














PRAISE FOR BREAKTHROUGH CREATIVITY


“Breakthrough Creativity provides a rare and novel approach to the issues of creative style and ability by crossing the boundaries between creativity and personality differences. This book is recommended reading for practicing managers and for coaches and consultants involved in developing people and in building creatively productive teams.”


David M. Horth, Senior Program Associate, Center for Creative
Leadership; coauthor of Leading Creatively


“Breakthrough Creativity illuminates an essential skill for the new economy and provides practical advice, methods, and tools for optimizing creativity in the workplace. I especially like its emphasis on playing to one’s strengths and creating teams with complementary talents for creativity.”


Frances C. Engoron, U.S. Leader, Learning and Education,
PricewaterhouseCoopers


“Lynne Levesque’s book can certainly make a significant contribution to help better assess the various creative talents that can exist in an organization. This in turn should help find a better fit for individuals in a business, leading to higher exploitation of creativity.”


Jorge P. Montoya, President, Global Food & Beverage and Latin America,
Proctor & Gamble


“For present and future leaders, this book reflects a refreshing new direction for facing today’s challenging workforce issues. As Lynne Levesque demonstrates, creativity should be part of every executive’s thought process, especially those in the financial services industry.”


Nicki Brown, President and CEO, The Wilton Bank


“Breakthrough Creativity has a very clear message: everybody can be creative! This book offers new insight and practical guidance for implementing the challenge of identifying and developing the many untapped creative talents in an organization. An important book for all leaders of the 21st century in any country around the globe.”


Kurt Brandenberger, Head of Corporate Transformation, Von Roll Group,
Switzerland


“Breakthrough Creativity gets us further down the path of uncovering what we didn’t lose—our natural creativity. Recognizing and heralding problem-solving capabilities, innovations, and our own imagination will help all of us live our creativity out loud. If we unleash this vital force within us all, we will bring new structures, coordinations, and systems into our hands and into our visions.”


Ron Cretaro, Executive Director, Connecticut Association of Nonprofits


“Breakthrough Creativity offers a fresh and exciting look at psychological type and creativity. Filled with insights about how each individual can access creativity, this book is a must read for those serious about taking type to a level of useful application in organizations.”


Roger Pearman, President, Leadership Performance Systems, Inc.;
author of Hardwired Leadership and coauthor of I’m Not Crazy, I’m Just Not You


“Breakthrough Creativity contributes fresh thinking to the creativity landscape and fills an important void in helping everyone realize his or her own unique creative potential.”


Robert E. Johnston, Jr., Managing Principal/Founder, IdeaScope Associates


“The value of this book lies in the importance it places on self-knowledge regarding one’s own creativity. Its ready application to the Myers-Briggs Type Indicator® assessment helps the reader definitively classify his or her unique brand of creativity for greater understanding and appreciation of inherent talents. Breakthrough Creativity serves as a clear and effective guide for those who want to make the most of the abundant creative talent around us.”


Doris J. Shallcross, Professor Emeritus, University of Massachusetts, Amherst;
President, Shallcross Creativity Institute; author of Teaching Creative Behavior and Intuition


“This is a remarkable tool for building high-performing, highly creative teams, for team members, for managers to nurture and develop each personality type, and for the individual to remove obstacles to creativity and become his or her most innovative self.”


Joseph M. Slye, Executive Consultant, Federal Consulting Group


“Can you imagine a divergent group of people, all looking at the world differently, each skilled to his or her individual peak of creativity, and collectively tasked to create breakthrough opportunities? This represents an awesome winning combination. Read this book to find out how to make it happen.”


Ronald H. Kubinski, Principal, IdeaScope Associates;
Manager (retired), 3M New Product Commercialization


“An important breakthrough in defining and looking at creativity. One of the few books I have read on the subject that provides real practical insights and tools. It really does address the issue of business and workplace demands to produce new and different results, thus generating that elusive thing called competitive advantage!”


Phillip Walker, Training and Development Manager, Zeneca Agrochemicals PLC


“Read this book! It is practical and powerful. Use it to discover, delight in, and express your inherent creativity.”


Ray Charlton, Proprietor, Creativity and Commitment at Work; and consultant


“A welcome and valuable addition to the literature practically applying the MBTI® assessment. Lynne Levesque shows that each of us has creative talents and that creativity is diverse in its expression. Easy to read, this book will benefit individuals and teams seeking to create and innovate.”


Theodora Noble and Peter Bartos, coauthors of Positioning Yourself for
Career Success




BREAKTHROUGH
CREATIVITY





BREAKTHROUGH
CREATIVITY



ACHIEVING
TOP PERFORMANCE
USING THE EIGHT
CREATIVE TALENTS


LYNNE C. LEVESQUE


[image: images]




To the next generation:


Cyrus, Maron, Max, Raina, Riley, and Zoe


May your creativity forever continue to shine


[image: images]


Published by Davies-Black Publishing, a division of CPP, Inc., 1055 Joaquin Road, 2nd Floor, Mountain View, CA 94043; 800-624-1765.


