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PREFACE

INNOVATIVE THINKING

If you ask most people about innovative thinking, they will tell you that 
creativity is a special talent and takes a special kind of brain and type of
thinking. They will tell you that creativity is rare and difficult, that only some
people are blessed with it and the rest of us have pretty much been left
behind. Booshwah! We donÕt believe it.

Anyone can be creative. All it takes is hard, pragmatic thinking, plus the
right information, dealt with in the right way. That is the secret, 
getting the right information and using it properly.
There are ways to do this that anyone can follow. ThatÕs what this book is
about. How to think in the most efficient, effective way about how to get
something done and how to do it in a new, better, and more creative way.

What is creativity?It is the ability to put old facts and ideas together in

a new way, to create a new concept or conclusion. What is innovation?
It is the ability to put that creative insight to practical use, to make something
better. Pragmatic thinking is down-to-earth thinking with a practical end in
sight, getting something done, accomplishing something desired. And if the
right information is used in the right way, that practical end will be new,
better, and a step forward. An innovation. Creativity brought down to ground
level.

We present a model of pragmatic, innovative thinking
that applies to the act of thinking about anything, 
universal, culture-free, and with any kind of subject
matter.
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Then we show how this model applies to the three main tasks we have in
everyday living: how to find the best way to get something done, how to
make it better, and how to make sure it keeps working.

Everybody who is alive knows how to think. This ability is built into the
human animal. Everybody learns through life experiences how to adapt that
ability to the challenges that come along, some more successfully than 
others. Why do some do a better job of thinking than their
neighbors?As a matter of genetic endowment, some individuals are
apparently gifted with a more efficient brain structure and set of neurons than
others. They are quicker and more Òintelligent,Ó whatever that means. And
because we canÕt do anything about that, we have to take genetic endowment
as a given, an accomplished fact. People are different, one individual to
another. So much for the occasional genius.

But some very ordinary people learned what they were given more expertly
and successfully than others. They were able to get more done and come up
with more bright ideas as a result. So we ordinary people havenÕt been left
behind, after all. How did they do it? What magic did they invoke?

No magic. Over the years, in various situations, we have studied these 
fortunate and successful people, attempting to learn what they do that their
fellows do not, as they perform in the practical business world. We have
found a simple answer, with no magic involved. They gather and
process information in a somewhat different manner.
ThatÕs all there is to it. And anyone can do the same.
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Where do knowledge and ideas come from? They come from the experience
of living, seeing things, doing things. They come from sharing experiences
and opinions with others. They come from books and classes and moments
of solitary meditation. Knowledge, and the achievement of wisdom, is a 
continuous process like a river flowing, with a source far back in infancy, a
body of facts and relationships imparted by parents, friends, society at large,
and our many contributors of know-how, from whom we took a moderate
amount and now wish we had understood and taken more.

This is a book about the knowledge and ideas of three men on innovative
thinking, gathered over many years and realized by us at this moment, in the
year 2002. We knew a lot less in 2000, far less in 1990, and we hope we will
know a little more in 2004. But weÕll never know it all, no matter how long
we live or what we do. We thank our clients and friends and families for what
we are able to grasp now, and look forward to what we will learn and be able
to share in the future.

Experience is cumulative. As the years go by, you acquire more and more.
And the meaning you take from experience is also cumulative. An event that
seemed unimportant at the time takes on meaning later as other events occur
and awareness of a connection between events dawns and new conclusions
are forged. 

So who do we thank for the contributions of knowledge and experience we
have received? Literally everyone we have ever met or worked with, 
including each other. We learned something from all of them, although we
may not have recognized it at the time. All the examples quoted here have
come from the experiences of times past, gathered and stored away in 
memory, now retrieved and viewed with present insight. Many were not fully
understood at the time and have meaning only because they add to our
knowledge in view of what we are able to understand at this moment. 
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Many of our examples come from the days when we were all with 
Kepner-Tregoe and other organizations, and the years before that, and 
certainly the days since, when situations came about that we can begin to
understand only now, given our present knowledge and ideas.

We all contributed to and used the good techniques of Kepner-Tregoe and
did much to create its enduring reputation. But we all felt there was 
something extremely important that lay beyond those standard techniques of
decision making, and left that organization at different times, for different
reasons of our own, to see whether we could find that further thing we felt
deep in our souls was missing. We had all repeatedly been faced with 
situations that demanded more than those standard techniques could deliver,
and were forced to improvise and follow our own intuition. And in doing so,
we arrived at innovativesolutions that surprised both our clients and 
ourselves. We wondered what we had done to produce those better decisions.
Now, many years later, with new ideas distilled from our more than a 
hundred years of collective experience in the management field, we have
come together to present you with a newly-realized conception of 
INNOVATIVE THINKING.

