Don’t Be A Gator!
“Don’t think there are no crocodiles
because the water is calm.”
–Malayan proverb

Humans, like alligators and other reptiles, have a
brain stem. The brainstem is the part of our brain that controls the fight/flight reaction. Its reaction to newness -- new
ideas -- is to eat, attack or run! A sure way to kill creativity in
yourself and others around you.
Humans, unlike reptiles, also have a limbic system (responsible for emotions) and a neo-cortex (responsible for logic
and thinking). Imagine how much more intelligent, well-reasoned, and supportive of creativity our reactions would be if
we shifted from a Gator-brained reaction to one governed by
our neo-cortex (the innovative brain).
So next time you find yourself about to kill an idea, shift your
reaction to another part of your brain. Unless that newness is a
chocolate chip cookie. Then we’d advise you to eat it. Or
send it to us!

Later Gator

An alligator’s reaction to newness
in its environment is to eat it, attack it,
or run from it.
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Creativity flourishes when it’s okay to make
MISTEAKS.
“Never let the fear of striking out
get in your way.”
– Babe Ruth
You know the classic stories of failure: When the ATM was
first introduced by Citibank, it failed and was withdrawn
from the market. Babe Ruth, the home run king for years,
was also the strikeout king. Thomas Edison failed over
3,000 times to develop a working prototype of a lightbulb
before succeeding. Yet his approach to mistakes said it all:
“Well, we’re making progress–we know a thousand ways it
can’t be done. We’re that much closer to getting there.”
If you can keep that healthy attitude towards short-term mistakes, you’ll drastically reduce your chances of longterm failures. If you’re not making mistakes, you’re not
making any discoveries. If you’re not making discoveries,
you’re probably stuck in a rut.

Ta k e Risks
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“In this company, you’ll be fired for not making mistakes.”
–Steve Ross
Late CEO, Time Warner
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For innovation to happen, you must open your
mind to new ideas!
“Space travel is utter bilge.”
–1958
(R. Woolsey, Astronomer)
Albert Einstein, one of the most innovative brains, said, “If at
first the idea is not absurd, then there is no hope for it." Yet our
automatic response to a new idea is to judge it. Admit it. It’s
true! The trick is to develop the skill of being open-minded
about new ideas rather than immediately killing them. This
creates space for ideas to grow and multiply. It might invite
silly, stupid, and absurd ideas, but that’s okay. So says Einstein.
Give the idea time to grow. Why? Research shows that when
a group defers judgment, they’ll generate twice as many good
ideas. Even if the ideas do look a bit absurd at first!
After all, would you rather be remembered for a great idea
that initially looked silly? Or a brainless statement
showing your close-mindedness? You Decide.

Open Mind
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“640K [of computer memory] ought to be enough
for anybody.”
–1981 Bill Gates, Microsoft Executive
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Ideas are like children. Your own are great!
The others however...
“Get that toy out of my office!”
–An irate banker telling Edison to take his invention,
the phonograph, someplace else.

In the late 30’s, an innovative brain named Chester Carlson tried
unsuccessfully to sell his mimeograph-replacing technology to IBM,
Kodak and others. Not until 1960, after $75 million in research, did
Xerox unveil the first copier using Carlson’s technology. The result?
A $15 billion business. The point: don’t kill new ideas before you
fairly consider them.
Next time evaluate new ideas systematically to ensure that you’re
considering all aspects. First, look for 1) Pluses. Then identify 2)
Opportunities: good things that might result from the idea. Finally,
look for 3) Issues or problems, phrased as questions (“In what ways
might…”) to invite solutions from 4) New thinking to address the
Issue. We call this approach, “Praise First: POINt,” one that we invite
you to duplicate.

Praise First
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“Cautious, careful people, always casting about to preserve their reputations...can never effect a reform.”
–Susan B. Anthony
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Who’s getting in the way of your desire
for innovation?
“You must first be the change you wish to
see in the world.”
–Mahatma Gandhi

Favorite story: To get their son to stop eating sugar, two
parents brought their son to Gandhi. He told the parents to
bring the son back in three days. When they returned,
Gandhi said to the son, “Don’t eat so much sugar. It’s not
good for you.” The parents asked why he didn’t say that
three days ago. “Because,” replied the innovative brain, “first
I needed to stop eating sugar.”
Many people complain that they’d like to be more creative
but can’t because of their boss. Well, maybe s/he needs to
be shown how. Model the creative behavior you
want them to exhibit. Demonstrate the benefits and
watch their behavior shift. And eat less sugar. Your dentist
says so too.

