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				Introduction

				Innovation means so many things: new-product development, new brands, new ad campaigns, new Web sites, new production processes, new designs, new strategies, new solutions to persistent problems, and a great deal more.

				Truth is, you need to innovate to succeed in your working life. The creative, forward-thinking people are the ones who make their mark and get ahead. It’s often risky to try new things or propose new approaches, but it’s even more risky to play it safe and close your mind to creative change. If you don’t take the lead as an innovator in your workplace and your field, you can be quite sure that somebody else will.

				Businesses need to innovate too — and by businesses, I mean any organizations where people work, including startups, small businesses, big businesses, government offices and agencies, schools, hospitals, theaters, museums, temples, and churches.

				My work has brought me into all these workplaces and many more. It’s so rewarding to help people create their own, better futures by teaching and facilitating the challenging process of innovation. It’s the most fun work I’ve ever done, except, I suppose, when I’m the innovator myself and am creating a new product, building a new business, or producing something innovative just for pleasure (such as a new art exhibit). Without innovation, work would be a dull, thankless routine. With it, there’s a reason to get up and rush to work each morning. Innovation gives us energy, and it gives energy to our workplaces as well, allowing them to grow and prosper instead of stagnate and fail.

				About This Book

				There’s a great need for innovators. In fact, that’s really all we need right now. People who resist change and don’t want to discuss new options and ideas are of no use to the world today, if they ever were. We humans are the innovators. Innovation is what separates us from all other life forms on this planet, and what creates the social and economic growth that we need to nurture to prevent future economic meltdowns.

				Your career, wherever it may be today, will accelerate if you pay more attention to how you contribute ideas, manage their development, and spearhead their implementation. Whether you work as a lone inventor, an enthusiastic entrepreneur, or a salaried staffer who insists on finding the time to contribute to new initiatives, your innovativeness stimulates your own career and contributes to the healthy growth of the organizations and people surrounding you.

				In working with tens of thousands of employees all across North America, I’ve found that many of us working stiffs already know the basics of how to brainstorm ideas. Sure, I could show you many more advanced techniques, but I assume that you’ve already been exposed to the basics and feel confident about how to brainstorm, either alone at your desk or with a small group in a conference room. But here’s the other statistic that I’ve gathered in my travels as an author, educator, and consultant: Basic brainstorming and its variants take place regularly in very few workplaces.

				There you have the paradox of innovation in business: Everyone knows how to generate fresh new ideas, but nobody uses these techniques. As a consequence, most decisions are made without anyone examining a full set of creative options. Many opportunities to innovate are lost, and usually nobody even realizes that an opportunity has passed by.

				So you see, I have a personal agenda in writing Business Innovation For Dummies. I want to help you and others actually use the incredibly powerful tools and techniques of innovation. I want you to try being an active, practicing innovator. Give it a try for the next week or two. If you like it, extend the experiment to a month. If that works for you, try being an innovator all year. I’m pretty darn sure you’ll get hooked for life, and your life will be far richer for it.

				Conventions Used in This Book

				When you’re reading this book, be aware of the following conventions:

				Whenever I introduce a new term, I italicize it.

				Any information that’s helpful or interesting but not essential appears in sidebars, which are the gray-shaded boxes sprinkled throughout the book.

				Web sites and e-mail addresses appear in monofont to help them stand out. When this book was printed, some Web addresses may have needed to break across two lines of text. If that happened, rest assured that I haven’t put in any extra characters (such as hyphens) to indicate the break. When you use one of these Web addresses, just type exactly what you see in this book, pretending that the line break doesn’t exist.

				Additional conventions that you should be aware of are my uses of three terms that appear often in this book: innovation, creativity, and brainstorming.

				Innovation is applied creativity or creativity for a purpose. It involves creative generation of new ideas, designs, plans, and so on — and then it involves the development and refinement of those ideas and their implementation. Sometimes, innovators need to bring their inventions to market, putting on their sales hats to finish the process. At other times, the end user is within the innovator’s own organization. Still other situations may involve spreading an innovation to society to benefit public health or for some other worthy cause. Whatever the goal, innovation has a practical purpose that aims to create value by changing something in the real world, not just in the imagination.

				Creativity simply means coming up with fresh ideas, designs, or solutions. It’s often the result of intuitive “aha” insights but also can come after careful analytical study of a topic. Artists are often creative, but not always. Businesses sometimes do creative things, but less often than artists do. Everyone working in business, however, can and should do some creative thinking every day. This book shows you how to weave more creativity into your work, and how to profit from the benefits of having fresh ideas and new perspectives to offer to your workplace and field or industry.

				Brainstorming refers to the broad range of structured techniques for idea generation. Alex Osborn, a cofounder of the giant advertising agency BBDO, coined that term back in the 1940s, and it’s become a generic term that almost everyone uses. It’s cumbersome to say idea-generation techniques, so people say brainstorming instead. Osborn had a specific technique in mind when he first used the term, however, and if you want to follow his specific brainstorming rules, see Chapter 6.

				Foolish Assumptions

				I assume that you’re intelligent (not a foolish assumption, given what I know about my past readers). But although I believe that you’re intelligent, I assume that you don’t have all the technical knowledge, practical experience, and encouragement and support needed to come up with creative insights or innovate with success in your workplace. Everybody needs some help when it comes to innovation. You’ll find lots of helpful methods and ideas here.

				I also assume that you’re able to adapt the techniques and examples in this book to your own situation. The methods I cover are very broadly applicable. Have faith that you can adapt them to almost any situation. Sometimes, it might take a little creativity, but I’m sure that you’re up to the challenge of making innovation happen wherever you are!

				Further, I assume that you’re willing and able to switch from being imaginative and creative one moment to being analytical and rigorous the next. Innovators need to take both perspectives, depending on the challenge at hand. Sometimes, you need to compare options and reject the weakest. At other times, you need to suspend judgment and open yourself to fresh ideas and possibilities. Knowing when to be open and when to be tough is part of the art of being an innovator. Try to be aware of which role you’re taking at any particular moment so that you can switch from creative to critical thinking as each situation requires.

				Finally, I assume that you’ll not only work on your own creativity and innovation skills, but also will encourage others. It takes lots of people to make the world a better place.

				How This Book Is Organized

				This book is organized in parts that I describe in the following sections. Check out the table of contents for more information on the topics of the chapters within each part.

				Part I: Making Your Mark as an Innovator

				The expression “to make your mark” is interesting because it suggests two different things. Making a mark means making an impact or a difference by doing something that other people remember and appreciate. Also, your mark means your personal stamp or brand, so making your mark means more than just making a difference; it also means being remembered or known personally for what you do.

				In Part I, I show you how to apply your creative energy in ways that benefit both your organization or workplace as a whole and you as an individual pursuing your own career. Whatever your line of work, the chapters in this part help you bring more reactive energy and innovation to what you do on a daily basis so that you open your career options and see more and better possibilities for yourself. I show you how to step up as a leader of innovation before diving into the specifics of bringing the power of innovation to sales, marketing, and strategic planning.

				There are many ways to make your mark as an innovator. I can’t wait to see what you’ll do next!

				Part II: Stimulating Your Creative Side: Thinking in New and Different Ways

				Innovation has to start with a novel idea. People with better ideas rise to the top, floating their organizations and associates up along with them. That’s the force of a strong creative idea, and to generate more of them when and where they’ll do the most good, read this part with care!

				Part II is an essential primer on how to run a productive, effective idea-generating session, as well as a deep toolbox full of powerful creativity techniques. It also focuses on ways to turn a specific problem or crisis into a great opportunity for forward progress and innovation, because problems are often perfect opportunities for introducing modest proposals based on your radically new ideas.

				Also in this part, I share one of the secrets of successful innovators: You can often find existing innovations and bring them into your workplace or product line without the full cost and trouble of developing them from scratch. These found innovations are extremely important in the business world, and this book is the only one I know of that addresses them. Finally, I really let the cat out of the bag by sharing an even deeper secret of top innovators: You can create breakthroughs by combining two or more good existing ideas or designs. Inventing something entirely new would be nice, but it’s actually amazingly difficult. More often in business, innovations are the result of clever combinations of other people’s breakthroughs, with just enough originality to make them unique.

				Part III: Applying Creativity and Innovation to Daily Challenges

				Innovators often focus on really big goals: develop a best-selling new product, patent a winning new design, or create a new business model that produces runaway profits. Major breakthroughs are great, but they don’t come along every day. What should you do in the interim to keep your creative edge and continue to make your mark in small but significant ways?

