably didn't even know you
were making.

Say, for instance, you make chairs. What are some of the attributes or features of chairs? Armrests. A
seat cushion. Four legs. A back support. A few feet high. Made of wood, plastic, or metd. Try
eliminating, negating, or thinking of the opposite of each. Let's examine two of the above
featured/attributes.

1. A chair without armrests? How about a chair without anything, except possibly air, to rest your
body on?

Idea A: An antigravity amusement park "chair” that uses streams of air shot up in specific patternsto
Cregte aviable sedt.

Idea B (possibly abit moreredigtic): An air massage chair that directs streams of hot air through holes
inthe chair's cushions to whatever part of your tired body needs massaging.

2. A chairisafew feet high. What if achair wereflat?

Idea A: This"chair" issmply apiece of thick padding materia that you lay over something eseto
make it achair-like alarge rock? Why not an dl-natura "rock chair'? By the way, did you assume
that achair had to be comfortable?

Idea B: What if the chair were very high-so high, in fact, that you
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had to stand to useit. Did you assume that chairs were for Sitting inAWhy not astanding chair?

Starting with severd features of achair and negating each oneled usto new ways of thinking about the
concept of achair. This, inturn, led usto discover other, even more basic assumptions we might have
been making about a chair (achair should be comfortable, and achair isfor Stting).

Onefind word of advice: When using thistechnique, it's very important not to short-circuit seemingly
absurd idess. It'sthese ideas (e.g., achair made not for sitting but for standing) that often have the
greatest potential. These are theideasthat are least likely to have been considered by your
competitors, and that therefore have the potentia to lead to atruly original, breskthrough new product

concept.
|dea Naming

Have you ever played Hungry, Hungry Hippos®? How about Antsin the Pants®? Or Barrel of
Monkeys®? Can you imagine how to play these new action toys Smply by hearing their names?

How might you play:

* Winding Blinding Batd

* Wormsthat Squirm!

* Shake, Mr. Rattlesnake!

» Hang the Kang-aroo!

Here'show we imagined playing each of these four games:

» Winding Blinding Bats. Playerstry to maneuver wind-up flying bats, suspended from stringstied to
poles, into anarrow belfry without bresking off the bat'swings.

» Worms That Squirm. Playerstry to make different-colored earthworms (with magnetsin their
bellies) squirm their way through an underground passage (al so filled with magnets to make the worms
"sguirm’) and reach the "light at the end of the tunnel.”

» Shake, Mr. Rattlesnake. Parts of severa snake's bodies (with one part missing from al but one of
the snakes) are put in aspecia rattle, shaken, and then thrown onto the table. The first team to make a
full snekeisthewinner.
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» Hang the Kang-aroo. A game from down under! Playerstry to make their kangaroos"jump up”
(by hitting the kangaroo's curved tail, much as you'd hit the prongs of afork to makeit fly off thetable)
and catch their necksin anoose! (Sick, yes, but kidslike sick, right?)

Of course, these are not "red” inventions. But they could have been.How did we create them? Just
like you, we gtarted first with the names (which we created, incidentaly, by combining ananimd in
some way with arhyming verb), then tried to imagine what the game could be based on that name.

Asyou can see, sometimes just having aname for something can give you an idea. Why not usethisas
acredtive technique to help you invent new products, or even create new marketing or promotion
ideas? How?

» Generate two lists of words related to your problem area. List A should be an object or feature, list
B an associated action or verb.

* Arbitrarily combine wordsfrom list A with words from list B to create two-word names.
» Usethe namesto prompt idess.

For example, suppose, your company markets office supplies, and you'd like to generate severd new
product ideas.
List A could include:

* Scissors

Rubber band

Post-it notes

Memo pad

White-out

List B could include such office tasks as:

* Filing

* Typing

» Faxing

* Traning

 Thinking

Randomly combining lists A and B might suggest such "new products’ as.

» The training pad. Companywide memo/training/suggestion pads for educating new employees
about their company's unique ap-
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proach to business; they could include the corporate mission statement, quotes from the chairman,
godsfor the year, customer servicetips, etc.

» Typing scissors. A bit of a"stretch” here, but how about scissors especially designed (with a specid
paper-penetrating point) to cut out words (or pictures) from the center of the paper (without having to
gart cutting from the edge of the paper)?

» Faxing white-out. Specidly formulated Liquid Paper® white-out that allows you to make changes
on documentsto be faxed without worrying that it will gum up the works of the fax machine

e Post-it ™ filers. Specialy formatted Post-it TM  notesthat alow you to change the name of afile
smply by ungticking an old Post-it TM note from thefile and sticking on anew one.

* Rubber band thinking. A novelty premium caled "Mind Stretchers,” abox of rubber bands printed
with short descriptors of some of history's great idess.

What's in aname? Sometimes an invention (or two).
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24 - $50 Million and Counting: How to Brainstorm Cost-Cutting | deas

It was New Y ears Eve, 1991. Instead of the traditional New Y ear's Eve party, | thought, wouldn't it
be fun to have aNew Y ear's Eve Resolution Party? 1'd invite our best friends, and wed al share our
goasfor the New Year.

It worked out great! We al laughed. We al got to know one another alittle better. And we committed
publicly to achieving our resol utions which somehow made them seem more red and important.

One of my godswasto facilitate more different kinds of brainstorming sessions, in part because |
knew I'd be writing this book and wanted some unique case histories, and in part to keep my own
cregtive juicesflowing.

Imagine my surprise, then, when | got a call-on January 2, no less asking me to help design and
facilitate a series of twenty-five al-day costcutting sessions for 300 people (gpproximately twelve per
day) at ahbillion-dollar personal products company!

The cal came from Gerald Haman, president of the Chicago-based firm Crestive Learning
Internationa, inventor of aunique creativity tool, the Pocket Persuader, and former Procter & Gamble
marketing star. Gerald had a client who was looking for ways to uncover-or creste-new cost-saving
ideas. Since the client had been actively pursuing cost-cutting ideas for the last five years and, asthey
put it, had aready "picked all the low-hanging fruit,” it was up to usto design and fecilitate a program
that would uncover new and innovative ways of cutting cogts.

When | began thinking about how to design the session pilat, | knew one thing for sure: Cost-cutting
brainstorming sessonswould have to be very different from conventiona brainstorming sessions.
Anyone familiar with brainstorming technique knows that one of the commandments of
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running anew idea session is to encourage the group to suspend judgment, to try not to be negative
about anything. All ideas, no matter how seemingly far out, are good and to be encouraged because
often afar-out ideawill have abetter chance of leading to atruly breakthrough ideathan aclose-in or
sensibleidea. Any judgment of ideasis usualy postponed to the end of the on, when the group
comesto closure and picks the ideas that they fedl should be considered for further devel opment.

So why should a cogt-cutting idea session be any different? There are severd reasons. For one thing,
the negatives of a cost-cutting idea need to be considered every step of the way. Otherwise, you have
no way of knowing if theideaisany good or not. It's not like anew product or sales Situation, where
you can get your ideas, develop them, and then go ask the customers what they think. In the case of
cost cutting, the employees of the company are the "consumers,” and if you don't ask them when you
have them there why a cost-cutting ideawill or won't fly, you've lost a vauable opportunity to take
advantage of their unique expertise, perspective, and experience.

Cogt Cutting in the Corporate Culture

The key thing about a cost-cutting ideais that it needs to make sense as an implementable ideawithin
acompany's unique corporate culture. A multimillion-dollar cost-reduction idea that could make good
sense for one company could be disastrous for another for any number of reasons: corporate palitics,
effect on company morae, unique marketing environment, competitive factors, etc. The only way to
really know if a potentia cost-reduction ideaisany good or not isto explore the ramifications of
actualy implementing that ideawithin the specific company. And that means getting the sesson
participantsto tell you the truth-to tell you what they redly think (Isit doable or not doable? A good
idea or abad idea? Why or why not?). Then, if they do think it's potentially agood idea, continue
brainstorming to overcome any unforeseen obstacles.

Creative cogt-cutting sessons aso differ from new product development sessionsin the number of
ideas generated. Sometime ago, for instance, | ran anew product devel opment session for a
manufacturer of urethane foam in which, in asingle day, agroup of twelve generated more than 350
new product ideas. In a cost-cutting session, if agroup is able to create a half-dozen well- devel oped
and thought-out, implementable idess, it has done agood day's work.

Also critica to the creative cost-cutting process is assigning dollar valuesto ideas. Thisisimportant for
at least threereasons: (1) to help
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determineif theideaisindeed viable, (2) to help in the ultimate ranking of idess, and (3) to ingpirethe
group. Without going through a"quick and dirty" cost andysis comparing the idegls potentia savings
with the expense of actualy implementing it, you have no red way of knowing if theideais any good
or not.

By assigning dollar vauesto ideas, no matter how much of a guesstimate these brainstorming-session
dollar values might be, you can dso quickly determine an ided's vaue relative to other cost-saving
idess.

Assigning dollar vaues dso helps the group build a strong sense of achievement and purpose
throughout the day. The momentum builds as the group generates ideas worth hundreds of thousands
of dollarsfrom asingle day of brainstorming. Thereisared sense of contribution to the company's
financid well-being. Interestingly, we aso found a healthy competition devel oping among groups and
departments asword got out about "million-dollar-plus’ days of cost-saving idess. It'sonething to
suggest anew idea. It's quite another thing to suggest the sameidea, but include the statement, "We
estimate thiswill save the company in excess of $150,000 per year."

So, how did we design the session to uncover or create cost-saving ideas the company had missed?
Thereisapsychologica counsding principle that I've never forgotten from my psych mgjor daysin
college: "Y ou can never fail, when you get to the detail.” Thissmply meansthat if you can get your
patient (or client, asthey're now cdled) to relive past experiences, epecidly psychologicaly traumatic
experiences, in great detail, much of the repressed pain that accompanied the experience will
automaticaly be triggered and brought back to the surface.

| took asimilar tack in structuring the cost-saving session-very much a specific, detailed-oriented,
"bottom-up” approach to generating ideas. Start with the mundane details of an employee's everyday
job, and seeif contained within these everyday work experiences was a specific Situation, procedure,
or operation that could be generdized into a departmentwide or even companywide cost-saving idea
or more efficient way of doing business.

Cutting Costs Through Mind-M apping

The question was, in abrainstorming session with twelve or so people, what was the easiest and most
time-efficient way for each employee to generate the specific details of hisor her working day? The
best cretive technique | know of for this purpose is mind mapping. Mindmapping was invented by
Tony Buzan in the mid-1960s. Through akind of pictoria
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free association using key words, diagraming-type connectors (remember diagraming in junior high
school English?), and symbols, one can quickly do avisud diagram, or map, of virtualy any subject
you like.

Because of the basic structure of the mind-mapping technique-using free association and symbols-the

techniqueis"right-brain-friendly" and very useful for doing a"brain dump.” It'sawonderful way to get
literally everything you know about a subject out as quickly asyou can, without having to worry about
what form the information istaking asit comes out.

Soindl our cogt-cutting sessions, thefirst thing | had the members of the group do (after the
introductions and warm-up exercises) was mind maps of their jobs-"job maps,” if youwill. As
prompts, | asked them to include on their maps such things astheir day-to-day responsibilities, who
they reported to, what they did and didn't like about the job, what other departments they worked
with-everything.

It was only after everyone completed his or her job map that we went to work finding and developing
cogt-cutting ideas. With the detail s of their jobs fresh in their minds, and now on paper in front of them,
it wasardatively smple next step to start generalizing from specific problems and inefficienciesinto
potentidly larger, more widely applicable costsaving idess.

From the Specific to the General

A good example of this specifics-to-genera approach was an ideathat came from the job map of an
employeein the Higpanic marketing department. One of her responsibilitieswasto help creste
displays, header cards, shelf talkers, and other point-of-purchase materias for the Higpanic market.
Her job map reveded that she felt she was spending an inordinate amount of time, and therefore
possibly wasting money, customizing each P.O.P. piece. In essence, she was having to reinvent the
whed each time anew promotion came aong. It was assumed, though, that because the Hispanic
market was a specialized market, reinventing the whedl was just one of the costs of doing businessin
it. Aswe began to question this assumption, however, she redlized that her department could create a
series of P.O.P. templatesthat require only printing changes from one promotion to the next-alow-
cost dternative to designing each new P.O.P. piece from scratch. What | found most interesting about
thisidea, however, was not smply that it was agood ideafor her department.Asit turned out, all the
marketing departments were doing exactly the same thing. By adopting her template ideg, the
company expects to save more than $200,000 per year.