Be A Model
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Ideas are like children. Your own are great!
The others however...
“Get that toy out of my office!”
–An irate banker telling Edison to take his invention,
the phonograph, someplace else.

In the late 30’s, an innovative brain named Chester Carlson
tried unsuccessfully to sell his mimeograph-replacing
technology to IBM, Kodak and others. Not until 1960, after
$75 million in research, did Xerox unveil the first copier
using Carlson’s technology. The result? A $15 billion business. The point: don’t kill new ideas before you fairly consider them.
Next time evaluate new ideas systematically to ensure that
you’re considering all aspects. First, look for 1) Pluses.
Then identify 2) Opportunities: good things that might
result from the idea. Finally, look for 3) Issues or problems, phrased as questions (“In what ways might…”) to
invite solutions from 4) New thinking to address the Issue.
We call this approach, “Praise First: POINt,” one that we
invite you to duplicate.

Get the POINt!

"Cautious, careful people, always casting about to preserve
their reputations…can never effect a reform."
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Put your problems in jeopardy!
Phrase them as questions!

“Please phrase your answer in the form
of a question.”
–Alex Trebek, Host of game show “Jeopardy”
When we focus on the proper problem, solving it
becomes easier– sometimes even self-evident. Better yet,
we don’t waste time solving the wrong problem.
To get closer to solutions and remove the psychological
obstacles that block your thinking, phrase problems as
questions. Instead of, "We’re losing money," try "How
to reduce costs?" or "In what ways might we generate
additional revenue?" It’s that simple, and it works! Try
phrasing problems starting with: "How to..." or "In what
ways might..." You’ll be amazed how this subtle shift
transforms the problem from a mind-numbing complaint
into an active question that automatically gears up your
innovative brain to think about solutions.

Q:problem? A:question!

"When you define the problem appropriately,
the solution is self-evident."
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– Margaret Mead
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There is no such thing as a grown-up. Just growING-ups
and stuck people.
Which one are you?
“You’ve achieved real growth the day you
have your first real laugh–at yourself.”
–Ethel Barrymore
How old are you when you finally truly know everything?
Correct answer: never! We’re never done learning. So
why do we expect perfection from everyone else?
Worse, why do we expect it from ourselves?!
The moment we surrender to the fact that we are
humans – nothing less, nothing more – we’re more gentle on failures, weaknesses, foul-ups, and misteaks. Both
our own and others’. Imagine how much less time we’d
spend on cover-ups, blamestorming, dishonesty, and
pride. Imagine how much more learning, support, fun
and encouragement there would be. That’s the foundation of an Innovation Team. To be a great team member,
choose to be a growING up. It might be your fountain of
youth!

Act Like A GrowING Up!
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Connect the problem with something completely
unrelated to create
a new idea.
“No problem is solved from the same
consciousness that created it.”
–Albert Einstien
History is filled with stories of people connecting random
things to invent new ideas. Gutenberg combined movable
type with an olive oil press and created his revolutionary
printing press. At an auto parts plant, thinking about cooking
vegetables generated a way to save $40,000 a week in broken
equipment.
When you’re looking for new ideas and get stuck, look at
some random objects or pictures (like this postcard). Force a
connection between it and the problem. See what ideas you
spark. With practice you can create innovative connections
based on anything and your environment can spark millions of
ideas! Look at the objects around you, or pictures, or food, or
look out a window. Ask yourself this magic question: "When
you look at this (object or picture), what ideas come to
mind?" We can’t wait to find out!

Force Connections

“It is better to fail in originality
than to succeed in imitation.”
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Who causes you to react
the way you do?
“Whether you think you can or think
you can’t, you’re right.”
–Henry Ford
Viktor Frankl was a successful psychiatrist whose practice helped
people understand that their actions were a direct result of their
upbringing, biology and everything that had ever happened to
them. Then he ended up in a concentration camp during World
War II, which shifted his thinking. In his book, Man’s Search for
Meaning, he states, "We who have lived in concentration camps
can remember the people who walked through the huts comforting others, giving away their last piece of bread. They may
have been few in number, but they offer sufficient proof that
everything can be taken from a person but one thing: the last of
human freedoms -- to choose one’s attitude in any given set of
circumstances, to choose one’s own way." If he and others
could choose their attitude in the worst of situations, what
attitude can you choose in difficult interactions with people at
work? At home? Be aware of the attitude you choose. And the
impact your attitude has on others. Choose wisely.