Chuck Kepner, of Kepner Associates, California, contributed his and
Hirotsugu IikubuÕs research on collaboration, people working and
thinking together. Iikubo, of Decision Systems, Tokyo, was the first to 
conceive of engineeringan innovative decision by arrangement of the
conditions under which it was made. Mat-Thys Fourie, of T h i n k i n g
Dimensions International, Johannesburg, South Africa, put in his ideas of
divergentand convergent thinking,broadening and narrowing the
search for, and treatment of, information. From this soup of ideas, and our
hundred years of experience, came the model of INNOVATIVE
THINKING that we present to you here. 

We want to thank Anerie Rademeyer, our colleague, for managing this proj-
ect. We also thank all those who have contributed to our belated discoveries,
but most of all we thank and give credit to each other for the ideas and
insight that gradually grew and matured until a book was warranted.
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Everyhuman being
has the ability to innovate.

Every human beinghas the ability to 
contribute to progress.

Everyhuman being knows something
that no oneelse knows.

Every human being would like 
to sharewhat he or she knows.

Every human beinghas had the 
experience of not being allowed to 
contribute knowledgethat he or

she knows is relevant, valuable, and would be
crucial -

over and over and over again, 
ad infinitum!



Introduction

INNOVATION IS THE BACKBONE OF CIVILIZA TION.
It is the only creator of progress. That has always been so, and it will always
be so. If our earliest ancestors hadnÕt found new and better ways to do things
as time went on, weÕd be back in the forest, grubbing for roots for our 
dinner. Everything we know and prize now was a new discovery or 
innovation some time in the past. And everything we know now will become
old and obsolete as time goes by because new and better ways will be found
that we canÕt imagine at present. Innovation is the lifeblood of our 
being human.

How did it all start....?

In order to learn about innovation, we should know how it came about 
and how it has developed. The clearest way we have of tracing human 
innovation is through the things our earliest ancestors made. 

The earliest tools appeared about two and a half million years ago, pebbles
that had been chipped a few times to provide a crude cutting edge. 

Then came limited modification, a modest increase in the number of 
implement forms, and somewhat better chipping. But still, from one century
to another, little change. 

Then the world changed....

The human population increased and began to spread across the surface of
the earth. Suddenly, there was an explosion of creativity. Words with which
to think and formulate ideasgave humankind the ability to build new
concepts and ideas.

1
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The rest is history. Stone was replaced by bronze, and in short order was
replaced by iron. Then agriculture was invented, animals were domesticated
and communities became permanent. 

This brought about the creation of governments and laws. And so on and on
and on. Idea built on idea and one invention begot another in rapid 
succession. Over the last twenty thousand years, the process of innovation
has created the world as we know it, and will continue to recreate the world
of humans for all the years to come. 

WhatÕs the point....?

The point is that pragmatic thinking and innovation had a very high survival
value for humans in their development over the centuries, perhaps the 
highest value of all. If you could create new tools and weapons and ways of
doing things, your chances of living long enough to propagate your kind
were tremendously improved. 

Following the laws of natural selection, all humans can thus be said to have
inherited the ability to think and innovate. ItÕs built in, hard-wired, a basic
human trait. Some more than others, to be sure, but everyone is able to put
ideas together to come up with something new.

Every human being has the ability to innovate.Proof of this
is simple. Everyone has had a red-hot idea at one time or another that seemed
to come out of the blue. It wasnÕt an imitation and it wasnÕt something that
carried over from an earlier time. It was original. It was new, it was yours.
Maybe you didnÕt get the Nobel Prize for it, but it was something you had
never thought of before. Your wired-in ability to create had given you the
red-hot idea. The ability to innovate is there, implicit in all of us. Every
human being has the capacity to contribute to progress.
All we have to do is make use of that fantastic characteristic of our fellow
beings. ItÕs an affront to human nature to ignore it.

2
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The innovative decision....

Decisions are made all the time. Most of them are routine and follow the 
patterns and procedures set up in times past. 

Here are these modern humans all around you, heads full of experiences and
ideas, ready to create something better, but given no chance, their inherited
abilities dormant and unused. You have to make a decision, one
way or another. Why not try for a little innovation?Why
not draw on that ready fund of thinking ability and knowledge, and put it to
work? You might find a new and better answer. You might see some progress
as a result of your decision!

Efficient, innovative thinking depends on recognition 
of patterns and relationships.When you understand a new 

combination of ideas, you say, ÒNow I SEEit!Ó. It is as though you saw

blocks and shapes of a puzzle spread out on a table and now, for the first
time, are discerning a relationship between elements that werenÕt perceived

before. It is as though you SEEthat these pieces go together in some way

to form a new entity, and werenÕt aware of that before, and are surprised and
pleased to discover that they do indeed fit. Since roughly 70% of human
knowledge is acquired through visual means, it is no wonder the 
perception of a new relationship between elements should be expressed in
terms of seeing, in terms of pattern recognition.

