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主题看板



练就创意高手有高招


面
 对变动频繁、竞争激烈的市场，每个企业从产品研发、设计到营销、服务……无不挖空心思，企图推出石破天惊的“杀手级创意”。但是我们却不难发现，制度再怎么健全的企业，独独对“创意”没有一套标准的开发流程和管理方法，只能依赖天才或全凭运气

本书作者乔许·林克纳（Josh Linkner）经营4家公司，并同时身为爵士音乐家及创投者。在他看来爵士乐和企业管理有着微妙互通之处；一个缺乏创意的公司就像照谱弹奏的爵士乐曲一样没有灵魂；而毫无章法的爵士乐曲也和乱无纲纪的公司一样不可行。

因为爵士乐虽然有大量的即兴创作，需要大量的创意，却仍必须遵循一定的章法和规则；企业管理讲求纪律和标准的作业程序，但它的成败关键却往往由不易掌控的创新思考在维系。

同时拥有艺术灵魂和商业头脑的作者发现，启动创意的时候，必须融入企业管理的纪律，让右脑（创意与抽象思考）和左脑（逻辑分析）一起配合运作，才能产生源源不绝、并能有效执行的最佳创意。

创意是人类与生俱来的超能力，从作者开发的运作系统中，你会发现它就像一连串破除思想禁锢、大展创意功力的刀法——因此我们称之为“创意五把刀”。透过一整套循序渐进的过程，重视基本原则与方法，确实演练其中技巧，必然可以体会自由挥洒创意的快感，以及运用创意有效解决问题的成就感。

创意是人类文明进步的推手、产业升级和经济发展的主要动力，当然也是企业及个人重要的核心能力。如果你也同意，请试着跟随作者的指导，从“发问”开始，将这套引导创意思考和执行的独门绝活，应用在生活和工作场合，从此成为创意高手。



5分钟摘要



创意开发5刀法　
英文



创意可以“研发、生产”吗？透过5个循序渐进的过程，从此创意便有标准的开发流程和管理方法，不再飘忽不定、神秘难测。

大多数的公司都拥有完备的运作体制，从废物如何清理，到产品如何制作，几乎每一件事都包括在内。从讲求效率的观点来看，这是非常好的一件事，但是有一个凌驾所有一切、决定公司成败的关键因素乃是“创意”。公司也必须揭开创意的神秘面纱，订出一套完善的办法来培养和激发员工的创意。

在一项访谈了200位成功人士的调查中，所有的受访者都明确表示自己能够一路顺遂，“创意”是极为重要的因素。简单来说，你必须提供跟别人不一样且引人注目的东西，否则将无法胜出；想要出类拔萃，就必须拥有创意思考的能力。



刀法1　发问　
英文



实施“创意开发5刀法”的一开始，请先写一份“创意摘要”，说明目前面临的状况，以及你希望能提出什么样的创意思考。在这个发问阶段要完成的事项包括：提出问题、探索各种可能性、发挥好奇心，让公司的创意思考能力完全动起来。

想要得到新鲜又可行的创意，就必须清楚掌握你想要解决的特定问题。一开始的描述愈生动愈详细，就愈有可能提出具有原创性与创意的点子。

达成上述目标的最佳方式，就是在撰写“创意摘要”的时候，明确描述以下9个你的创意必须涵盖的重点：


	描述你期待的成果——用一句话来描述你希望利用这个崭新的创意，达到什么样的效果。

	界定创意面对的挑战——描述为何需要改变，以及目前的利弊得失。明确说明与这个挑战相关的主要观察和可能情况。

	进行现况分析——包括过去进行过哪些努力、目前采取的应对措施，以及在不用担心时间、金钱和其他必要资源的情况下，最好的解决办法会是什么。另外，也请思考你希望能够采取渐进式的改善方法，还是希望提出一个可以一举改变一切游戏规则的终极办法。

	描述在推动计划时，可能会遇到哪些阻力——一旦现况改变，有哪些人士会受到影响？针对这个议题提出一些原创思考时，可能会遇到哪些阻碍？如果能够好好思考这些问题，就可以事先做好准备。

	接下来请设定你的目标听众——你的创意会对谁有帮助？如果想要推动这个计划，你必须说服哪些人？找出重要的关键人士，就可以开始思考要怎样做才能说服他们。

	订出你的沟通策略——你要如何让其他人了解你的新点子？施展创意最有效率的方法会是什么？同时也必须思考你希望进行大规模的闪电战，还是较为渐进式的做法。

	分析你的竞争对手——包括市场上那些试图解决相同问题的公司，以及公司内部可能跟你竞争相同资源的创意。此外，你也应该从这些面对同样挑战的人士当中，找出可能可以合作的对象。

	完成第一份专案计划草案——包含具体成果和产出、预算和时间表，涵盖重大里程碑的日期，以及达成各项目标的负责名单。试着感受一下，一旦你想出了一个新鲜创意，所有一切都就绪时会是什么感觉。

	找出可以采取哪些主要的评量指标——你要如何定义“成功”。评量标准可以是实质的，也可以是无形的。如果能够替专案找出关键的绩效指标，就可以在计划进行中持续评估进展。“创意摘要”中一定要纳入的一项重要评估标准，就是你预估的投资报酬率。



撰写这份“创意摘要”需要花点时间，但这将会是很好的投资。它可以让所有人同步了解公司现在想达成什么目标，以及要采取什么样的作为。一开始就投注时间跟精力将所有一切说明清楚，就可以避免员工形成好几个朝着相反方向努力的小团体。此外，你也可以利用“创意摘要”来取得关键人士的支持，让计划和预算能够过关。写出一份“创意摘要”可以让你希望达成的目标有条不紊、架构清楚。


“长远来说，人们只能击中他们所瞄准的目标。”

——亨利·大卫·梭罗，美国作家、哲学家

“你无法靠着只站在那里看海就能渡海。”

——泰戈尔，印度诗人、小说家

“就算不喜欢改变，你也不会更想要变得无足轻重。”

——艾力·新关，美国陆军将领

“外头有个企业家正瞄准你的公司，你现在只有一个选择——比他先开枪。你必须比所有的创新者都还要创新。”

——盖瑞·哈默尔，《第五项修练》作者

“研究显示，创新的能力约有80％是后天学习而来的。”

——克莱顿·克里斯汀生，哈佛商学院教授

“我们的重复行为造就了我们，所以卓越不是一种行为，而是一种习惯。”

——亚里斯多德，古希腊哲学家

“所有的真理都会历经3个阶段。首先它会受到嘲弄，接着会遭到激烈的反对，到了最后则会被当作不争的事实。”

——亚瑟·叔本华，德国哲学家

“我之所以能够成功，创意是最大而且最重要的关键。我们处在一个高度竞争的产业，一切都在商品化。这是一个龙蛇混杂的产业，强悍的对手无情地厮杀，大家都想瓜分消费者的注意力。以我们公司来说，我们必须提供不一样而且又吸引人的东西，那就是为什么我们需要创意。如果没有创意，我们就一点机会也没有，特别是在不景气的时候。”

——约翰·巴勒多，Hour Media发行人



现在你已经弄清楚要抵达什么地方，接下来的任务就是要让每个人都能发挥更多的创意。你可以进行以下几个活动，让左脑（逻辑分析）跟右脑（创意与抽象思考）都动起来：

1．提出3个神奇问题——这3个问题很基本，但却威力十足。想要激发全新的思考，就要养成习惯经常问自己：

当你问“为什么？”，代表你了解目前的情况。当你问“假设？”，便可以提醒自己应该更开放，探索崭新的可能性。提出“为何不？”，则可以帮助自己了解计划可能遇到哪些限制。

2．运用“肉饼”的比喻——源自一个简单的小故事。曾经有人问一名厨师为什么她总是把肉饼的边缘切掉，因为她也不知道这个习惯是从哪里来的，于是她回家问自己的母亲。母亲说那是她的母亲教她的，于是厨师又跑去问自己高龄98岁的外婆，结果得到的答案是她当时使用的平底锅不够大。我们常常就像这样接受了过时的传统，那些传统在过去或许是有道理的，但在今日已经不适用。如果你能够试着找出公司组织里的“肉饼”传统，那你就已经跨出了找寻新鲜创意的第一步。