Special discounts on bulk quantities of Davies-Black books are available to corporations, professional associations, and other organizations. For details, contact the Director of Book Sales at Davies-Black Publishing: 650-691-9123; fax 650-623-9271.


Copyright 2001 by Lynne C. Levesque. All rights reserved. No part of this book may be reproduced, stored in a retrieval system, or transmitted in any form or media or by any means, electronic, mechanical, photocopying, recording, or otherwise, without the prior written permission of the publisher, except in the case of brief quotations embodied in critical articles or reviews.


Davies-Black and its colophon are registered trademarks of CPP, Inc.


Visit the Davies-Black Publishing Web site at www.daviesblack.com.


Printed in the United States of America.


12 11 10 09 08    10 9 8 7 6 5 4 3 2


eISBN: 978-1-47364-355-0


Library of Congress Cataloging-in-Publication Data


Levesque, Lynne C.


Breakthrough creativity: achieving top performance using the eight creative talents / Lynne C. Levesque.—1st ed.


         p. cm.


Includes bibliographical references and index.


ISBN 978-1-47364-355-0


1. Creative talent. 2. Creative thinking. 3. Myers-Briggs Type Indicator. 4. Success in business. I. Title.


BF408. L595 2001


153.3′5—dc21


00-065970


FIRST EDITION


First printing 2001




Have you ever been at sea in a dense fog, when it seemed as if a tangible white darkness shut you in, and the great ship, tense and anxious, groped her way toward the shore with plummet and sounding-line, and you waited with beating heart for something to happen? I was like that ship before my education began, only I was without compass or sounding-line, and had no way of knowing how near the harbour was.


—HELEN KELLER, The Story of My Life
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FOREWORD



Organizations in the 21st century are confronting sweeping technological, societal, economic, and political changes that are challenging their abilities to serve their constituents and fulfill their missions. This radical transformation of contemporary life is unintentionally conferring a competitive advantage on individuals and institutions that embrace change, encourage innovation, and exhibit flexibility. Increasingly, organizations with creative leadership are emerging as successful survivors in this new world of rapid and discontinuous shifts in industry and society. And while it is dangerously speculative to try to distill to one or a few factors what differentiates success from failure in this turbulent environment, there is increasing evidence that the intangible stuff we label “creativity” may be one of the most potent ingredients of the “secret sauce” of organizational and individual success. Lynne Levesque’s comprehensive and pragmatic treatment of the subject of creativity could not have come at a more opportune time, and it represents a creative triumph for the author, who has devoted much of her distinguished career to discovering what this thing called creativity is all about.


Levesque carefully constructs a research-based model of creative personalities that is rooted in the pioneering work of Carl Jung and tied to the Myers-Briggs Type Indicator® personality inventory, an assessment that is widely used in organization development applications in the private, public, and independent sectors. Creatively extracting data from original research and superimposing it on these solid foundations, she identifies the eight “talent” types or orientations that individuals possess, and suggests that everyone has both dominant and auxiliary talents that, if logically revealed through self-assessment, can provide a road map to greater professional and personal effectiveness and life satisfaction. Her typology consists of an appealing nomenclature that divides the world into Adventurers, Navigators, Explorers, Visionaries, Pilots, Inventors, Harmonizers, and Poets. Charting a course that builds on strengths rather than dwelling on deficiencies, Captain Levesque takes us on an internal exploration of the self that is both revelatory and very plausible. We discover attributes, characteristics, and skills that we were largely unaware of until she defined them, and we are treated to a smorgasbord of tools and techniques made accessible and pragmatic through self-study and experimentation.


Underlying this entire book is an unshakeable belief that we all are creative but unaware of how to master the creativity within. Creativity is not limited to artists, musicians, and marketing people, explains the author; it is a tangible and abundant wellspring that anyone can tap into. Leading groups, solving problems, dealing with people, and discovering new opportunities are offered as examples of ways to deploy our creative selves. Levesque’s contention is that organizations that recognize creative potential everywhere and can develop an environment and culture that harness it will significantly outperform those that do not, and that individuals who discover and develop their creativity will outdistance their peers by a wide margin. This optimistic view of organizations and people is infectious, and inspires readers to navigate the abundant information, rich detail, and extensive exercises.


This is not light reading since it requires reflection and thought, but it is a potential gold mine for professionals and executives alike, with the caveat that staying the course without expending the necessary time and effort may be difficult if not dangerous. Nevertheless, Breakthrough Creativity may be the most comprehensive and useful volume ever written on this fascinating subject, and I commend it to anyone with the curiosity to explore the uncharted waters of the creative inner self. It might just unlock the possibilities that Buckminster Fuller once suggested would result in a world of four billion billionaires!


