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Introduction

not changed is the way ideas are formed in the human mind. Ideas are formed now as

they were back then...and since the day humans first came up with the idea for the
wheel. The only thing that has changed since the dawn of time is our understanding of how the
idea creation process works as well as our ability to stimulate the process.

This book was originally published in 1958. A lot has changed since then, but what has

The examples given in this book have not been changed. While they are a little dated,
they provide a fascinating view into the history of brainstorming, as well as the history of how
some well-know products were thought up.

Back in the 50°s women’s roles in business were very limited. | took the liberty of
updating the entire book to better reflect women’s current roles in business. | also updated a
few sections that used terminology that some people wouldn’t understand, and | removed such
outdated references to slide rules, drawing boards, and the like. Other than these and formatting
changes, the book is largely intact the way it was originally written.

I believe you will enjoy reading this book and you will gain many valuable insights into
the way ideas are formed. Once you start putting some of the book’s methods into practice,
your mind will become much more proficient at coming up with new and profitable ideas for
years to come.

Tim Bruxvoort, President
Times Ten Marketing
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use of his or her creative talents. The ability to be creative—in which the techniques of
“brainstorming” play such an important part-is largely a state of mind. It is a state of mind
that we can all cultivate.

I can think of no finer way to enrich a person’s life than to stimulate him or her to a greater

As a business manager, | have been especially interested in stimulating ideas for two
reasons: to benefit the business itself and to help the people who work hard in that business. In
our organization, we have had quite a bit of experience with this subject. And I can say that
these techniques not only work on specific problems; they also help to broaden a person’s
outlook on life—to open his whole personality to the “idea concept” and to encourage a
constant, fresh eagerness about all the problems of daily living.

Although my comments are being made from a businesspersons’s point of view, | think
it is evident that they apply quite generally to all people. Any company or organization that
makes and sells products in competition will prosper only as it develops new ideas. This is
basic to growth and improvement. To fulfill this objective, the organization must have creative
people on all its important areas, such as engineering, manufacturing, sales, and personnel.
And it must have good management in seeing that the best results are obtained from those
creative people in all those areas.

Yet, whether one’s business is large or small, there are some dilemmas in which the
manager finds him or herself. For instance, a very small business, desiring to grow, may find
the problem of developing new ideas a difficult and expensive one. Therefore, the need to
avoid the failure of working on the wrong idea is vital.

The manager of a large organization is also in a difficult spot. To him or her, spending
money on a poor idea is not so serious because his resources are larger. However, because of
this, there is less appreciation of the cost of development. Consequently the controls that he or
she must employ can create an atmosphere that hampers idea people and their productiveness.
Thus, they are the dual problem of creativity and good management.

Creative ability is most frequent the opposite of good judgment. Creative ability
includes the tendency to experiment with novel ideas that might be unsound. It includes a good
deal of gambler’s spirit where the individual *“sticks his or her neck out” and tries something
new and perhaps even “wild” or “crazy.” Therefore, by its very nature, creative ability is on
the opposite end of the spectrum from good judgment.

In other words, if we were to draw a line to represent the various degrees of creative
ability and sound judgment, we would put great creativity at one end and sound judgment at the
other. The better manager, when rated along this line, would come much closer to the good
judgment end than to the creativity end. So we immediately see that a “good manager” may
automatically constitute a barrier to an atmosphere that fosters creativity. Consequently, this is
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a real challenge to business leaders: how to combine a flow of creative new ideas with sound
evaluation.

Yet, | feel that it is absolutely necessary to cultivate the “idea atmosphere” if an
organization is to forge ahead day after day. Business, just as art, needs a climate of open-
mindedness-and should not be wary of non-conformists or people who continually pose ideas
that run contrary to our orthodox thinking.

When a person is faced with a problem, it seems natural to fall back upon previous
experience for answers. In most cases, judgment dictates what is most practical or what has
worked in the past. This judgment is the end result of training, which has been instilled in the
individual throughout most of his or her life. From the time children are old enough to
comprehend, they are taught to do what is “best” for themselves and for others. They are
trained to do the “right” thing. This, then, is the beginning of judgment. This process
continues throughout growth to maturity.

What happens during this period when judgment is developing? What was there before
judgment developed? Let’s look at young children. One is immediately struck by their power
of imagination. Everything is “real” to them. Everything is alive. The stick they pick up and
aims is a gun or magic wand. The tree they climb is a mountain or a ship’s look out platform.

Imagination is tolerated in children but not always encouraged. As they grow older,
they are impressed with the fact that their imagination, while a source of amusement, is often
not practical. Thus we see that judgment may take the place of imagination completely—or
that imagination will be used less and less as judgment is more and more.

Theoretically, this could lead to a person’s having all judgment and no imagination—
and don’t we seem to run into those persons? Don’t some people seem to rely entirely upon
precedent and experience and seem afraid to try a new slant?

But must judgment be developed at the expense of imagination? | think not. Moreover,
I think we have had experience that proves that ideas can be stimulated and that ideas—as well
as good judgment—flourish. We have drawn freely on all sources of research and information
and have reached these conclusions, for example, as to what creative people are.