3．开始从零发想——对任何事物的新观念和新方法，都采取完全开放的态度。你可以利用以下各种方法来进行：

在一个大箱子里随意放入一些东西，然后看看能用什么有趣而且具有创意的方式把那些东西串联在一起。

一连问自己5次以上“为什么？”，深入探讨眼前问题的核心。

针对一个问题，先把角度拉近，仔细探究那个问题如何影响了个人，然后再把角度拉远，看看那个问题如何影响了一间公司、一座城市、一个地区，或是一个国家等等，利用不同的视角来找出全新的解决方案。

融入客户的生活，了解他们的需求。

问问新进员工对新的工作环境，有什么地方让他们感到惊讶，无论好坏。

试着在身边或事物的表象底下，找寻新的创意。

4．开发以下5种高超的创新技能：

创新者会以极富创意的方式，把各种概念和人事物联想在一起。

顶尖的创新者会提出一大堆开放性的问题。

创新者善于观察问题，并且想象事情如何变得更好、更不一样。

创新者会多方涉猎与试验，直到找出最有效的方法为止。

创新者也善于组织人际网络，让拥有各种技能的人才能够挑战自己的思考方式，一起激荡出深刻见解。

5．避开常见的思考陷阱——你会不由自主搜寻过往经验中可行的解决方式，而不寻求新的做法。如果你意识到自己正是如此，你可以要求自己的大脑继续寻找全新且具有原创性的点子，而不只是满足于复制以前成功的做法。

6．提升你的内部觉察力——请留意公司的大小事务。职场上每个人都很忙碌，因此很容易忽略那些提供改善契机的重要暗示与线索。然而世界上所有的工作场所都是一样的，眼前实际上存在着许许多多可以让事情变得更好的机会，只要再留心一点，就可以抓住这些机会。模里西斯国家银行就是个好例子，这间银行注意到许多客户都是狂热的足球迷，因此提供了一种特别的帐户，这个帐户所支付的利息是由客户喜欢的球队的赛绩来决定。结果客户爱死了这个点子。银行也因为提供了这项十足差异化的产品，让自己能够在竞争者之中独占鳌头。


“创意往往涉及跨界。我们之中最有创意的人，可以看见其他人看不见的关联。”

——米哈里·奇克森特米海伊，心理学教授

“好奇心是你最强大的武器。”

——詹姆斯·卡麦隆，电影导演





大师观点


“大部分的企业跟个人缺少的不是出色的天分，而是一个能让天分展现出来的体制。但是即使拥有非常完整体制的企业，从电话接听到保全警报设定，几乎每个层面都顾到了，却没有一套可以协助发展与管理创意的制度。创意是这么重要的一件事，公司却只能期待创意从天而降；而主管们也把创意视为理所当然，却又大惑不解他们为何没有缔造成长和佳绩。我所开发的‘创意开发5刀法’，就是要让创意能够在企业中找到自己的位置并生根，让组织中的每个人有一套发展自己创意的程序，并将创意带回企业的核心——回到它应有的位置。”

“真正的原创从来就没有什么公式，规则正是创新者和典范转移者要打破的东西。”

“创意的历程是混乱、非线性而且抽象的，创意无法恰巧塞进一个框架，而且也不可预测。在某些日子里，你可能会很有灵感而且极度富有生产力。在有些日子里，你会达不到什么真正的成效。某次创意大爆发之后，接下来可能就是停滞期。展开‘创意开发5刀法’的时候，你必须允许自己处于混乱、非线性的环境之中，因为创意就是这样子。请记得你是在学习一种艺术，而不是一种制造技术。”

——乔许·林克纳





刀法2　准备　
英文



运动员和音乐家在上场前都会先热身，让自己接下来能有良好的表现。如果想要得到真正具有创意的点子，你也必须做一点热身。首先，你必须摒除跟创意有关的迷思与陷阱。接着，准备一个可以提供创意思考的适当环境，然后开始展开暖身运动。

各行各业最顶尖的人士在拿出优秀表现之前，都必须让自己做一番准备工作。你在进行创意发想的时候也是一样的，必须做好准备功夫。一般来说，这样的准备包括了2个方面：

方面1　准备好你的心态和企业文化

有许许多多的方式，都可以帮助你在心理上做好进行创意思考的准备，以下提供几个建议：


	下次开会的时候带一颗海滩球过去。开会之前，先放一些喧闹的重节奏摇滚乐，花个90秒玩一下海滩球的抛接游戏。

	走出办公室，进行一趟实地考察，体验一下酷炫有趣的事物。

	进行5分钟的游戏时间，跳脱每天单调又重复的事务。随意指定杂志上的一张照片，要大家详细描述那张照片，或是做一些有趣好玩的事。

	汇整一份能鼓舞人心的励志名言，并让在场的人大声念出那些句子。

	创意激荡时间不要长，但要全神贯注。



以上这些方法，都可以让你以及其他人进入创意思考的氛围，但你也必须营造一个企业文化，让创意广受欢迎，而不会受到减损及嘲弄。一个欢迎创意的企业文化会有以下的特征：


	允许而且鼓励大家能够跟着自己的热情走，进而有一番作为。

	赞许而且奖励新点子。

	鼓励每个人都能自动自发挑战现况，永远想着如何找出更好的方式来做事。

	鼓励员工勇于发挥创意。就算事情不如预期，也不用担心后果。

	找到实际的方法鼓励人们勇于尝试，并快速厘清什么可行，什么不可行。

	鼓励员工在思考跟行动的时候，要像是在一间刚起步的灵活小公司一样，而不是在一家庞大的企业里。

	欢迎四面八方的人，让来自不同背景的想法都能发挥最大的效果。



整个重点就是，你必须确保公司的文化对创意是重视和欢迎的，而不致遭到扼杀与漠视。极尽所能做到这点之后，人们自然会把许多新鲜的点子端上台面。

方面2　准备好你的环境


“如果我有8小时可以砍1棵树，我会花6小时把斧头磨利。”

——亚伯拉罕·林肯，美国总统



第二种可以让你准备好迎向创意的方式，就是改造周遭环境，帮助酝酿与鼓励创意的诞生。一个有创意的环境可能有千百种面貌，没有任何一张蓝图可以保证只要依样画葫芦，就能达成效果。不过仍有一些企业的成功案例，可以提供一些方向作为参考：


	跟随谷歌的脚步，打造一栋谷歌式企业总部，有大空间的会议室，里头放着明亮的沙发、工作桌与巨大白板，大家可以聚在里面互动交流。

	把原本平凡无奇的办公室（类似感觉剥夺舱）变成酷炫的办公空间。你可以试着摆上一些新潮的艺术作品，大胆采用鲜艳的色彩、螺旋楼梯、露出的梁柱，以及大量的自然采光。

	每隔一段时间就做一些调整——安排能让身体动一动的活动，或调派员工到其他部门工作几个月，让每个人都能不断地得到新鲜刺激，尝试新的体验。

	带大家远离办公室，让每一个人专注富有创意且广泛的思考。要让这个方法达到最佳的成效，一开始就必须有清楚的目标，为你想做到的事设定一个主题。一开始就明白规定，任何新鲜点子都会受到欢迎，而不会一提出就遭到批评。然后每天先开2小时会议，接着是休息或活动；再进行2小时焦点讨论后，再安排其他活动，以此类推。进行方式要富有变化且充满趣味，最好的点子自然会源源不绝地出现。此外，应该鼓励所有人都参加，因为最好的点子常常会从最不可能的地方冒出来。

	每年或甚至是每个月订出一天，鼓励员工做他们从来没有做过的事，像是跳伞、阅读小说，或是上舞蹈课等等，看看这些变化会带来什么不一样的思考。

	去一个能够激发灵感的地方。

	在办公空间摆上一些能激发创意的事物。爱迪生有一张有名的“思考椅”，他就是坐在那上面想出他最好的点子。Pulse220营销公司会准备许多水瓶，并贴上“创意果汁”的标签，虽然每个人都知道里头装的只是水而已，但喝下那些“创意果汁”，还是能让他们用不同的方式思考。开发一个能激发创意的东西，借此时时提醒员工运用具有创意的方式思考。