From this it follows that thinking can best be improved by finding
and bringing together the most relevant, accurate information
obtainable, and ÒdisplayingÓ it so that thinking can more readily
SEEand VISUALIZEthe relationships between elements and
can more easily perceive new patterns of meaning, leading to 
better and more useful conclusions.

3
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By ÒdisplayingÓ information we mean Òlay it on the table, honestly put it all
out there so we can see it, so we can understand all there is.Ó It is to make all
that is known completely visible, open to scrutiny, accessible, with all the
pieces out in the open so whatever relationships exist between elements may
be more easily recognized. Write it, speak it, draw pictures of it, use sign 
language if you wish, but get all the relevant information out where it can be
appreciated and used. This is to encourage and ensure the linkage of 
ideas, facts, impressions, and elements from experience so that new 
configurations of meaning can be recognized.

We found that these most successful decision makers followed a kind 
of pattern or sequence in their gathering and processing of information. 
They did a completejob of it. They touched all the bases. They made sure
nothing was left out or overlooked. When we reconstructed how a problem
was resolved or a decision made, we could see what that pattern was and
why the decision turned out to be such a good one.

The pattern....

¥ They recognized that something was wrong and needed to be fixed or
improved, and they developed a clear idea of just what needed to be
accomplished.

¥ They developed a vision of what the ideal resolution ought to be, then
considered the extra information they would need, identified the 
people who would most likely have it, and obtained their cooperation
in solving the problem.

¥ They set out the problem and the requirements of an ideal resolution
to their new sources of information, so everyone would know what 
they were dealing with and what they were trying to do.

¥ Then they encouraged those people who might have the necessary 
additional information to reach into their experience and knowledge
for any ideas that would help.

4
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¥ They got that information out in the open so it could be shared; so 
that everyone would come to know as much about the problem as 
anyone else, and new ideas could be pulled out as they saw new 
connections and associations between the items of information.

¥ Then they narrowed down their thinking to generate ideas about how
the requirements for the ideal resolution could be met, and pulled
them together in the form of rough action plans.

¥ Next, they examined their rough plans for any flaws or weaknesses 
they might have, drawing on their experience of other plans and 
situations.

¥ They considered how these flaws and weaknesses might be countered 
and the action plans made stronger.

¥ Finally, they streamlined their decisions to get rid of non-essentials 
and ambiguities that would make their plans more difficult to accept 
and implement.

This pattern applied to ÒNo Power!Ó....

Now letÕs look at an actual case of innovative decision making involving a
client some years ago. This company had an old sawmill and paper-mill
complex in a remote forest location. The mill had its own steam electricity
generating system, nearly twenty years old, fueled by waste from the
sawmill. It was adequate, though antiquated. And then one day it broke down
in a major way and the entire operation ground to a halt.

It was easy for the Mill Manager to recognize the problem - no power.

His vision for an ideal solution was an electrical system that would work for
a long time, with high reliability, and allow for future expansion. He realized
he didnÕt know all he needed to know to make such a decision, and called in
the chiefs of operations for both mills, his head of electrical services, and his
head of purchasing.

They met in his office, where he set out the problem and divided it into two
decisions: to fix up the existing system or bring in an up-to-date one, and if
the latter, which of a half-dozen available systems to choose.

5
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He told his people to think the problem over thoroughly and come up 
with any information or idea that could help them make the best decisions
possible. He asked them to come back in two hours to put it all together.

They returned and had an informal meeting over coffee. They shared what
they knew and had just found out, and discussed it fully. Some new facts
came out and these led to new ideas and insights.

Then they narrowed down their thinking on the decisions themselves. 
They decided, in short order, that fixing the present system would be the
least costly but wouldnÕt meet the requirements of reliability and expansion.
They compared the three top new systems and selected the one they 
considered best for their needs. Even though it would cost more than 
the other two, it would perform better against the requirements. 
They formulated a rough action plan and schedule of implementation.

Next the Mill Manager asked what could go wrong with this plan. Were there
any holes in it? 

They all turned their thinking around and began to nitpick the plan. 
A number of gaps and oversights were identified, some of which were 
so serious that they would have caused a host of problems in the future.

Then they considered how to prevent or avoid these problems and made
changes to their plan accordingly. Most of the problems they could foresee
would be neutralized, although several minor ones would have to be endured
and adapted to.

They fine-tuned their plan and put it into the final form. They agreed that
their new plan was now completely feasible, safe, and the best they could do.
They all committed themselves to making sure it worked.