				This part helps you apply innovative thinking and methods to some of the common challenges of daily work. I show you how to create compelling, memorable presentations and proposals that sway people’s minds. I also show you how to apply the power of innovation to conflict resolution and negotiations; the force of creative thinking can easily sway the outcome in new and better directions.

				Finally, I tackle an unpleasant but essential reality of business life: the need to find ways to cut costs. Budget cuts are usually performed with a very dull knife. I’d much rather equip you with a creative mind and an ability to turn budget problems into opportunities for improvement.

				Part IV: Implementing a Major Innovation

				Usually, you won’t be able to work alone as an innovator. It takes a team at the very least, and this part shows you how to form and run effective development teams to bring your innovation to life. In Part IV, I dive into the art and science of spreading the word and getting people to trade their old ideas, habits, and shopping patterns for new ones. I also focus on the ownership of inventions, designs, and expressions of ideas — the so-called intellectual property that people continually sue about in courts around the world. You probably need to study intellectual-property laws and practices to be a savvy innovator, avoiding trouble and taking advantage of the many benefits and protections that the law affords.

				Part V: The Part of Tens

				I have so many exciting tips and ideas that I want to share with you, and this part contains 40 of them. Each pointer in the Part of Tens is a useful technique that didn’t find a home in one of the main chapters of the book but probably ought to find a home in your approach to building your career, managing the creative process, and implementing the innovations that will make your mark visible for all the world to see.

				Icons Used in This Book

				Look for these symbols to help you find valuable information throughout the text.

				[image: tip.eps] This icon alerts you to points in the text where I provide added insight on how to get a handle on a concept.

				[image: warning_bomb.eps] This icon points out mistakes and pitfalls to avoid. Whatever you do, don’t skip these paragraphs!

				[image: remember.eps] Any information that’s especially important and worth remembering gets this icon.

				[image: truestories.eps] This icon points out real-life applications of the theories of creativity and innovative business practices.

				Where to Go from Here

				The beauty of Business Innovation For Dummies is that you can skip to any part, chapter, or section, depending on your needs. You can certainly read the book from cover to cover, but you don’t have to.

				If you’re about to plunge into a meeting or work session in which you really need some fresh ideas or insights, you might try making Part II your starting point. Flip through the chapters to find something you can try right away. There’s nothing quite as satisfying as a fresh list of 10 or 20 helpful ideas to get you going, and the chapters in Part II can certainly deliver that many, if not a great deal more.

				If you’re thinking more broadly about your working life and how to pump it up with new energy and momentum, start with Chapter 1, and read as many of the chapters after it as you can. The book makes a good self-study workshop that will certainly change your approach to work if you give it half a chance.

			

		

	
		
			
				Part I

				Making Your Mark as an Innovator

				
				[image: 601747-pp0101.eps]
			

				In this part . . .

				What will people remember you for if you leave your current job next month? Will you leave a legacy behind? Will you leave something that people will name after you or hold up as an inspiration for those who follow? I hope so! It’s important to make your mark wherever you go by contributing not only your effort, but also your good ideas. This part helps you engage your work in creative, proactive ways by being a source of innovations of all sorts.

				Whether it’s a marketing challenge, such as redesigning a brand’s logo and look, or a strategic challenge, such as deciding how to achieve greater success next year than last, your career is made up of your contributions as an innovator. Step up to a leadership role in innovations of all kinds. It’s rewarding to be part of the solutions to problems and one of the architects of the future!

			

		

	
		
			
				Chapter 1

				Taking an Innovative Approach to Work

				In This Chapter

				Engaging your most powerful personal asset

				Providing yourself a place to imagine

				Introducing daily creative practices

				Broadening your experience

				Benefiting from creative mentors

				Leading and succeeding through your innovative initiative

				Creativity is often thought to be the exclusive province of artists. This misconception gets a lot of people in trouble. Unless you spend a portion of every working day being creative and opening yourself to the possibility of innovation, you and your employer or business are going to be stuck in the past instead of creating the future!

				As you open this book, you also need to open yourself to fresh ideas and curious questions. Innovation taps into the creative and intuitive side of your mind — the so-called right-brain activities that are essential to the arts and invention. But innovation in a business environment (and in government and nonprofit workplaces, too) needs more than creative thinking. It also requires you to enlist the enthusiastic support of others and to push ahead with plans that turn your ideas into reality.

				Being creative in your work means bringing a special spark to it and recognizing that things are going to change — so why not be the one who dreams up and then spearheads innovations?

				You can bring positive change to anything and everything, from products and work processes to customer complaints or resource shortages. Conflicts and disagreements are wonderful opportunities for innovation because they reveal the various limitations and tensions that are holding people back in your workplace. Also, any special project — whether it’s a major presentation, a new planning cycle, or a move to a new location — is a great opportunity to innovate. Whenever you face a new responsibility or problem, put on your innovation hat. This chapter shows you how.

				Tapping Into Your Own Creative Force

				I define creative force as the power to create that flows through all of us. This definition is important because it takes a stand on a pair of perennially controversial issues:

				Some people say that creativity is a rare skill, but in my experience, we all can (and should!) be creative in our approach to our working lives. Creativity may come a little more naturally to some than others, but trust me on this: You will benefit substantially from nurturing your creative force and adopting creative practices.

				Creativity isn’t really about play or games. You need to approach it with respect because it’s a powerful thing— perhaps the most powerful thing. Life is a powerful creative force; each birth brings a unique new being to life. The world is inherently creative, and so are you. You can and should tap into the power of this creative force.

				You can see the power of creativity each time a successful innovation changes lives and the world. Creativity is an extremely powerful asset. When you use your natural creative power to innovate in your own life or to bring innovations to the lives and work of others, you’re quite capable of changing your world.

				The fact, however (and it’s a somewhat sad one), is that most people never fully realize their creative potential. Most of us don’t tap into the strength and power of our own creative capacity — let alone the additional capacity of those around us. Here are several proactive practices that can help you engage your creative force more fully than most people do.

				Generating more ideas

				Make a habit of thinking about possibilities. A simple way is to start with your own needs.

				Imagining innovations to meet your daily needs

				We think about needs constantly. I need coffee to get going in the morning, for example. Someone had a similar need and invented a coffee maker with a built-in timer. In thinking of the next breakthrough in coffee making, I start by considering my needs. I don’t mind my home-brewed coffee, but really, I prefer to have someone at a good cafe make me a cappuccino or latte from Italian espresso beans. This leads me to the idea of a coffee cart that would drive around my neighborhood and provide me a fresh-brewed gourmet coffee as I get into my car on the way to work — or maybe as I get out of my car in the parking lot before going into work. Aha! I haven’t even had my coffee yet, and I’ve had an innovative idea! It’s going to be a creative day.

				Recognizing great ideas

				Another good way to boost your creativity is to simply take note of creativity around you. People are surrounded by creativity and innovation but usually pass by it without taking special note. Recognize that you need the stimulation of other people’s creative thinking. I collect good examples, rather the way an art collector gathers fine paintings. When I see a clever new product, I admire the insight of its inventor.

				I also keep an eye out for creative advertising. Ad agencies have so-called creative departments full of wacky people whose job is to dream up something clever. Sometimes they actually do, and their example can inspire you to try new approaches to your own daily challenges.

				Why start yet another memo or staff e-mail with a boring subject line when a catchy headline might make your point more creatively? Maybe you’ll send out an e-mail to your staff with a subject line like “Breaking news: There is such a thing as a free lunch!” as a way to entice everyone to come to a lunchtime training session in your department. If you use that headline, of course, you’ll have to actually deliver lunch for free, which may not be in your budget. But maybe you could get creative and ask the newest restaurant in your area if it would like to take advantage of an opportunity to provide samples of its fare to a group of local professionals. That way, you won’t have to find cash in your budget for that free lunch. There’s always a creative option, if not two or three.

				Holding out for more options

				Perhaps the simplest but most powerful creative practice is to insist (to yourself and to others) that there must be more choices. Creativity expands your options — but only if you realize that more options are better.

				Imagine that you’re being held captive in a locked basement, and your captor gives you a gruesome choice: You may either shoot yourself and die quickly (a loaded gun is provided for this purpose), or you may wait while the basement is flooded and then die slowly by drowning. Which option do you choose? If you say “Neither,” you’ve taken the creative approach to this problem, but you were given only two choices, so it’s up to you to create more options. Have any ideas? I know that it’s hard to think under pressure, but please hurry up; your captor has snaked a hose down into the basement and is about to turn the water on. . . .