“想要深入了解一个人，与其跟他谈话一整年，还不如跟他一起玩乐一小时。”

——柏拉图，古希腊哲学家

“世界上最强大的武器就是充满热情的灵魂。”

——斐迪南·福煦，法国军事家





刀法3　探索　
英文



接下来你必须探索各种可能通往创意的大道。跳脱平常的做事方法，刻意用不一样的角度看事情；找出可以趁机利用的转折点；寻找可以从别处借用的想法或模式；你也可以把问题倒转过来，往不同方向思考。

人们常常会说：“我们一向都是这样做的”或是“这是我们的标准做法”，要挣脱这样的紧箍咒并不简单。经济不景气的时候，只要一句“我们现在没有尝试新东西的余裕”就如同泰山压顶一般，让人无法动弹。然而，你还是必须想办法用新的角度来看问题，否则要拥有创意将是非常困难的事。那么，究竟要如何做才能发现新鲜又有创意的点子呢？你可以试试以下5种方法：


	用不同的角度看待手上的问题——用新鲜的角度来看事情常常可以带来新奇有趣的新点子。试着从不同的角度看待问题，假装自己是音乐家、建筑师、某个假设的对象，或甚至是某个恶棍。从这些不同的观点来看事情的时候，自然可以看到问题的不同面向，不同的解决方法跟可能性也会跟着冒出来，从这些差异中就可能激发出具有创意的新点子。

	趁机利用任何可能的转捩点——当社会出现改变并走向新的方向。不论是新科技推出的时候，或是人们所重视的事物出现变化的时候，或甚至是社会发起新运动的时候，对企业来说都可能是非常好的机会。留意情势的变化，它可能发生在客户的生活、你所处的产业或你的国家。

	从别处借用好点子——借用其他地方的成功做法来处理眼前的挑战。史上许多最成功的商业点子都是直接取法于自然。发明家乔治·德·迈斯楚之所以能想到魔鬼毡的点子，是因为一次他去瑞士阿尔卑斯山打猎的时候，他跟猎狗的衣服上沾了很多的芒刺，而他仔细研究了那些芒刺是怎么弄上去的。一家金属公司观察了鲨鱼和食人鱼的牙齿跟下颚之后，发明出新一代的切割工具。ePrize把共同拥有飞机所有权的概念运用在网路促销上，让众多公司联合提供让人眼睛为之一亮的特惠。霍华·萧兹是坐在义大利一家雅致的咖啡店时，灵光一闪得到开设星巴克的点子。把某个领域里已经成功、可行的点子用在一个完全不一样的地方，是一个众所皆知可以得出新鲜创意的源头。

	倒转你的问题——改变一下你要处理的问题。任天堂在电玩市场面对索尼Play Station以及微软Xbox的挑战时，并不是利用更高阶的技术来发展下一个世代的产品，而是改变了公司要解决的问题。任天堂没有设计出更高阶的游戏装置，反而是利用红外线感应提供生动的游戏体验。任天堂的Wii放弃按钮，让玩家改用控制器来做拟真的动作，透过提供互动式的游戏体验（即使画面和音效在技术上都比不上竞争者），一直到现在都还是全世界销售量最佳的游戏系统。倒过来看事情可以让你掌握全新的市场利基。

	从其他地方寻找模式——并把那些模式用在你正在进行的事情上面。第二次大战时，军事计划的制订者正是利用鸟群的飞行模式来制定空袭计划。20世纪80年代初期Minnetonka公司研发“液体肥皂”的时候，由于担心宝侨等财力雄厚的大公司加入竞争，于是采用了《孙子兵法》里的计策：Minnetonka向当时仅有的2家生产塑胶压头的公司，订购了1亿个压头——相当于他们接下来18个月的全部产能。也就是说在他们的液体肥皂产品上市以后，将会有1年半的时间独占市场，其他竞争者才有机会推出自己的产品。你可以发掘无数的商业模式，并不断地再利用。





大师观点


“创意随处可见。我鼓励大家运用这些探索技巧，找出藏在组织内、业界及其他地方的创意。在探索的过程中，你将需要勇气、好奇心及观察力。但就像探索世界可以发现新大陆一样，愿意寻找创意源头的人将可获得巨大的报酬。”

——乔许·林克纳

“我们有很多的梦想一开始看起来毫无机会，后来逐渐有点可能，接下来只要我们能够坚定意志，它们很快就会变成必然发生的事。”

——克里斯多夫·李维，永远的超人

“公司不能光靠我一个人撑起来，那就是为什么我们需要有6千只眼睛仔细检视我们企业，并提出有创意的方法来让公司更完美。到处都是成长的机会，我们需要能够鼓励员工把话说出来的企业文化。不然为什么要聘用聪明又有天分的人，却又从不让他们发表意见？”

——唐·吉尔伯，速贷公司总裁

“人类天生就充满创意，创意仍然在你身上。虽然很多人让创意随着岁月的流逝而消失，但我们身上仍然有丰沛的创意。”

——乔许·林克纳





刀法4　点火　
英文



完成前面3个步骤之后，你已经打下了基础，让创意得以浮出台面。接下来的这个步骤则是要让你的创意自由起飞。请使用“Imbizo团体”、“烫手山芋游戏”以及“错误答案”等12种技巧来激发创意的火花，然后运用8种方法来帮助你把火花变成货真价实的创意。

如果你想要真正发挥自己以及团队的创意，你必须拥有足够的支援，让你可以突破所有的障碍，以免它们阻挠创意的进行。换句话说，当你擦出一些创意的火花，你必须保护这些还很脆弱的火花，让火花可以燃烧起来。好的点子不可能只靠一瞬间的灵感就能完备——要使它具体成形有如一场进化的过程。你必须要小心，不要让才刚出现的火花在还很脆弱的时候就熄灭了。

你可以透过以下12种方法擦出创意的火花：


	组一个“Imbizo团体”——Imbizo是非洲祖鲁语，意思是“聚会”。如果想要激发新鲜的思考，一个最好的办法，就是把一群来自不同背景跟不同领域的人集合起来，让所有人一起讨论一个主题，看看会激荡出什么东西。

	玩烫手山芋游戏——把一颗橄榄球随意抛向团体中的一位成员，接到球的人必须提出一个新点子，提出一个可以提供客服更新、更好服务的做法，接着再把球抛给下一位。让大家脑力激荡一阵子，然后请一个人把大家的点子记录下来。由于每个人都是靠临场反应，常常会有有趣的点子跑出来。

	从中间开始并往外延伸——不要从计划的第一页开始写起。先提出一个强而有力的结尾，激荡出一些创意性的思考，然后再开始思考要如何做才能达成那个目标。调换一下事情的顺序，就有可能激发出一些新鲜有趣的点子。

	先把错误的答案列出来——列出和你想做的事完全相反的想法。提出类似的问题：“我们怎样做会让产能下降三成？”然后把所有想到的答案列出来，这样一来，一些能够让事情变得更有效率的点子也有可能冒出来。在那些有趣的负面点子中，常常藏着一些可以带来重大突破的创意。

	提供大家过量的刺激——给每个人来一杯双份的浓缩咖啡或是红牛提神饮料，然后抛开眼前的问题，做一些完全不相干的事，再神清气爽地回来，准备好提出有创意的点子来解决问题。令人惊讶的是，当你做别的事的时候，你的潜意识常常会帮你找到解决问题的方法，你只管接收脑袋里浮现的想法。

	踏进时空胶囊——想象你跳进时空机器，回到50年前。那个时候的人会用什么样的办法解决你所遇到的挑战？接着跳到100年后的未来，到那时候人们会有什么办法来解决那些问题？试试用这种改变时空的方式，看看会不会有宝贵的创意火花冒出来。

	运用作家海明威的衔接写作方式——撰写创意计划的时候，每写完一章，也请帮下一章写好第一段，这样在写下一章的时候，就不用从一片空白开始。海明威在写作的时候就是运用了这个方法，这样隔天写作的时候就不会毫无头绪。先写好第一段意味着他在隔天的时候，将可以直接进入情况，不用又从头打草稿。在每次完成一个部分的创意挑战时，在会议或工作结束前就先开启下一阶段的计划，让事情更容易往前推进。