The Mill Manager phoned his Vice-President in New York, explained 
in detail about the problem and their decisions, leading the Vice-President
through the relevant data and their logic every step of the way.

6
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The Vice-President agreed with the Mill ManagerÕs recommendations and
approved the decision on the spot. In a little less than five hours, they had
dealt with a major problem in a highly successful manner. And their 
decisions were so clear and logical that they got approval in a thirty-minute
phone call. The new system was ordered, delivered, and installed, and the
mills got back into production in record time, and at a higher level of 
efficiency.

And the key....

The key to their success was that they knew exactly what 
they were trying to accomplish and then followed a 
disciplined pattern to do it. In the two-hour break between the first
and second meetings, each person reached out for the additional information
that was needed, by phone and e-mail, and by consulting others who had 
relevant knowledge. When they got together again, they shared what
they knew, and freely discussed it all. This gave each of them
new data and generated new ideas on what might be done. Five brains
thought as one and produced a set of conclusions that none of them could
have reached alone. By doing this, the Mill Manager increased his power,
reach and effectiveness significantly. He got the information he needed,
made the best possible use of it, and did a complete job of arriving at the best
conclusion possible in the circumstances.

But nothing important would have happened if they had
not all shared what they knew and then discussed and
used it together. This is what the three of us observed, over and over,
in a wide range of situations. Whenever an outstanding decision was made,
some version of this pattern had been followed. Whenever a poor decision
was made, some vital component of the pattern had been skipped or ignored.
When the three of us pooled our experience of hundreds of problems 
and decisions from all over the world, and compared notes, this regularity
stood out in an unmistakable way.

7
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From this we derived our model of innovative thinking. We have since found
that this model of innovative thinking applies to 
ANYTHING that anyone wants to get done or improved,
from the most complex and important, to the simplest
and most inconsequential.One person can follow this model,
although it is most effective when a small number of knowledgeable people
work and think together. It works with any content, and kind 
of problem or decision, in any setting; it is culture-free, not bounded by 
race, religion, nationality, or language. It is a multipurpose, universal 
thinking tool.

Why this book....?

The balance of this book will show how this model of pragmatic and 
innovative thinking can be applied directly to the problems and decisions of
business, government, and commerce. It can and should be applied to any
and every situation where someone wants to do or improve something. 
Its application techniques are simple, easily learned, and straightforward. 
It has no limits, because the logic of the model is indisputable.

This book sets out a procedure for ENGINEERINGinnovation. 

If you follow the model of innovative thinking we present, you can bring
about a creative solution to any problem or need for a decision, if that is 
possible in your situation. With it, you can draw on the experience and
inborn innovative ability of those informed people around you who have
specific and first-hand knowledge of the problem you are dealing with.

If you donÕt know what is going on, you canÕt possibly know in what ways
things might be improved.

If you donÕt know what you are trying to accomplish or improve, you canÕt
possibly determine what is the best way to get that done.

8



Introduction

If you donÕt reach out for all the relevant information available, you canÕt
possibly know how much more important information exists and what
youÕre missing.

If you donÕt examine all the information for new relationships, you canÕt 
possibly know what new insights and ideas youÕve cheated yourself out of.

If you donÕt carefully judge and evaluate your insights, you canÕt possibly
know how much better your conclusions and action plans might have been.

If you donÕt fine-tune your action plans, you canÕt possibly know what 
troubles lie ahead to limit their usefulness.

But please note, this is N O T Ò g roup decision makingÓ where a 
heterogeneous gaggle of people takes over the decision making process and
you are encouraged to stand back and watch. YOU are responsible
for the decision and must make it. Your organizationÕs
fund of knowledge is held by the totality of its people,
including you.Through this model, you can tap that fund of know-how
to augment your own. Your people have learned many things, working in
your organization, that you may not know. Bring that special knowledge out
where it can be used for the good of your organization, as was intended all
along. Then, when you have all the relevant information that is available,
you can make better decisions. ItÕs as simple as that.

And finally....

There is no other way to get ahead. YouÕve got to make better 
decisions than the other guy if you are going to succeed.
YouÕve got to leave your competitors in the dust, or theyÕll leave you behind.
YouÕve got to innovate, come up with something new that does the job 
q u i c k e r, more eff i c i e n t l y, at lower cost, with better quality, and that keeps the
customer happy. 

9
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If you donÕt innovate whenever you have the chance,  someone 
else will!

If you skip or diminish any step in this pragmatic, innovative thinking
model, you canÕt possibly arrive at as sound, correct, and creative a 
conclusion as if you had done it right.

I nnovative thinking is simple and straightforward. 
It relies on getting the right information and making the
right use of it. Anyone can do it.There are certain techniques to
master, but they are easily understood. If you want to know HOW, be our
guest and read on.