Another intriguing advantage of using the job map technique isthat
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because you literdly have amap of the different facets of your job, youcan often see relationships
between seemingly unrelated problems, costs, and/or opportunities. My favorite surprising relaionship
story came out of the job maps of acustomer service representative and a research executive.

The customer service representative wasin charge of handling al written customer complaints. Asin
al companies, acertain very low percentage of defective products makesit through to a consumer.
Most customers don't take the time or effort to let the company know about the defect. But afew do.
They writeto register their dissatisfaction, and ask for arefund. The company givesafull refund, but
as the customer service representative's job map reveaed, she wanted to do something more. She
wanted to figure out away to turn these dissatisfied customersinto loyal users.

The research executive's job map reveded that she was fedling frustrated by the time and cost of
finding the right people for the company's consumer research panels.

These two problems were eventudly addressed by the same cost-efficient solution: Offer the
dissatisfied customers membership in aspecid "panel of consumer experts' that would provide the
company with consumer reactionsto ideas for new products and improvements on existing products.
In return for their membership, customers would receive free samples, cents-off coupons, inexpensive
gifts, and letters of gppreciation for taking the time to "'be a concerned consumer.” The advantage for
the research department was that it now had a group of committed, articulate, and often quite well
educated customers as part of its market research panels, a afraction of the normal recruiting cos.
The company estimated the ideawould save more than $100,000 per year, not to mention the
goodwill engendered by turning many of the dissatisfied customersinto loya users. A textbook "win-
win" idea

By theway, in our twenty-five al-day sessions, we generated more than $50 million worth of redl-
world, start-implementing-them-today cost-saving and quality-improvement idess.
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25 - Word Picturing and Associations. How to Bea More Creative
Business Presenter, Speaker, and Writer

More than ten years ago, areporter asked Dick Munro, the then newly appointed president of Time,
Inc., about the plans he had for his company. Munro's response, quoted in The New York Times, has
stayed with me al these years. I'm paraphrasing, but it went something like, "We're not going to
rebuild the engine, we're just going to play with the carburetor alittle bit."

Instead of using atired business cliche like "maximize efficiencies," Munro used words that people
could relate to-and visuaize. He communicated a piece of abstract information-the fact that the
company was planning to make only minor changes-in apowerful way withwhat | cdl "word
pictures.”

Using word pictures (technicaly known asfigurative language) to enhance the impact of abstract
information is hardly anew idea. Shakespeare cdled the world "astage," and Juliet (at least through
Romeo's eyes) was the sun. Novelists and journdists have long relied on analogiesto give their writing
an added measure of color and texture. For example, instead of using the words "rich and dishonest-
looking," John McPhee once described afellow writer as "the kind of man who looks asif hewould
cheat at polo." Politicians (and their speechwriters) also have recognized the power of aword picture.
Think of such memorable phrases as Churchill's"iron curtain® or Bush's "thousand points of light.”

Asprevaent asthey arein literature, journdism, and politics, however, figurative devices are rarely
used effectively in business (except, of course, in advertisng). And themainreason is, | think, that it
takes courage, salf-confidence, and creativity to generate powerful word pictures.It's much easier to
usethetired, trite, and hackneyed than to create the fresh, compelling, and new.
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How can you develop the ability to create your own unique, word pictures? The two best techniques |

know of are the magazine cut and paste exercise and image streaming (see Chapter 18). Both will help
you become more adept a generating and using word pictures. They will stimulate your ability to think

visualy when you are presenting ideas. They can be especialy useful in creating unique and memorable
sdes presentations, particularly when you need to communicate technical information to a nontechnical

audience.

They are ussful when you need to write a particularly creative, memorable, or intriguing memo, press
release, or even annual report. Banc One Corporation isagood casein point. On the cover of its
annua report were beautifully photographed nuts and bolts, with a corresponding "' nuts and bolts' tag
line. The message was clear: Banc One's phenomenal successisdirectly related to its knowing and
fathfully adhering to the nuts and bolts of the banking business: No glamour-just results.

Robert Frost once said, "an ideaisafeat of association." The same could be said of effective word
picturing. If you can find away to link two ostensibly separate worlds and make vaid associations
between the two, you will be well on your way to writing a piece with impact and memorability.

In the spirit of association, then, look at these excerpts from two trade articles | wrote afew years
back, one for an advertising newdetter, the other for acommercia red estate firm.

Advertising Your Genius 1
Three Rules of Writing Great Ads for Creative Businesses
What Would da Vinci Say?

The year: 1492. And Leonardo da Vinci was in a fix. Times were tough at court and he needed to drum up
additional "business" (patrons). But how? It's not easy telling the world you're talented-much less a
genius.

Da Vinci decided to write to His Excellency Ludovic Sforza to promote his considerable talents.
Interestingly, the style and substance of his letter exemplified three important and timeless rules of
advertising creative services.

Rule #1: Present your talents in light of a current market need. Did da Vinci say that he was a great artist?
Or that he was the best "mirror writer" in all of Italy? No, he identified a pressing need, and offered to fill it:
namely to design and build "instruments of war" for His Excellency.

Rule #2: Be specific about your creative point of difference. Da Vinci's letter noted that he had studied the
work of other "masters and inventors of instruments of war"-and
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found that their work did not "differ in any respect from those in common practice.” He went on to outline
how his unique, easy-to-transport “unassailable armored cars and catapults of wonderful efficacy” 2 were
superior to anything yet invented.

Rule #3: Use more "you's" than "I, me, my or we's" in your headline. Thisis the acid test for Rule #1: Make
sure you're focusing not on yourself-but on the needs of your potential client(s). Da Vinci's opening
paragraph, for instance, had four "you and Your Excellency's" and only three "I, me, my or we's."

Not bad, right? But can you aso generate compelling word pictures and associationsif you haveto
write, say, ahighly technica or industry specific piece on labor negotiations, or TQM, or high-tech
manufacturing? Y es. Y ou just may haveto work alittle harder at finding appropriately compelling
images to make your points. | guarantee you, though, that it'll be worth the effort, not only for your
reader, but for you aswell.

Let'slook a afairly technica (and, in my opinion, potentidly deadly dull) subject: lossfactorsin office
buildings. Seeif thisword-picture/ association trestment | did of the topic for areal estate trade
magazine doesn't at least pique your interest.

The Case of the 13-Inch Ruler 3

Detective Sam Space needed a place to hang his hat (and locate his business), but it was becoming a
tough case to crack.

It wasn't that there weren't enough office buildings to choose from. Just the opposite. It was a big town.
The kind of town that could swallow you up and spit you out. There were too many buildings; 50in all.
How to choose the right one? That was the question.

Like any good detective, Sam began with the facts. W as the parking adequate? The views? The elevators?
W ould the air conditioning keep Sam cool during those sultry summer nights he'd have to work late? How
about the hallways? W ould his clients think his office was classy enough?

The list of possible spaces dwindled. Finally, only five cut the mustard. But that's when it got tough.
Really tough. How to choose the right one? The wrong choice could be, well, deadly.

Like a bad hangover, it came to him. The ransom, that's how he'd decide. W hichever landlord wanted the
least amount of rent money, see, that's the one he'd go with; all other things being equal, why not?

The bids came in: $18 per square foot, then $19 and $19
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again. Some joker walked in with $20 and another with $21.No contest. Sam would go with the $18 space.
Case closed.

Or was it? Had Sam made a fatal mistake?

Could it be that the $21 per square foot property was actually a better deal than the one priced at $18 per
square foot? In fact, it was! Sam hadn't stopped to considethiireeen-inch ruler!

W hat is a thirteen-inch ruler? It's our way of pointing out that all landlords-surprising as it may seem-do
not measure their space the same way. A square foot of office space in one building may be more or less
than a square foot in another.How? The difference is in usable versus rentable square feet.

Usable square feet, as you might guess, is the amount of space that your company will be occupying; in
essence the amount of space that you will actually be able to use. Rentable square feet, on the other hand,
is the amount of space your company valdtually be paying rent @mdthis amount of space is always

more than the amount of usable square feet.

The reason for this difference is that the square footage of all the common areas within the building-
lobbies, elevators, hallways, etc.-is divided up among all the tenants, and paid for by them on a pro-rated
basis. In the industry, this is known as the loss factor.

As arule of thumb, loss factors range from 9 percent to 14 percent in efficient, well-designed office
buildings for single-floor tenants.

The article went on to give a detailed description of loss factors, and the client's recommendations for
making sure you weren't comparing apples to oranges.

My fina bit of advice: The more gpples and oranges (word pictures) you can bring into your business
presenting, speaking, and writing, the better off you and your audience will be!

Notes
1. Bryan Méttimore, "Advertising Y our Genius," The Innovator, Vol. 3, No.1, 1992, p. 3.

2. Edward MacCurdy, narr. and trans., The Notebooks of Leonardo da Vinci (New York: Reynal
& Hitchcock, 1939), pp. 1152-1153.

3. Bryan Mattimore, "The Case of the 13-Inch Ruler," Intercorp, Vol. 8, No.12, 1989, p. 7.
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26 - Not Giving Up the Ghost: The Art of Naming

A good name should be available, pronouncesble, and trandatable; have lasting utility; lend itself to
graphic representation; communicate a product's unique salling proposition; and capture the essence of
why the product isright for a particular ssgment of the consuming public. Quite atall order for what
often comprises just one or two words, isn't it?

After you'vetried "every" concelvable combination from your dictionary, thesaurus, and rhyming
dictionary (for the third time), and it beginsto look asif that single best name just does not exi<,
thoughts often turn to finding acompromise solution. Thefinite nature of wordsisimposing itslimitson
theinfinity of crestive thought. Thisisthe danger point in any naming assgnment, and it's the reason for
this chapter. For those who don't wish to compromise, what followsisalist of six gpproachesto
cregtive name generation that you might use to help you break "namer's block." Of the more than 100
new product and company naming assignments on which | have worked, each gpproach, at onetime
or another, has helped me break through to anew and innovative naming solution.

Strikethe Chord of Familiarity

Given the high cost of establishing abrand name, sometimes agood way to approach anaming

ass gnment-from the standpoints of both crestivity and marketing-isto look for aname that aready has
some kind of built-in recognizability. Generdly, consumers are more responsive to anamethat hasan
eement of familiarity toit. It's human nature to have

Portions of this chapter originally appeared in Bryan W . Mattimgie,Art of Naming, CHEMTECMOl.
18, June 1988, pp. 328-330.
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agrester leve of trust in something you know than in something you dontt.

| once adopted thistactic of familiarity to invent and subsequently name anew card game caled
Ghost, based on the well-known dinner table word game. The Trademark Office granted mea
supplementa registered trademark on the Ghost name, and ultimately | was ableto licenseit to Milton
Bradley for the board game Ghosts.

A lessdirect connection, but onethat still found itsingpiration in the strike-the-chord-of -familiarity
principle, was the naming of the most successful new doll of the 1980s. Whether American consumers
were aware of it or not, the genesis, in part, of the Cabbage Patch concept was an ancient European
superdtition that girls were born inside pink roses, and boys were found under (of dl things) cabbages.

Of course, sriking the chord of familiarity isnot limited to the naming of dolls or games, or even movie
seque titles, for that matter. In an assignment for anational bakery company, | was asked to name a
new, hedlthier triangle-shaped cracker. The client wanted two kinds of namesto test: onethat said
"upscale'/more expensive, and another that said lower cost/more mainstream. In both the names|
proposed, | tried to strike the chord of familiarity by associating the cracker's unique shape with a
known entity. For the upscale positioning, the cracker reminded me of asail, and so we called it
Spinnakers. For the mainstream positioning, | had been thinking about the success of Pepperidge
Farm's Goldfish crackers, and | suddenly realized that this cracker looked like an Angdlfish!