				What did you come up with? Here are a few options I thought of:

				Find the toolbox (there’s always one in a basement, right?), and use a screwdriver to remove the hinges from the basement door.

				Shoot the gun at the main electrical line (there’s one coming into a breaker box in most basements) to start a fire, setting off the fire alarm, which is required in most building codes and, if you’re lucky, is linked to a central dispatcher.

				Get your captor talking at the basement door (before he turns the water on), and shoot him through the door.

				Shoot the hose with the aim of breaking it and pushing the end out of the basement.

				Try to trick your captor into coming into the basement (perhaps by saying that you choose to shoot yourself, but the gun is jammed, and can he show you how to fix it?); then escape while the door’s open.

				Find the master valve that controls the water to the building, and turn it off. (There’s usually one in the basement.)

				This mental exercise may seem to be far removed from your workplace challenges, but it’s really not. Most of the time when there’s a budget crunch, for example, senior management fails to ask for ideas before resorting to the axe. Suppose that someone says, “We’ve got to cut the budget, so decide which of your five staffers to lay off.” You ought to stop and look for alternatives before you pull the trigger on anyone’s job. There’s always another way.

				How about retaining all five employees but shifting them to four days a week, or looking for ways to conserve energy and materials instead of cutting staff? A brainstorming session with your staff might produce many practical ways to cut the budget without laying anyone off. It’s worth a try. A little creative thinking can make a bad situation much better than it looks at first glance.

				[image: tip.eps] See Part II of this book for lots of techniques and tricks that can help you generate more options.

				Identifying your biggest barriers to creativity

				We all have the potential to generate imaginative insights and ideas, but most of the time, we don’t. Why not? The biggest reason is that we’re hemmed in by numerous barriers to creativity, especially at work.

				Knowing your creative enemy

				Studies show that the following are major barriers to creativity in the workplace:

				Lack of time and opportunity

				Criticism by others

				Strict, stern, or critical supervision

				Rigid policies, rules, procedures, or practices

				Exhaustion or lack of regular sleep

				Pessimism and negative thinking

				Lack of diverse experiences and inputs

				Either–or thinking that keeps people from exploring multiple options

				Lack of support for new ideas and approaches from your boss or colleagues

				Not knowing how to apply your creativity to your work

				Self-censorship due to lack of confidence, uncertainty, self-doubt, shyness, or other reasons

				When you recognize your own barriers, you can take steps to reduce their power over you. If peers are negative thinkers who dismiss ideas out of hand, for example, do your creative thinking out of range of their negative comments. If you’re under too much time pressure to think creatively about problems and needs, give yourself a creativity break: Get away from your desk, and spend a lunch hour walking and thinking without the pressure of constant interruptions.

				Also, don’t let self-censorship get in your way: Allow yourself to generate many ideas without concern for quality. Every barrier can be countered with a simple strategy that reduces its influence, at least long enough to allow you to generate some insight. For more help identifying your barriers, try taking the Personal Creativity Assessment created by yours truly (published by HRD Press and available on the Web site that supports this book, www.supportforinnovation.com).

				Being alert to your stylistic strengths and weaknesses

				Your creative style — the way you approach challenges requiring innovation — can also be a barrier to creativity because some people naturally prefer a structured, planned approach to a looser or more intuitive approach. Structure and planning are excellent for developing and refining a concept after you’ve come up with it, but they get in the way of initial insights. If you like to do things in order, value neatness, and feel most comfortable working from a specific plan, you’ll find it difficult to switch to a freestyle, imaginative approach.

				To switch your style and come up with fresh new ideas, think of creativity as a form of play. When you play, you let go of normal inhibitions and open yourself to possibilities, proving that you’re capable of making creative leaps of the imagination, even if your normal professional style is stiff and structured.

				Turn to Chapter 15 for more help on dealing with the limits (and corresponding strengths) of your specific creative style. If you aren’t sure what your creative role is, visit www.supportforinnovation.com to test yourself and find out which stages of the innovation cycle (the process of generating, developing, and applying or commercializing an insight) are your strongest and weakest.

				Bringing your creativity to practical, routine tasks

				It may seem that innovation has to be about those major, once-in-a-lifetime ideas. Not so! There are a thousand small breakthroughs for every big one, and you’ll never come up with a big idea unless you build your creative muscles by coming up with a thousand small ones first. Do things in new ways, and look for better approaches every day. (For specific tips on how to apply creativity in daily challenges, read Chapters 11, 12, and 13.) Also check out the sections “Constructing Your Creative Place” and “Introducing Creative Practices to Your Daily Routine,” later in this chapter.

				Taking advantage of your biggest enablers of creativity

				A creativity enabler is anything that stimulates your creativity. Common enablers include a good night’s rest, a change of scene, a good example of imaginative thinking, a cup of coffee, exercise, and a walk on the beach (or anywhere that’s relaxing, open, and natural). Also, anything that makes you laugh enables creative thought. You may have other more personal enablers too, such as a creative mentor you can talk to, a favorite place, or a hobby that helps you relax and get “in the zone.”

				Visual images enable creative thinking because creative insights are often visual in nature. Too often, people approach work from verbal or quantitative perspectives. In fact, many challenges posed by employers and bosses are barriers to creativity, rather than enablers, because of the way they’re presented. If you reframe the question around some visual exercise, however, you can convert it to a powerful enabler of innovative ideas.

				A great way to stimulate your own creative thinking is to collect a few simple visual images; clip them from magazines or pull them out of the library of symbols in any handy word processing or design program. Then challenge yourself to use each image to come up with an idea by analogy.

				Figure 1-1 shows how you might set up a visual challenge for your imagination if you want to come up with a new line of clothing that could boost sales for a clothing manufacturer or designer. Try your hand at it right now (because practice helps boost creativity). Can you come up with any fun ideas for new clothing brands? Do any of the symbols suggest possible brand names and concepts?

				When you’ve tried this exercise yourself, look at Figure 1-2, where I’ve exercised my own imagination with this challenge. Are all my ideas likely to become million-dollar successes? I doubt it, but maybe one of them will.

				[image: remember.eps] It’s important to avoid self-critical thinking when you exercise your imagination (see “Identifying your biggest barriers to creativity,” earlier in this chapter).

				
					Figure 1-1: Use this form to come up with ideas for new lines of clothing (or substitute a product category of your own choosing).

				

				[image: 601747-fg0101.eps]

				
					Figure 1-2: Examples of ideas for lines of clothing, suggested by visual images.

				

				[image: 601747-fg0102.eps]

				Constructing Your Creative Place

				Does your workplace encourage creative thinking? Probably not. I visit a lot of workplaces at big and small businesses, nonprofit organizations, and all sorts of government agencies, and in my experience, fewer than 1 percent of them are naturally creative spaces. This is a problem, because people need innovation at work, but the spaces they work in make it hard to create.

				A creative space needs to do the following:

				Make it easy to focus on an important challenge or task without interruption.

				Offer control of the physical environment, including configuration of desk and chair, lighting, layout, decorative elements, and sounds.

				Offer varied and interesting inputs, including visual, verbal, and other sensory inputs.

				Make people feel very comfortable, focused, and able to come up with good ideas.

				To stimulate creativity, your workspace should not feel cluttered or crowded, or make you feel frantic and stressed by constant interruptions and emergencies. Unfortunately, this is just what most workplaces are like! It’s up to you to fight back by defending a place and/or time in your day where you can be creative and open to possibilities. Some people can’t achieve a calm, creative state of mind in their workplaces and have to resort to taking walks or retreating to a favorite coffee shop or park during their lunch break, but ideally, you can build a creative environment at work. Here are some ideas you can try:

				Post a sign asking not to be disturbed during certain times so that you can focus and think.

				Use a desktop lamp, shade, hanging cloth, or hinged freestanding screen to give yourself some control of your lighting.

				Clear the decks! Keep the cluttered pile of paperwork out of sight in a drawer or cabinet so that you’re truly able to focus on one important problem at a time and not always be reminded of other tasks.

				Introduce something playful to your workspace. Rotate tactile puzzles and windup toys through the space to give you a different kind of stimulation than you usually get from work, or post humorous cartoons to inspire your imagination.

				If possible, introduce low-volume mood music of your choice (but of course, you’ll have to keep it quiet enough not to disturb anyone else’s concentration).

				Introduce something living, such as a potted plant or a vase filled with gravel, water, and spring bulbs.