But keep this always in the back of your mind: As a manager, you have the 
responsibility for making decisions. Whether you are considered a good 
manager or a bad one depends heavily on how effective those decisions are.
The more knowledge and experience you have at your command, the better
those decisions will be. After all, knowledge is power! 

It always has been and always will be. So if you can draw on the knowledge
and experience of other well informed people to add to your own, you 
cannot help but make better, more effective, and safer decisions.

If you want to be outstanding in your field and as 
a manager, use all the experience and knowledge 
available to you,either directly or from others, and you will discharge
your responsibilities in the most successful way possible.

10
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Innovative Thinking

Innovation is the pay-off from pragmatic thinking.
Pragmatic thinking allows you to determine the best
way to get something done.In most cases, pragmatic thinking gives
you conclusions that contain new elements and are creative in that respect.
Innovation occurs when you adapt that new conclusion to reality and install
it as an improved way of doing things.

¥ Pragmatic thinking is down-to-earth thinking about how to get 
something done.

¥ Creativity is the ability to make new connections, generate new ideas.
¥ Innovation is the practical adaptation of those new ideas to get things 

done in a new and better way.

We will talk about pragmatic thinking as the means of coming to a practical
conclusion, and innovation as the ability to recognize and formulate creative
ideas and then put them to work.

In this section we will build up the model of pragmatic and innovative 
thinking in its general format, as it can be used by an individual or a group.
The following chapters are covered in this section of the book.

- FreeZone innovation and how it applies to thinking 
in general.

- Creativity and innovation, what they are and how we 
should look at them from every perspective.

- Individual creativity, how innovative it can be, and how it 
compares with group innovation.

13
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MANAGING IDEAS....

ÒIF ONLY THE SAME OLD IDEAS ARE

INVOLVED, ONLY THE SAME OLD 
CONCLUSIONS WILL EMERGE.Ó

ÒIF ONLY THE SAME PEOPLE FROM THE

SAME DIVISION ARE INVOLVED, THE SAME       
OLD CONCLUSIONS WILL EMERGE.Ó

ÒIF YOU CANÕTSOLVE A PROBLEM OR 

COME UPWITH A BETTER DECISION,
IT SIMPLY MEANS YOU DONÕTHAVE ALL THE      

INFORMATION YOU NEED.Ó

ÒIF YOU DONÕTREACH OUTFOR THAT
INFORMATION, YOUÕLLNEVER HAVE IT

AND YOUÕLLNEVER KNOWWHAT YOU MISSED.Ó

ÒMOSTNEW IDEAS COME FROM PEOPLE WHO
HAVE FIRST-HAND KNOWLEDGE OF THE 
SITUATION AND HAVE HAD THE CRUCIAL

INFORMATION ALL ALONG.Ó

ÒIF YOU DONÕT ASK, YOU WONÕTGET .Ó

16
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Why are some companies more successful than others? If you knew the
answer to that question and could bottle it, you could sell it for a good price
and get rich!

ItÕs a good question, and there must be an answer to it somewhere. 
Some companies seem to have far better products than others and fewer
problems, and those they do have they solve quicker. Their decisions seem
to be right most of the time. They come up with more bright ideas. They get
better and better. They donÕt seem to do many things wrongly, and if they do
make a mistake, they seem to get out from under it in less time.

Why? How do they do it? If you say theyÕre just lucky, you havenÕt learned
it isnÕt enough to rely on luck in business. Something in the water? No, that
wonÕt explain it either. They must be doing something very right, because
success doesnÕt happen by chance.

We donÕt think itÕs much of a mystery. We think itÕs the quality of thinking
in the organization. They come up with innovative solutions to their 
problems more often than the others do. TheyÕre always a step ahead of the 
competition. TheyÕre making progress all the time. Their products are 
just right and their quality is excellent. Their organizational procedures are 
efficient. They make money and they seem to have things their way.
WEÕRE convinced THEIR PEOPLE JUST plain think
better AND MAKE BETTER USE OF THE 
opportunities THAT COME THEI R WAY T H A N
THEIR COMPETITORS DO.

Human beings have been making decisions for as long as human beings have
been around. We call ourselves ÒHomo sapiens: man of knowledge and 
wisdom,Ó and are proud of the fact that we can make decisions. We decision
makers believe we are the pinnacle of all living things because of that.



Ideas IÕd better jot down 
before I forget them

18
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FreeZone Innovation

A decision is sometimes the difference between life
and death....

A decision is a choice between possibilities, and a good decision was often
the difference between life and death in the old days. It still is in the business 
world today. Many an organization has collapsed in ruins because of a wrong
decision made somewhere at its upper level. ÒIt seemed like a good idea at
the time,Ó is high on the list of famous last words, right up there with 
ÒI didnÕt know it was loaded.Ó

What can we learn from history....?