Lynne Levesque is uniquely qualified to lead us through these unfamiliar straits, having been a student of creativity for most of her adult life. Her doctoral research examined creativity in senior business executives, and she has been a practitioner of creative leadership in her years in management at the Bank of America and Shawmut Bank. Her MBA from UC Berkeley and doctorate in creativity from UMass give her an unusual breadth of academic grounding and pragmatic experience that enables her to appeal to those of us who do real work in companies, governments, and volunteer organizations; it should resonate equally well with educators and researchers who value the rigorous methodology Levesque brings to the party. As the chief human resources executive of AOL Time Warner, a leading Internet-age company that lists Creativity as one of its seven core values, I am especially excited about the potential of using this breakthrough book to help operationalize this essential value in our enterprise of 80,000 associates worldwide, and I am convinced that other HR and management development professionals and consultants will find it very beneficial. Business and public-sector leaders will profit from its no-nonsense treatment of how creativity affects organizational results. In our efforts to build respected organizations that attract top talent, Breakthrough Creativity is a remarkable guide to success.


Andrew J. Kaslow, Ph.D.
Senior Vice President, People Development
AOL Time Warner





PREFACE



Writing a book like this involves a lot of experiences, research, and the help of so many different people. It’s like one of my grandmother’s patchwork quilts, sewn together from the various pieces of my life.


In the midst of a business career that spanned seventeen years in management and administration at two very large financial institutions, somehow I fell into the study of this fascinating topic of creativity. I can’t remember how it started exactly, but at some point, maybe a decade ago, my friend Sally Shaver heard of my initial forays into creativity. She suggested that I talk with her pal Jim Adams, at Stanford University. Jim was well established in the creativity field and had written Conceptual Blockbusting in 1974. I was very pleased when he agreed to meet with me. He invited me to his home for lunch in Palo Alto, California, one sunny day. I remember Jim fixing lunch and advising me to move beyond banking if I really wanted to do anything with my interests in creativity.


At about the same time, I believe, I received a flyer about a conference on humor and creativity. I’m not sure how I got on that mailing list, but I was intrigued. I went and had a wonderful time. At that conference, I learned about a doctoral program in creativity, offered at the University of Massachusetts, Amherst, not far from my home in Hartford, Connecticut. I found out that I could attend the program while I continued to work. I applied and was accepted.


This chain of events significantly altered the course of my life over the next eight years. My interest in the subject of creativity, which began as a bit of a lark, grew into a personal discovery adventure. It continued to evolve through academic study and research, further enriched by summers at the Creative Problem Solving Institute in Buffalo, New York. It grew into my life’s work as a result of my experiences consulting with individuals and organizations. My passion for this topic has caused me to leave the safety and security of a professional career and set sail on the rough, uncertain seas of independent consulting.


The intent of my initial research in creativity was to investigate what factors influenced the creativity levels in top executives during their climb to and tenure in office. I interviewed chief executive officers, presidents, and owners of many different companies across a variety of industries and types of organizations. This research has expanded to include the results and observations of my consulting practice, the workshops and classes I have facilitated, and conversations and interviews with many more individuals from all over the world. It has been fortified by extensive study of and practice with the work of Carl Jung, Katharine Briggs, and Briggs’s daughter, Isabel Myers.


Several years ago, well before my interest in creativity was ignited, I was introduced to the Myers-Briggs Type Indicator® (MBTI®) personality inventory, in a career management workshop. Around that same time, I discovered Jung through several dream analysis courses and study groups. Over the last few years, since becoming qualified to administer the MBTI instrument, I have further explored the original Jungian theory upon which this assessment is based. I am intrigued by the insights that Jungian theory and the MBTI instrument bring to human behavior, especially creativity. The decision to write this book to help individuals make creativity happen in their own lives and in their organizations is thus a wonderful synthesis of my years in management, my study and research, my interest in Jungian theory and the MBTI instrument, my consulting and training experiences, and a lot of serendipitous events along the way.


Writing this book has not been easy. It is one thing to research, write about, and talk about creativity. It is a very different experience, however, trying to be creative! This experience has given me an even greater understanding of the creative process and has tested my perseverance, patience, commitment, and beliefs. It has also given me a much greater sense of gratitude for the many people in my life who have formally and informally been a part of this book. Their stories, formal interviews, and the conversations that occurred as I explored this subject in greater depth are a very significant part of the book. More important, the support of these individuals—both emotionally and intellectually—has been invaluable. Therefore, my deepest thanks and appreciation go out to


• My biological family, for their inspiration, support, and guidance, and especially to my sisters Laurie and Carla, who believed in this project perhaps more than I did.


• My family of friends, for their advice and support, particularly Kathy Albertini, Ann Auburn, Dave Barry and the rest of the Barry family, Susan Roberts Boyle, Natalie Camper, Lou Chagnon, John Clark, Leonel Figueredo, Chris Graber, Don and Roberta Guerette, Marion Holbrook, Lorraine Holden, Carol Lundquist, Debra Woog McGinty, John Mussey, Patricia Prince, Donn Randall, Jay Roston, Sheilah Rostow, Arthur Stout, Anne White, Nicola Williams, and my supporters at the First Baptist Church in Newton, Massachusetts.