So which name did the client choose? Neither, unfortunately. Before we got to test the names,
consumer research reveded that our healthy cracker had a problem with its shape. Consumers were
worried that they might choke on the points of the triangles. The project quickly lost thewind from its
sls.

Findly, striking the chord of familiarity may be as subtle asusing afew of the same | etters and adapting

agraphic "look" or design from something else. Consider the story behind one of the most expensive
name changes ever undertaken: the switch in the early 1970s from Esso to Exxon.

Like many naming assignments these days, this one began with a computer search. Hundreds of names
were generated, many beginning with E to maintain some identification with the"old" Esso name.
Unfortunately, none of the computer's crestions tested well. After months of unsuccessful testing, the
problem was, in part, solved-not by a computer but by a secretary who found away to strike the
chord of familiarity.
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"What" she asked, "isthe most commonly seen Sgnin America?'

"FREE?' "MEN'SROOM?"' "NEW?" After some hemming and hawing, one of the executives present
looked down the hdl to his office, and said findly, EXIT.

"Why not use part of theword EXIT in your name?' said the secretary. "Maybe, say, theword
EXON?'

Shortly thereafter, with the addition of agraphically compelling X, the name Exxon was born.

Doesthis story sound apocrypha? | have it on good authority that it's not. But if you have any doubt,
don't take my word for it. Next time you go by your local Exxon gtation, just notice the EXXON
letters. Blocked and red asthey are, they look suspicioudy like (you guessed it) an EXIT sign.

Find the Essence

Lost aswe get in the world of words, we often lose sight of exactly what we want our name to
communicate. Sometimes it's useful to step back and ask yourself two of marketing's most basic
guestions. What makes your product or service unique, and who isyour market? If you're not
absolutely clear on how to answer these questions, often you'l find yourself creating namesthat "just
don't fed right" because intuitively you know that they're communicating the wrong message and/or
positioning. Conversely, when you very clearly know your market and what makes your product or
service unique, that focus, like awell-aimed arrow, can lead you to anaming bull's-eye rather quickly.

Think about Nabisco's vanillasandwich cookie Giggles. What do you remember as the essence of
your lunchroom eating experience in e ementary school ?1 can't help but see my silly, goofy, laughing,
giggly classmates shooting spitbals, throwing cold mashed potatoes across the room, and spitting out
warm milk into their jello. When | remember how lunchtimes were, calling acookie Giggles, and even
adding abaked-in smileto the "face" of the cookie, seemsto me the essence of great naming.

Another good example of "essence naming" isthe highly successful product Success Rice. When
Robert Homan's New Y ork-based New Products Resources did research on boxed rice, they
discovered that consumers wanted a quick, foolproof way to make ddiciousrice. With the then-new
boil-in-the-bag technology, this had become possible. Unconventiona asit was, they gave the product
anamethat captured the essence of what consumers were saying they wanted when preparing their
rice; success.

Of course, finding the essence of your naming assgnment is not alway's easy. Aswith many cregtive
idess, the answer may seem obviousin
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retrogpect. But this doesn't make discovering it any easier. On an assignment to name an
environmenta book club for awell-known publishing house, for ingtance, | struggled for weekstrying
to find the essence of what | wanted the name to convey. But it wasn't until | saw aroad sign that said
ELM STREET that | suddenly realized what the naming assgnment was al about. The name of the
book club should communicate asense of nature (em) in balance with civilization (street). Once| had
made this positioning discovery, it wasrdatively easy to generate a half dozen on-target, winning
names.

| guessin this case finding the essence was a combination of dogged determination and keeping the
problem top of mind until somewhere, somehow, something triggered the answer.

Find the Visual

Asright-brained art directors know, many creative marketing problems are solved by finding the
appropriate visual. The same visual approach to problem solving can be applied to the decidedly |eft-
brain, language oriented god of finding anew product name. If you can find the appropriate picture,
the Sngle best name may quickly follow.

| once worked on the naming of anew sore throat sprayer. This carry anywhere, use-anytime sore
throat medication was packaged in an innovative spray bottle that |et you sporay medication directly to
the sore spot in your throat. For the spray to hit itstarget, the user's mouth had to be opened fairly
wide. Inamoment of reverie, thinking of the opened mouth somehow dlicited an image of alion tamer
gticking his head insde the wide-open mouth of alion. The name " Throat Tamer: to soothe the 'roar' of
sore throat pain” was not far behind.

A copywriter friend of mine had asimilar visua naming experience.He was asked to name anew
candy bar that was unique because of its white chocolate covering and red stripes. The look of the bar
brought to hismind a picture of an animd with sripes, and eventually he named it White Tiger.

How can you find the appropriate visua ? Visuds, in and of themsalves, obvioudy are everywhere. On
TV, inmagazines, in books. Everything we see in the outside world. Everything we can imagine (or
remember) in our inside world. Visuasindeed are everywhere. So, much like the process of essence
finding, discovering the right visual can be arather random, hit-or-miss process. Ultimately, success
comes from acombination of the namer's motivation and determination, attention, synchronicity,
and/or luck. The key, though, isto be ready when the visua appears.

It'samysterious process. And, frankly the only advice | can give for
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working within the confines of the mystery isin the form of ametaphor.Try to make sure that the
receiving station of your mind is congtantly "on-line," ready to accept the visud transmissionsthat the
world is sending you. Sooner or later, locked within one of those transmissions will be the solution to
your naming assignment. And when that happens, suddenly you will indeed see that a picture has been
worth athousand words!

Watch, Read, and Listen

An dlied approach to finding the visua iswhat | call the watch, read, and listen approach. Essentidly,
this strategy isto words what the find the visua strategy isto pictures. Again you need to be paying
attention to the outside world. (Sometimes the crestive person, trying as he or sheisto pull the solution
from within, may missthose externa stimuli that in some mysteriousway can supply acreetive
solution.) Television, the newspapers, aword spoken in conversation are al sources of inspiration.

A wonderful naming story istold by Al Coleman, an advertisng man assigned the task of naming a
new cooking pot from Rival Manufacturing Co. Whilewatching TV one night, he heard anews
commentator use the term "crackpot.” That night, at 1:30 A.M., while he was deeping, theidea hit
him. Why not name this new product, which actually was made of crockery and shaped like apot, the
Crock Pot?

And speaking of deeping, one of America's best-known deep aidswas named by afellow listening to
his"outsde" world. While walking home from the office late one night, thisfdlow, sumped for aname,
noticed agroup of women leaving the theater. They bid adieu to one another by saying, "'Night, all;
'night, dl." Thisdert ideaman had hisname: Nytal.

Next time you're suck for aname and fed locked into a particular way of thinking, listen to theradio,
read a good book, or try writing down interesting words you see used in The New York Times. |
promiseyou, at the very least, amind-opening experience.

Adapt aPrinciple

Lean Cuisine, Dry ldea, Slimfast, Sunkist, Cool Whip, Hamburger Helper, Taster's Choice, Lexus-
great names dl. But why? What makes them greet?

Most crestive people, whether they know it conscioudy or not, have
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awonderful hobby: They collect principles. What wasit about that movie that made it so enjoyable?
What makes one product's positioning so much better than another's? Why isaparticular novel sucha
good read? For those who collect principles, crestive problem solving can become an enormoudy fun
game of adapting aprincipleto fit an entirdy different set of creative problems. Naming isno
exception. When you andyze what makes agreat name grest, you can't help but discover naming
principlesthat might help you solve your particular naming assignment.

What makes L'Eggs such awonderful name for pantyhose? Beyond, of course, telling you what the
product isfor, it usesthe provocative naming strategy of linking the name directly with the product
package, an egg-shaped plastic container. So, how might you use this same Strategy to name anew
self-heating Sink powder that "blasts away stains and grease'? 'Y ou might call it Powder Keg, and
package it in akeglike container.

What naming principleisinherent in the doggie treet Snausages? It contains an interesting strategy of
combination, bringing together the words "snack” and "sausages’ in one name. We seeasmilar
srategy of combination being used to name the game Pictionary ("picture dictionary") and Swatch
("Swisswatch").

| was once asked to name a new product reporting service. There have been many such serviceson
the market with rather forgettable names, like The New Product Newsletter, New Products and
Processes, and Innovation News. | wanted my nameto "cut through,” to be both memorable and
innovative. | looked to other successful names for atransferable principle. The information search
company FIND/SVP (SVP stands for sl vous plait) provided the answer. | applied its acronymic
approach to naming and crested The P.O.1.N.T. Report, which stood for Profit Opportunitiesin New
Technologies.

Looking for the naming principlesinherent in other successful names and then gpplying these principles
to your own naming problem is one of the most effective ways| know of to creste agreat name
without agreat ded of effort.

What'sthe Opposite?

Sometimes it makes sense to do exactly the opposite of what everyone elseisdoing. It'san interesting
way to think, often yielding surprisingly effective and memorable naming results. Apple Computer, of
course, selected its decidedly friendly name, in contrast to those of therest of the industry, to imply its
ease of use. And who could ever forget the car renta companies that named themselves Rent-A-
Wreck and Ugly Duckling?
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Reebok is another interesting example of reverse psychology. What a strange-sounding namefor a
sneaker. On the surface, it seems to make no sense, except for possibly unconscioudy communicating
the word 'rebound,” or possibly "bebop.” Surprisingly it's memorable and powerful, sounding more
high tech and more current than, say, Converse or Keds.Where did the name Reebok come from? It's
not high tech at dl; Reebok isthe name of aswift, fleet-footed African gazedlle,

Where will the elusive new product or new company name come from? There are no easy answers,
and it takes perdstence to give birth to that truly creative idea. If you're not sure whether you've got
the name or not, arule of thumb isthat you don't. Continue searching. When you findly find it, youll
know it. It'll be obvious. Y ou'll wonder why you didn't think if it sooner, and above dl, you'll be
excited about it. And if you ever find yoursdlf fatering in your search for that perfect name, | hope
you'l find ingpiration in the taminaof the Greek runner Pheidippides, who at thefinish of hisrun from
Marathon uttered but one word, the name of the Greek goddess of victory, Nike.
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27 - The Process of Process Reengineering: Designing a Brainstorming
Session

"It's a Fortune 500 company. Thirty-five of their top managerswill be flying in from around the country
for aday and ahaf process reengineering and quality improvement brainstorming sesson. Would you
liketo work with usto design and facilitate the sesson?' Louise Korver, president of the Greenwich,
Connecticut, firm Corporate Learning & Development, wanted to know.

"Yes, | would," | responded.

With companiesfacing the seemingly impossible task of cutting costs while dso improving qudity and
Service, process reengineering has become a critica component of successful business practicein the
1990s.Process reengineering, origindly an engineering and manufacturing term for smplifying and
improving the efficiency design, and manufacture of products, has come to include the improvement
and redesign of al manner of company management and service practices.

On this particular assgnment, we were asked to help reengineer achemical company'sinnovative new
distribution system. Specifically this company had pioneered the use of returnable containersfor its
chemicds, and was looking for ways to improve the distribution, collection, and tracking of these
containers. Personnel from every department were assembled to brainstorm how to reengineer the
processto make it more efficient, user-friendly smple, and cogt-effective. Without getting into the
specific content of the session itself, | thought it might be useful to the reader to see the overall design
of aprocess reengineering brainstorming session aswell asto understand the rationae for the specific
exercisesin that session.

It'simportant to recognize that literaly weeks of planning went into
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the design of this session. The exercises we ultimately selected (from among the more than two dozen
we considered) were included to meet very well-defined and specific business objectives. Among the
criteriawe used to design and select the included exercises were cons derations of group size,
participant experience with brainstorming (limited), participant thinking styles (assawhole, quite
process-oriented), stated corporate and session objectives, and time of day. We aso spent a
considerable amount of time deciding in what order, and for what length of time, each exercise should
be presented for maximum effect and result. Much as an Olympic gymnast might envision each and
every move of aroutine before giving the actua performance, we visuaized the steps and anticipated
resultsfor each and every exercise to make sure that the exercise contributed to the objectives of the
overdl session. Paradoxically, it'sthe best planned sessionsthat alow the greatest free flow of
"unplanned” crestive problem-solving ideasto emerge.

