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AGENDA AND GOALS

* What is creativity and why is it important?
* Experience: Constructing problems
* Experience: Generating ideas
Break
* Where does creativity come from?
* Experience: Importing, adapting, and developing ideas

* How can we promote creativity at work?
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Was itk ereakive? Whj?

+ Building on
whalt obthers had
said

* Using only 3
wWOTAS

* Change

« Conskraints

e Solve

* Out of the box
thinking

* New system gets
different
answers

- Feeling safe

o New
environment

bumps us out of

our naktural WY
of
thinking/action
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When have you, needed ﬁreaﬁiviﬁv ak

WOTk?
+ Resolving * Challenging or |°
conflict unique
« Everyda e Inmplemenkakion

problem“solving | of change
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WHAT IS CREATIVITY?

7

CREATIVITY = NOVELTY X USEFULNESS
v
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WE NEED CREATIVITY AT WORK!

Creativity:
It’s what makes us human

“Creativity is the number one soft skill
companies want in the new decade”
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CONSTRUCTING PROBLEMS

£

"It I had only one hour to save the world, | would spend
fifty-five minutes defining the problem, and only five minutes
finding the solution.”

Albert Einstein
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Dig more wells

Provide clean water
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CHECKYOUR PROBLEM STA

* Read your partners’ problem statement. Provide feedback using CANS:

* CLARITY: What is the goal you partner is trying to achieve! What, if anything,
do you see as potentially unclear! Are the elements that can be removed or

ways to make the message simpler?

* ASSUMPTIONS: Are there hidden assumptions about particular classes of

solutions baked into the statement?

EMEN

* NEEDS: What is the underlying need that you are trying to address!

« SCOPE: Is it broad enough to invite new thinking, but not trying to save the

world all at once?
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How do you come up wikth new 1deas
L your orgamiz&&iov\?
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https://www.youtube.com/watch?v=VvdJzeO9yN8

T&R‘eaw&js?

e Creb cukside .
normal
“Lv\ciu,sﬁrv”

- Ridiculous

* No judgements

- Wild

e More more more
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IDEO NORMS FOR BRAINSTORMING

Be visual.
Defer judgment.
Encourage wild ideas.

Build on the ideas of others.
Go for quantity.
One conversation at a time.
Stay focused on the topic.
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Try it!

« Go to your area of the Miro board

* Pick 1 Problem Statement; Present the problem statement as a
“How might we...” question IN WRITING

* Try to use the IDEO Norms for Brainstorming

SCHOOL OF
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Idea Grenerabtion Debrief

¢ How did
skark?

vC)M

- W

hat went well?

How we decided
what to generate
tdeas about

+ Challenged for

ridiculcus

. Imdepeudem&

then 'grou

o Listened and

builtk on obhers
ideas

* Iterate
. Ctariaf?v‘ﬁke

F:m»bi.e

e What can we
improve?

oo guick to qo
ko so ving as a

ST‘OMF«‘

+ Avoid fixating
» Less individual

e

« &rob stucke on

one idea

* Didnt g0 to “left

fleld”
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WHERE DOES CREATIVITY COME FROM?

D\ = NOVELTY X USEFULNESS
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 Evolutionary Theory of Creativity < Importation theory of creativity

Variation Natural selection New generations

Q- @

Individuals show Best suited are Variation increases
variation. Some offer favoured and in frequency.

an advantage. selected.
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IDEO NORMS FOR BRAINSTORMING

* Be visual.

 Defer judgment.

* Encourage wild ideas.
 Build on the ideas of others.
» Go for quantity.

* One conversation at a time.
« Stay focused on the topic.
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ANALOGOUS INSPIRATION

Peer
Feedback
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ANALOGOUS INSPIRATION

* Generate ideas for analogous
situations that deal with similar
problems

* Try to push for different contexts

 Think about extreme users —
whose work or well-being
depends on meeting similar
needs

SCHOOL OF
MANAGEMENT

IDEO NORMS FOR
BRAINSTORMING

Be visual.
Defer judgment.

Encourage wild ideas.

Build on the ideas of others.
Go for quantity.

One conversation at a time.
Stay focused on the topic.