There have been all kinds of techniques for arriving at the best decision 
possible in a given situation. One of the earliest accounts is from Herodotus,
the first great historian, writing about the Persians and how they did it some
600 years before the birth of Christ. ÒIt is their general practice to deliberate
upon important affairs when they are drunk,Ó he says. They believed that the
gods had entered into them and they had become super-smart as a result.
ÒThen on the morrow,Ó he continues, Òwhen they are sober, the decision to
which they came the night before is put before them by a scribe.Ó This 
fellow, who had remained sober the night before so he could record the 
decision - sort of a designated driver, you might say - then asked them if they
approved of it now. If so, they acted on it. If not, they got drunk and 
tried again.

Has anything changed since the time of Herodotus....?

You might ask if there is anything new to be said about decision making after
all this time. HasnÕt everything on earth already been tried? HavenÕt we
come to the end of the road on decision making? We donÕt think so. We donÕt
think we have yet found out all there is to know about making decisions. We
think the mere fact that some organizations today are more successful than
others is all the evidence you need in order to answer that, and then ask the
question, ÒWhy? Why do some flourish while others do not?Ó.
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ÒNothing happens until 
someone makes a decision!Ó

The information that is obtained

How we gatherinformation thr ough 
questioning and the sources we use

How the information is used

How the information is organized to 
be ready for analysis and evaluation

The judgement and creativity of 
those using the information to 
produce conclusions

How new insights are derived from the 
analysis and evaluation of information 
and innovative ideas are put to work

Fig 1.1
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We donÕt think success is a mystery at all. Nothing happens until
someone makes a decision.ÒLetÕs do it, and letÕs do it this way!Ó
Then things can start moving. If the decision is a good one, the outcome will
be good and the company can move ahead. If the decision is a bad one, 
the outcome will be bad, there will be confusion and hesitation, and 
the organization will stand stil l  or lose its place in the race. 
The decisions that are made determine the companyÕs
fate and future.

All decisions, at whatever level, with whatever content, depend on the same
three elements: (1) the information that is obtained, (2) how the information
is used, and (3) the creativity of those using the information to produce 
conclusions. (Fig 1.1)

Why then are some decision makers more successful
than others....?

Some decision makers get more and better information, organize and use it
in a more orderly way, and use better and fresher judgment in its interpreta-
tion in order to arrive at their conclusions. Therefore these decision makers
employ better decision making PRACTICESthan their counterparts in

other companies. T H E Y ARE better AT GAT H E R I N G ,
ORGANIZING, A N A LYZING AND EVA L U AT I N G
THE SAME INFORMAT I O N . Others in the same situation miss
half the information that is available, deal with it as a jumble of facts, 
opinions, and rumors, and make shallow and incomplete judgments on what it
all means. THOSE WHO EMPLOY careful PRAGMAT I C
THINKING AND HAVE A DECISION PLAN OR 
PATTERN TO FOLLOW, AND MAKE AN orderly JOB OF
I T, MAKE far better DECISIONS THAN THOSE WHO DO NOT. 
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FIRST THOUGHTS ON THE 
INNOVATION MODEL

ÒProgress and excellence come 
through innovation.Ó

STATED
PROBLEM

GATHERING
INFORMA TION

INTERPRETING
INFORMA TION

DRAWING
CONCLUSIONS

Questioning

Diverse grouping

Relevant parameters

Organize it

Evaluate it

Analyze it

New insights

New associations

New options

Fig 1.2
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We feel itÕs the quality of the thinking of the decision makers that makes all
the difference.

And our experience....?

We have arrived at this conclusion as a result of our research. We have 
thousands of hours of experience among the three of us, leading decision 
sessions, helping to solve problems, and looking ahead to avoid future 
troubles. We have worked with hundreds of organizations of all kinds, in at
least sixty countries. And we are sure itÕs the quality of thinking that puts
some companies ahead, and allows others to lag behind.

We have carefully analyzed dozens of the most successful problem solutions,
decisions, and plans that we have seen. What did the people involved do and
why? How did they think through the challenge they had before them? 
And we realized these all had something in common - the solutions were the
result of good pragmatic thinking, were CREATIVE, broke new ground,
went beyond the ordinary and produced novel resolutions. Then the question
became, how did they reach an INNOVATIVE solution? How did they think
differently about the problem, in a way that enabled them to find a new and
creative course of action?

It actually fits into a model of thinking....