Day 1: How ThingsAre

Day one of the two-day session ran from 12:30 P.M. to 6:30 P.M. Lunch was brought in. The first
forty-five minutes of the session included awelcome, expectations and godss, introductions, and
severa creative warm-up and team-building exercises. At 1:15, we got down to specific reengineering
work.

In order to reengineer or improve a process, it'sagood ideafirst to clearly understand that process as
it now exists. Exercise one, therefore, was to create a detailed visua representation or " process map"
of each step in the process. We did this by simply recording the details of each step on flip chart paper
and posting the lists around the room. The order of the steps was determined by the life cycle of the
container itsdlf, from initiad manufacture to return for recycling. Problemsin the process were duly
noted, but no effort was made to solve these problems. That would come later. For now, we were
smply trying to understand and visudize the overal process. This process mapping exercise took an
hour and ahalf and was followed by aten-minute break.

At 3:00 P.M. we randomly assigned the participants to three breakout groups for a series of customer
role-playing exercises. Since there were primarily three groups of "customers’ along the distribution
chain, we had each of the three groups pretend that it was one of the customers, essentialy acting asa
focus group to record its perceptions and give us an objective view-both good and bad-of the
returnable container program. Weincluded this exercise to help the participants get "outside
themsalves' and their specific rolesin the process, and begin to empathize with the concerns, needs,
and priorities of their customers. We hear
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so much about customer orientation these days. Thisrole-playing exercise was avery effective way to
move beyond smply paying lip service to customer concerns and create atrue feding of empathy and

identification among the on-line service providers. At 3:45, the three groups reassembled and reported
their findings.

At 4:30 (after afifteen-minute break), the group was randomly divided into two groupsfor a
competitive teams exercise. Each team was given the specifications for one of two new products
ostensibly designed by riva research and devel opment departments within their company. The new
products were intended to offer akind of competitive brand insurance against the likelihood that their
currently marketed product (the one group was there to process reengineer) would some day lose
market share to an outside competitor.

The wrinkle wasthat only one of the two proposed new products would be funded by management.
Each team was therefore given the assgnment of creating a presentation for the company's board of
directorsthat would convince the board to fund its product over the other team's. (Each of the two
new products, incidentally was given an imagined name aong with detailed product specifications
before being assigned to ateam.) We alowed each team an hour and a half to create a presentation.
At 6 P.M. sharp, each group took ten minutes to make its presentation to afictional board of directors
(actudly three of the company's top marketing people). The winner was to be announced the next
morning, with each winning team member recaiving "vauable prizes™

Thisturned out to be atremendoudy successful exercise for severa reasons.
* |t helped management anticipate potential new product introductions from actua competitors.

* It helped each team member understand the strengths and weaknesses of the company's current
product's manufacturing and distribution system.

* It suggested ways to strengthen the product's manufacturing and distribution system by considering
other product innovations.

* |t took advantage of the comptitive spirit of the team members and turned what often isalow-
energy time (the end of the day) into a high-energy, exciting, and worthwhile exercise for the company
and the participants.

Day 2: How Things Could Be

Day two began at 8:00 A.M. with an announcement of the previous night'swinners. Both teams, asit
turned out, did such an extraordinary job that senior management awarded everyone prizes.
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After acreative warm-up exercise and aquick review of the previous day's results, we formally began
day two's activities with a problem identification exercise, snceacriticd first step in creetive problem
solving isto clearly define what problem it isyou're trying to solve. Y ou'd be surprised how often
groups, after severa hours of brainstorming, discover that they've been trying to solve thewrong
problem.

Three teams were randomly formed and given the assgnment of identifying which problemsthey
thought were the most critical. Teams were given forty-five minutes to salect and rank their choices.
The groups were then given another thirty minutes (ten minutes for each group) to report on their
decisons. Findly, using agroup decison technique caled "dot voting," the group asawhole cameto a
consensus as to which problemsto work on. (See page 169.)

With abreak, thistook usto 10:15 A.M. Now, with the problems clearly identified and ranked in
terms of priorities, it wastimeto begin actual problem solving. | spent the next forty-five minutes
training the group in three sSmple, yet powerful, creative problem-solving techniques: mindstorming,
brainwriting, and wishing diamonds. (See page 109.) In each case, | demonstrated how to apply the
technique by actudly using it to solve one of the identified problems.

Mindstorming and Brainwriting

Mindstorming isanindividua crestive technique that involves smply writing down a pre-determined
number of ideasfor solving any given problem. Smpleasit sounds, it isasurprisngly effective
technique. Typicaly when wetry to solve a problem, we settle for thefirst "really good ided” that
comes dong. Rarely do wetry to generate moreidess, especialy when thefirst ideatruly does solve
the problem. When you have to generate a predetermined number of ideas or solutions, however, you
can't top with the first good ideathat comes up. Y ou've got to keep going until you reach your god (I
find ten to be agood ideagoa for beginners, twenty for more experienced ideators). The technique
forces qudity out of quantity. Interestingly many of the best and most imaginative ideas occur at the
end of theexercise, a ideas 8, 9, and 10. Why?1 think it's acombination of sometimes getting the old
or obviousideas out first and atendency for peopleto dlow themsalvesto entertain farther-out (even
sllier) ideas at the end of the exercise asthey try to reach their goal.

The second technique, brainwriting, isagreat technique when you have alot of peoplein asession and
would like to generate aton of ideas very quickly. Theway it works: Divide your large group into
smaller groups of, say, five people each. Each person then writes down athought

140



or creative suggestion on apiece of paper. Then each person passes the paper on to the next person, who
writes down afollow-up suggestion based on what the first person has said. The papers are passed again and
again until everyone has had a chance to write on all the papers and each person has gotten hisor her original
paper back. It'sfast moving, fun, very stimulating-and generates literdly hundreds of ideasin avery short time.
It dso gets everyone involved in a nonthreatening way: It's much easier to write down a"slly"” ideathan to say it
infront of thirty other people. An added plusisthat the technique can easily be adapted to a companywide
brainstorming session by using networked computers.

Problem solving lasted through lunch until 1:00. At 1:00, we asked each group to prioritize its solutions and
prepare to give averbd report of itsideasto the group asawhole at 1:30. From 1:30 to 2:00, we had reports.

Asit turned out, the group generated-as I'd hoped we would, more ideas than we knew what to do with. We
spent the rest of the day (from 2:00 to 3:45) grouping the ideas, prioritizing them, and creating action plansfor
each high-priority idea, including who was responsible for doing what, when, and with what desired outcome.

If you're wondering how we prioritized so many ideas with such alarge group, we used a smple four-box grid
(see Figure 3). The two main criteriawe used to separate and group ideas were (1) easy versus hard to do and
(2) high versuslow customer visibility. Thiswasaquick and very effective way to bring the group to closure
and help company executives decide which ideas were the most important to begin implementing immediately.

Figure 3. A simplefour-box grid.
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28 - Humor Me! The Creation and Uses of Business Humor
Steve Cony used to be vice-president of amagjor New Y ork bank.

Steve Cony used to be vice-president of amgjor New Y ork ad agency.

Steve Cony isnow a"moativationa humorig.”

A what? As president of afour-year-old, Croton-on-Hudson, New Y ork, firm Communication
Counsdors, Steve gives talks and seminars on the strategic uses of humor in business. Let'slisteninon
oneof histaks.

You must understand. There is a tremendous difference between comedy and humor. Comedy is about
creating jokes, and 90 percent of all jokes are mean-spirited. Humor, on the other hand, uses anecdotes
about you and your life, real-life experiences that make you laugh. Not many of us are comedians. But all of
us are funny.

Let's look at some of the benefits and uses of humor for the business manager looking to achieve specific
business goals. There are at least six. Humor can be used: (1) as a way to "break the ice" in stiff, or
uncomfortable business situations, 2) as an effective bonding technique, a wonderful way to build
common ground with other employees, (3) as a way to break down resistance to your own point of view,
(4) as a much needed way to improve the content, enjoyment, and ultimately the productivity of meetings,
(5) as a way to assign work when people "can't take any more," and (6) as a wonderful way to ease and
control tension.

And what about the personal benefits of humor to the business manager? These include: (1) away to
relieve stress, (2) a way to achieve a more positive perspective on a particular assignment or setback, (3) a
way to advance your career people like to work with people they like and can have fun
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with, and (4) a way to help you out of tight spots or very negative circumstances.

A good example of thislast point was a Situation that came up with atraffic manager whom Steve
supervised at hisad agency. Thetraffic manager, Brian, it seems, had forgotten to mail acritical piece
of artwork that Steve had promised the client "yesterday." Needlessto say, Steve was not happy.
Brian's response (ddlivered with deadpan seriousness): "I have one fool proof way to remedy this
problem. I quit.”

"Over the years, Brian must have quit athousand times," says Steve, "but each time he quit, | couldn't
help but laugh. He helped me see the absurdity of taking myself too serioudy.”

Takeyour job as serioudy asyou can, but don't take yourself too serioudy-good advice for the
business manager in search of along-lost sense of humor. Another way to come to one's " senses of
humor" is, as Cony suggests, to build up a"humor folder.”

"Since humor is and should be alegitimate and vauable tool in business, doesn't it make senseto
gpend sometime devel oping and sharpening thistool? A humor folder will do this.”

And what should you put in thisfolder?" Anything that makes you laugh,” says Cony.

W hen a business-person hears or thinks of something important, what is the first thing he or she does?
Wrrites it down.W hy should humor be any different? W hen something funny happens to you, write it
down, just a quick note, even just a word to remind you of the experience, and then put it in your humor
folder. You never know when you'll be able to use that anecdote to build a relationship with a co-worker,
deflect an attack from a disgruntled co-worker, or break the ice with a new business prospect.

W e become that which we choose to put our attention on.To find your humor, start noticing and looking
for it. That's the way to rediscover it inside yourself.

Cony aso recommends putting cartoonsin your humor folder, especially those that might in someway
relate to your co-workers, your department, your company, your industry, or businessin general.

"Y ou never know when that meeting cartoon from The New Yorker might be just the cartoon you're
looking for to set the stage for aparticularly important meeting,” says Cony.

And what isthe mogt effective kind of humor?* Sdlf-deprecating humor. People intuitively know that
itsasggn of self-confidencewhen
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someoneiswilling to make light of himself. Thereisadso no faster way of building trust and intimacy
with another person than by your willingnessto poke alittle fun at yoursdlf,” says Cony.

Humor in Your Meetings and Brainstor ming Sessions

The best meetings and brainstorming sessions arefilled with energy and excitement. They aredso, at
times, playful and fun.

One of the funniest, most exciting, and most playful (and productive) brainstorming sessons| ever
attended was with a group of comedy writers at the American Comedy Network. I'd liketo tell you
about this session because | think it represents an idedl of creative openness and risk taking in
meetings and brainstorming onsto which we dl can aspire.(And who knows, maybe you'l even
get something you can add to your humor folder.)

The American Comedy Network hasits headquartersin Bridgeport, Connecticut. Each week the
company writes and produces athirty minute comedy package that is syndicated to more than 250
radio stations across the nation. The package includes comedy skits and song parodies on current
events, paliticians, TV, the movies, etc. Some of the regular characters (in part because the company
has actors that do agood job of imitating them) are Barney Fife (of Mayberry RFD); Ralph Kramden
of the Honeymooners, Tom BrokeJaw, anchor person; Mr. Ed; and of course, the President of the
United States, usudly sounding like pretty much of anidiot.

| had been invited to attend the weekly brainstorming session because, well, | asked. | had read about
this company in alocal newspaper, and | was curious about how agroup of people could, week-in,
weekout, meet the creative demands of writing and producing ahalf hour of comedy. | knew that
creatively they must have figured out asystem, and | was curious about what this system might be. |
was aso interested in what kinds of people chose to write comedy for aliving. Most of dl, though, |
was interested in how they ran their creative sessions. | felt | might learn something that could help me
inmy own facilitating work.

And so0 | drove the haf hour from my office to Bridgeport to attend their weekly brainstorming
session.