• My professors Robert Marx, Paula Nowick, and Doris Shallcross, who all told me that real learning actually occurred after the degree is completed. They were right!


• Now-retired professor James Adams, at Stanford University, for his sage advice, and to Sally Shaver for setting up that momentous meeting.


• Marci Segal, who first helped me see the connection between creativity and type.


• The many participants in my research, classes, and workshops who have given me their time and support in the form of informal conversations and formal interviews


• My colleagues from the type and creativity communities, for their knowledge and encouragement, including Teresa Amabile, John Beebe, Alex Hiam, Bryan Mattimore, Mary McCaulley, and my colleagues in the Australian and New Zealand Associations for Psychological Type.


• Bob Johnston and the folks at IdeaScope Associates, Inc., in Boston and San Francisco.


• Theodora Noble and Peter Bartos at Forge Connexions Pty Ltd in Sydney, Australia, whose work, particularly Positioning Yourself for Career Success, consciously and unconsciously influenced my direction.


• Vivian Sheldon Epstein, for her last-minute help.


• Jill Anderson-Wilson, Lee Langhammer-Law, Alan Shrader, and Laura Simonds at Davies-Black Publishing, for all their support and encouragement.


• Melinda Adams Merino, who started out as editor and ended up as guardian angel.


To all of you, my deepest thanks, for nurturing my thinking, tolerating my ramblings, supporting my obsessions with creativity and innovation, and helping me through my struggles in writing this book. I could never, ever have completed this project without you.
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PART 1


UNDERSTANDING
VARIETIES OF
CREATIVITY






CHAPTER ONE

HOW ARE YOU CREATIVE?



[Humans have] the distinctive power of creating something new in
the real sense of the word, just as nature, in the course of long
periods of time, succeeds in creating new forms.


–Carl G. Jung1


About four years ago, I was talking with a very successful senior executive about creativity. In his career to date, he had successfully turned around a major financial institution and had led a large law firm to new heights. He was now a key member of the top management team of a Fortune 50 organization, yet he told me, “I am not creative.” When I probed further, he explained:


Creativity is not necessarily my strong suit. I have a “people personality” as my gift. I don’t have new thoughts…. I would say drawing on the big canvas of what creativity is all about, my creative impulse or creative ability lies in the area of broadly defined interpersonal skills.2


After thinking about this issue a bit more, he went on to add:


I could make the argument that interpersonal skills are the most important skills you can have, at least at this level. People don’t understand that yet. It’s really amazing to me. Although they’re beginning to see that the ability to work with people and have people understand, making people feel valued—that’s a lot more important than understanding their actual business. I could make the argument that it’s a skill-set where creativity can manifest itself, but that’s not what people normally think about.


That conversation was to a certain extent responsible for this book. It came about as part of my research on creativity that began over eight years ago. The theme of “No, I’m not creative” showed up many times in interviews. It led to one of the study’s conclusions: that people don’t really understand creativity. It keeps coming up in classes, workshops, and conversations. I continue to hear the same theme: “I’m not creative because I can’t sing or play a musical instrument”; “I’m not creative. I’m not an artist like Michelangelo or Beethoven”; “No, I’m not creative because I’m not strategic or brilliant”; “No, I’m not a genius like Einstein.”


If these responses reflect what people believe about creativity, the situation is very disconcerting. And it poses a major dilemma. Everyone is being asked to be more creative, to think and do things differently. Creative responses are expected in our organizations, whether in product design, strategy development, or problem solving, because old ways don’t work anymore and ready-made solutions often don’t solve the problem anyway. We need to be creative to break down worn-out mind-sets and paradigms, search for new responses, and brave new business landscapes.


Creativity helps everyone achieve extraordinary results for their organizations and for themselves. Although the focus at work tends to be on the outcomes that creativity can help achieve, you may also gain much personal benefit from being creative. Developing your creativity strengthens the capacity to be more open, flexible, and resilient and to see different opportunities and possibilities—all important skills for dealing with unstructured, ill-defined challenges and with the uncertainties and complexities of a changing world. Being creative also builds self-esteem. When you’re being creative, you feel good about yourself. It’s energizing. You derive a great deal of personal satisfaction from being creative. In turn, you reach higher and produce more creative solutions.3 As you practice, you keep building your confidence about being creative and, in the process, become even more creative. Seeing yourself as creative is thus essential for personal and organizational survival and prosperity.


Too many people, however, either don’t see themselves as creative, don’t know how to be effectively creative, or don’t know what to do to keep their creative edge. The reason for this confusion may be the notion that there is only one way to be creative. It’s difficult to believe you are creative if you measure yourself against geniuses like Einstein, Edison, and Michelangelo or if you feel that creativity only involves coming up with “out of the box” ideas or creating something original.