				Display pictures of people who encourage you and believe that you are creative and brilliant. If this doesn’t sound like your spouse or children, put their pictures out of sight when you try to come up with breakthrough ideas, and select a mentor instead. If you don’t have a creative mentor, elect someone famous to fill the role. A picture of Albert Einstein really does make you smarter. Try it if you don’t believe me!

				Keep a scrapbook or screensaver file of beautiful art, nature photos, travel photos, or other images that help you feel removed from work and your usual routine. Open the folder and scan the images when you want to take a creative turn.


				Building your personal studio, shop, or laboratory

				If you want or need to step up the innovation level with long periods of creative work, you may need to go beyond making small adjustments to a conventional workspace. You may need to configure a real studio, lab, or workshop for yourself, where the entire space is set up and equipped to support the creative work you have in mind. Consider these possibilities:

				An inventor working with electronics needs a place to do electronic engineering (requiring a computer running specialized design software), plus perhaps a place to mock up circuit boards and another place to mock up the actual equipment that the circuit boards go into. Depending on what you’re working on, this workspace could be a fairly simple refit of a two-car garage or a very expensive high-tech laboratory requiring the help of a venture-capital investor or an employer with a large research-and-development budget.

				A marketer working on ad campaigns and Web sites needs a very different sort of space — a studio with a flip chart for brainstorming, a computer with graphic design software and large display screen, and perhaps a round table for laying out examples of competitors’ materials or holding group brainstorming sessions.

				What kind of creative space do you need? Ask yourself this question and then do as much as you can (given your current resources) to create your own creative space.



				It’s important to find simple ways to protect your creative focus, whether by designating a space or a time to work on innovations, or both. Every workplace I’ve ever visited has had an official policy of being innovative, but because this goal is rarely translated into a work environment that’s good for innovative thinking, it usually comes to nought.

				[image: tip.eps] A perfect workspace or place is very helpful, but in truth, much of what goes on when you innovate takes place deep inside your head. It’s possible to stimulate breakthrough thinking by using your computer as a resource. Look up other people’s work, and seek inspiration on the Web. Create a computer desktop with resources that you find helpful in your creative thinking, such as helpful computer programs, templates, and (especially) file folders of examples. I like to gather visual images that inspire me. They could be clever inventions, inspiring landscapes, or any other images that catch my eye and stimulate my imagination.

				Also consider creating a playlist of music that you’ve selected because it helps you think clearly and creatively. (My creative playlist includes all the Bach cello concertos, which for some reason are amazingly good for stimulating creative thought.) You may also want to organize a bookmark folder of interesting Web sites for doing research to support your creative thinking or stimulate new ideas. Plugging into the facts, ideas, and designs of hundreds of other people is a great way to power up your imagination. (You can find a selection of inspiring images and examples at www.supportforinnovation.com.)

				Introducing Creative Practices to Your Daily Routine

				When I get called in to help an organization become more innovative, it’s usually because something has gone wrong and the organization needs a big breakthrough idea in a hurry. Generally, I find that it has no creative routine, meaning that I have to get it from 0 to 60 creative miles an hour in a hurry — a task that’s barely possible and usually quite a challenge. If you want to get in good cardiovascular shape by running, you don’t enter a marathon as the first step. You start jogging every morning and work up gradually to long distances. It’s really the same with creativity. Daily practice makes it easy to come up with the ideas you need, both big and small, when you need them most. If more people introduced creativity into their daily routines, they wouldn’t need me to rush in and run creative retreats. They’d simply have the ideas they needed when they needed them! This section covers simple ways to develop a positive habit of creativity.

				Balancing tight and loose activities

				A tight activity is one that has strict parameters or rules and little room for variation or creativity. Business values tight activities because they produce consistent performance. McDonald’s makes every burger exactly the same way, for example; that’s part of its success formula. Also, it’s important to enter accounting records accurately, using the same accounting system all year long.

				Most of what people do in workplaces consists of tight activities. But tight activities put the right brain to sleep and reduce creative thinking. They need to be balanced with some loose activities.

				A loose activity has little or no structure and no obvious right answer. It invites — in fact, requires — you to make things up as you go. Drawing a connect-the-dots picture is a tight activity; drawing a freehand picture of your own is a loose activity. Riding your bike, walking, or jogging a set route is a tight activity; exploring a new route is a loose activity. Learning a choreographed dance routine is a tight activity; choreographing or improvising your own dance is a loose activity.

				What loose activities do you like to do? Make a list. Try to do at least one a day.

				Freeing yourself to daydream

				Mixing some loose activities into your normal routine of tightly controlled tasks is helpful (see the preceding section), but it doesn’t guarantee breakthrough ideas because it still keeps you highly active. If your day is programmed with so many responsibilities that you can barely catch your breath, you have no time for creative thoughts to percolate.

				[image: truestories.eps] I have an acquaintance who’s an inventor. His output is largely creative. Every now and then, he patents some brilliant new invention that he’s spent months thinking through. The rest of the time, he does a lot of thinking. His favorite places to work are hammocks and couches. He likes to close his eyes and lie back, letting a problem float around in his imagination until something clicks into place in a new way. It may look like he’s napping. The only way you know that he’s not is that every now and then, he writes another brilliant idea.

				I’ll bet that daydreaming on a couch is a very different approach to work from yours. If you’re too busy for your imagination to get a thought in edgewise, you’re going to have to take a timeout in your daily routine. Even ten minutes of gazing at the sky or walking through a flower garden may be enough to free your mind and allow creative thoughts to form. Your right and left brains compete for dominance, so to let your creative right lobe do its thing, you have to shut the logical, organized left lobe down at least once or twice each day.

				[image: remember.eps] Please note that this daydreaming has to take place before you get too tired for either side of your brain to do good work. If you work hard all day and then collapse on a couch in front of the TV, you won’t do any creative thinking, because you’ll already have used all your energy for thought. Build some daydreaming time into the early part of your day, when you’re still fresh enough to do good creative work.

				Pursuing interesting questions instead of letting them pass by

				When you make a point of mixing some loose activities (see “Balancing tight and loose activities,” earlier in this chapter) into your daily routine, and also find time to relax and let your mind wander or daydream now and then, you’ll find that your naturally inquisitive nature starts to express itself. You’ll be increasingly curious, and you’ll be able to tackle interesting questions, both practical and impractical (and either type is fine for stimulating innovative thinking).

				It’s terrible to be too busy to take an interest in questions such as these:

				Why do we always do it that way? Isn’t there any better alternative?

				Do you think someone’s already solved this problem, and we just have to find out what they did?

				Why do we divide the work the way we do? Could it be divided up differently?

				These questions are traditionally called “dumb questions” because they set aside our knowledge and experience; they get us to examine our assumptions and start all over with an open mind. Make a habit of asking dumb questions and exploring possibilities. Every innovation starts with a simple question. Ask enough questions, and you’ll find that you’ve seeded a lot of exciting innovation.

				Cross-training the body to strengthen the mind

				The mind and body are inextricably linked. You can’t do good creative work when you’re tense, irritable, sad, or depressed, and you can’t sustain creative effort if you’re ill, weak, or tired. The body needs to be in reasonably good shape and feeling fairly well for you to come up with good ideas. Therefore, you need to tend to your physical needs and adopt healthy practices to achieve your full creative potential. Exercise and healthy living are important to innovation.

				In addition to keeping you healthy, exercise can broaden your thinking and strengthen your creativity if you seek out new experiences through your exercise regime instead of always doing the same thing day after day. Try to pick up a new sport, join a class you’ve never taken before, or work out with a new group of people to build training and ongoing learning into your workouts.

				Trying a new sport or acquiring a new skill is very much like trying to invent something. You can expect lots of early failures and a feeling of naïveté or even ignorance, followed (if you persist) by the growth of competence and a growing feeling of mastery. This experience helps you feel good about being naïve and ignorant — something that you need to practice to avoid self-censorship and fear of failure when you try to be creative at work.

				Seeking Broader Experience

				Wide experience helps you innovate because, as I explain in Chapter 11, creative concepts often come from the combination of knowledge about apparently unconnected things. It’s important to get out of your world and explore other people’s worlds so that you can draw on a breadth of knowledge and experience too.

				Finding ways to challenge yourself

				When people ask me what they can do to become leading innovators in their field, I always suggest that they study or work in some other field for a while. If you work in the insurance industry, go take an evening course on geology, art history, or microbiology; anything that you’re completely ignorant of will do the trick. Within a few weeks, you’ll be seeing your own field or work quite differently, I promise.