	让自己扮演不同的角色——从客户、供应商、投资人、员工、媒体或其他人的角度来看眼前的问题，找出不同族群在看待这个问题时，他们注重的优先顺序有何差异，看看改变心态后是不是会激起不同的创意思考。运气好的话，扮演不同角色常会带来一些有趣的收获。

	发表极富煽动性的言论——然后看看会不会激荡出有趣的讨论。即使是明显愚蠢的点子，像是“房子不应该加盖屋顶”也可能产生作用。有趣的是，只要愿意给机会，荒谬的点子可以一下子变身成为开创性十足的创意。

	找出“去他的”时刻——亦即对于一个情况、一个产品或一项服务感到非常恼火的时刻。随时准备一份清单，不时想想有无可行的解决方案。费德里克·史密斯是在发现自己找不到可靠的隔夜包裹寄送服务后，创立了联邦快递。唐·卫兹是在发现自己无法在银行下班时间从户头里提钱，于是发明了自动柜员机。每个“去他的”时刻都可能是创意的起点。

	涂涂写写——思考、涂鸦、写下来，然后不断重复。让你的脑袋天马行空一番，随意涂鸭，描绘出解决方法，然后提出有趣的草图。以玩乐的方式进行，创意自然会出现。

	想出“报复”的办法——过去曾经让你不愉快的人，你可以做些什么惹火他们？想想怎样做才能报复你的老板，或是戳瞎竞争者的眼睛，这将是很有趣的一件事。这会大大跳脱你惯常的思考模式（当然喽），有趣的点子可能因此被激发出来。等你列出这些“政治不正确”的点子后，仔细瞧一瞧，里头可能会有一些无伤大雅，但却值得尝试的好点子。



此处的重点在于你必须把不同的事物结合在一起，让创意可以动起来。可以试着在不同的地点进行脑力激荡，并在每次开始动脑之前，进行不同的暖身活动。常常变换议程的顺序，不要每次都一成不变，会议时间也要不时变换时段。采取不同的脑力激荡模式——如果今天的目标是想出渐进式的解决方法，下一次就改成想出全面创新的大胆创意。让事情充满变化不只可以让心理感觉新鲜，也提供新的创意火花能够冒出来的理想情境。试着尝试各种不同的组合，你就可以直闯与生俱来的创意源头。

要激荡出高品质的新鲜创意，建议你遵守以下8个戒律：


	不可妄下判断：一旦开始批评，创意思考就会中止。请让每个创意的火花都能冒出来而且被听见。要评估的话，以后还有很多时间。

	不可评论他人的点子：负面的评论会让人们不再参与。唯一应该给的评语应该是“酷！”或是“听起来真不赖！”。

	不可润饰：让点子以原始的面貌出现，不加修饰、不受制约。一旦你试着要有条不紊，创意思考将会停顿。

	不可考虑如何执行：在这个阶段根本不要担心执行的问题。如果你开始担忧那些琐琐碎碎的细节，创意就会瓦解。专注在点子上就好，即使是异想天开或明显不切实际也无妨。

	不可担忧：恐惧会堵住创意的出口。只要释放自己的恐惧，就能让自己发挥创意。不要担心自己过头或愚蠢，一切都是有理的。

	不可往后看：不要让过去的失败妨碍你的思考。只要点子有可取之处，就可以提出来，即使那个点子过去曾经失败也一样，世事总是一直不断在变化。

	不可失焦：不要离题到九霄云外。要全神贯注在你想要解决的问题上。建立一个“停车场”，把所有的点子都存放在里头，方便之后检验及讨论。

	不可泼冷水：“啦啦队”可以给人活力，“泼冷水的人”则会让人觉得精力全失。请努力当啦啦队，不要当泼冷水的人。



如果决定进行脑力激荡来找出新鲜的点子，请影印这8条戒律并发给每一个人。如果有人想打破这8戒，就按铃或用其他的道具提醒，让大家知道事情是没得商量的，一定得严格遵守这8戒。

进行脑力激荡的时候，还可以进行以下几种活动，唤起大家的热情与创造力：

1．偶尔试试极端思考——将脑力激荡的点子推到极限，把提出的建议尽可能地夸大，看看十足与众不同的想法是否确实可行。

2．分组进行——分成2组各自列出200个以上的点子。把所有你能想到的各种前卫、反传统、离谱、过于昂贵、完全不切实际的点子都列出来。通常最好的点子会在名单的最后而不是一开始就出现。

3．邀请虚拟的乔布斯加入你的团队——想象一下苹果电脑的传奇执行官就坐在那里听你发表构想，他会对你在做的大事留下深刻印象吗？如果不会的话，你要如何增强自己的力道呢？你也可以假想在座的有爱迪生或奥巴马，甚至在简报时，指派某人假扮那个大人物——只要有帮助，任何方式都好。

4．试试SCAMPER（东奔西跑）技法——列出以下重点：

替代方案（Substitutes）——替换个别元素

组合（Combinations）——把个别元素组合起来

改良（Adaptations）——增添新元素

放大或缩减（Magnifications或Minimizations）——放大或缩减元素

改变用途（Put to Different Uses）——把点子用在不同的地方

消减（Eliminations）——删去某些方面或功能

重新安排（Rearrangements）——全新组合

5．反其道而行——提出违反业界传统的建议。例如“Zipcar”便利租车的商业模式扭转了传统的租车方法，结果大获成功。反潮流的做法永远都有市场，只要你允许自己往那个方向走，就可以进入那个市场。

6．试试Reese花生酱巧克力的策略——Reese的著名广告词是：“你的花生酱跑到我的巧克力里了！”“不对！是你的巧克力跑进我的花生酱里了！”把两个原本不相干的东西放在一起，想象一下结合后可能发生什么结果，例如运动休旅车就是轿车加卡车。任意拼凑奇奇怪怪的组合，就可以找到数千种有趣的点子。

7．给每个人戴上眼罩——一开始先不说明目标，让大家在黑暗里摸索一阵子，然后才抛出一个主题，让大家开始讨论。这样一来，讨论的内容才不会被一些想当然尔的方法主导，避免固有的成见，那些有趣而罕见的构想才有机会冒出来。

8．进行脑力写作活动：发给每个人一张白纸，然后给3分钟的时间，让大家写下解决问题的提议。接着，把大家的答案收回来，随机抽出一张提议，让每个人都在上面加强补充，直到一个绝佳的点子冒出来为止。这个方法的好处在于，讨论的焦点不会一直围绕着职称比较高或最会说话的几个人打转，而且也可以避免“团体迷思”。另一种类似的方法是让每个人都写下自己的点子，然后交给左边的人，由那个人大声念出那个点子，再加上自己的看法，每个点子在传阅的过程中会不断加强。一直重复这个动作，直到所有写下来的点子都被传阅为止。

有好几种技巧都可以拿来激发新鲜的思考，试着采用不同的技巧，看看哪一种最有成效，哪一种可以带来最吸引人的点子。一直不断尝试，你将可以找到能够煽动创意火花的方法，最终把这些火花变成爆炸性的点子。


“我无法理解人们为什么惧怕新的观念，我反而惧怕旧的观念。”

——约翰·凯吉，美国前卫音乐家

“创意就像兔子一样。你先养一对学会怎么照顾它们，然后很快的你就会有一大堆。”

——约翰·史坦贝克，美国作家





刀法5　启动　
英文



到了“创意开发5刀法”的最终步骤，你必须再一次把逻辑思考跟创意整合在一起。这个阶段就是要把创意化为行动。选出一个或多个最佳的点子、决定主要的评量指标，然后制订行动方案，让构想成真。