When | arrived at the American Comedy Network's offices, there was no receptionist, so | walked
back to where | heard laughter. | peeked into the second door on the right and saw twelve thirty-
something gals and guys dl dressed in David L etterman creative casua-Reeboks, khakis, jeans,
comfortable cotton shirts.
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| walked in to the room and waited for someoneto ask if they could help me. And you know what?
No onedid. For at least twenty seconds, | just stood there, and conversations continued as before. |
was neither included nor excluded. It just seemed that no one wanted to bother with having to say,
May | helpyou? Inaway, | kind of liked it.

Findly | said, "IsMaggie Duggan here?'

Up pops a preoccupied Maggie Duggan, attractive, with short blond hair, very bright, exuding an aura
of open confidence and focused, goa-oriented energy the thirty-year-old president of the American
Comedy Network. She greeted me warmly.

The group had anice fed to it-no egomaniacs, mutual respect; directed and balanced. These people
seemed pretty well adjusted. | guess I'd assumed that to be any good, comedy writers (if you believe
the Me Brooks stories) would have to be at least alittle weird, if not bouncing off thewalls, or
somehow cagt in the stream of life with not awhole lot of paddlies among them. Not so. These were
normd, self-actudizing, credtive risk takers, ssemingly embracing life (or maybe devouring life would
be a better way to put it).

"Welcome, Bryan. Were just about to start the brainstorming session.Can | get you coffee or abagel
or something?'

"I'm dl s, thanks."

Maggie directed my attention to a handmade poster, taped high up on the office window, with atitle
that read, "The Rules O’ Braingorming,” and Sx rules below:

* Defer judgment.

* Free-whedl; be outrageous.

* Quantity of ideas more important than quality.
» Combine idess.

» Write down every idea

» Every idea/personisvauable.

| gave aknowing nod, and Maggie began the session. She began it the way she begins every session,
with aquestion: "So what's going on in the news?"

It didn't take long before the room was buzzing. "Infomercias are big. Tony Robbinsand Fran
Tarkenton. The Juiceman. Could we do somekind of infomercid for kids? Maybe sdll sillly condoms
ingteed of Silly Putty?"

"How about anew channd-the Dysfunctional Channedl-you could call in for products only
dysfunctiona peopleuse.”

"Likewhat, whipsand chains?'

145



"What about the those 900 numbers ... where you call up sex kittensor . . . or sportsguys. . . or
psychics?'

"What about a 900 number where you could call to talk to Satan or one of his'messengers? Jeffrey
Dahmer or maybe Ted Bundy?'

"A 666 number!" Todd Cummings, the head writer, artsimitating Satan in avoice reminiscent of The
Exorcist, or Darth Vader, or maybe even Bob Guccione. "Hello. Satan spesking; may | help you?"

"Whét else have we got?'
"Vampires are getting kind of big, aren't they? How about a dydexic vampire?'

"I want to bluck your sud?" saysone of their hottest writers, Nancy Parker, who's also a successful
stand-up comic.

"Could we give him aligp too?" adds another writer.

"Marilyn Monroeis hot too. How about if we had Tom Brokegaw do a Girado-opening-Al-
Capone's-vault kind of thing? Have Brokgaw do areport from the grave.”

"Y e, Brokegjaw could ‘jump Marilyn's bones.
"How about a song parody of Abraham, Martin, and John, only make it Marilyn, Bobby, and John?"

And so it went. What | found most amazing about this group was not so much the quality of theideas
(which was obvioudy very high), but how quickly they popped out. In the best brainstorming sessions,
ideasflow fast and furious, and | was certainly used to thisrapid pace in new product development
and advertising sessions, but in comedy it was hard to keep up. | wanted to bask in the laughs of each
new idea, but before | knew it we were on to the next one. Equally amazing was that often the writers
would perform their idess:

"How about some sexua tension between Wilbur and Mr. Ed?' Then you'd hear the writer do avery
passable imitation of Mr. Ed, saying, "Oh Wiiiillllburrrrr, what are you doing in my stal again?”’ in his
inimitable horse talk-and then, before you knew it we'd be on to the next idea.

In my opinion, the brainstorming sessions | attended at ACN (I went back for another one) were an
example of the very best in brainstorming technique, aworthy goa for any business brainstorming
facilitator. There were several factorsat work here.

For one, you had very strong and self-confident persondities. These people were not afraid to look
foolish. After dl, most of their ideasdidn't work. | think it's especially courageousto risk presenting a
new ideawhile doing an impersonation or impression to boot. Y ou can look doubly foolishif theideals
alousy one.

Equally incredible, | think, wastheir willingnessto risk looking foolish not only with their co-writers,
people they knew and presumably
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were comfortable with, but with an outsider aswell. And not just any outsider, but someone who was
going to be writing about what they were doing! Again, this takes atremendous amount of self-
confidence.

Facilitator Duggan aso kept the sesson moving. After only an hour and ahaf, the group had
generated close to sixty comedy concepts. Because of the experience and professionaism of the
writers, they werewilling to go right long with their facilitator and not get bogged down in details. The
god of this meeting was to get as many ideas out as quickly as possible. Everyone knew thered be
time to write the specifics of each kit later. Right now they were looking for the big ideas. How much
better would most of our meetingsin business be if we focused primarily on the search for big ideas
and |eft the detail work to much smaller teams or groups later?

So what can the business manager in search of better meetings and brainstorming sessionslearn from
the American Comedy Network? A few suggestions:

» When you've got an important cregtive assgnment, get your very best, most self-confident co-
workersto help you. Even one "stick in the mud" can bog your session down.

* Try to involve these sdlf-confident co-workers in an ongoing effort. The more you can work with the
same group of people, the more everyone will begin to trust one another and feel confident about
taking creative risks.

» Make sureyou asthefacilitator are clear about the meeting's purpose so you can keep the meeting
energy high and not get bogged down in the details.

* With aclear meeting purpose, you should be able to keep the meeting moving-and relatively short.
The shorter and more productive your meeting, the more likely your co-workerswill beto help you
braingorm in the future.

* Findly, asthefacilitator, don't be afraid to be foolish or salf-deprecating. It gives the other group
members permission to be the same way. Remember what Steve Cony said, "Thereisno faster way
of building trust and intimacy with another person (or group) than by your willingnessto poke alittle
funat yoursdf."
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Section Six
Brainstormer's Bootcamp: How to Facilitate Creative Sessions
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29 - Plugging Into Group Juice

In business days of old, amanager's department was his castle. And asthelord of his castle, the
manager would lower his drawbridge to the outside world (other company departments, or the
customer) only when he deemed it safe or necessary to do so. The lord manager spent much of his
time protecting his fiefdom lest his power be usurped by other, more ruthlesslord managers. The
system made for greet politica intrigue, but frustrated the hell out of outsidersin need of suppliesor
sarvices. Who, after al, wantsto wait three weeks for alousy whed for his cart, hay for her ox, or a
new blade for the plow smply because the lord manager can't get his act together? It's easier now just
to move on to friendlier kingdoms.

Globa competition hasforced American businessto reorganize from itstraditiona hierarchica
structure of management (and the attendant fortress mentality) to a cross-functiona, interdepartmental,
interdependent style of doing business. Serving the king is till what it'sal about.But where once
management/the boss was king, now truly the customer isking.

As busi nesses shift to interdepartmental and interdependent ways of doing businessin order to
increase their own efficiency while at the same time attempting to provide better serviceto the
customer, it isno surprise that " cross-functiond teams' have become so criticdl to their revitalization.
The scope of business problem solving has made afundamentd shift, from solving problemswithin
departments to solving problems between departments.

The ability, then, to design, facilitate, and indeed optimize the benefits of cross-functional team
mestingswill play an increasingly important rolein both the careers of successful managers and the
level of successacompany ultimately will enjoy in the marketplace.

Problem solving (and idedlly creative problem solving) is, and will continue to be, the most important
raison d'ére of awell-managed cross-functional team. If you find yourself assigned to lead such a
team, | hope youll find vaue in some of the following recommendations.
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A Brainstormer'sNightmare

| begin with an anecdote from one of my brainstorming nightmaresto illustrate severa important
principles of the creative group process.

A good friend, Dick Mathews, president of the Stamford, Connecticut, consulting firm Mathews and
Company, had called mein to do some facilitation work for one of hisclients, aleading defense
contractor. Dick specidizesin doing interna customer satisfaction surveys, and he had just completed
an extengve survey on behdf of the client. The survey revealed anumber of service shortcomingsin
one of the company's data processing divisions and so it seemed like agood idea (at least at thetime)
to bring mein to conduct a crestive problem-solving session on "how to improve customer service."

Twenty of the divison'stop managers and service administrators were assembled, | was introduced,
and there we were ready to brainstorm some new ideas. Or so | thought.

Thefirst hour of our meeting had been devoted to reviewing the survey results asaway of helping us
al identify the problem areas that needed the brainstorming work. But since the results, at least in
some areas, were not particularly good, it soon became apparent that many of the managers were
both angry and defensive. Not a particularly hedlthy environment for generating new ideas, now isit?

Asthe anger grew, | knew it was going to be, at best, along day. The question was, what should I, or
could I, do to make the day productive? | did know that before we could hope to accomplish anything
at al, we'd need to get the anger out. Otherwise, wed just be kidding ourselves.

So | did something | very seldom do in abrainstorming session. | intentionally asked a question that |
knew would trigger ajudgmental, angry, and negative response.

"By the way, what areas from the survey do you want to brainstorm?" | asked somewhat innocently.

The response was both immediate and powerful. Y ou might say the dam burst. Everyone angrily
ingsted that the survey resultsweren't valid, or it was mostly top management's fault (lack of support),
or they had inherited bad systems anyway, or blah, blah, blah, blah, blah! | asked afew
nonjudgmental, prompting questions as the session proceeded (what do you mean by that?isthat true
of al groups? does everyone agree on this?) but for the most part | stayed out of it.

Intuitively | knew that to be an effective leader of the brainstorming session, | had to distance myself
from the anger-rel ease part of the session. | couldn't become identified with the past failures and il
bean
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effective catalyst for new ideas. Asit was, | had comein with the "survey guy,” so aready | was part
of the enemy camp.

And s0 | continued to hang back. | knew that Dick Mathews was wondering why, asthe facilitator, |
wasn't doing my job. So much for my supposed ability to lead effective, nonjudgmenta brainstorming
sessons. Thiswasturning into a hodtile free-for-al; some might say it was getting ugly.

And ill I hung back.

| began to fed the frustration in the room build to aleve that | can only describe as"frantic tenseness.”
By God, someone had to take charge-and, not surprisingly someone did.

One of the senior managers literaly got up out of his seat and started directing. He called on people,
pleaded, cgoled; at times he even became quite dictatorid. But at least now that terrible indecision
was gone. The group had aleader.

It wasn't long before | sensed my chance to take back control of the group. The anger was gone,
everyone had had his or her say, and we were ready to do some true brainstorming work. Since | was
dill in the front of the room, marker pen in hand, with flip charts at the ready, it wasrelaively easy for
me to get back my leadership role by smply starting to write ideas down and asking "tell me more''-
type questions. Asit turned out, the senior manager and |, for al intents and purposes, ended up co-
facilitating the group. He became the disciplinarian "bad cop”; | wasthe ever-open, sensitive,
nonjudgmental "good cop.” Incredible asit may seem, weredlly did get someterrific ideas out of that
session.

Leading a Brainstorming Session

Just as nature abhors avacuum, agroup abhors aleaderless meeting. So, recommendation 1: Unless
you've got avery good reason not to (as| think | did in this case), if you've been asked to lead a
group, then lead it. Just as every child needs a parent, every group needs aleader. Take charge.
Assign. Dictate (without being dictatoria). Cgjole. Charm. Listen.Laugh. Ask question after question
after question. Have fun. A group wants and needs to be led. If you as the leader don't, someone else
will haveto.

What doesit take to successfully lead agroup? Threethings. Oneis energy and enthusiasm. Leading a
group, much like performing on stage or giving amotivationa speech, requiresthat you "outflow
energy" to help build the group's spirit and enthusiasm. Think of yoursaf asakind of human eectrical
outlet filled with juice just waiting to flow through you. If you're not letting the group members plug into
your power source,
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believe me, there are not going to be many light bulbs flashing onin your sesson. The menta wattage
just won't be there.