Analogous Imspiraﬁiov\ Debrief

« What wentk well? s What can we merove?
. Excep&ioms * Takes a while to get to
. Ever:jone hos voice analogous situations
* Define the F:'ro»blem (timme) . Making it safe
* Examples from anywhere * More time!
« CANS before solutions
* Habiks

SCHOCG
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IDEO: SHOPPING CART PROJECT

SCHOOL OF Deep Dive (Short Version)
MANAGEMENT



http://www.youtube.com/watch?v=M66ZU2PCIcM

SCHOOL OF 9L OF
MANAGEMENT AGEMENT



Diaghosis: How does IDEQ organize
around ﬂreo&&viﬁj?

s Cullure & « Processes * People
Skructure
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HOW TO ORGANIZE FOR CREATIVITY

* Design collaborative processes
 Foster intrinsic motivation
* Build a culture of psychological safety
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WHAT IS THE CREATIVE PROCESS?

. Constructing E> IR E> Generate E> Evaluate & Select Implement
Amabile (1996) Problems Solutions Solutions Solutions
Phase 0: Phase 1: Phase 2: Phase 3/4:
Understand/Observe Visualize/Realize Evaluate/Refine Implement
Q«IA- G CREATE O "
—
o
< LAl
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o THEMES " .. OPPORTUNITIES
< o2 Was
IDEO Project Phases ¥ sromies ,ow,,o,,,‘b._._
w s e,
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O e pnorovvp:s.ﬂ..
o 3 e
O .
OBSERVATIONS IMPLEMENTATION PLAN
SCHOOL OF http://www.ideo.com/work/human-centered-design-toolkit/
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http://www.ideo.com/work/human-centered-design-toolkit/

CREATIVITY IS ATEAM SPORT

f

UCL
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MYTH: CREATIVITY IS RESERVED FOR
LONE GENIUSES
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COLLABORATION DRIVES
CREATIVITY
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Fig. 1. The growth of teams. These plots present changes over time in the fraction of papers and
patents written in teams (A) and in mean team size (B). Each line represents the arithmetic average
taken over all subfields in each year.

@ Source:
SCHOOL OF Wuchty, S., Jones, B.F. & Uzzi, B. (2007). The increasing dominance of teams in the

MANAGEMENT production of knowledge. Science, 316, 1036-1038.



IDEAS CREATED BY TEAMS HAVE
MORE IMPACT

Science Arts
Social
& & Patents
Sciences
Engineering Humanities

Fig. 2. The relative impact of teams, (A to D) Mean team size comparing all papers and patents with
those that received more citations than average in the relevant subfield. (€ to H) The RTI, which is the
mean number of citations received by team-authored work divided by the mean number of citations
received by solo-authored work. A ratio of 1 indicates that team- and solo-authored work have
equivalent impact on average, Each point represents the RTI for a given subfield and year, whereas the
black lines present the arithmetic average in a given year,

mean size .
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WHY CREATIVITY IN TEAMS?

« Pooling of resources, skills, abilities
« Specialization of labour

- Decisions tend to be more easily
accepted by others

» Complex problems require diverse
skills to address

 Importing ideas from one domain to
another

 Diverse perspectives create “friction’
that reveals a need for problem
solving

SCHOOL OF
MANAGEMENT



BUILDING A CREATIVE CULTURE

* Intrinsic motivation principle of
creativity:
» People are most creative when they
are interested in and enjoy working
on the task, i.e., intrinsically | U N
motivated. 3

.........
Bl i e STy
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How to Kill Motivation (and
Creativity)

 Emphasize evaluation and deadlines
 Criticize early mistakes and half-baked ideas
« Constrain the work process

SCHOOL OF
MANAGEMENT Amabile (1996). “How to Kill Creativity,” HBR



How do you foster intrinsic motivation?

CHALLENGING work

AUTONOMY over work processes

Supervisory ENCOURAGEMENT

Match people to tasks based on INTERESTS and SKILLS

SCHOOL OF
MANAGEMENT Amabile & Fisher (2009) “Foster Creativity by Fueling Passion”



EthcwﬂorkﬁimcsMagazinc https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the
per

fect-team.htm

THE WORK ISSUE

What Google Learned From Its Quest to Build the Perfect Team

New research reveals surprising truths about why some work groups thrive and others falter.