在启动创意时，必须在创意思考的过程中，施行企业管理的纪律。此时要让左脑跟右脑一起配合运作，并依序进行以下4个基本的步骤：

步骤1　找出最佳创意

有很多选项可供选择是一件好事，但你无法一次同时测试所有的点子。你可以利用以下几种方法，选出最有力的1个或2个创意：


	设计一套评分标准——根据几个对你来说最重要的系数来帮每个创意打分数，以1到10分来评量（10分是最高分），然后选出得分最高者。

	试试扑克牌筹码法——每个成员发给10个筹码，大家可以把筹码压在他们喜欢的计划上，不管多少个计划都可以，由得到最多筹码的创意胜出。

	使用陪审团法——成立一个遴选小组，在各计划的支持者正式提报后，做出选择。

	比对这些构想和企业价值是否一致——找出最符合企业价值，也最符合企业文化的创意。

	把你的创意摘要变成计分表——用创意摘要中提到的元素，以1到10分（10分是最高分）来帮每个创意评分。



步骤2　测试你的创意

投入资源开始实作之前，你一定要先测试一下那个创意是否可行。这个步骤可以帮你省下大量的时间、金钱以及挫折感。进行小规模测试的时候，首先应该设计出低成本与简单的原型，看看现实与理想是否吻合。以下几种方式，可以让你设计出便宜但实用的概念验证原型：


	做一个实体的原型，即使是非常简陋或低科技也没有关系，然后评估合不合用。

	如果你的点子是一项服务，可以进行角色扮演，有的人负责销售，有的人负责使用那项服务，看看是否有明显的缺点或不足的地方。

	找出一个可行的方法来模拟构想成真后的样子。

	为你的构想制作或剪辑一段、类似YouTube上常见的影片，或是把构想改编成一首歌、一张图或一个故事。

	做好准备，然后在一群观众面前进行产品示范。如果可能的话，可以举办一场“大赛”，让同一群观众观看不同的创意示范，然后评估他们对于哪些构想的反应最为热烈。

	帮几个新点子准备产品宣传单与规格说明书，然后交给顾客。顾客下订单的点子可以进行下去，其他的就让它们默默退场。让顾客用钱包来投票决定哪一些是最佳创意。



步骤3　决定评量指标

一旦把范围缩小到1或2个最佳创意之后，最好计划一下要如何评估成果。请专注在可以评估创意的关键评量指标上，然后追踪那些指标，除了帮助你在过程中不断改善创意，也可以让别人了解与接受那个创意。

有些公司会随时在办公室的投影幕布上秀出评量指标，让全公司的人都能一起参与。如果你能够以有趣的方式来公布5到8项指标，那么组织里的每个人都会同心协力，使出浑身解数来推动事情进展，特别是如果成效会带来实质奖励的话。

步骤4　制定行动计划并出发

准备启动应该是个非常令人兴奋的时刻，你所做的努力，即将可以收割成果了。不要忘了帮你的构想订出详尽的执行计划，这样构想才不会在发射台上就提前爆炸。行动计划应该包括以下几个基本的要素：


	你的财务估算，特别是预算跟投资报酬营运模式。

	负责推动计划的小组中，每位成员所要扮演的角色与担负的责任。

	详细的行动时间表，清楚订出重大进展的时程表和检核重点。

	风险分析和事先准备好的应变计划。

	列出所有需要的资源，包括资金、人力、时间、设备、工具、差旅等等。

	你的营销计划。

	你的沟通计划与产品上市计划。



最后不要忘了，在新构想推出之后，每个人就该回到原本的轨道。一定要让你的新构想能够融入公司的体制，这样才能持久，不会只是昙花一现而已。



MAIN IDEA



The 5-Step Methodology of Disciplined Dreaming　
中文



Most companies already have systems in place which dictate pretty much everything that needs to get done - from taking out the rubbish to how products get made. That's all well and fine from an efficiency perspective but the one single factor which more than anything else separates the winners from the also-rans is creativity. It's vital that companies demystify creativity and put a methodology in place which can be used to nurture and grow everyone's creative capacity.

In a research project during which two hundred highly successful people were interviewed, it became clear they all considered creativity to be a critically important factor in their ongoing success. Simply put unless you can offer something different and compelling, you won't stand out, and the key to coming up with that distinctive edge is to be able to think creatively.



Phase1　Ask　
中文



To begin the Disciplined Dreaming process, develop a written Creativity Brief which articulates the situation at hand and the creative idea you're trying to come up with. The Ask phase involves posing questions, exploring possibilities and using your curiosity to fully engage your organization's creative thinking capacities.

To come up with workable, fresh creative ideas, you've got to be clear about the specific problem you want to solve. The more vivid and detailed your initial description is, the easier it becomes to generate original and creative ideas moving forward.

The best way to achieve this is to prepare a written Creativity Brief which specifies the nine elements your idea will need to cover:


	State your desired outcome—write a one-sentence description of what you're trying to achieve by coming up with a new and creative idea.

	Define your creativity challenge—describe why there is a need for change and what the pros and cons are for the status quo. Here you're specifying the key observations and assumptions which surround this challenge.

	Give a situational analysis—which incorporates what has been tried in the past, how you currently deal with the situation and what the optimum solution would look like if you had unlimited time, money and other resources. Also consider whether you're attempting to make an incremental improvement or you aspire and hope to come up with a genuine game changer here.

	Describe the resistance you will probably strike as you move forward with your project—the people who will lose out if the status quo changes and the obstacles which may get in your way as you come up with some original thinking in this area. If you think this through, you can prepare in advance.

	Next specify who you're target audience will be—who your idea will benefit and whom you will need to convince in order to move forward with this project. Identify the key players right up front so you can start to figure out what it will take to convince them.

	Specify your communication strategy—how you will make others aware of your new idea and what the most effective way to unleash your idea will be. Here you consider whether launching will require a full-scale blitz or a more gradual roll-out.

	Look at your competitors—both those who are already in the marketplace solving the same problem or other internal ideas which will compete for the same resources. You should also look for others working on the same challenge you might be able to team up with.

	Develop a first-draft project plan—with specific deliverables and outputs, a budget and a time line incorporating both key milestone dates and the people who will be responsible for each deliverable. Get a feel for how and where everything could come together once you've come up with your fresh creative idea.

	Specify your likely key metrics—how you would define success. Metrics might be tangible or intangible. If you can come up with key performance indicators for your project, you can measure progress along the way. One metric which will be vital to include in your Creativity Brief is your projected return-on-investment.



Writing a Creativity Brief like this will take time but this is a good investment because it gets everyone on the same page in terms of what's trying to be achieved here and how to go about it. By taking the time and effort up front to get everything spelled out, you avoid having little groups of people working at cross purposes. The Creativity Brief can also be used as a tool to achieve buy-in from the people who need to authorize the project and its budget. Developing a Creativity Brief brings discipline and structure to what you're attempting.


"In the long run, men hit only what they aim at."

—Henry David Thoreau

"You can't cross the sea merely by standing and staring at the water."

—Rabindranath Tagore, poet and novelist

"If you don't like change, you're going to like irrelevance even less."

—General Eric Shinseki

"Out there is an entrepreneur who is forging a bullet with your company's name on it. You've got one option now—to shoot first. You've got to out-innovate the innovators."

—Gary Hamel, author

"Studies have shown that creativity is close to 80 percent learned and acquired."

—Clayton Christensen, Harvard Business School

"We are what we repeatedly do. Excellence, then, is not an act but a habit."

—Aristotle

"All truth passes through three stages. First, it is ridiculed. Second, it is violently opposed. Third, it is accepted as self-evident."

—Arthur Schopenhauer

"Creativity has been paramount in my success. The highest level of importance. We are in a highly competitive industry that is becoming increasingly commoditized. It is a cluttered industry, with tough competitors fighting ruthlessly for share of mind. In our case, we must offer something different and compelling. That's where creativity comes in. Without it, we wouldn't stand a chance. This is especially true in tough times."

—John Balardo, publisher



Now you've started forming a clearer view of where you want to get to, it's time to start everyone thinking more creatively. A few exercises you might try which ignite both your left brain (logical analytical) and your right brain (creative, abstract) capacities are:

1．Ask the three magic questions—which are basic yet enormously powerful. To encourage fresh thinking, get into the habit of asking:

When you ask "Why?" you understand the status quo. When you then ask "What if?" you remind yourself to be open to exploring fresh possibilities. Asking "Why not?" helps you understand the restraints which are involved here.