Second, try to take, and keep, the attention off yoursdf. Thiswill comewith practice. Idedly, when
you're leading well, you will be both empty (with few or no preconceived ideas) and "'in the moment.”
Much like aZen madter, if you can attain this state of "empty nowness," you'll be the perfect vessd for
facilitating the ideas and insights of each group member. Y oull belistening intently to what everyone
hasto say, and ultimately helping the group get the most cresative mileage out of each contributed idea.

Third (and somewhat of a contradiction to point 2), you need to pay attention to your fedings. All the
credtive techniquesin the world won't get you anywhere if you're not being senditive to what your gut
isteling you. If you're feding uneasy about where the group is (or isn't) going, therésareason for it.
Don't be afraid to explore these fedings with the group. Paradoxically, you may find, as| often have,
that if you can learn not to be afraid of what's not working, you'll get back to work alot faster.It takes
sengitivity to read the emotiond climate of the group, and courage to explore with the group what may
not be being said. If you can be honest about your fedings, the group will be honest with you about
theirs. If you want arule of thumb, it'sthis: What youre most afraid of doing is exactly what you
should be doing.
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30 - Where'sthe Fun?
"Do you think we should call thefire marshal?*
"Nah. It should burn off in afew seconds. It'1l smell alittle funny, but then it should be okay."

What eventually burned away wasthe Silly String on the chanddier overhead. (Y ou remember Silly
String: 1t was the stuff Tom Hanks shot from hisnosein the movie Big.) Our brainstorming sesson had
gotten atad out of hand, and someone had managed to cover me (the facilitator) with the stuff, and a
good part of the room aswell. We al looked alittle shegpish, like junior high kids who had been
caught shooting spitbals, when the steward came in to bring us more refreshments for the afternoon
session.

"Could he smdll the stuff burning?' | wondered. No, he didn't even seem to notice. We had gotten
away withit.

And then it suddenly dawned on me, we weren't kids to be reprimanded. We were the customer! We
were the ones paying this hotel someridiculoudy exorbitant fee to useits conference room for aday
The steward's job wasn't to scold us kids. It was to wait on us adults.

Thiswas severd years ago. | had taken amgor risk in the design of anew product brainstorming
session for aleading food company. | took the risk because | knew most of the session participants
would be rdatively young-in their late twenties and early thirties. And aswith dl "good"” risks, | felt
relatively confident that it would work. The downsidewasthat if it didn't work, | would appear foolish
and entirely unprofessond.

| knew, both from my own facilitating experience and from the research, that the best and most
productive creative sessonswere, above dl, fun: Fun for the facilitator to facilitate and fun for the
participants to be a part of. So the obvious question was, How could | make cregtive sessions more
fun? The answer, at least to me, was aso obvious: Bring in toys and gamesto the session, and let

people"play."

Lincolnlogs, yo-yos, hulahoops, dart guns, Pez, Silly Putty, Nerf Bals, superbdls, Slly String: | was
akid in acandy shop/toy store. Four hundred fifty dollars later | was ready to begin my experiment. |
packed two large duffel bags with the toys and boarded a plane for a Midwest conference center.
There was no turning back now.

| knew from the second the clients walked into the room that | had won my gamble. One only had to
look &t the expressions on their faces.
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There was wonder and delight, and playful expectation. | can't say that it felt quite like Disney World,
but it was close. There's nothing quite like aroom full of toysfor setting the right mood for a creetive
session. Toys as cregtive props have since become a staple of most of my crestive sessons, especialy
when we'reworking on anew product devel opment assignment.

Playing at Creativity

Doesal this sound like alittle much? A little too childish? Or maybe even acase of just trying too
hard? Before you scoff at the idea, consider that there are some very sound psychological principles at
work behind the design of these playful creetive sessions. For one, it'saway to let your participants
know, right off the bat, that this crestive sesson isgoing to be afun, hopefully nonthreatening event.
Many people, especidly first timers, come to a creative session scared to death. Part of thereasonis
smply not knowing what to expect, having anatura fear of the unknown. But thereis aso the fear of
not being crestive, especialy when there's the added pressure of having to be creative in agroup.
Anything the facilitator can do to dleviate some of thisfear isagood thing.

Congder also that when people arein ardaxed, playful, and funloving state, they are more likely to
make unexpected creative connections. Their minds are free from judgment and worry, and
therefore free to free-associate. If you doubt this, try coming up with anew ideawhen you're afraid or
angry. It'svery hard, if not impossible, to do.

Also toys and games, from a psychol ogica/neurol ogica-conditioning standpoint, are linked in most
adults memorieswith the play and fun of childhood. What quicker way, then, to icit the childhood
date than to use thetoyswe al played with as children as psychologica memory triggers?

Theresdso the possibility (more likely than you might think) that one or more of these toys might help
to simulate an exciting new product idea.

Findly, the toys make the session breaks more fun. Invariably, someone will pick up aNerf football or
tennisball and start passing it back and forth. This helps build team spirit in the group, aswell as
providing awelcome physical release from the mentally taxing process of brainstorming.

This brings me to three anecdotes on the value of play in the creative process. These stories are about
asdifferent asyou can get, except that al three do point to the value of having fun in the cregtive
process. | call these anecdotes the paper clip bullet, the wet-tongued napkin, and looking for mister

longstocking, respectively.
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The Paper Clip Bullet

During World War [1, my late father, J. Clarke "Matti" Mattimore, was part of a pecia propaganda
unit made up of some of the nation's most talented ideamen: advertising executives, Pulitzer-prize
winning authors, and award-winning photographers and graphic designers. | remember two thingsin
particular that he told me about being in thisunit: First, he said, it was the happiest and most fulfilling
time of hislife, and second, it waslike going to an out-of-control kindergarten classroom every day.
These guys were congtantly horsing around and getting in al kinds of trouble-paper airplanes out the
window, shooting paper clip "bullets’ at their commanding officer, dl kinds of entirely juvenile pranks.
They dso did some of the finest creative work-recruitment postersin particular-of any single creative
group inthewar. | dwaysfdt that their brilliant creative work and their continual horsing around must
somehow be related. | now know that they were. True crestivity is, as one philosopher put it, an act of
destruction, exchanging the old for the new, the tried for the never been tried, the conventiond for the
original. To be credtive, you must be dissatisfied with the status quo. Y ou must chalenge authority.
This horsing around was chalenging the status quo. The group's creative work aso was chalenging the
status quo.

By the way, if you are wondering how they were able to get away with their creetive tomfoolery, it
was because they were dl officers. Apparently, short of a court-martid, it isvery difficult to take
disciplinary action againgt an officer. They knew that despite histhreats, the commanding officer was
not going to court-martia them for shooting paper clips.Imagine how foolish held look filing the
charges.

TheWet-Tongued Napkin

I'm always interested in what thoughts lead to a breakthrough idea. For an article | was researching on
play and the cregtive process, | came across ateam of inventorsin Chicago that had an interesting
story to tell. Henry Arias and Denise Heimrich founded their Chicago-based company Thinking Heads
severa years ago to invent and license new toys and games. They went out to lunch oneday, andina
playful mood, Denise, asachild might, picked up anapkin and stuck her wet tongue through it at her
partner. She started laughing, but her partner Henry suggested, ""We might have something here." For
sometimethey had been trying to invent avery low cost, Smple action game for young kids. Until
Denise put her tongue through the napkin, they had been coming up somewhat dry. The tongue
through the ngpkin bit of childlike spontaneity was the creetive spark that inspired Denise and Henry to
invent the successful
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game Thin Ice. If you haven't seen ThinIce, itisingenioudy smple. Kids spread atissue over araised
platformto form the"ice." Below the"ice" isawater-filled reservoir with marblesinit. Kids pick up
the wet marbleswith "icetongs' and place them, one by one, on thetissue. Thefirst kid to add the
marble that "breaks through thethinice' (like Denisg's wet tongue going through the ngpkin) loses.
Simple, fun-and very inexpensive to produce.

Looking for Mister L ongstocking

Finaly, in asomewnhat lessfrivolous, but no less playful invention, | have astory about the
commercidization of nylon. Many people know that DuPont research chemist Dr. Wallace Carothers
invented nylon (known then as Polymer 66) in 1934. What many people do not know isthat virtualy
nothing was done with the invention (it wasn't even patented) until Julian Hill, a colleague of Carothers,
found away to increase the tensile strength of Carothers basic discovery. One day, while playing
around with the substance, Hill noticed that he could stretch the strands of the materid quitefar into a
thin string. In abit of creative horseplay, apparently when Carothers, the [ab director, had gone
downtown to run an errand, Hill got together anumber of his co-workers to run down the hals of the
office building to see how far they could stretch the stuff. Asit stretched further and further down the
hallway, they noticed that the extended strands were becoming quite silky in gppearance. Thissilkiness
sgnaed to the engineersthat the molecules of the polymer were lining up, and that the strength of the
substance would therefore increase, which was exactly what had happened. Hill's discovery became
known as the cold-drawing process and led to the commercialization of nylon, DuPont's most
important and successful product ever.*

So, what's the mora of these anecdotes? It'sthis: When it comesto crestivity, if you haven't learned
how to play, you haven't learned how to work.

Note

1. Royston M. Roberts, Serendipity (New Y ork: John Wiley & Sons, 1989), p. 173.
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31
Tricksof theldea
Trade: Let'sRisk It!

There aretwo inviolable rules of brainstorming. Oneis, separate the idea generation stage of the
process from the judgmenta stage; the other is, generate as many ideas as you can because ultimately
quantity breeds quality. But of course, dl rules, especidly when it comesto credtivity and the cregtive
process, are made to be broken. These two are certainly no exceptions.

That being said, | thought 1'd share some of the brainstorming tricks of the trade | have learned over
the years. By no means are they rules, and even if they were, my advice to you would be to break
them-and often.

In and Out Thinking

Research has shown that if John Muschuitto, the former fast-talking Federa Express " spokesperson,”
were ableto talk amost twice asfast as hisfastest, we could still understand him. Most of ustak at
about 120 words per minute. Network news commentators speak at the rate of about 160 words per
minute. Muschutto clocksin at 365 words per minute. But research with the visudly impaired shows
that with some practice, we can gtill understand what's going on at 600 words per minute or
more.Quiteincredible, isn't it?

Theimplication for the brainstorming facilitator, and for the seminar participant, isthat no matter how
fast or compelling the things that one may be saying are, each of us hasthreeto four timesasmuch in-
between time to think about other things. In the psychological literature, thisis known asin and out
thinking. The"in" timeiswhen you're concentrating on whet the speaker issaying. The"out” timeis
when you're thinking about other, often unrelated things: what you had for breskfast, what to get your
wife or hushand for abirthday, when you're going to paint the house. If you like, think of the out time
as daydreaming.

Research has dso shown, not surprisingly, that out time increases when the listener perceivesthe
subject matter being presented as boring
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or uninteresting. Paradoxically the more a presenter (or ateacher) triesto force the listener to stay in
(Johnny! Areyou listening to me?), the more likely the listener isto go out.

In any brainstorming session (especidly in an dl-day affair), obvioudy you are going to have agreat
dedl of in and out thinking going on.Thetrick for the facilitator is not to prevent out thinking (whichis
impossible anyway), but to acknowledgeit asanatura part of the process and give the participants
the freedom they need, both physicaly and mentaly, to help them get back in when they redize they
are pending moretime out thanin.

Allowing peopleto do physica things and not betied down to achair dl day isthe most effective way
| know of to help people get back in. By alowing and indeed encouraging physica distractions, menta
out time and daydreaming will be significantly reduced. Therefore, asthe facilitator, you should
encourage your participants to stland up when they fed like standing, doodle when they fed like
doodling, and play with atoy when they fed like playing.

| remember once facilitating a half-day session for agroup of high-energy salespeople. Thiswasan
extraordinary group of mostly men: smart, personable, and honest. They aso had an extremely high
level of energy, both asagroup and individualy. | knew it would be a challenge to keep them
motivated and "in" the process.

Encouraging them to get up and walk around gave their physica energy an outlet, so that they could
more efficiently focustheir mental energy on the task a hand. The result wasthat we had avery
productive session together. It was wonderful to see their energy and enthusiasm being so powerfully
brought to bear on the problem. Do you know that when wefinaly arrived at our breskthrough idea (a
new sdlling strategy), amost everyone was literdly standing around mein akind of makeshift football
huddle? It was asif we had somehow just won the big game together. It was tremendoudy exciting.