We made a model of their way of thinking in each
instance. We were surprised to find that each had 
followed the same model, with minor variations(Fig 1.2).
From this we constructed a general model of pragmatic thinking as it appears
in business. We tested it and found that it applied to every kind of decision,
problem, and planning task we could imagine. We found that it was 
consistent with the literature on innovation, creativity and 
decision making research. When it was applied to real problems our clients
were experiencing in the field, we found that it worked, and that better, more 
creative decisions were the result.
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Summary of Major Ideas

¥ If you want an edgeover your competition, you 

need to be betterat gathering, organizing and 
analyzing the same information.

¥ If you want to make a better decision, you need
a decision planto follow to make sure you donÕt
miss anything.

¥ If you want to break new groundeffectively,

you need to involve the bestsources of 
information.

¥ If you want better productsand fewer
mistakes, you need to take the right decisions all 
the time.

¥ If you want to be a step aheadof your 
competition, you need a thinking workforce.

¥ If you donÕt make the bestpossible decisions, 

you wonÕt keep up.

FreeZone Innovation
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This book is about our model of P R A G M ATIC AND 
INNOVATIVE THINKING FOR MANAGERS.We donÕt claim
that the model will guide the creative thinking of artists, writers, and those far
beyond the realm of business, although we believe it might. We say only that
if you want to find a new and better way to deal with a business problem that
has so far resisted resolution, this pattern of thinking will help you.

WE ARE convinced THAT THE STYLE AND 
Q U A L I T Y O F THI NKING determines THE 
S TATE AND future OF AN ORGANIZAT I O N .
It can be no better than the decisions that form and guide it. If they are 
practical, innovative, and creative, the organization will get ahead and stay
ahead. If they are not, the organization will lag behind those that are. 
We donÕt think there is any mystery here. If your people think more 
creatively than those of your competitors, you will leave them in the dust. 
An innovative decision that improves things is always better than an 
ordinary, non-creative decision that leaves things no better than they were.
Why shouldnÕt you want to be creative every chance you get? 

We think we can help. We will explain how you can apply this model so 
as to achieve and maintain the happy position of being ahead of your 
competition. If others can do it, and weÕve seen convincing evidence that
they can - you can do it too. If you follow this model, we guarantee you will
make more creative decisions than ever before. Progress and 
excellence come through creativity. I f you can be 
creative more often, you will be better off, personally
and organizationally. We think we have bottled the elixir of 
management creativity for you. How can you lose by applying this model of
creative thinking every time you are faced with a problem?
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Ideas IÕd better jot down 
before I forget them
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Summary Action Plan

From this chapter we have learned the following:

- New information needs to enter the analysis before you can expect any
kind of breakthrough with innovative ideas. This means, for instance,
that a sales team might not be in the best position to generate a 
creative solution to a sales problem. In future, what would you 
do to ensure the maximum chance of being creative in 
your work related problems? 

- When you have made sure you have the right mix of people in your 
decision making group, you need to have a common decision making
plan that will guide everyone in the group to an effective and 
rewarding decision making experience. In future, what could 
you do to help achieve a common decision making plan?
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CHAPTER TWO
CREATIVITY AND INNOV ATION



CREATIVITY AND 
INNOVATION

¥ Do you routinely ask, ÒAre there things in this 

situation I donÕt knowenough about?Ó

¥ Do you routinely ask, ÒWHOmight know something 

more about this situationthan I do?Ó

¥ Do you a c t i v e l y reach out for new experience, 
knowledge, and ideas when making a decision?Ó

¥ Does your t e a m try to combine known elements 
in different ways when seeking an innovative solution?

¥ Does your company e n c o u r a g ec r o s s - c o m p a n y -
boundary participation when looking for new solutions?

¥ There is always more informationabout any situation
than you can ever get at first glance, and itÕs out there, 
waiting to be discovered and used.

¥ You will be a stronger, more influential and secure 
decision maker when you have learned how to get that 
added informationhabitually and routinely into the 

decision making processwith your people.
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WhatÕs so wonderful about creativity? CanÕt we just make our decisions in
the easiest, least costly way and let it go at that? Not if we want to be around
for long. The only way to make things better is to think creatively.
Otherwise, you are just standing still, marking time. And that isnÕt all. 
I F YOU ARE standing sti ll  AND YOUR 
COMPETITI ON IS JUST THE LEAST BI T 
C R E ATIVE, YOU ARE going backwards. THERE
ISNÕT MUCH FUTURE IN THAT FOR BUSINESS.

What is innovation....?

What does it mean to be innovative? It means to produce something new,
novel, not known or recognized before. It means to take known elements and
combine them in a way not previously understood. IT MEANS TO
REACH A novel CONCLUSION, A N E W
PERSPECTIVE, AND A NEW EXPRESSION THAT
IS BEYOND ordinary EXPECTATIONS AND THEN
PUT IT TO WORK. It means to produce something better, an
improved product, a more efficient procedure, a less expensive solution, and
a more convenient and satisfying service. It means to move ahead and to
make progress. Innovation is indeed the key to the future.