2．Use the meatloaf metaphor—which is based on a simple story. A cook was once asked why she cut the ends off the meatloaf. She didn't know where this habit had sprung from so she asked her mother who said it was something her mother had taught her. When she spoke with her ninety-eight year old grandmother, she stated she used to cut the ends off the meatloaf because she didn't have a big enough pan. In a similar way, we all pick up traditions which are out-of-date and which made sense in the past but no longer apply. If you try and identify your organization's meatloaf traditions, you take the first step in coming up with a creative fresh idea.

3．Open your beginner's mind—be completely open to new concepts and new approaches to everything. There's all sorts of ways you can do this:

Have a big box you fill with random items and then look for interesting and creative ways to link the items together.

Ask "Why?" at least five times in a row to get to the heart of the issue at hand.

Take a problem and zoom in on how it affects an individual, then zoom out to see how it affects a company, a city, a state, a nation, etc. Look for fresh solutions using different perspectives.

Immerse yourself in your customer's lives and tune-in to their needs.

Ask new hires to list what surprised them about their new place of business, both good and bad.

Try and look at what lies around the corner or under the surface for any new ideas you're developing.

4．Develop the five skills of master innovators—which have been shown to be:

Innovators associate and connect concepts, people and things in imaginative ways.

The best innovators ask lots and lots of open-ended questions.

Innovators are good at observing problems and imagining what could be different and better.

Creative types often dabble and experiment until they find the most effective solutions.

Innovators are also skilled at assembling a team of people with diverse and varied skills who challenge their thinking and spark insights.

5．Avoid the usual brain traps—where your mind scans your memory for solutions which worked in the past and then stops looking for any fresh approaches. If you're aware this is happening, you can instruct your mind to keep looking for fresh and original ideas rather than being satisfied with replaying what worked before.

6．Raise your in-house awareness—of everything that's going on in your business. Everyone is busy and it's all too easy to skim over nuances that offer big hints and clues about potential areas of improvement. The undeniable reality is in every workplace, there are a multitude of opportunities to do things better right in front of your nose. If you're just a little more aware, you can pick up on these. For example, the State Bank of Mauritius noticed many of its customers were crazy about football. They created special bank accounts where interest rates varied depending on the results of the customer's favorite football team. The bank's customers loved this idea and the bank was able to stand out from its competitors by offering a genuinely differentiated product.


"Creativity generally involves crossing the boundaries of domains. The most creative among us see relationships the rest of us never notice."

—Mihalyi Czikszentmihalyi, professor

"Curiosity is the most powerful thing you own."

—James Cameron, filmmaker





Key Thoughts


"What most businesses and individuals lack isn't raw talent. What they lack is a system to unleash it. Even organizations who have systems for nearly every aspect of their business, from answering the phone to setting the security alarm, have no system for developing and managing creativity. The most important thing a company can do is thus left to happen by chance. Managers take creativity for granted, yet wonder why they are not achieving growth and success. I developed the Disciplined Dreaming system to give creativity its own place and practice, to provide everyone in the organization a structure for developing his or her own creative ideas, and to bring creativity back to the heart of the business—where it belongs.

"True originality has never emerged from a formula. Rules are precisely what innovators and other paradigm shifters break. "

The creative process is messy, nonlinear, and abstract. It isn't something that fits neatly in a box or conforms to predictability. Some days are inspired and extremely productive; others seem to achieve few results. Creative bursts may be followed by a lull. As you embark on the Disciplined Dreaming process, you need to give yourself permission to work in the messy, nonlinear environment of creativity. Remember that you're learning an art, not a manufacturing technique."

—Josh Linkner





Phase2　Prepare　
中文



Athletes and musicians warm up so they can perform well. You need to do something comparable if you aspire to generate creative ideas. Start by clearing away the myths and pitfalls to the creative process first. Then prepare a physical environment that will provide the right atmosphere for creative thinking and go through your own warm-up routine.

The top performers in every field go through preparation rituals which prime them to perform well and you need to do something comparable when trying to come up with creative ideas. Broadly speaking, preparation of this nature will have two dimensions:

Direction 1　Prepare your mind ＆ culture

There are lots of things you can try to get mentally primed for creative thinking. Suggestions:


	Bring a beach ball to your next meeting and toss it around for 90 seconds to some loud thumping rock music before you get to work.

	Go on a field trip out of the office and experience something cool and inspiring.

	Play games for five minutes or so to make a break from the daily grind. Have people stand up and describe a random picture taken from a magazine in great detail or do some zany, fun stuff.

	Put together a list of inspirational quotes and go around the room having people read them out loud.

	Keep your creative sessions brief and focused.



All of these ideas will get you and others in the mood for thinking creatively but you've also got to build a culture where creative ideas are welcomed rather than cut down and ridiculed. A great culture for creativity will:


	Not only allow but encourage people to follow their passions and do great stuff.

	Celebrate new ideas and reward them.

	Foster autonomy and encourage everyone to challenge the status quo and find better ways to do things all the time.

	Encourage employees to take creative risks without fear of repercussions if things don't go to plan.

	Find practical ways to encourage people to experiment and find out quickly what works and what does not.

	Be encouraging people to think and act like they work for a small and nimble start-up rather than a vast corporation.

	Welcome diversity and seek to maximize the input of everyone with a different background.



The whole point is you have to make certain creative ideas are valued and welcomed within your culture rather than stifled and ignored. Do whatever it takes to make this happen and people will bring loads of fresh ideas to the table.

Direction 2　Prepare your environment


"If I had eight hours to chop down a tree, I'd spend six hours sharpening my axe."

—Abraham Lincoln



The second way you can prepare to be creative is to transform your physical environment to help build and sustain creativity. A creative environment can take many shapes and forms so there is no single blueprint which can be followed to guarantee success in this. Some ideas other companies have tried successfully and which may provide some directions worth pursuing include:


	Follow Google's lead and build a "Googleplex" with big conference rooms with bright couches, work tables and huge whiteboards where people can get together and interact.

	Replace your normal corporate offices (which resemble sensory deprivation chambers) with cool of ce space. Try and feature funky artwork, vibrant colors, spiral staircases, open beams and tons of natural light.

	Every so often, shake things up - schedule activities that involve physical movement or second people to go work in other departments for a few months at a time. Give everyone a steady diet of fresh stimuli and new experiences.

	Go to an off-site location for a retreat where everyone focuses on thinking creatively and expansively. This works best if you start with some clear objectives and create a theme for what you want to do. Have ground rules where fresh ideas are welcomed rather than critiqued initially. Then divide your day into a two-hour meeting followed by breaks or activities, then another two-hour focus session followed by another activity and so on. Keep the pace varied and interesting and you'll find the best ideas come forward. Encourage everyone to participate because great ideas have a way of coming from the most unlikely sources.

	Have a designated day each year or even every month where employees are encouraged to do something they've never done before - skydive, start reading a novel, take dancing lessons, whatever. See what fresh thinking comes from those breaks.

	Go to a location which oozes inspiration.

	Have good triggers and symbols in your office space. Thomas Edison was renowned for having a "Thinking Chair" where he sat to get his best ideas. A marketing company Pulse 220 took bottles of water and labeled them as "Creativity Juice". Even though everyone knew it was just water, drinking their creativity juice made them think differently. Develop a trigger which signals to your people they need to be thinking creatively and then ring that starting bell frequently.




"You can learn more about a person in an hour of play than in a year of conversation."

—Plato

"The most powerful weapon on earth is the human soul on fire."

—Ferdinand Foch





Phase3　Discover　
中文



Next you explore every avenue that might lead to creative ideas. Break free of your usual approaches by purposefully looking through a different lens, identifying inflection points you can exploit, looking for ideas or patterns you can borrow from elsewhere or by turning your problem upside down and heading in another direction.

Breaking free of the straitjacket imposed by "We've always done it this way" or "This is our standard approach" is challenging. In a sluggish economy, "We don't have the luxury of trying something new" carries a lot of weight. And yet until you make a deliberate effort to look at your problems from a new perspective, it will be difficult to be very creative at all. So how do you discover new and creative ideas? Five suggestions for approaches you might try are:


	Look at your problems through a different lens—because bringing to bear a new and fresh perspective can often generate new and interesting ideas. Try thinking about your issues from the perspective of a musician, an architect, an assumed persona or even a villain. As you adopt these different points of view, different dimensions of the problem will stand out and different solutions and possibilities will come to the fore. Within those differences might be the spark of a new and creative idea.