Choose Your Reaction
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“If I believe I cannot do something, it makes me incapable
of doing it. But when I believe I can, then I acquire the ability
to do it, even if I did not have the ability in the beginning.”
–Mahatma Gandhi
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“The best way to have a good idea is to
have a lot of ideas.”
–Linus Pauling, Nobel Prize Winner
“Nothing is more dangerous than an idea
when it is the only one you have.”
–Emile Chartier
There’s huge value in coming up with lots of ideas. Says the Wall
Street Journal, "Historically, the problem…isn’t too much risk-taking, but too little. That’s because…the innovator bears the costs.
Stock-market bubbles help…by tempting innovators with
unimaginable wealth. [Says U. of Chicago researcher Boylan
Jovanovic,] ‘We’re never worse off for having generated more
ideas.”*
Same’s true while brainstorming! Set a quota of at least 30-50
ideas as a starting point when you need innovative brilliance.
You’ll notice that the first third of the ideas are the same old
ideas, the second third are wacky, but in the last third are the
truly innovative and valuable. That’s why quantity yields quality.
And that’s the payoff we’re looking for.

Quantity Yields Quality
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“We don’t like their sound and guitar music
is on the way out.”
–Decca Records, 1963, Rejecting The Beatles

“There’s nothing either good or bad,
but thinking makes it so.”
–William Shakespeare
Stress is not what happens to you. Stress is what you think
about what is happening to you. Likewise, ideas aren’t good
or bad, it’s just your perception that is! Want to decrease
your stress and increase your innovation? Learn to manage
your thinking.
Here’s how: spend at least five minutes every day focusing on something simple (a sound, a word, a simple
image, your feet touching the floor) and when you notice
your mind wandering (and it will wander), bring yourself
back. Every time you bring yourself back, you develop the
muscle that controls your attention. So that you can consciously choose your reaction to an idea that at first looks
absurd…but just might change the world!

Manage Your Thinking

“If at first the idea is not absurd,
then there is no hope for it.”
–Albert Einstein
Tr a i n i n g p e o p l e t o i n n o v a t e f o r g r o w t h
Facilitating effective meetings
New product concepts and strategic planning
Organizational development to foster innovation

Chicago O f f ice 847.570.0725
East Coast 518.327.3554
w w w.new andim pr oved.com
©2005, New & Improved, LLC

Pat wanted to steal it, but was afraid that the man with the mask
would try to keep him away from home. What story can you create
about this sentence?
“If you can’t change your mind,
how do you know you have one?”
–Bumper sticker
We all create assumptions based on people’s words or
actions. We can’t change that. But we can change suppositions
after they’re made. The sentence on the reverse could refer to a
thief, a super hero, or a baseball base-runner. Or thousands
of other stories.
We constantly create internal narratives. If a clerk is very quiet,
you could assume he’s mad at you. Possibly he’s had a fight
with the boss. Or he’s shy or attracted to you. The possibilities
are endless. Which tale you believe shapes your attitude and
behaviors. Important: it’s YOUR responsibility. So: 1] Be
aware that your assumption is speculation (unless they tell you
otherwise) 2] Consider what else could be going on. 3]
Choose a story that moves the relationship forward. 4] Act in
accordance with the new story. Since assumptions can help
you or hurt you, choose wisely!

What’s Your Story?

“To control attention means to control experience, and therefore the quality of life.”
–Mihaly Csikszentmihalyi
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Rules for Creative thinking:
Defer judgment
Strive for quantity
Seek wild & unusual options
Combine & build on options
–Alex Osborn
The color copier probably came into your life around 1990.
Know when Xerox started marketing them? 1971. They failed
the first time not because of cost or quality. Turns out there
was nothing in the office in color! Everything was black
and white. Remember typewriters? Can you imagine proposing this idea again 15 years later?
Fortunately there are rules that generate innovative solutions*. 1] Defer judgment (plenty of time to judge options
affirmatively later), 2] Strive for Quantity (at least 30-50), 3]
Seek Wild and Unusual Options, and 4] Combine and Build
on Options. Deliberately use these rules when you’re seeking ideas in order welcome those new, different, and brilliantly colorful solutions.

Divergence Rules!

“The most damaging phrase in the language is:
“It’s always (or never) been done that way.”
–Grace Hopper, Ph.D.
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