You may think that only certain people, such as artists or musicians, are creative, or that only certain parts of an organization, such as advertising and new product development, need creativity. You may find it hard to apply the concept of being creative to accounting, human resources, or management. You may even believe that creativity can waste a lot of time, money, and resources because you don’t understand that a vital component for successful creative efforts is disciplined processes that channel creativity and keep it focused to achieve results. Perhaps you see yourself as creative but don’t know how to direct your own creative activities so that you can make the maximum contribution to the organization. Or maybe you have lost your creative edge and don’t feel as creative as you used to.


This book is intended to bridge the gap between your knowledge of yourself as creative and those workplace demands and expectations to produce new and different results. It will help you travel from the land of confusion to a continent of clarification and the security of knowing how you are creative and what you must do if you are to produce even more creative results. The basis of the book is the belief that everyone is creative. Everyone is not alike in his or her creativity because there is no one best way to be creative. You may not have developed your creativity to the same degree as others, but it’s there. Everyone has the potential to be creative at work.


I define creativity as the ability to consistently produce different and valuable results. This definition is the synthesis of extensive research on creativity, particularly from the psychological perspective, with the study of the lives of artists and others recognized as creative, experience in the business world, and countless informal conversations and more formal interviews. By this definition, creativity is an ability that can be improved; it does not belong to one particular group of individuals, born with a certain, special set of traits.


This approach to creativity combines the generation of new and useful ideas, or what is often called, in the United States at least, “creativity,” with the adoption of new and useful ideas by people in organizations, or what is often called “innovation.”4 The goal of the book is to help readers become more creative and be bigger and better contributors at work. It is therefore not necessary to make the distinction here between creativity and innovation, since it doesn’t matter if results are novel ideas, the turning of the idea into a marketable product or service, or the implementation of a change.


Some key points about the definition of creativity as “consistently producing different and valuable results” are worth noting. Results can take the form of new products, designs, and services that increase profitability, quality, productivity, and efficiency and that solve a customer’s or manager’s tough problems. Results can be novel inventions or minor fixes. They can be new ways of organizing work or organizations. Results can be finding new niches for products or discovering new personal or professional opportunities for yourself. Or they can be coming up with a new way to raise money, to get the attention of a foundation for a grant, or to penetrate a venture capital group’s office to get a business plan read. Creative results may come from asking the tough questions that cause people to see a problem differently. They can be new connections, new arrangements of existing or past data, or novel responses to a challenge. They can be big ideas and breakthroughs, or they can be small steps that build on past experience to generate better solutions.


In this definition, creativity is more than a process for solving problems. Although you can use your creativity to solve problems, you can also be creative in the way you manage to bring together different people who might not have meshed before and figure out how to get them to work synergistically. You can also be creative in resolving conflict, working on a team, or motivating others to grow and develop. Or you may be creative at building the right climate where everyone respects, encourages, and challenges each other to achieve his or her personal best.


You can tap into your creativity and find different and effective ways of understanding your colleagues, of listening to clients and customers, and of imagining the impact a new plan will have on the people in and outside the organization. Maybe you’re creative in the way you get your message across so that it inspires action or produces the outcomes you need. Maybe you’re creative in the way you manage change, create a new life for yourself after planned or unplanned changes, or figure out how to manage your time, balancing parenting with long hours at work.


There are also differences in the contributions individuals make in the successful resolution of a problem or challenge. For example, you may be very good at identifying a hidden opportunity, redefining a challenge from new and different perspectives, or clarifying direction, goals, and objectives in the early stages of a project or work effort. You may excel at leading the project to successful conclusion. Others may be terrific at generating fresh ideas and possible solutions. Or they may be skilled at narrowing down the alternatives and selecting the best one. Other individuals may be great at determining how to implement these solutions, how to package and sell the product or the change initiative, or how to make the new plan work. Perhaps they are more detail oriented or more adept at planning and organizing a change effort and seeing the obstacles that can get in the way of the smooth, successful implementation of some great new product.


Although the definition of creativity as consistently producing different and valuable results recognizes wide varieties of creative contributions, it does assume that to be creative you have to contribute something different from what you’ve done before. Your results need not be original to the world; few results truly meet that criterion. In fact, most results are built on the work of others. The results of your creative efforts don’t have to change the course of business or science. Of course, for some who exhibit what could be called transformational or genius-level creativity, they do. For most people, those different and valuable results are a bit more down to earth—and still incredibly important.


Just being different doesn’t make the grade, however. To be considered creative at work, your results must also be valuable. Eventually, the results have to work, to solve the problem or challenge or satisfy the needs of the situation. Your solutions may not always work right the first time. Being creative often involves learning from mistakes, building on them, and, through trial and error, coming up with the answer that really resolves the challenge. Frequently, it’s in the making of mistakes that you learn. It’s in the trying of something else that you are led to different connections, unusual solutions, and new discoveries.


Finally, the definition of creativity used in this book assumes that you can be consistent and intentional in the application of your creativity. To be consistent and intentional, you need to be conscious of how you are creative. In other words, creativity at work is not just about having a flash of brilliance or many wild ideas. A lot of hard work is involved in taking ideas and making them happen. You need patience and persistence to develop staying power. You need self-awareness, focus, purpose, goals, and organization to consistently produce these different and valuable results.