	Capitalize on any inflection points which are arising—points where society changes trajectory and heads off in new directions. Spectacular business opportunities can arise when new technology comes along, new priorities come to the forefront of public awareness or even when movements take off. Look for sea changes which are occurring in the lives of your customers, within your industry or within your nation.

	Borrow some good ideas from elsewhere—take what is working elsewhere and apply it to the challenge at hand. Many of the most successful commercial ideas in history have been borrowed directly from nature. Inventor George de Mestral came up with the idea for velcro by studying the tiny burrs which he and his hunting dog picked up on their clothing during a hunting trip in the Swiss Alps. A metalworking company has developed next-generation cutting tools by studying the teeth and jaws of sharks and piranhas. ePrize took the concept of fractional ownership of jets and applied it in the online promotions field to come up with eye-catching prizes which were funded across multiple companies. Howard Schultz readily acknowledges the idea for Starbucks came to him as he sat in a quaint café in Italy. Taking a viable idea which is already successful in one field and applying it in a completely different context is a well-known source of fresh creative thinking.

	Turn your problem upside down—change the problem you're trying to solve. When Nintendo faced intense competition from Sony's Play Station and Microsoft's Xbox for the video game market, it didn't attempt to develop a next-generation product that was technically superior. Instead, Nintendo changed the problem it was solving. Rather than building a better device, it built a device that delivered an active game experience through the use of infrared sensors. Instead of clicking buttons, users of the Nintendo Wii use lifelike motions with their controllers. By providing an active game experience (even though graphics and sound are technically inferior to its competitors), the Nintendo Wii has become and still remains the best-selling game system in the world. The upside down approach allows you to dominate a fresh market niche.

	Find patterns from elsewhere—and put them to use in what you're doing. In World War II, military planners based their air strikes on the flight patterns of birds in formation. When the Minnetonka Corporation developed Soft Soap in the early 1980s, it was concerned someone like Procter ＆ Gamble could easily outspend it so Minnetoka adopted a strategy which was straight out of The Art of War by Sun Tzu. Minnetonka went to the only two companies which manufactured the plastic pumps Soft Soap used and purchased one hundred million units—their entire production capacity for the next eighteen months. That meant when Soft Soap launched, it would have a year-and-a-half marketplace exclusive until competitors could bring their own products to market. There are an endless number of business patterns which can be discovered and recycled in this way.




Key Thoughts

"Creativity exists all around us. I encourage you to put these discovery techniques to work in order to find creativity wherever it hides within your organization, industry, or other creative pursuit. The Discover process takes bravery, curiosity, and awareness. But, as is true in the exploration to discover new lands, there are enormous rewards for those willing to seek the sources of creativity."

—Josh Linkner

"So many of our dreams at first seem impossible, then they seem probable, and then when we summon the will, they soon become inevitable."

—Christopher Reeve

"I can't grow our company by myself. That's why we need all six thousand eyeballs looking critically at our business and finding new and creative ways to improve it. The opportunities for growth are everywhere, and we need to have a culture that encourages people to speak up. Why hire smart, talented people for their judgment and then never allow them to use it?"

—Dan Gilbert, chairman, Quicken Loans

"You were born with an abundance of creativity, and it's still there within you. Although many of us have let our creativity fade over the years, each of us has an abundance of creativity within."

—Josh Linkner





Phase4　Igniter　
中文



In steps 1-3, you put a foundation in place for creative ideas to come to the surface. In this step, you let your ideas fly free. Begin generating some creative sparks by using Imbizo groups, the Hot Potato and the Wrong Answer techniques. You then take those sparks and mold them into fully formed ideas using the eight techniques of idea generation.

To truly unleash your own creativity and that of your team, you need to have available support structures which will enable you to break through all the barriers that can otherwise stall your creative process. Put another way, when you generate some creative sparks, you've got to protect and nurture those sparks while they are still fragile. Great ideas never come fully formed as a single bolt of inspiration—forming them is much more of an evolutionary process. You've got to be careful not to extinguish those initial sparks while they are still fragile.

Twelve techniques you can try to ignite some sparks of creativity are:


	Bring together Imbizo groups—with "Imbizo" being the Zulu expression for gathering. One of the best way to spark fresh thinking is to bring together a group of people from diverse backgrounds and disciplines. Have everyone discuss a topic and see what comes out the conversation.

	Play the hot potato game—toss a Nerf football to a random person in the group who is required to shout out one new idea for a new and better service you can offer clients before they throw the ball to someone else. Let the ideas flow for a while and have someone write down what comes out. Since everyone has to be spontaneous, some interesting ideas will often come out.

	Start in the middle and work outwards—rather than trying to write down the first page of the plan. Spark some creative thinking by suggesting a strong ending and then figuring out how to get there. Changing that order around just might spark some novel and interesting ideas.

	List all the wrong answers first—generate ideas which are exact opposite of what you're trying to do. By asking: "How could we make our manufacturing systems 30 percent less efficient?" and then listing everything that comes to mind, some workable ideas on how to make things much more efficient will probably also bubble to the surface. In amongst all the amusing negative ideas there will often lurk some truly creative breakthroughs.

	Get everyone over-stimulated—give everyone a double espresso or a couple of Red Bulls. Then step away from your problem, do something completely different and then come back to your creativity challenge refreshed and ready to be creative. It's amazing how often your subconscious mind will solve the problem for you when you're doing something else if you will just pick up on what comes to mind.

	Step into your time capsule—imagine that you jump into your time machine and go back fifty years. How would people of that era approach your challenge? Now go forward a hundred years into the future. What will these people have available to them? See if changing your time frame in this manner generates some worthwhile creative sparks.

	Use the "Hemingway Bridge"—at the end of each chapter you write, also write the first paragraph of the next chapter so you don't start with a blank page. Ernest Hemingway did this so he didn't have to start the next day from cold. Having that first paragraph already in place meant Hemingway came in midstream the next day rather than getting going again from scratch. Whenever you complete one part of your Creativity Challenge, starting the next part of the project before you end the meeting or put down your work makes it easier to get going again.

	Try adopting different personas—look at your problem from the perspective of your customer, one of your suppliers, an investor, an employee, the media and so on. Figure out what different priorities each group will have as they view what you're working on and see whether that change of mind-set sparks your creative thinking in some way. With a bit of luck, adopting different personas may well generate some interesting nuggets.

	Make highly provocative statements—and see whether some interesting ideas flow from the discussion which ensues. Even obviously stupid ideas like "Houses should not have roofs" could work here. It's funny how absurd ideas can quickly morph into something innovative and ground breaking given half a chance.

	Identify your "dagnabbit" moments—instances where you feel genuinely frustrated about a situation, a product or a service. Keep a running list and figure out when practical solutions become available. Frederick Smith launched Federal Express when he realized there was no reliable way to send overnight packages. Don Wetzel invented the automated teller machine or ATM when he realized he couldn't withdraw cash from his account outside banking hours. Each dagnabbit moment you experience is a potential launching pad for creativity.

	"TWDR"—think, doodle, write, repeat. Let your mind wander while you doodle ideas, map out solutions and come up with interesting sketches of ideas. Be playful and creativity will follow.

	Think of ways you can get even—what you can do to really irritate those who have bugged you in the past. Thinking about how you could get even with your boss or stick a thumb in the eye of your competitors is great fun. It's so outside your normal thought patterns (of course) that it just may spark some interesting ideas. Once you come up with your list of politically incorrect ideas, look it over. There may be some more inoffensive alternatives which are genuinely worth trying.



The whole point is creative ideas flow when you mix things up. Try going to a different location for your brainstorming sessions. Begin each session with a different warm-up exercise. Change the order of the items on your meeting agenda frequently rather than getting into a rut. Schedule your meetings at different times of day. Mix up your idea flow—look for incremental ideas one day and audacious g8ame-changing ideas the next. That variety will not only be mentally refreshing it will also create ideal conditions for creative sparks of new ideas to come out. Try all sorts of different combinations and you can tap into your innate resources of creativity.