It makes you wonder, doesn't it, why we force our kidsto Sit at desks at school al day?

What'sthe Risk?

If you've read other books on crestivity in business, you're probably familiar with the name George
Prince. For many years, George was the president of Synetics, the Cambridge, Massachusetts,
consulting firm thet literally invented creativity consulting in the early 1960s. Thefirst timel met
George, | wastaking the Synetics " Connections' coursein an effort to improve my creetive facilitating
skills. My firg, very distinct impres-
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son of George wasthat hewaswhat | can only call amaster of openness My sense of the man was
that like somekind of egoless Zen magter, he had devel oped within himself atrue nonjudgmental
openness to new ideas and experiences.

In a subsequent half-day meeting with George, | had the opportunity to exchange cregtive war stories
and learn some of what he had learned about group creetivity in the last thirty years. In essence, he
said that the key to successful group process could be summarized in asingle word: risk. The primary
job of thefacilitator isto establish a climate where each participant can fed safetaking risks. Likedl
timeesstruths, it's smple, but not necessarily easy.

| remember my first forma brainstorming sesson at alarge New Y ork ad agency shortly after
graduating from college. | walked into that session as an open, trusting, somewhat naive "idea kid’
who was looking to contribute as many ideas as he could to "land that new airline account.” | walked
out totally disillusioned, and kind of sad. It was ashock to see the president of the agency, someonel
had previoudy respected, throw akind of psychic power net over the entire proceedings. That
supposed braingtorming session wasn't about creating new idess. It was about politics and power and
fear and manipulation.

Building Trust

This brings up an interesting point about the makeup of a brainstorming group. In my experience, the
single most important question you asfacilitator can ask is, Who will be the most senior member or
bossin the group, and what ishis or her relationship with the other participants? Unlessyou have a
truly superior manager, someone who redlly does bdieve in empowering the people that work for him
or her, you may beinfor alessthan stellar session. If the relationship between "the boss' and his or
her co-workersis about power, and therefore fear, you're not going to be seeing agreat deal of
credtive risk taking among the other members of the group. And without risk taking, you havelittle
hope of getting atruly origind idea.

A casein point isaseries of three credtivity training and brainstorming sessons| ran for the Los
Angeles manufacturing plant of an internationa packaged goods marketer. In dl three sessonswe had
awiderange of ethnicaly diverse participants from al levels and departments within the company,
along with a senior manager. Sessions one and three were two of the best sessions I've ever
conducted. We generated some great ideas, and without exception the group partici pants greetly
appreciated the crestivity training. Credit for the success of these sessionswas due,
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inno small part, to the genuine desire of the two senior managers to empower their employees.

And then there was session two. Ratingsin this session were the lowest we had ever gotten, averaging
below five on aten-point scae (the two other sessions averaged 9.4). What could account for such
widely divergent ratings when al three sessions had the same basic design and facilitator?

Fedlings of fear, rather than a desire to empower, were the difference.Session two had an insecure
and, in my opinion, bitter and unhappy bossin charge. Some of his power playswere subtle; others
were blatantly aggressive attacks. Those brave souls who did speak up were quickly beaten down,
despite my attempts to defend them, and the othersin the group quickly learned that the safest thing to
do wasto just keep quiet. The irony wasthat by the end of the day, after relentless attempts on my

part to build some leve of trust and creative risk taking, the guy findly did start to come around. When
we got past hisinsecurities (masked by an auraof presumed sdlf-confidence), he actualy proved to be
quite talented and cresative. Even some members of the group began to catch the spirit and make

va uable contributions. It was a shame, though, that we had to waste most of the day dealing with this
guy'sinsecurities before we could make any progress.

By theway, if youreinterested in how one goes about trying to build someleve of trust in thiskind of
Stuation, my gpproach has dways been to enlist the problem person asakind of adly. Recognizing that
aproblem person's fears and insecurities often trandates to aneed to be in control, | ask them for
advice on how to proceed with the facilitating of the session, "sincethisis obvioudy amore difficult
assignment than we had previoudy thought.” With thistack, al but the most cynica of bosseswill
quickly become the facilitator's dly and make al kinds of suggestions, often surprisingly good ones, as
to how best to proceed.
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32 - Sex and Other Tricksof theldea Trade

Sex, sex, sex. Concerns about the issue of sexud harassment aside, one surefire way to know that
your brainstorming session is "happening” iswhen you, the facilitator, begin to hear the participants
throw out quips, jests, japes, and jokes that are rife with sexual innuendo. When this happens,
invariably you know you're well on your way to having agood session.

However, don't expect the sexual knee- (or would that be thigh?) dappersto start right away. It takes
some building before the sexud innuendoes, o, if you're lucky, blatantly sexua remarks, occur.
Generdly, the group starts out with some good-natured joking: nothing particularly risqué, just some
politewitticisms. Thisis stage one in the |loosening-up process. The best session participants will
invariably have agood sense of humor anyway (often mixed with alibera dose of irreverence), soit's
not surprising that pretty quickly, even during the introductions, someone will start making wisecracks.

Then, asthe group members get to know each other better and fee more comfortable with one
another, the jokes become increasingly off-color and risqué. All indl, it'savery natura process, this
progression from polite, witty banter to total debauchery. It's an evolution, though, that can't and
shouldn't beforced by the facilitator. The god of total debauchery much like the feeling among best
friends, hasto evolve over time and emerge naturally out of the collective group consciousness.Some
groups never reach it. Other groups, especidly if they'refilled with "characters' (wild and crazy
cregtive types), amost always do.

Why is sexud innuendo an important barometer of the evolution of agroup? It'sasignd that the formal
has yielded to theinformal, that repression has given way to spontaneity, that fear has been replaced
by fun, and ultimately that posturing has been superseded by honesty. In my experience, thereisaso
no better demongtration that afeding of mutua trust has been built among the group members than
having jokes about sex. Think about it. Would you tell adirty joke to someone you didn't know well?
Of course you wouldnt. If you did, most likely you'd
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be perceived as apervert, especidly if you were talking to amember of the opposite sex. It'sonly
redly good friends with whom we fed comfortable being perverted.

Without getting overly Freudian about it, | think you'll agree that we'refairly repressed sexudly inthis
country. So when agroup of strangers, or even co-workers for that matter, can get together and fedl
comfortable enough with one another to bring up, even indirectly through joking, our most taboo and
repressed subject of al, sex, then you know you're on to something. Guards have been let down
aufficiently for the participantsto actudly say thefirgt thing that comesto their minds, without fedling
afraid that they'll be made to look foolish or, worse yet, perverted. And when you get thiskind of
spontaneity, you can't help but get true creativity aswell.

| can remember one crestivity training session | did for agroup of high-tech salespeople. Without in
any way trying to disparage the fundamentaist religious point of view, I've got to tell you that thisone
fellow, who was the devoutest of devout fundamentalists, was the most difficult "student” | have ever
had. He could not, in any way, alow himself to even entertain the possibility that the training sesson
could be of some vaueto him, much lessfun. He was there only because his boss had told him he had
to be.

Closed-minded as hewas, | also had to admire the guy. Trueto hisbelief, when we did thefina
debriefing on what he had learned from the day'straining, he said, "absolutely nothing-it was a
complete and total waste of my time." Yes, | had to admit, | did respect the guy's honesty, and indeed
courage, in expressing his unique point of view. Honesty isan important persondity characterigtic of
the best brainstorming participants. Honest asthis guy was, though, somehow he'd not have been my
first choiceto head ateam of all-star brainstormers. His fundamentalist point of view didn't ssemto
include the word "fun’-or much of asense of humor, for that matter, which isaso apersondity trait of
the best brainstormers.

To Post or Not to Post?

Most facilitators use the rather archaic system of recording ideas on flip chart paper and then posting
these sheets around the room as they fill up with ideas. Of course, there are now electronic
blackboards on the market that will give you an 8 1/2 by 11 printout of anything you've written on a
large blackboard. Unfortunately, because of the limited electronic blackboard space, you won't have a
running record of your ideas that you can post around the room. (Y es, you could post the 8 /2 by 11
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printouts, but obvioudy these would be too smal to be of much practica vaue to the group.)

Thisisacase where| think the older way isthe better way. By posting the flip chart sheets with often
hundreds of ideas on them, you have a concrete record of the group's progress for everyone to see.
Also, you can't hep but build asense of achievement in the group asthe room literdly fills up with
idess. Psychologicdly, thisisavery postive and powerful thing to do.

Thereisalso amore pragmatic reason to post ideas. When the ideas are displayed around the room,
they will often trigger even more new ideas. Sometimes, for instance, a participant will see anideaand
have a"build" on that ideathat suddenly makesit viable, or potentially more exciting. Other timesa
posted ideawill trigger an entirely new concept.Occasionaly someone will make aconnection
between two seemingly unrelated ideas that makes for an even more exciting third idea. In fact, it's
often agood exercise at the end of the day to have everyone wak around the room looking for ways
to combine"old" ideasinto "new" idess.

| remember, for instance, asession | did for the Connecticut Urban League (a nonprofit inner-city job
training organi zation) to generate new fund-raising programs. At one end of the room was an ideato
dtart an executive networking service so that current corporate contributors could hel p usrecruit new
corporate contributors. At the other end of the room was an ideato find out the favorite causes
(literacy training, AIDS, employment, housing for the homeless, etc.) of the most powerful loca CEOs
and seeif the Urban League might help in some way to further those causes, in return for adonation. It
was natural to combine the two ideas to make each more practical, focused, and doable. The concept:
Use the executive network to do the research for us. It gave the executive networkers an excuse to
cal other CEOs other than just for fund-raising and it promised them awarmer reception when they
actually did call because they were asking about the CEO's favorite cause.

Findly posting the ideas around the room makes it easier to bring the group to closure and have group
members pick the ideas that they think are the most exciting and have the grestest potentid for further
development.

Dot Voting

Asyou may know, acritical dement of any brainstorming session iswithholding judgment. Any and all
ideas, no matter how outrageous, should be given the space to grow or evolve into workable idess.
How, then, do
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you maintain thisfegling of nonjudgmental acceptance that the group has built up over the course of a
session when it comestime to be a hard-nosed redlist and begin selecting the best ideas for further

development? Essentidly, you're looking for away to be nonjudgmentaly judgmenta.l use atechnique
| cdl "dot voting."

To dot vote, dl you need are afew sheets of different-colored Avery Label stick-on dots (available at
your local office supply store). Each brainstormer, with dotsin hand, smply walks around the room
and "votes' for each "best ided" by sticking adot next to it. In ten minutes (or less) it becomes obvious
which ideas the group considers to be the winners. It'safast, fun, entirely democratic, and, most
important, nonjudgmenta way to "judge’ the group's best idess.
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33 - The Facilitator as Star

It didn't take long, maybe thirty seconds, to know that these people in the session from manufacturing
and production were angry, very angry.They felt, and rightly o, that they were being taken advantage
of by the marketing department.

Marketing had been responsible, in large part, for the company's tremendous growth over thelast five
years. Marketing was the star, marketing had the power, and everyone knew it. Manufacturing had no
choice but to perform for marketing, and with breakneck speed and efficiency. The future of the
company depended on it.

The problem was that marketing was also scared. When you've been very successful and made some
brilliant marketing decisions, sometimes the only placeto go is down. Marketing began second-
guessing itsdlf and taking longer and longer to make decisons. Consequently, more and more pressure
was being put on manufacturing to meet the impossible deadlines crested by marketing'sindecision.

One of the problems was that these manufacturing people were, in asense, too good. They invariably
rose to the challenge and met the impossible-to-meet deadline. And so, human nature being what it is,
marketing cameto takeit for granted that manufacturing would and could do theimpossible. Yes,
manufacturing could and did. But they came to resent being taking advantage of by "the stars' (read as
prima donnas) in marketing. When emergencies become commonplace, it beginsto takeitstoll.

It was ds0 costing the company agreat deal of money in rush printing charges, wasted formulations,
product overstocks, etc. The conservative estimate was that the company was spending an extra $15
million per year because of marketing's failure to make timely decisons.