				Studying another culture and its language is a great way to stimulate your thinking. Taking up a new hobby can also do the trick. I’ve met a lot of entrepreneurs who built their hobbies into successful businesses. But there’s no one best way to ensure that you have a rich and varied range of knowledge and experience. Follow your nose, and let your curiosity be your guide. Being open to new challenges that interest you is a really great way to build your creative power. It gives you more inputs from which to create innovations, and it makes you flexible and hardy enough to be a champion of your innovation as well.

				Taking personal risks

				Innovators don’t mind failure, but they aren’t gamblers. They take calculated risks that have a reasonably high chance of success. To increase your rate of creativity and produce more innovations, you need to avoid making wild or irresponsible gambles, but at the same time, you need to avoid playing it safe, worrying about what people will think or what will happen if you fail. These sorts of thoughts can sabotage your efforts at creativity.

				A lot of interesting research shows that successful innovators, entrepreneurs, artists, scientists, and other highly creative people tend to be very open to new experiences and ideas, and have a strong feeling of self-determination. Self-determination’s psychological meaning (similar to its political meaning) is the feeling that you can individually decide your own fate. People who are self-determined

				Have a sense of being in control of their lives.

				Tend to listen to their own ideas and instincts instead of always doing what others tell them or what convention says.

				How do you gain the strength of will and self-reliance that highly self-determined people instinctively have? You can strengthen these qualities by not worrying about the risks of being wrong or embarrassing yourself if you offer a suggestion that doesn’t work; tell yourself that you can come up with better approaches if you keep trying. Regulating your self-talk is a useful technique, especially when you combine it with a daily habit of open, creative practice. See Chapter 9 for specific ideas you can use to adopt a more optimistic, creative personality or strengthen the creative personality you already have.

				It feels risky to stick your neck out with an opinion, option, or design of your own, but that’s just what business needs and what you need to do to have a successful career today. Practice self-determined, creative behavior until you begin to feel comfortable with the risks of being wrong and having your ideas shot down. I never worry that one of my suggestions will be shot down because I have confidence that I can always come up with more.

				[image: remember.eps] The nice thing about tapping into your creative force is that the more you use it, the stronger it gets. You may run the risk of being wrong now and then, but there’s one risk that you never need worry about: You’ll never run out of ideas! If one is shot down, just launch another, and another, and another. . . .

				Spending more time with people who aren’t at all like you

				Diversity is the fertilizer of innovation. Diverse experiences and acquaintances give you a diverse range of inputs and ideas to work with. Many successful innovations actually arise from pairs or teams of people whose cultural and intellectual backgrounds are very different. Opposites react. Take advantage of the learning and ideas you get from talking with people whose experiences are very different from your own.

				On the flip side of the diversity coin, people who share your background and experiences are easy to be with, but they tend to shut down your creativity. Comfortable social situations are actually barriers to innovation. When all of a company’s managers are from the same background (or are the same gender or race), the company tends to stop innovating and eventually runs into trouble.

				[image: truestories.eps]

				Mixing it up for sustained success

				My dad was a really good investment analyst and had a great eye for strong management teams. I once asked him why he pulled all his clients out of the stock of a particular company when others were still rating it as a buy. In response, he pointed to a photo of the board of directors and said, “Notice that they all look alike? There’s no diversity in their management team. I’m concerned that they’re riding on their laurels and don’t have new ideas.” He was right, and some years later, the company went into bankruptcy. That company was called Stone & Webster, and it was founded by my dad’s grandfather, Edwin S. Webster, along with his roommate from the Massachusetts Institute of Technology, Charles Stone. Therefore, it was hard for my dad to sell off the stock, but he knew that a lack of diversity was bad for business.



				Seeking the company of innovators

				If you don’t spend time with creative people, you’ll have a hard time being creative yourself. The problem is that most of us work with people who aren’t creative (or who seem not to be creative).

				Fewer than 10 percent of people are naturally highly creative, so your odds of bumping into someone who is naturally very creative are fewer than one in ten. Actually, the odds are worse than that in most workplaces, because hiring tends to emphasize qualifications and experience, not creativity. Even worse, of these few rare highly creative people, more than half hide their creative light under a bushel because of pressures to conform to a less creative, more conservative stereotype of what an ideal employee ought to be.

				[image: truestories.eps] I once met a successful corporate chief executive officer who presented himself as a very cautious, conservative, dark-suited man at work, but on the weekends, he hybridized new varieties of day lilies. His secret creative passion helped nurture his natural innovativeness, and I think it kept him open to new ideas and strategies for his company. I thought it was a shame that his employees never saw this side of him, however, and I urged him to become more of a creative mentor by sharing information about what he did outside the corner office.

				[image: tip.eps] If you find yourself surrounded by people who don’t seem to be creative, seek out the company of some new friends, role models, or mentors. Most cities have inventors’ and entrepreneurs’ clubs, and I recommend attending a meeting now and then to pick up some of the positive energy these groups always have. Creative energy flows across any and all boundaries, however, so you can get just as much energy from attending a fiction-writing workshop as you would from attending a more business-oriented event. Be broad-minded about your search for creative peers. Why not volunteer to help design and build sets for an amateur theatrical production? Anything creative and fun will do the trick; it doesn’t have to be directly related to your profession.

				Getting out of your personal and career silos

				Experts on organization design use the term silo (from the tall grain silos of traditional farms) to describe workplaces where people are isolated into groups based on their functions. It seems efficient to have all the salespeople in one place doing sales and all the accountants in another place doing accounting. Why should they ever intermingle? If accountants are concerned about an increase in the discounts given out by salespeople, however, what can they do about it except perhaps complain to headquarters? If the two functions had some overlap, accountants and salespeople might naturally chat about such a trend and come up with an insight of value to the company.

				Organizations do best when they don’t have tall silos in which groups, teams, divisions, subsidiaries, or functions are isolated from one another. You also benefit from getting out of your silo, and you should try to get out as often as you can, even if your employer doesn’t make it easy to do so. Try one or more of these ideas:

				Take a rotational assignment in another location and/or function.

				Wander into unfamiliar parts of your workplace to find out what the people there do.

				Take a class or workshop in a field you know nothing about.

				Read another profession’s magazines or blogs instead of your own.

				Any of these activities will help you mingle with people who work in different silos, exposing you to fresh thinking and ideally building your cross-silo network of professional acquaintances, too.

				Supporting inquisitive behavior

				An advantage of finding and spending time with creative people is that you can encourage one another’s creativity. I use the term inquisitive behavior to describe the general approach of asking questions and stimulating creative thought. Inquisitive behavior is the same in every field. It gets you thinking about creative possibilities by asking open-ended questions (questions that don’t have any clear right answer).

				When someone from your creative peer group or your workplace asks an inquisitive question, encourage creativity by taking the question seriously and helping that person come up with possible answers. Also try asking inquisitive questions yourself — the more the better, especially in traditionally noncreative settings like staff meetings.

				Here’s an example of inquisitive questions you might ask in a meeting addressing the practice of offering customers discounts to close the sale:

				Inquisitive question: Why is it called discounting? What are the origins of that term?

				Insightful answer: Roman merchants would place extra product to the side of a pile being counted and offer to throw in the extra if the buyer purchased the counted pile at the asking price.

				Possible creative response: Stop discounting the price, and return to the practice of offering extra free merchandise instead. That way, customers continue to pay the list price, and they hold more inventory of your product, delaying the time when the competition will have an opportunity to try to take the customer away.

				Inquisitive questions can lead to new solutions, as this example illustrates. Without an inquisitive question or a few, a staff meeting on the topic of discounting would simply focus on how big a discount to give. With inquisitive thinking, that same meeting can explore alternatives to straight discounting.

				[image: warning_bomb.eps] That said, think about the normal staff meeting and what would happen if someone asked, “Hey, what do you think the origins of the word discount are? Where’d it come from?” Most likely, the boss or someone else in the room would quickly say, “Would you please stay on topic? We aren’t historians; we’re salespeople.” Oops — so much for inquisitive thinking. Be careful not to shut it down, and if someone else tries to, shut him or her down by saying something like this: “Hold on. Let’s give the question a chance. Sometimes, the strangest questions produce the most useful answers.”

				Learning from innovation mentors

				To find a good innovation mentor (someone who can help you learn how to innovate and create), look for a person whom you find to be personally inspiring and who thinks you have a lot of untapped potential.

				[image: tip.eps] It’s best to find a mentor who doesn’t supervise you or have any other formal relationship with you, whether professional or personal, so that your mentoring relationship is the only way you relate. That way, you can focus 100 percent on discussing your career path, your current projects and challenges, and your ideas and how to move them ahead.