In the first place, they have sensitivity to problems. Then they have fluency with ideas
in that they think a lot of approaches to a problem. Many of these ideas are characterized by
novelty. Their ideas are new and perhaps different.

The creative person is flexible, able to drop one line of thinking and easily pick up
another one. Also, he or she has a quality that has been described as constructive discontent, a
certain restlessness of mind, searching for new and better ways of doing things.

This characteristic has been forcefully described by Harlow H. Curtice, former
president of General Motors as the “inquiring mind.” It is this attitude, he points out, that “is
never satisfied with things as they are...is always seeking ways to make things better and do
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things better.” And it is this kind of person who “assumes that everything and anything can be
improved.”

Now let me describe our experience a bit more—for it is pertinent to this book. When
the author, Charles Clark, asked me to write this, | readily agreed. For “creativity” and
“brainstorming” have become a real part of the way we operate our business.

For many years, of course, we have had our share of meetings and conferences. In
those, we have always tried to develop new and better ways to operate, cut costs, create new
products, and improve human relations. But in 1953 we decided to see whether we could do
more about creativity—in a scientific, systematic manner. We assembled a group of experts in
the field, psychologists and educators. Some said we could determine and develop creativity.
Others said this was doubtful. But we decided this should be tried and probably could be done.

From that start we developed a testing program that has been proved psychologically. It
is a test that shows how creative a person is within fairly close limits. This test has been given
to more than one thousand people in our plants and to probably another two thousand outside
our organization—folks who borrowed our test to try it for themselves.

Then we also began to develop a training program to see whether we could stimulate
more ideas in our people...ideas for new products, new ways for making those products...ideas
on anything that might help our whole team. More than one thousand of our people have taken
this creativity training, and we know it produces good results. Brainstorming is an important
part of this course.

We started by trying the course on our top executives. They were convinced it could
stimulate people into thinking up ideas that would help the entire division. From them, we
went on to give the course to our engineering people and then to manufacturing supervision.

Everybody seems to like the creativity work. It is, in fact, the most popular of all our
educational activities. We have “discovered” that folks like to give their imaginations a
workout and once they know ideas are welcome they will come up with many good
suggestions.

I am proud of the fact that for the past several years our division of General Motors has
been a leader in the GM Suggestion Plan. This record stems, at least in part, | feel, from the
“climate”, the idea-atmosphere, that pervades our organization. That, | feel is the most
important single result to come from our creativity program.

Surely we teach people some specific ways to generate ideas. The techniques described
by Charles Clark in this book are followed, and | might say I’ve even learned some new ones
from him. But, above all, we have tried to create a definite feeling among our people,
especially our management and technical groups, that our division is a wide-open mind. | don’t
believe anyone feels he or she will be criticized for suggesting something new, untried, or
different, even if it might seem “screwball.”
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So | am delighted to have the honor of suggesting to you that this book will make life a
bit better for you and all who are affected by your life and occupation. At work at home, in
groups, or alone, “brainstorming” is fun and is valuable.

Maybe we are highlighting the word “brainstorming” with unusual force. The main
idea to get from a book like this is that the human brain is a wonderful, fantastic, unbelievable
instrument—and one that we can use constantly for the betterment of mankind.

Joseph A. Anderson
General Manager

AC Spark Plug Division
of General Motors

Flint, Michigan
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Chapter 1 — The Difference An Idea Makes

you where you work, in a large office, on an assembly line, in the government, on a
salesperson’s territory, in a small store, in a laboratory, in the shipping room, or the
executive suite, you will see the difference an idea makes.

You know the difference an idea makes. You may not realize it, but if you look about

You will see the difference in the people who move ahead. You will see it in the
products that make sales records. You will see it in the business that prospers. You will see it
in profit and loss statements, on the stock exchange, in the delicatessen that closes, in the
headlines. You will see it in your home and other home, in the family that does things, in your
church and lodge, in your political party, in your government. The one quality that turns
ordinary into extraordinary is ideas.

For example, visit the mechanical engineering department of a large manufacturing
company and you will see row upon row of cubicles with row upon row of engineers who have
very much in common. Each person in the room has an engineering degree and each graduated
from a reputable college. They all get the same pay, give or take a few dollars, and they all
have the same opportunity for advancement within the company.

If you came back in a year to that vast room full of seemingly similarly talented people
you would see that a strange process had taken place. One woman in a cubicle way in the back
of the room got a promotion to a management position on the second floor. Another man in the
middle of the room full of cubicles came in one day and sat down at a desk, not in a cubicle,
but in an office down the corridor. Still another, man apparently lost in a sea of cubicles
towards the left of the room moved to an office next to her boss.

The process might seem strange, mysterious, and completely non-understandable
viewed from a distance. You might feel like an anthropologist on a South Sea island viewing
some native rites that were unaccountable. But if you investigated you would find an enormous
difference between the seemingly similar people in the hangar-sized room of cubicles: the
people who moved ahead had ideas.