What’s clear from this definition is that there is no one right or best way to be creative. Creativity takes many forms and manifests itself in many different ways. If you’re going to bridge the gap between the need to be more creative and your perceptions of your own creative abilities, you may need help in defining your creative talents. By identifying your talents, you can then figure out how to be more consistent, purposeful, and effective in producing your creative results.


One method for discovering how you are creative is to determine how you recognize information, define problems and challenges, and then go about producing creative responses and solutions. As you look around, you’ve probably noticed that there are many different ways to observe what’s happening in the world and a variety of approaches for coming up with creative alternatives. For example, two individuals, when asked to come up with a marketing strategy for a children’s game, might look at the challenge from very different perspectives. One individual might first carefully examine the details of the game or research what’s been done with similar games. He or she might want to know how to play the game, see what it looks like, and find other specific facts about it. Another individual might start out ignoring all that information. Instead, he or she might prefer to experiment with many possibilities, look at trends and patterns in the industry, and be excited about the future potential from this game and other possible spinoffs.


Not only might two people see the challenge from different points of view, but they might also have different responses to it. When facing a decision between possible strategies, one person might first analyze the pros and cons of each strategy and the logical consequences of the different approaches. He or she might relate the different strategies to what has worked in the past. Another individual might first talk with people about the game, have them play it, hold focus groups to find out how they feel about the game, and let those reactions drive the choice of strategy.


These different approaches to looking at challenges, collecting data and information, and generating responses have an impact on your creativity. They can color what data you see, how you define the challenge in the first place, and what you decide to do with all this information. At the same time, the many different ways you take in and make sense of information can result in perceptive filters and biases and decision-making blinders that can keep you from finding the best and most innovative resolution to a situation or challenge.


Defining these different approaches and determining what you need to do to be more creative get easier if you use a model developed almost eighty years ago by the Swiss psychologist Carl G. Jung (1875–1961). Jung’s research and experiences led him to develop a theory about personal differences. While recognizing individual differences, Jung saw stable patterns in behavior across individuals. He traced these patterns to preferences for recognizing, paying attention to, and remembering people, ideas, and things and then for making decisions or judgments about them. These preferences explain some of the reasons for the differences in creative results; they can affect the way you lead, the way you work in teams, the way you communicate, the processes you use, and the environments you need to be more creative.


Jung defined eight different patterns for perceiving information and making decisions. He believed that each of the eight patterns of differences is equally valuable and equally creative. According to Jung, the creative instinct exists in everyone.5 You just need to identify, understand, and refine your pattern preferences, or creative talents, to be more effective, productive, and creative.


Jung believed that you can discover your creative talents (he actually called them types) through analysis and therapy. To make his model more accessible and to help define these preferences, Katharine Briggs and Isabel Myers developed the Myers-Briggs Type Indicator® (MBTI®) personality inventory. The more you learn about this instrument and Jung’s theory behind it, the more you’ll see its applicability to an understanding of creativity. This approach has received very positive responses among students and workshop participants. It is truly a delight to see eyes light up when students and participants change their minds about whether they are creative and find out just how they are creative. Other instruments can be used to address personal creativity styles, such as the Kirton Adaption-Innovation Inventory (KAI) and the Hermann Brain Dominance Instrument (HBDI), but the MBTI instrument has many advantages.


The MBTI instrument is a validated, tested, and easily accessible personality inventory and has been widely used throughout organizations for many years. Many individuals are thus already aware of the understanding it brings. Numerous books and other materials apply its insight to leadership development, change management, and team building. The study around application of the MBTI instrument has led to a better understanding of how to help individuals build on their strengths, overcome certain blocks and barriers that result from their personality preferences, and thus become more effective. Learning about creativity, identifying your talent, and working to further develop it, therefore, do not require a new instrument.


This book uses Jung’s theory and the MBTI personality inventory to define eight creative talents—eight equally important but different ways for you to produce creative results. It provides a structured method for you to find your own favorite creative talents among these eight and then to put together a plan to further develop them. You can use this approach to break through worn-out belief systems, to develop and grow, and to be more productive and creative. By taking full advantage of your strengths, you can make more contributions. By identifying your strengths, you can figure out how to compensate for areas where you may not be as strong. By learning to appreciate how your strengths can get in your way, you can avoid problem areas. Digging deeper into these differences in creative talents is thus a powerful way to develop flexibility in your reactions to the challenges you face, expand your repertoire of responses, and improve your creative results. You can also benefit from this approach if you want to learn how to channel your creativity to be more effective in the workplace.


Whether you’re a solo practitioner, involved in running your own business, or employed by an organization, you can benefit from this approach. Since much creative work is done in teams or various groups, understanding individual differences in creative talents can also enhance collaboration with others. You will thus find the descriptions of the talents useful in working with clients, colleagues, and team members.