We spent thefirgt hour of our brainstorming on identifying the problem and getting the anger ouit.
But then, with the problem well identified and the anger dissipated, the next question was, of course,
what could we do to mitigate, if not solve, the problem? How could manufacturing put pressure on
marketing to get them to make timely, cost-effective decisions? We began brainstorming possible
solutions without much success. So | did what | often do when things aren't going well. | had the group
take a break.
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A break will often accomplish several useful things. For one, it helpsthe group members get away
from the problem and encourages aleve of objectivity that is difficult to achieve in the heet of a
brainstorming session. Seeing the forest for the trees can be difficult, especialy when you're barking up
thewrong tree.

Taking abreak aso gives the subconscious a chance to work on the problem, even for as short atime
asfive or ten minutes. Somehow, magically, while you're chatting with one of your brainstorming
buddies about the weather or how great the Bulls are doing, the subconsciousis working away on the
problem, often making unexpected associ ations and connections. The metaphor it bringsto mindis
that of aham radio operator.When the operator's sending amessage (i.e., brainstorming), he can't
receive one. But when he stops sending, hisradio will pick up whatever'sin or on the air. For me,
"what'sinthear" isthe same aswhat's waiting to be heard from the subconscious. It's like Norman
Lear says, "If you let it, the subconscious will dways dip you little notes with answers written on
them.”

Taking abreak also givesthe facilitator time to decide on anew direction, crestivity strategy, or
technique that he or she fedswill have the greatest chance of success.

Occasiondly, I'll even get "the answer” during the break, which waswhat happened in thiscase. This
raises an interesting question about the facilitator's role in the actua generation of ideas during a
session: Should thefacilitator be contributing ideas?

TheFacilitator asParticipant?

One of the unwritten laws of brainstorming facilitating isthat the facilitator should not, under any
circumstances, contribute ideas. Hisor her job isgtrictly to facilitate the process, to make sure that the
participants ideas, no matter how absurd or outrageous, are respected and championed. If the
fecilitator is busy generating, or worse yet championing, hisor her own idess, the delicate baance
between mutual trust and personal risk quickly evaporates because the facilitator's ego has gotten in
the way.Obvioudy, he's not getting the best out of his group. Unconscioudy, he's promoting afeding
of competition rather than cooperation.

Or so the conventiona wisdom goes. Thisisone law of brainstorming with which | happen to
disagree. Under certain circumstances | fed it'simportant and occasiondly even criticd, that the
facilitator contribute idess.

Whenisit and whenisit not agood ideafor the facilitator to be contributing ideas? And how can you
know? The answer is, it comes
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down to thefacilitator'sintent. If the facilitator is proposing idess for his own self-aggrandizement, then
notimeistheright time! Asthefacilitator, he's not only not helping the group redizeitsfull potentid,
he's actually getting in the way of the process. If, however, the facilitator has a different motivation for
throwing out ideas-namely, for them to act as catal ysts to spark the group into new and different ways
of thinking-then by al meansthisisagood thing! Sometimes, for instance, especialy when I've had the
large group break up into smaler brainstorming subgroups, | will move from group to group proposing
what | know are absurd, ridiculous, or even comical suggestionsin an effort to encourage more risk

taking in the participants thinking.

In the case of the manufacturing/marketing deadline problem, it wasin discussing with my co-facilitator
how to proceed with the session, that we hit upon "the answer.”

"Why not," we thought, "create anew kind of timeline/PERT chart that includes not only the deadlines
for marketing decisions, but aso the costs associated with not making these decisonsin time?' So, for
example, in addition to the task deadline "final packaging design due by July 14," wed dso include the
note: "'If the packaging design decisions are not made by July 14, additiona costs to the company will
be approximately $10,000 for each week of delay.”

This"PERT/money chart" concept has three mgjor advantages. Firdt, it serves as an ongoing reminder
to marketing of the cost of delaying decisions. Second, it makes each executive within marketing
responsible, and therefore accountable, for the cost overrunsthat he or his department is causing.
Findly, it gives manufacturing away of charging back to marketing the increased costsincurred by
marketing'sindecisveness. All inal, not abad idea.

Sowhat did I do with thisidea? When we came back from break, | helped the group, by leading with
theright questions, to create the ideaon its own.

Y ou must understand that your goa asthefacilitator isto help the group creste exciting and origina
concepts. Thelast thing you asthe facilitator want to do istry to take credit for ideasin agroup
session. Propose idess, yes. Spark ideas, yes. But take credit, absolutely not! It's critical to the group
energy and spirit that it be the creator of, and get credit for, all theideasin the sesson.
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34 - Saving the Worst for Last

"Tel memore.

"How dse could we use that?!

"Did | write down everything you were saying?'
"Does anyone have a'build' on that idea?'
"What do you like most about his or her idea?"
"How might that work?"

If you looked a atranscript of what askilled facilitator typically might say throughout a day-long
brainstorming session, 90 percent of it wouldn't be much different from the questions and prompts you
see above. These kinds of prompts serve severa purposes.

Firgt and foremogt, they help participants clarify, and often further develop, very roughly formed, often
sketchy ideas. Despite what any of the"experts’ may tell you, brainstorming, likelife, isamessy
process.By itsvery nature, it isarandom, incomplete, and ill-defined activity.

In the best sessions, participants fed free (and secure) enough to propose unfinished and ill-defined
ideas based on their intuitions, mentd pictures, flashes of insght, and "gut feds" Frequently,
participantswill say thingslike, "I'm not quite surewhat I'm saying here,” or, "'l know it'skind of crazy,
but there's something about that idea,” or even, "Thisis probably aredly stupididea, but . ." It's very
important for the facilitator to be sengitive to these kind of statements and encourage them at every
opportunity. Why? Because they are indications that your group members are beginning to trust one
another, and that they are using right-brain, creative, and holistic modes of thinking. Theright brain
deds primarily in pictures and fedings, and it shouldn't surprise the facilitator that group memberswill
often stutter and stammer to find the left-brain words to express an idea that had its originsin aright-
brain feding or menta image.

The facilitator's prompts can dso help a participant develop an ill-formed, seemingly bad ideainto one
with great potential. The more an ideais explored and fleshed out, the more form that's added to what
was previoudy ill-formed, the greater the potentid to discover asurprising
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and exciting new idea. Without the facilitator's prompt, however, theidea could die before it ever has
achance a life. Aswith anewborn baby gasping for air, the facilitator must seeto it that theideahasa
chance to breathe.

Thereisaso the possibility that as one group member is encouraged to develop hisor her idea,
another group member will piggyback on the origind ideaand either improve it or come up with anew
idea atogether.

Finaly, the facilitator's prompts a so serve the very pragmatic purpose of giving the facilitator timeto
accurately record the ideaon the flip chart. Often a session will have such energy, and be proceeding
so quickly, that if thefacilitator is not careful, participantswill be calling out ideas o quickly that he or
shewill missakey ideaor build. The prompts can help the facilitator dow down the flow of idess,
clarify what's being said, and give the time needed to accurately record the ideas on theflip
chart.Prompts help the facilitator stay in control without being controlling.

Headlining

One of the most useful of the tricks of the brainstorming trade isfor the facilitator to encourage the
brainstormersto phrasetheir ideasin the form of aheadline. "Can you put your ideaiin aheadline for
me?' isthe prompt.

Often such aprompt will force the participant to encapsulate seemingly endless rambling, loosely
devel oped thoughts into afew cogent and concise words or phrases. Not only does the headline
prompt help the participant distill and define hisor her thinking, it makesthe facilitator'sjob alot

eader. Thereisalot lessto write on theflip chart.

It aso keeps the session moving and gives the facilitator a gracious way to interrupt along-drawn-out
gpeech (there's ways one participant who fedls the need to pontificate) that can adversely affect
group energy and enthusiasm.

Group Energy

Facilitating will ways be more of an art than a science. The best facilitators operate more by fed and
intuition than by the need to adhere to a specific, predetermined schedule or plan outlining the day's
cregtivity exercises. Above dl, the facilitator needs to be sengtive to where the group wantsto go.
Sometimes the best thing afacilitator can doisjust stay out of the way and let the group lead itsdlf.
Much like ajockey riding a prize thoroughbred, the facilitator hasto |et the group run when it
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needsto run, to loosen the reins and enjoy the ride, despite the sometimes frightening pace.

Inamagica sort of way, each group hasits own identity. The facilitator has the responsibility for both
being apart of this group identity and directing the group's unique energies and taentsinto the most
productive channels of crestive expression.

Thereisadrange phenomenon that | have noticed from my years of facilitating awide variety of
groups and an eclectic assortment of creative assgnments. In dmost al the groups, | fed acertan
sense of inevitability, or destiny if you will, of the ideasthat ultimately emerge from the brainstorming
sesson. It'sasif the ideas were aready there in the ether somehow, hovering just above the group,
waiting for their time to be "discovered.” Maybe it's because the best ideas are aways smple and
obvious, and invariably havethat "why didn't | think of that before?’ fedling to them.

At some level, though, probably deep within theindividud's (or the group's) subconscious mind(s), |
believe that they really did think of that idea before. Like Michelangelo chipping away at ablock of
stoneto "reved thework of art dready insde," I've come to see the facilitator's role as one of smply
helping to reved the ideas that have already been created.

Of course, occasiondly you run into agroup that you couldn't cut through with adedge hammer (much
less Michdlangelo's hammer and chisdl), but that's a different story. Deep down, way down, theré's an
ideawaiting to get out; it just may not hagppen in our lifetime.

A fina word of advice to the would-be facilitator or group leader: Do not try to artificidly manipulate a
group's cregtive flow, either through mock cheerleading when things are not going well or by imposing
a creative technique when the group is doing fine without one. Y ou'll only tire yourself- and the group-
out. Recognize that there are peaks and valeysin any credtivity sesson. Sometimesthe energy level
will be high and the group excited; other timesit will below and the group seemingly out of gas. Thisis
natural and to be expected. To get over the low-energy times, take more frequent breaks. Or have the
group do something physicd like jumping jacks or celling stretches for five or ten minutes. Or consder
changing your physica environment (agood timeisusudly 2:30 or 3:00 in the afternoon, when the
group's energy istraditiondly at itslowest point), and go for an "ideawalk."

Savingthe Wort for Last

| wanted to give you one last brainstormer'strick of thetrade. Thisisan (amost) never-fail technique
for breaking creative log jams, and coming up with abreskthrough idea. I1t'saso alot of fun.
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Itscalled "theworst idea," and asits nameimplies, everyonein thisexercisetriesto come up with a
really bad idearin fact, the worst possible idea he or she can possibly think of. (To add alittle creative
and competitive excitement to this exercise, consder giving aprizefor the adl-timeworst idea.) Stupid
as this technique sounds, you'd be amazed how powerful a creative exercise it can be and how difficult
it oftenisto think of aredly bad idea. Invariably, someonewill propose what initidly, truth betold,
does sound like abad idea (often it's quite funny) but then, human nature (and the competitive spirit)
being what it is, someone e se will find away to turn thisredly bad ideainto something quite good, and
occasiondly brilliant.

| think there are three reasons why this technique will work when dl othersfail. For one, it takes away
all the performance pressure "to get that really great idea." People relax and say whatever comesto
mind.

Second, it'sfun and funny, which, of course, isan essentia ingredient in any successful session.

And finaly it employsthe principle of opposites. Aswith yin and yang, hillsand vadleys, cold and
warm, light and shadow, you can't have one without the other. So by looking for the worst idea, you
often can't help but see the best ides, too. Take the campaign for the Californiaraisns. When
copywriters Seth Werner and Dextor Fedor were trying to brainstorm a campaign to promote
Cdiforniaraigns, they were getting nowhere. Until, that is, they went over to afriend's house to work,
and Werner hgppened to mockingly propose having the raisins "do something stupid like singing,
'Heard it through the Grapevine." Everyone laughed and forgot about what was obvioudy aridiculous
idea until the next morning, when, upon reflection, absurd asit was, the idea seemed to have some
merit. It wasn't long before Werner and partner Fedor had contacted Claymation creator Will Vinton,
and one of advertisng's most memorable and effective campaigns was born.
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