When it comes to sparking high-quality fresh ideas, there are eight commandments worth practicing:


	Thou shalt not judge. If you start offering judgement, the idea flow will cease. Let every creative spark burst forth and be heard. There's plenty of time to evaluate later on.

	Thou shalt not comment on someone else's ideas. Negative comments will stop people participating. The only comments you make should be "cool" or "that sounds sweeeeeet."

	Thou shalt not edit. Let the ideas come out sloppy, uninhibited and in their raw state. If you try and tidy things up, the flow will cease.

	Thou shalt not execute. Don't even worry about it at this stage. If you start getting hung up on the nitty gritty details, creativity will be crushed. Look for ideas only, even the whimsical and obviously impractical ones.

	Thou shalt not worry. Fear blocks creativity so if you unshackle your fears you give yourself permission to be creative. Don't be afraid to be outrageous and silly. It's all in a good cause.

	Thou shalt not look backwards. Don't let past failures inhibit your thinking. Feel free to bring out every idea which has merit, even those which fell short in the past. Things change all the time.

	Thou shalt not lose focus. Don't wander off into random areas. Stay focused on the problem you're trying to solve. Create a "Parking Lot" where all your ideas can be stored for later examination and discussion.

	Thou shalt not sap energy. "Zappers" are people who energize others whereas "Sappers" are folks who make you feel drained. Work hard at being a Zapper and don't be a Sapper.



If you decide to use brainstorming sessions to spark some fresh ideas, have copies of those eight commandments printed for everyone and then ring a bell or use some other noisemaker whenever someone tries to break one of those commandments. Make it clear they are not negotiable and will be strictly enforced.

Some other useful ideas for building enthusiasm and creativity through brainstorming sessions are:

1．Try edgestorming once in a while—where you take your brainstormed ideas to their absolute extremes. Exaggerate what is being suggested and see whether being really different might in fact be viable.

2．Split into two teams—and have each team generate a long list with no less than two hundred different ideas. Get every edgy, offbeat, outrageous, overly expensive and downright impractical idea you can think of tabled. More often than not, your best ideas will be clustered nearer the end of your list rather than at the beginning.

3．Invite a virtual Steve Jobs to join your team—imagine you have the legendary Apple CEO sitting there listening to your ideas. Would he be impressed you're doing something outrageously great? If not, how can you increase your intensity level? You can also consider inviting Thomas Edison or Barack Obama to attend your meeting. You can even assign someone to assume that persona while you present your idea to the team—whatever helps.

4．Try the SCAMPER technique—where you list—

Substitutes—of individual ingredients

Combinations—of one ingredient with another

Adaptations—where you graft in new elements

Magnifications or Minimizations—of elements

Put to Different Uses—crossover ideas

Eliminations—where you delete aspects or features

Rearrangements—new combinations

5．Go in the opposite direction of everyone else—make suggestions which fly in the face of industry conventions. Zipcar, for example, has a business model which inverts the traditional rental car approach and has been highly successful as a result. There's always a market for going against the flow and you can tap into that if you give yourself permission to go that way.

6．Try the Reese's Peanut Butter Cup Approach—which famously said "You got peanut better in my chocolate!" "No! You got chocolate in my peanut butter!" Look for two random items that were previously unconnected and envisage what could result if your brought them together. The SUV is a combination of a car and truck. There are literally thousands of interesting ideas which can be formed by bringing together some unorthodox combinations.

7．Give everyone a blindfold—don't articulate an objective first but let people make stabs in the dark. Suggest a topic and let the discussion begin. That way obvious solutions don't steer the discussion and interesting or nonobvious ideas can bubble to the surface without the usual biases being invoked.

8．Use "brain writing"—give each person a blank sheet of paper on which they have three minutes to write their suggestion for a solution to a problem. Then put all the sheets into a pile. Randomly select a sheet from the pile and go around the table with each person being required to expand on the idea. Keep going until an absolute killer idea emerges. This approach means the discussion is not dominated by those with fancy titles or the most vocal people. It also avoids the dangers of groupthink. A variation is to have each person write their idea down, then hand it to the person on their left who must read it out loud and then add to it. Each idea gains momentum as it goes around the circle. Repeat the exercise until all written ideas have been looked at.

The whole point is there are several techniques which can be adopted to spark and ignite fresh thinking. Try alternating techniques and see what works best and which approach generates the most compelling ideas. Keep at it and you'll find ways to fan those creative sparks until you turn them into genuinely explosive ideas.


"I can't understand why people are frightened of new ideas. I'm frightened of the old ones."

—John Cage

"Ideas are like rabbits. You get a couple and learn how to handle them, and pretty soon you have a dozen."

—John Steinbeck





Phase5　Launch　
中文



The final phase of Disciplined Dreaming is where you once again connect your analytical mind to your creativity. This phase is all about putting your creative ideas into action. You do this by selecting your best idea or ideas, determining the key metrics for measurement and then building an action plan for brining your ideas to life.

Launching ideas requires applying business rigor to your creative thinking exercises. This is always a mix of left-brain and right-brain processes and disciplines. The four basic steps involved here are:

Step1　Select your best ideas

It's great to have a range of options to choose from but you can't implement them all at once. To select the strongest idea or two, there are several viable approaches you can use:


	Develop a scoring matrix—where you rate each idea on the several factors which are most important to you. Score each on a 1-10 scale (with 10 being the highest) and go with whatever scores the most.

	Try the poker chip method—where each team member gets ten chips to vote with. Each person can spread their votes over as many projects as they like. Run with whichever idea garners the most chips.

	Use trial by jury—have a selection panel which selects an idea after project champions pitch their idea in a formal presentation.

	Map ideas against a matrix which matches your values—and run with whichever idea appeals the most and is the best fit with your culture.

	Use our Creativity Brief as a scorecard—score each idea on a 1-10 (10 being highest) scale against the elements detailed in your Creativity Brief.



Step2　Test-drive your ideas

It's vital that you now test-drive your ideas before you commit resources to their implementation. This step can save loads of time, money and frustration. To test your ideas on a small scale first develop a low-cost and simple prototype and see how the reality matches the ideal. There are several ways to put together cheap but useful proof-of-concept prototypes:


	Build a physical prototype, even if it's very crude and low-tech. Assess for fit and usability.

	If your idea is a service, have a role play where people act out selling and also using the service. Look for any obvious objections or concept shortfalls.

	Find a workable way to simulate the idea in action.

	Make a film or video clip about your idea You Tube style or perhaps you could convert your idea into a song, painting or story.

	Prepare and then deliver a product demo session in front of a stage audience. If possible, have a "bake off" where several ideas get presented to the same audience and you gauge their enthusiasm for each.

	Build a marketing sheet and a technical specification for several new ideas and run them past customers. You then build what customers order and quietly let the other ideas die a natural death. Let your customers decide which ideas are the best by voting with their pocketbooks.



Step3　Decide on metrics

Once you've narrowed the field down to one or two great ideas, you'd better plan how you will measure your results. Zeroing in on key metrics as a way to measure your idea and then tracking those metrics will help you refine the idea as it evolves and make it feasible for others to buy-in.

Some companies display these metrics in real time on plasma TVs mounted throughout offices to get everyone in the company involved. If you do this in a fun and engaging way with between five and eight key metrics, everyone in your organization will be in the loop. They will be fired up to make things happen, especially if there is a bonus riding on the results.

Step4　Build your action plan and go

By the time you're ready to launch, this should be an incredibly exciting time because you're about to derive the benefits of all that creative effort you put forward. Don't forget to build a detailed plan for executing your idea so it doesn't explode on the launching pad. The basics you need to cover in your action plan are:


	Your financial projections, especially your budget and return-on-investment business model.

	Roles and responsibilities of each member of the launch team.

	A detailed timetable for launch with clear milestones and check-points.

	An analysis of your risks and the contingency plans you've prepared in advance.

	A breakdown of the resources which will be required including money, people, time, equipment, facilities, travel and so on.

	Your marketing plan.

	Your communication plan and rollout plan.



Finally, don't forget after launch, it's time for everyone to transition back into their normal business units. Make certain you integrate your new idea into your systems so it will endure rather than being a temporary event.
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