Once you understand your preferences for certain talents and determine what you need to do to build on those strengths and be more effectively creative, you can then move on to applying that knowledge to produce greater results for your team or for your organization. The organization where creativity flourishes will be around for the next century. According to Robert Reich, former U.S. Secretary of Labor, the fundamental qualities of the company of the twenty-first century are flexibility, resiliency, speed, and creativity.6 Organizations derive a great deal of benefit from encouraging creativity in their employees, for the following reasons:


• Lack of innovation is a key problem in business today. To successfully address this challenge involves recognizing that it’s the creativity in people and their ideas that produces innovation.7


• An organization that is open to new ideas and new ways of doing things taps into the 40 to 50 percent of employee power that is regularly lost. Such employee power, through higher employee morale and satisfaction, can be channeled into delighting customers, developing new products, and improving business processes.8


• An organization that integrates creative approaches and different creative strengths into its normal business processes will have more productive teams, more flexibility, higher employee-retention rates, and better ways of benefiting from diversity and creative collaboration.9


• An organization in which managers recognize the different talents of individuals and play to their strengths can win the war for talent by attracting, developing, and retaining outstanding performers.


To achieve the book’s objectives of helping you find your creative talents and apply them to your work life and to synthesize a great deal of material about creativity, management, Jungian theory, and the MBTI instrument, the book is divided into three parts. Part 1 lays the foundation for the rest of the book. It includes this introductory chapter on creativity and Chapter 2, which provides a description of the eight different talents and guides you through selecting your most favorite talents. Both chapters are based on extensive research on creativity, Jungian theory, and the MBTI instrument. Even if you are familiar with Jung’s psychological types or the MBTI instrument, you should review this chapter for its perspectives on creativity.


In Part 2, you will develop a better understanding of each of the eight creative talents. Each of the next eight chapters (Chapters 3 through 10) describes one of the creative talents in much greater detail. Each chapter explores the typical creative contributions at work of individuals with that talent and looks at how the talent can create certain blocks and barriers that need to be overcome to maximize effectiveness. It then provides tools and techniques to use to further develop the talent’s ability to produce the best, most creative resolution to any challenge or situation. The tools can also help keep that talent’s creative advantage and retain the “magic” of being creative. For team leaders and others who might be working with this talent, each chapter also has a section on how to optimize the talent’s creative contributions. The substance for these chapters comes from interviews; research; knowledge of creativity, team building, leadership, change management, communication, and conflict; and my best guesses about the talents of historical and prominent individuals for illustration.


Part 3 puts the material of Chapters 3 through 10 together, first at the team level and then at the individual level. Chapter 11 focuses on applying the material from earlier chapters to build synergy on a team. If you are working on a team—whether as a team member, team leader, or consultant working with a client—and want to ensure that the team achieves optimum creativity and productivity, then read this chapter. It gives information on how to help the team realize the benefits of the different creative talents through building the right environment and using structured processes to channel and focus creative efforts. This chapter draws upon research and consulting in team building, project management, organization development, and innovation. Chapter 12 provides a summary and recommends some next steps for you to take so that you can make the most of your strengths and further maximize your creative talent.


Finally, at the back of the book are a resources section that lists organizations to contact, and a bibliography.


So, let’s begin the voyage to explore and discover how to build your creativity. By the end of this voyage, you will have a much better idea of how to develop your talents and be more effective, productive, and creative. Before moving on, however, you might want to spend a moment reflecting: What does your creativity look like? What are your creative results?


[image: images]


“I find the great thing in this world is not so much where we stand as in what direction we are moving. To reach the port of heaven, we must sail sometimes with the wind and sometimes against it—but we must sail, and not drift, nor lie at anchor.”


–Oliver Wendell Holmes





CHAPTER TWO

DISCOVERING YOUR CREATIVE TALENTS



We don’t see things as they are, we see things as we are.


–Anaïs Nin


To discover your creative talents, you first need a brief introduction to the framework on which they are built. Carl Jung developed this framework not to label people, or, as he said, not to put them in drawers,1 but to help them be more effective. This model is like a compass that will guide you through making sense of your creative talents.


According to Jung’s model, five important points explain the different creative talents:


1. There are two attitudes, or orientations, to the world: extraverted and introverted.


2. There are four mental functions for taking in and processing data and information: sensation, intuition, thinking, and feeling.


3. Each function can operate in the extraverted and introverted worlds. The combinations of functions and attitudes result in eight creative talents.


4. You develop preferences for using the talents in a certain order, with the first being called your dominant creative talent and the second being called your auxiliary creative talent.


5. The interactions among your creative talents can influence your perspectives, assumptions, and approaches to creative solutions and the kind of creative results you produce.


THE EXTRAVERTED AND INTROVERTED ATTITUDES


When Jung first started studying family, friends, and clients, he concluded that the major differences in individuals’ behavior were rooted in their attitudes or orientations toward the world. He defined two different attitudes: “extraverted” and “introverted.”