By Charles Duhigg

Feb. 25, 2016

"S’("’:FHOOL oE https://rework.withgoogle.com/print/guides/5721312655835136/
MANAGEMENT



HOW TO BUILD A CREATIVE CULTURE

. PS)/( hological safety: “a shared belief that the team/organization is safe for interpersonal
risk taking”

» Asking questions
Asking for help
Trying new things
Getting feedback
Speaking up

» Typically taken-for-granted assumptions about “how things are done”

* Interpersonal risks of asking for help, admitting errors, expressing dlfferent pomts of view include:
Looking ignorant

Looking incompetent e
Being seen as intrusive fearless.
Being seen as negative Ol'g;lnl'/.;lfl()ﬂ
Affecting formal rewards and performance evaluations

‘ Amy C. Edmo dsor
—re
SCHOOL OF

MANAGEMENT Edmondson, A. (1999)




How leaders promote psych safety

1. BE ACCESSIBLE AND
OFFER HELP

"He's in his office, always IDEO > C 1
just two seconds away. S u ture
He can always take five

minutes to explain Of Help j_ng

something, and he

neverm akeS y ou f ee/ By making collaborative generosity the norm,

stupid.” the design firm has unleashed its creativity.
by Teresa Amabile, Colin M. Fisher, and Julianna Pillemer

https://hbr.org/2014/01/ideos-culture-of-helping

?ACA}'&%OGIES‘ENT HBR: Edmondson, Bohmer, & Pisano, 2001; Edmondson, 2011



How leaders promote psych safety

2. ASK FOR INPUT

The surgeon..."told
us to immediately let —
him know - let
U d

everyone know - if
anything is out of
place.”

?ACAE}{\I%OGLEI\(-/)‘ENT HBR: Edmondson, Bohmer, & Pisano, 2001; Edmondson, 2010



How leaders promote psych safety

3. SERVE AS A

FALLIBILITY MODEL

"He'll say ‘I screwed up.
My judgment was bad

in that case.

SCHOOL OF
MANAGEMENT

17

© Criginal Artist

Reproductionjnghts obtainable from

"P've always been a man who was
able to admit his mistakes and
you Harris, were a mistake.”

HBR: Edmondson, Bohmer, & Pisano, 2001

; Edmondson, 2010



How leaders promote psych safety

4. FRAME THE WORK ACCURATELY

Let everyone know that this is a task
where experimentation is
encourages and learning from failure
IS expected

u13007351 fotosearch.com

SCHOOL OF HBR: Edmondson, Bohmer, & Pisano, 2001; Edmondson, 2010
MANAGEMENT



How leaders promote
psychological safety

& Ongins| A

5 . E M B RAC E TH E F’omcix;?rg:r_m_.r;: ﬂo\:»:{mr. wie from
MESSENGER e

Those who come forward  <¢©
with bad news,
questions, concerns, or
mistakes should be
rewarded rather than
shot.

“WEH, how do poi Bandic it vien 3 messenger
shows up bdearing bad nows?™

?A%}-&%OG%ES‘ENT HBR: Edmondson, Bohmer, & Pisano, 2001; Edmondson, 2010






Music OnVingl

classic album
180 gram audiophile vinyl pressing
www.musiconvinyl.com

COLUMBIA ® |p

OUARANTEED NION PIDEUTY k

Kind of Blue

with Julian “Cannonball” Adderley

Paul Chambers
James Cobb
John Coltrane
Bill Evans
Wynton Kelly
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IMPROVISATION IS EVERYWHERE

SCHOOL OF
MANAGEMENT



HIDING CREATIVITY

|« Improvisation in the

Emergency Room
« Ostensive compliance

 Improvisation pushed to
the “underlife”

* Increase pressure for
standardization

SCHOOL OF _ _
MANAGEMENT Batista, et al, 2016; See also Bernstein (2012)



EFFECTIVE IMPROVISATION

e Simple rules

 Minimal structures that enable
coordination and flexibility

SCHOOL OF : .
MANAGEMENT Eisenhardt & Sull, 2011; Fisher & Barrett, 2019



LEADING FOR CREATIVITY

NOT SO MUCH MORE LIKE THIS
P OUR

! Y — ' 9/
N ¢ =0

Joo¥ o
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F ~
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SUMMARY

« Constructing problems and generating ideas is WORK

« Enhance all three components of creativity by:

 Designing collaborative processes
 Fostering intrinsic motivation
 Building a culture of psychological safety

« Establish “simple rules” to promote (not hide) in the moment
creativity

» Enable creativity by shaping the context, not directing the action

SCHOOL OF
MANAGEMENT
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Innovating for a
better future.
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