				Also try to find people who have implemented an innovation by heading a team that brought about a major change or by starting a company or launching a new invention. Anyone who has brought about something new will have lots of helpful insights into the challenges of building momentum and implementing a new idea.

				Mentoring is growing more common, but in most organizations it doesn’t focus on innovation. Work to find a mentor who’s been a successful innovator in the past and can share insights on invention, creative branding, novel business strategies, implementation, or other important innovation topics. Also try to make yourself available to mentees — people with less experience than you who would benefit from having access to your ideas and pointers. What goes around comes around, as they say, so by mentoring others, you may be more likely to be mentored yourself! (For more on how to set up and run productive meetings with your mentor or mentee, check out Chapter 3, and see my notes on the topic at www.supportforinnovation.com.)

				Becoming a Leading Innovator

				Tapping into your personal creativity allows you to become a successful innovator, because creativity is the fuel of innovation. You need to make a practice of imaginative thinking so as to have the creative power you need to fuel your own innovative career, as well as to fuel the innovations you bring to your work and workplace. That’s why business innovation begins with a sustained effort to live a more creative life. An innovative approach benefits you in many ways:

				Helping you adapt to changing circumstances as you build a successful career

				Making you stand out from others, even if they have more formal qualifications or experience than you do

				Enriching your work by making each day a fresh, engaging experience rather than a boring routine

				Enriching your life by keeping your mind and body vital, flexible, and healthy

				I’ve read a great many studies showing that people with an open, creative approach to life tend to live longer, rate themselves as happier than others, and have better luck avoiding major illnesses. They also tend to have more successful and profitable, as well as personally fulfilling, careers. There are a lot of reasons why you want to try to stand out as an innovator!

				Making your creativity and drive visible to higher-ups

				Many people are hesitant to offer suggestions or take initiative in their jobs, especially if they’re relatively young or inexperienced, or don’t hold a position of power and authority. It’s a mistake to self-censor and hold your ideas back. How else are you going to stand out? How else are you going to get to do interesting new things? I hope that over the coming year, you’ll develop a reputation for being an exceptionally innovative and interesting person who stands out from your peers because of your creative ideas and willingness to tackle new challenges.

				Many people fear that their competence will be questioned if they appear to be too creative or bring up too many suggestions (some of which inevitably will be ruled out as impractical or — dare I say it? — dumb). Competence and creativity are two separate things, and you can show your competence by doing careful work and following through on commitments. If you’re also bubbling over with ideas and enthusiasm, that’s a bonus that doesn’t detract from your competence; it adds another dimension to your workplace personality.

				Another concern many people have is that they don’t want to be viewed as criticizing their boss or their employer as a whole. Okay, I agree — you don’t want to get stereotyped as a malcontent. But that has more to do with how you present your ideas than with whether you present them. If you frequently make disparaging or negative comments (“It’s stupid how we keep doing X and never come up with a better way,” for example), you’ll certainly earn a negative reputation. Instead of voicing criticisms, offer suggestions. Say “What if we replaced X with Y?” instead of “X doesn’t work well.”

				Everyone (especially senior managers) likes innovators for their useful stream of positive suggestions. There’s a world of difference between innovators and complainers. If something bothers you, take your complaint to your creative space (time, place, or virtual place; see “Constructing Your Creative Place,” earlier in this chapter), and turn that complaint into several alternatives. Then voice your positive suggestions instead of the negative-sounding complaint.

				Stepping up to development teams and roles

				A great way to gain innovation expertise and show that you have lots of creative energy and initiative is to volunteer to help implement a positive new change. Most workplaces have at least a few committees, teams, or work groups that are tasked with solving a problem or handling a difficult transition. Because these assignments are temporary, they draw on volunteers who do double duty, helping the team as well as covering their normal duties. Many people think that you’d have to be insane to take on an extra task voluntarily, but I think you’re insane if you don’t. It’s the perfect opportunity to test your innovation skills and demonstrate your resourcefulness and drive. Make something new happen in your workplace at least once this year — preferably before you finish reading this book.

				If you have any trouble with people who resist the new and blame you for their problems, check out Chapters 9 and 13, where problem-solving and conflict-resolution strategies can help you deal with those naysayers in your workplace who don’t like innovation. Chapter 3 has resources for leading a project team, should you be lucky enough to be put in charge. And Chapter 18 covers how to take an idea and run with it on your own as an entrepreneur, should you decide that it’s time to go out on your own and build your own business.

			

		

	
		
			
				Chapter 2

				Creating an Innovative Career Path

				In This Chapter

				Breaking out of the mold: Pursuing an adventurous career path

				Making diverse work experiences add up to an impressive résumé

				Exploring ways to grow your career

				Creating your own job opportunities

				Helen Keller famously wrote, “Life is either a daring adventure, or nothing.” If given the choice, I’d opt for an adventure, but in truth, most people wobble down the middle, somewhere between nothing to write home about and a real adventure. This chapter will make sure that dull fate doesn’t happen to you!

				Aside from avoiding boredom (or should it be spelled bore-dumb?), the pursuit of career adventures ensures that you achieve your full potential by enriching your skills, experiences, network, and knowledge base. And these days, if you hadn’t noticed, there aren’t any stable, guaranteed career ladders to climb, so if you want a great career, you have to invent it for yourself.

				I coauthored a bestseller called Adventure Careers back in the 1990s. At the time, I wanted to help people discover meaningful work and avoid dull, cookie-cutter career paths, and from the hundreds of e-mails we got, our readers seemed very excited to find that they had creative options beyond the standard want ads. In retrospect, however, there turned out to be another benefit to their quest for unique, exciting work adventures: Now they’re all grown up and hold positions of leadership in business, nonprofit, entrepreneurship, and government sectors. Their early adventures made them successful by teaching them to be more flexible and innovative than their less adventurous peers. What I learned is this: Varied, exciting work experiences create the innovators and leaders of the future.

				This chapter will help you chart an innovator’s course from where you are right now toward a more dynamic and enriching career that engages your imagination and drive to the fullest. There are practical things you can do to make your career more dynamic and find more opportunities to innovate. Start with a different view of your career; then follow through by seeking opportunities that fit your existing vision of what you’d like to do.

				Seeing Your Career as an Adventure

				[image: remember.eps] A good rule of thumb for innovators — or anyone, really, who wants to live an interesting and fulfilling life — is to always be doing something that makes a good story. What does that mean? It means that if you have to answer a question like “What have you been up to?”, or you find yourself writing that proverbial letter home (or maybe today it’s a blog), you instantly know what you want to say because it’s a fun story that people will find engaging.

				For example, as a sideline I’ve been working on a series of young-adult fantasy-adventure novels for a few years. When asked why I’m doing this, I simply tell the truth of the matter, which is that my eldest daughter, when she first went off to a sleep-away summer camp, wanted me to write her every day. I couldn’t think of what to say, so I started writing her a story, and by the end of the summer she had a large pile of cards and a desire to see what would happen next. So did I, so I turned them into a book (see www.thestoryof drift.com for details, if you’re interested). That’s what’s called a back story in fiction writing — background information that helps bring a character (or in this case, a book) to life. You need to accumulate interesting back stories too, so that you, as a character in a résumé, come to life and so that your résumé develops three-dimensionality that other résumés lack.

				The way to develop an interesting character in fiction is to put the character in a challenging situation and see what he or she does. How will your character get out of trouble this time? It’s really that simple to write exciting stories, and it’s that simple to develop a rich, varied, and innovative career, too. Just put yourself in a new and challenging situation, preferably one you’ve never been in before and don’t feel qualified to handle, and then see how you do. I guarantee that despite a few tense moments, you’ll come through just fine in the end. The hero of the story always does!

				Breaking through the barriers to career change

				If you go from school to an entry-level job in a field and then work your way up, perhaps getting some additional training along the way, you soon find that you have greatly narrowed your options. Giving up on your field and starting all over again in another would mean giving up the salary level you’ve achieved, as well as having to compete against younger entry-level employees. Many people feel that they’re trapped by their own career success and can’t change direction. The main barriers you run into if you try to do something creative or different are

				Practical financial barriers associated with taking a cut in pay or benefits

				A credibility problem when you try to talk a new employer into hiring you to do something you don’t have much experience doing

				A lack of self-confidence arising from your lack of traditional qualifications and experience

				Possible age or other forms of discrimination if you don’t fit the mold of the typical applicant

				Of these four barriers to doing something new and different, three are largely external, and one is internal: your own confidence issues and concerns. Tackle that one first because it’s more fully in your control and also because it has considerable influence on the other three barriers.