When you operate with an extraverted attitude toward the world, you give top priority to the objects and people around you. You tend to focus interest and attention on what is happening in the world, who is doing or saying what, and what is going on. The objective world around you is reality. When operating in an extraverted way, you tend to respond immediately to these external stimuli. You try to influence outcomes, be proactive, and make things happen. You want to be involved. Your creativity is built around interacting with others. You are in turn influenced by events and people. External events, people, things, images, and ideas have an almost inexhaustible fascination for you. You find it easy to share experiences with others, and you readily volunteer your thoughts. You shape your thoughts and opinions as you talk with others.


On the other hand, when you operate with an introverted attitude toward the world, you find reality only after external objects have been internally matched up to your thoughts, images, ideas, and feelings. The external world is food for thought, a rich source of stimulation for deliberation and consideration. You rely on your subjective standards and your own past experiences or memories to form your opinions and to shape your impressions and actions. While you’re processing information and reflecting, you prefer being alone with your thoughts, feelings, and experiences. Evaluation and resolution take place inside, so they are not visible to observers. You need time to form your opinions before discussing them, although you are willing to share what you are thinking and feeling, if asked. Your creative results tend to be more independent and uniquely yours since you have spent time shaping and forming them internally.


To find out which of these two orientations to the world you prefer, check the choice in each pair below that best describes you:


[image: images]


In which world do you prefer to spend your time? Circle the attitude with the most checks: extraverted or introverted. Then fill in the first blank in the box on page 30.


THE FOUR MENTAL FUNCTIONS: SENSATION, INTUITION, THINKING AND FEELING


After careful study, Jung recognized that people are in fact not extraverted or introverted. Instead, it is the functions they use to take in, organize, and then make sense of the data and information in the world around them that are extraverted or introverted. Jung identified two pairs of functions, or consistent forms of preferred behavior: a pair of perceiving, or data-collecting, functions and a pair of judging, or decision-making, functions. These functions play a role in shaping the information you take in, the challenges you see, and how you produce creative ideas and results. The two pairs of functions are the following:


• The perceiving, or data-collecting, pair of sensation and intuition. The perceiving functions cause you to take in and register data or information, without any attempt to categorize, evaluate, or analyze it.


• The judging, or decision-making, pair of thinking and feeling. The judging functions allow you to make sense of, evaluate, and prioritize what you take in through your perceiving function.


The Perceiving Functions: Sensation and Intuition


The perceiving functions allow you to recognize data and information about people, things, events, ideas, and objects and to register and remember that information. At this point, you don’t try to figure out how to organize, evaluate, label, discriminate among, order, or judge the information. You just take it in. Each perceiving function takes in qualitatively different, or opposite, forms of information; specifics and details from sensation versus general patterns or images from intuition. Therefore, they cannot both operate within you at the same time, although you can alternate your use of them.


Sensation


If you prefer the sensation function, you tend to pay attention to and collect facts and details. You gather these facts primarily through the senses of touch, smell, sight, sound, and taste or through experiencing them in your body. You see shapes, textures, sizes, and colors. The data you see first tend to be practical, factual, commonsense, and grounded. With the sensation function you know how you know something because you have experienced it and stored it in your memory. You tend to take in data sequentially, in a linear, step-by-step manner. With the sensation function, you want to see and understand the evidence before you are comfortable making generalizations. You prefer testing out new information against your experiences. You’re observant and curious about life’s details.


The stories from those who prefer the sensation function are very descriptive and real because of all the details. The imagination of such individuals is full of pictures with specific colors, shapes, smells, textures, and sounds. People who prefer the sensation function might express their creativity by building on the work of others or on the results of many experiments, or by depicting the world they see through the lenses of details and reality. Examples of individuals who might have preferred the sensation function would be the photographers Ansel Adams and Margaret Bourke-White, the Impressionist painters Claude Monet and Mary Cassatt, the film director Alfred Hitchcock, the inventor Thomas Edison, and the naturalist Charles Darwin.2


Intuition


If you prefer to gather information through a sixth sense that goes beyond the five senses, you prefer the intuition function. As defined by Jung, intuition involves knowing without knowing how you know. (Intuition as a perceiving or data-collecting function is different from “gut feelings” or “woman’s intuition,” both of which are actually used for decision making.) With intuition, you often can’t explain or discover how you get data. You’re observant and curious about trends and patterns. You focus on the future, and you tend to see things from a different perspective of connections and possibilities. You are comfortable making generalizations from relatively limited data.


Descriptions from people who prefer intuition will be interpretative and loaded with big ideas, options, alternatives, and generalities. These individuals focus on future trends and opportunities. Their imagination is full of unusual associations, connections, vague images, and streams of consciousness. People who prefer intuition are those individuals who often have “off-the-wall” ideas and far-reaching visions. They are the ones who are typically labeled “creative” at work. Examples of individuals who might have preferred intuition as their perceiving function are Walt Disney, the anthropologist Margaret Mead, and the physicist Albert Einstein. Current examples of individuals exhibiting this talent are artist Judy Chicago, advertising executive Jay Chiat, Virgin Group’s CEO and founder Richard Branson, and Microsoft founder Bill Gates.
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