Lets look at an example of what we mean....

LetÕs examine a case of creative decision making in detail. It was one of
those we studied to arrive at our model of creative thinking and occurred in
the Japanese division of Credit Suisse, one of the largest international 
banking institutions in the world. A new procedure had been designed for the
secure interchange of f inancial information between member banks. 
A conference was scheduled at which officials from branches in a half-dozen
South-East Asian nations would receive instruction in how to implement and 
operate it. 
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MANAGING DECISIONS 

ÒOne of the biggest mistakes you can make is to
overlook the consequences of confusion, hesitation
and lack of confidencethat result from a ÔbadÕ
decision.Ó

ÒWhen you find yourself faced with an important
decision, acknowledge that maybe, just perhaps, there
is something about it you still donÕt knowÓ.

ÒAdecision is a choicebetween possibilities, and a

gooddecision was often the difference between life
and death in the old days. It still is in the business
world todayÓ.

If you have to make a decisionanyhow, why not try
for an improved one!

A CREATIVE DECISION PUTS YOU A STEP
AHEAD, AND THIS IS WHAT BUSINESS IS 

ALL ABOUT.
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A young man at middle management level, on the technical staff, was
assigned to organize and lead the proposed conference. There had been 
similar conferences in the past to introduce new procedures, but these had
always ended in confusion and arguments. The procedures had never 
met expectations because they had not been fully understood at the time of
introduction, or they had contained unworkable elements that were 
recognized only at the conference. The young man thought through the task
and objectives, and quickly realized that there were a lot of things he didnÕt
know about the new procedures and how they were supposed to work in such
a far-flung and diverse banking system.

What to do, not the same old same....

He invited three of his colleagues, representing different functions in the bank,
to form a task group with him. He briefed them about the situation and the
objectives he saw for the decision. Together they studied some of the past 
conferences and found that they had followed a traditional format, regardless
of content, and that this accounted for much of the confusion. He resolved to
create a more appropriate format, but discovered they didnÕt know what the
proper content should be. The four used the telephone and e-mail to find out,
asking a number of people located around South-East Asia what the 
attendees would have to learn in order to instruct their staff when they returned
to their own organizations. They also found out what these people already
knew that could be built on and what they didnÕt know that would have to be
given to them. They also found out what other procedures would interface
with the new one, and identified points of conflict and possible confusion.

ARMED WITH THE best thinking OF DOZENS OF
PEOPLE ABOUT WHAT WOULD BE NEEDED FOR
A successful INTRODUCTI ON OF THE NEW
PROCEDURE, they put together a list of requirements for an ideal
presentation. Then they matched the best ideas they had gathered with these
requirements in order to form a plan for the conference. 
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MANAGING OF 
INFORMATION.....

ÒOne of the biggestmistakes you can make is to

miss informationthat is taken for granted and

then overlookedand not examined.Ó

ÒNo oneknows everythingthere is to know,
no matter how much of a geniushe or she is...Ó

ÒThe sharing of information so that each 

person knowseverything the others have found out

is the critical act that brings innovation about.Ó

AS YOU KNOW MORE, YOU CAN DO     
MORE WITH WHAT YOU KNOW .

ÒBelieve it or not, you can engineer 

creativity andinnovation.Ó

ÒWhen you canengineer creativityand innovation

at will, others look upon you as a super-being.Ó
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After this they identified potential problems, and developed actions to 
prevent or avoid them. The conference was held and went off without a
hitch. Nothing was left out and nothing was included that didnÕt have a 
purpose. The attendees were happy since they werenÕt being talked down to
or overloaded with useless details. The new procedure was up and running
within days, with no confusion or unfortunate surprises. It was 
accountedthe best conference ever, and his superiors noted the young
man as an employee with much potential.

The first impressions of the innovation steps and
model....

What had he done that led to such success? F i r s t l y, he used 
down-to-earth pragmatic thinking. He had formed 
a clear focus and understanding of the task to be 
undertaken.Secondly, he had considered what information he would

need to make a good job of it. This made him realize he needed the
inputs of otherswho had more first-hand knowledge than he had. 
He asked for suggestions from those who knew things he didnÕt. He and his
task group then organized and clarified the suggestions they had
gatheredand drew up a list of requirements for an ideal presentation.

They reviewed, shared, and discussed the informationthey
had, and then matched their own ideas, and the best suggestions they had
received, with those requirements, and drew up a planfor the 
conference that worked.

CREATIVITY ENTERED IN WHEN THEY OPENED
UP THEIR thinking AND DREW IN NEW IDEAS
BEYOND THE knowledge AND EXPERIENCE THEY
THEMSELVES POSSESSED.
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