				[image: tip.eps] In my experience, you can often overcome the initial resistance of potential employers by exhibiting a really positive, can-do attitude. Wise employers know that they can teach skills, but they can’t develop good attitudes in people; they have to hire for that quality.

				Have faith that if you believe you can and should do something new to broaden your experience, you will eventually find an employer who agrees and likes your positive attitude and enthusiasm. This person may be a rare employer, but keep searching until you find her. She’s not only your next boss, but also a potential mentor for your innovative career, because she understands the value of diverse experiences and values a creative approach.

				If you’re locked into an expensive lifestyle you can barely afford, finances are something you need to work on right away. They can be improved only incrementally, so get started immediately, and work on them for the next six months to a year. Here’s what to do:

				Reduce your carrying costs. These costs are the regular (monthly or quarterly) expenses you have to cover to pay your bills. Get rid of expensive vehicles, appliances, memberships, and leases. Most households can cut their routine bills by about 20 percent without any major changes in lifestyle.

				Chip away at credit-card bills, and stop using all credit cards at once! If you can’t afford it on a debit card, don’t buy it, period. (That goes for automobiles too. If you can’t afford to buy a car with cash, don’t buy it. Your career is much more valuable in the long run than your ride.)

				Move to a less expensive home. Most people’s largest expense is housing. Keep in mind that transportation is often the second- or third-largest household expense, so try to move somewhere in or near a major metropolitan area offering lots of work, study, and volunteering options, plus public transportation if possible.

				 Also consider sharing an apartment or duplex. Often, this approach can cut your living costs by 30 percent to 50 percent.

				Take care of yourself. Good health is a money saver, whereas illness is financially debilitating. Exercise, healthy eating, avoidance of alcohol and drugs, and early bedtimes add up to real savings in the household budget and free you to focus on developing an interesting, innovative career. (In fact, healthy habits are a bigger financial factor than health insurance, because an illness prevented saves, on average, a lot more than a year’s worth of health insurance premiums.)

				[image: remember.eps] Make do with a smaller place and a less expensive lifestyle, and keep yourself healthy and fit. The goal is to see how small a percentage of your income you have to spend each month to cover the bills. If you can begin to get ahead of your costs and run a substantial surplus, you can reinvest that personal profit in an innovative career. In other words, invest the extra cash in yourself!

				Making opportunistic moves

				When you work on your financial and emotional health, and no longer feel trapped in your current position (see the preceding section for tips on how to do this), you’re ready to answer the door when opportunity knocks.

				[image: tip.eps] Speaking of opportunity knocking, you can get more information on the topic of finding an exciting dream job at the Opportunity Knocks Web sites: www.knocks.com, where you can reach President Wendy Terlwelp for personal branding and career coaching, and www.opportunityknocks.org, where hundreds of interesting job openings in nonprofits and charitable organizations are posted.

				You can find lots of similar services on the Web by searching for interesting job openings and career boards where openings are posted. Type “finding a better job” into your favorite search engine. Also check out Monster (www.monster.com), Employment Spot (www.employmentspot.com), and CareerBuilder (www.careerbuilder.com).

				Moving toward growth with your current employer

				The most obvious opportunities are the ones closest at hand. If your current employer has any interesting new opportunities, consider making a move, even if it’s a lateral move (at the same pay level) or a downward move (at a lower pay level). The level is less important than the momentum of a position. Momentum means growth and future potential, and you should always be looking for and moving toward where the momentum is. If your employer is cutting back in most areas (as many are), chances are that there’s still one area in which hiring is going on because of an urgent need to increase staff. Try to shift to a position — any position — in that growth area. Whatever it entails, it will expose you to some cross-training and teach you some skills that are of growing economic value.

				Working your networks for opportunities

				Your personal and professional networks are great sources of opportunity. If you hear that someone is looking for somebody to do something that interests you, get in touch with that person, and find out more about the opportunity. Take a “why not?” approach to such opportunities, and see whether you find them interesting.

				Taking on short-term and volunteer projects

				A great many short-term, part-time projects are available. Some pay well; others, such as internships and volunteer work, not so well. I think it’s good to be doing one such short-term project at all times, even if you’re holding down a full-time job. The breadth of experience you gain and the rich professional network you build add up to a lot of benefits from those side assignments.

				I’ve worked with hundreds of successful entrepreneurs, and more than 95 percent of them had extraordinarily adventurous early careers characterized by many, diverse projects and positions. The richness of experience you gain from varied work adds up to a better ability to innovate in the future, whether you do it as an employee, a freelancer, or a business-building entrepreneur.

				Counting Up Your Transferable Skills and Experiences

				When your aim is to climb a fixed career ladder, you need to accumulate a series of ever-higher positions within a specific field. A traditional résumé tells the story of such a career climb by listing job titles and responsibilities by year. First, you may have been an assistant; next, a junior manager; then a department manager . . . and so on. Your career is unlikely to consist of a straightforward climb up a fixed ladder, but your résumé probably still looks like that’s what you’re trying to do. This format is the traditional approach to résumés and the one that most people follow.

				A better approach is to create a list of the competencies you’ve gained through your varied work experiences, and make note of how each experience contributed to specific competencies. (I might note that I gained leadership skills through my work on the boards of directors of numerous nonprofits and my coaching of youth soccer teams, as well as any management positions I held in my formal, paying work.) Where have you picked up leadership skills and experiences? Making a list may help you prove that you’re qualified for an exciting new paid opening or volunteer opportunity.

				[image: truestories.eps]

				Drawing on experience to design a retro speedboat

				Ross Hartman took a few engineering courses in college but has no formal training or experience in naval architecture — the engineering and design of boats. That hasn’t stopped him from parlaying his practical experience as a builder and his rusty knowledge of engineering into an exciting startup business that makes speedboats styled after classic cars of the 1950s and ’60s, such as the Ford Mustang. His business, Dana Levi Boats (www.danalevi.net), employs a naval architecture firm to produce construction blueprints and retains a boatyard in Florida to create the molded fiberglass hulls, but the design concepts all flow from the founder’s imagination and pen. Like many inventors, he had no formal training in the industry but had enough imagination, and enough general skills, to shake up the industry with something fresh and new.



				After you document your experiences and how they add up to skills and qualifications, you’re ready to write a modified résumé. You can (if you think it necessary) keep the format looking traditional, but make a point of noting the specific transferable skills you gained under each job listing. Also add part-time and volunteer jobs, as well as any major projects you worked on for full-time employers. Listing such experiences separately helps you tell your story better.

				[image: tip.eps] If you’re dealing with an open-minded or nontraditional interviewer, consider reformatting your résumé as a table. Down the left side, list jobs and projects (as in a traditional résumé). Across the top, label the columns with specific skills (such as Communications, Leadership, Design and Invention, or Software Programming; see Figure 2-1). Then fill in cells appropriately to show how and where you gained experiences in each of the columns. This tabular format makes clear sense of a diverse set of job experiences, helping potential employers see how you’ve been working steadily on core skills, even though you’ve done it across numerous jobs and projects.

				As Figure 2-1 shows, you can organize seemingly disconnected experiences into a coherent description of your core competencies. (To prevent confusion, limit the number of competencies to five.) At the top of this résumé, you can state a work goal or desired position that relates to the competencies. At the bottom, you can summarize the competencies that your various experiences demonstrate. The summary of your competencies should align with the requirements for the job you’re seeking. Check job descriptions from employers to make sure that you’re using this competency résumé to tell your story in a way that makes it obvious to potential employers that you have the needed experience and competencies, even if you haven’t done the specific job you want to apply for.

				
					Figure 2-1: A competency résumé in tabular format.

				

				[image: 601747-fg0201.eps]

				Seeking Opportunities to Innovate

				As you search for interesting opportunities (including projects at your regular workplace, volunteer jobs, and short-term or part-time jobs), favor those that encourage some form of creative expression. It takes creativity to

				Organize a fund-raiser for a nonprofit organization.

				Develop a solution to a challenging problem in your workplace.

				Redesign a workplace process to save money or improve quality.

				Anything that isn’t “by the book” may be a good opportunity to express yourself. Tackle extra assignments or new jobs with an innovative spirit, and make an effort to do something new and innovative in each job and project you undertake. The big-picture idea is to treat everything you do as an opportunity to make your mark as an innovator. Of course, this goal is easier to achieve if you select jobs and projects for their creative potential and avoid ones in which you’d be expected to follow a set of instructions to the letter.

				[image: remember.eps] If you type “creative work” in a search engine, you’ll come up with lists of so-called creative jobs, such as ad design, software design, and painting (not house painting, but painting for gallery sales). These careers can be creative, of course, but the lists miss the key point: Creativity and innovation are important in a great many careers and jobs, not just those in the arts. Engineering is creative. Managerial leadership is creative. Business strategy is highly creative, which is why I tend to run a strategic planning retreat in much the same way that I run a creative branding retreat, with lots of idea-generation activities to open the mind to possibilities. If your current job doesn’t permit you to innovate, start searching for another job today. There are lots of them. What makes a job creative and innovative is a desire on the part of management to be creative. If the members of the senior management team understand that they need fresh ideas to grow and prosper, they’ll probably value your initiative and ideas.

				Moving Toward Growth

				As you pursue your innovative career, make a point of pursuing growth. Growth takes several main forms:

				Your own development of knowledge, skills, credentials, and relationships with a wide range of interesting and accomplished people

				Growth areas (such as a growing department) within an organization where you work

				Economic growth in specific regions and sectors

				Encouraging your own personal growth

				[image: remember.eps] Your personal growth is the most important dimension of growth to keep in mind as you navigate your career options. Make a point of learning and developing at a high rate to keep yourself sharp and up-to-date as an innovator.

				If you use the competency-based, tabular résumé format illustrated in Figure 2-1, it’s easy to see where your holes are and where you could use more experience. Create a large, for-your-eyes-only, and very detailed version of a competency résumé to help you decide which opportunities or experiences to pursue next.

				Targeting growth areas in your current organization

				Keep in mind that in organizations, there are generally stagnant areas you want to avoid and exciting areas where growth is taking place. Go where the growth is, even if the jobs aren’t as stable and well-paying as more traditional ones. In the end, growth wins out over stability every time.

				A biological analogy is helpful: Visualize an established business as though it were a giant plant. Somewhere down at its historical base is a solid old trunk of dead wood, while up in the leafy branches is fresh green growth. Some people are naturally suited to positions in the trunk. That’s fine for them, but their careers are going to be dull and stagnant because they favor stability over growth. Keep in mind that new skills are developing and the seeds of new enterprises are growing at the flexible ends of young, leafy branches, not down at the base of the old tree. The branches are where new ideas and new technologies are being tested, and where new market opportunities are being pursued.

				To take advantage of the growth areas of your employer, join task forces working on new ideas or implementing new technologies. Also see whether you can help with the sourcing or development of new products. And if your employer opens a new office or expands into a new market, be the first to volunteer for the challenging (and perhaps risky) assignments out there on the frontier of your business’s growth. That’s where you get the opportunities to innovate and problem-solve, and it’s where you gain the skills that will make you an appealingly innovative candidate when you next apply for a desirable job.

				Taking advantage of fast-growing cities

				Give some thought to geographic and demographic growth trends. In the United States, Los Angeles, Miami, and New York are adding people faster than other large cities, making them good areas to work. For the absolutely fastest rates of growth, however, several small cities top the list, including Round Rock, Texas; Cary, North Carolina; and Gilbert, Arizona. If you work in any of these cities, odds are that your career will grow faster than elsewhere in the country, and more opportunities will open up to you. If you’re stuck in a low-growth or shrinking area, bite the bullet and move to a fast-growth area right away. It’s really, really hard to have a successful career outside a growth area.

				If you look at social statistics for the United States, you’ll see that Hispanics (a diverse set including people of various Latin American national origins) are a large and fast-growing category. Businesses and services of interest to Hispanics are going to have a leg up because of this population growth. Similarly, the smaller but even faster-growing category of people who identify themselves as multiracial or biracial is reported to be the fastest-growing group in the United States, perhaps presenting interesting opportunities to innovators who can think of ways to serve this group’s needs. Ideas, anyone?

				Serving the fastest-growing age groups

				If you slice the population by age, you’ll find that one particular age bracket is growing faster than the others. Which one? It varies by country. In slower-growing, highly industrialized countries like the United States, Canada, Great Britain, and Japan, it’s the elderly. People over 85 are the hottest growth sector of these mature economies, believe it or not. In less-developed countries with faster population growth, teens or young adults often make up the fastest-growing group. Clearly, economic opportunities for innovators differ, depending on whether population growth is centered in the elderly or the young of a country. In one case, innovations in education are greatly needed; in the other, healthcare and elder care are hot areas.

				Tapping into international growth

				Study your country’s growth patterns, and make sure that your work is of importance to some growing group, whether defined geographically or by social or population statistics. Also be open-minded about international opportunities. Right now, enterprising young adults in the United States are mindful of the fast economic growth in China and India and are looking for opportunities to tap into these hot international economies.

				My son Paul, who graduated from college last year, entered the U.S. job market during the trough of a deep recession. His solution? He got a job teaching English at a Chinese university and headed off for a year abroad. He’d studied Chinese in college, fortunately, so his job search wasn’t confined to the United States.

				Inventing Your Next Job

				Most people search for work. That approach reflects a noncreative view of work in which you assume that someone else has to create your opportunities for you, and all you do is apply and hope to be selected. In an innovative career, you turn that assumption over and think of your next job as something you will create.

				Proposing a new position for yourself

				Take a good look at your own organization or any other that you know something about and have access to. What does it need? Where are its biggest problems and opportunities? If you were in charge, what new position would you want to create and fill with an eager innovator like yourself? When you have an idea in mind, write it up (use the same format for job descriptions that the organization does) and then send a cover letter and your new job description to an appropriate contact. There’s a chance that your proposal will be picked up and you’ll be hired to do the job you so thoughtfully crafted. It’s certainly worth a try.

				If you think imagining a new position, writing the job description, sending it in, and getting hired to fill it seems unlikely, think about what consultants do to make a living. I’ve done a fair amount of consulting, often because I’ve talked some executive into listening to my proposal telling her what I think I can do to help her company out. In other words, to get hired as a consultant, I had to persuade someone that there was a need for me. It’s commonplace for consultants to do this, but nobody else in the job market ever does. Take it from an old consultant: The best jobs are always the ones you invent for yourself.

				Generating freelance and consultative work

				If your proposal to create a new job opening for yourself (refer to the preceding section) doesn’t get accepted, think about freelance consulting instead. For every permanent new position, there are dozens of short-term, project-oriented opportunities. I’ve learned more from my consulting experiences than from any full-time job I’ve ever had. Consulting is fun. Well, not fun like a vacation in Cancun, but fun in the way that exciting, high-pressure performances are fun. Tackling a tough project on a deadline is always a challenge, and challenges bring out your innovative best, right?

				To find freelance and consultative work, keep in mind that 90 percent of consultants are hired by someone who already knows them. You need to work your professional network to find out what’s needed and who to talk to.

				[image: tip.eps] Join professional organizations in your area, whether that area is defined by geography, a professional field, or (preferably) both. Attend meetings, especially if a sit-down meal is in the offing. I’m not saying this because I like free food (although I do!) but because the best networking happens when you get a chance to sit and share a meal with a group of people who share a professional interest. Meals last long enough and are relaxing enough that you can strike up real conversations and make new friends.

				After you zero in on some opportunities for freelancing, present yourself promptly and professionally. The early bird gets the worm, so don’t delay, wondering whether you’re the right person. Pick up the phone or get on e-mail and make contact right away, preferably early in the workday. Then dress yourself, and your résumé, according to professional custom in the business or industry in question, and set up a face-to-face meeting as soon as you can. Beyond that, there isn’t much of a formula.

				It’s probably best to avoid fancy sales pitches. Just be yourself. Ask questions; offer suggestions; smile; and say that you think you can solve the problem, whatever it is. See whether the potential client will offer you a contract, and if it does, agree to start right away. Eagerness wins the most contracts in the consulting game. Inflexibility and a demanding, arrogant approach lose the most contracts.

				Developing entrepreneurial career options

				Most of the really creative people I know have started at least a few new businesses, theater groups, dance companies, charities, or other organizations. The interesting thing is that the majority of these people don’t call themselves entrepreneurs and have no intention of starting the next big business. They just have good ideas that seem to need an organization, so they start calling people up, and soon, they’ve gotten another organization off the ground. They may do this work entirely in their spare time outside a 9-to-5 job, but still, it’s probably the most meaningful and exciting thing they do all year.

				I recommend this approach. Start something small in your spare time, and get others to help you grow it into an established entity with a life of its own. Who knows? Maybe it will grow large enough to take the place of your regular job, but even if it doesn’t, it will give you lots of great opportunities to strengthen your creative skills.
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