Sure, not all the ideas were good ones, not all of them worked, others were too
expensive, still others had been tried before. But they were ideas. That ingenious, creative
element that makes all the difference in our lives.

Notice I said they had ideas, not an idea. And, they expressed those ideas. Actually,
they had a flood of ideas, and, in effect, the entire engineering department depended on the
creative energies of a tiny minority.

That woman in the cubicle in the back of the room had an idea for a new material that
would make a process better, at less cost. The next day she worked on another part and realized
that one of the manufacturing processes could be eliminated by a redesign. A couple nights
later, she saw how the company could save money by purchasing stock screws rather than
building their own. All year long she kept seeing the same products and processes as the rest of
the people in the room, but she saw problems and then she thought up solutions to those
problems.
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The man in the middle of the room could not locate a mechanical drawing one day, and
he figured out a filing system so drawings could not be lost so easily. He had a headache and
suggested better lights over the cubicles. Loaded down with work, he devised a new method of
drawing designs; trying to arrange his own vacation, he came up with a better vacation
schedule. During the year, his pet peeves, irritations, and frustrations led to new ideas.

That man on the left of the room went shopping with his wife one evening and sent in
ideas on new markets for products the next morning. He met a sales clerk in a clothing store
and realized how plastic material his company manufactured could be adapted for clothes
hangers. He saw his kids eat candy and had an idea for plastic packaging. Building a model
pane with his son, he saw how one of the company’s oldest products could have a new use in
producing toys. Everything he did set off a chain reaction that resulted in ideas.

As the ideas from the three people came in to their bosses and filtered up through the
company, these people became known for their ideas. They were known as idea people, people
who cared about their job, people who were thinking all the time, people you could give tough
problems to and expect results. When new jobs opened up, departments expanded, their
selection was natural. ldeas set them apart from hundreds of people who had the same
advantages and disadvantages they did; ideas made the difference in their careers.

Their ideas also made the difference between the company and its competitors; it swung
the balance from loss to profit, from failure to success. Some of the ideas also made the
difference in the defense of the free world. For example, the Air Force needed a new
lightweight part for a fighter jet. One of the engineers had suggested a simple product that
could be easily mass-produced. Because of his ideas, their bid was, by far the lowest. They got
the job, made a handsome profit, but most important, the planes got the part in a hurry.

In the same way that engineers start out alike, so do companies. They have similar
buildings, large parking lots, carpeted executive suites, engineers who need nicer clothes, sales
managers who need to diet, and comptrollers who need to smile. The companies aren’t the
same, however, and the successful ones have ideas that make the difference.

To understand the full force of ideas, you have to turn to history. But, certainly not
ancient history. One day in 1915, one man far down the executive ladder wrote a memo and
passed it along to his boss. The man with the ideas was the assistant traffic manager of the
Marconi Wireless Telegraph Company. Here is his memo, which I quote in full, because it is
one of the most astounding documents in business history:

I have in mind a plan of development that cold make radio a ““household utility” in the
same sense as the piano or phonograph. The idea is to bring music into the house by
wireless.

While this has been tried in the past by wires, it has been a failure because
wires do not lend themselves to this scheme. With radio, however, it would seem to be
entirely feasible. For example, a radio telephone transmitter having a range of say 25
to 50 miles can be installed at a fixed point where instrumental or vocal music or both
are produced. The problem of transmitting music has already been solved in principle,
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and therefore all the receivers attuned to the transmitting wave length should be
capable of receiving such music. The receiver can be designed in the form of a simple
“Radio Music Box’” and arranged for several different wave lengths, which should be
changeable with the throwing of a single switch or pressing of a single button.

The ““Radio Music Box’” can be supplied with amplifying tubes and a loud
speaking telephone, all of which can be neatly mounted in one box. The box can be
placed on a table in the parlor or in the living room, the switch set accordingly, and the
transmitted music received. There should be no difficulty in receiving music perfectly
when transmitted within 25 to 50 miles. Within such a radius there reside hundreds of
thousands of families; and as all can simultaneously receive from a single transmitter,
there would be no question of obtaining sufficiently loud signals to make the
performance enjoyable...The power of the transmitter can be made 5 kw if necessary, to
cover even a short radius of 25 to 50 miles; thereby giving extra loud signals in the
home if desired. The use of head telephones would be obviated by this method. The
development of a small loop antenna to go with each ““Radio Music Box™” would
likewise solve the antennae problem.

The same principle can be extended to numerous other fields—as for example-
receiving lectures at home that can be made perfectly audible; also events of national
importance can be simultaneously announced and received. Baseball scores can be
transmitted in the air by the use of one set installed at the Polo Grounds. The same
would be true of other cities. This proposition would be especially interesting to
farmers and others living in outlying districts removed from cities. By the purchase of a
“Radio Music Box™ they could enjoy concerts, lectures, music, recitals, etc., which may
be going on in the nearest city within their radius. While | have indicated a few of the
most probable fields of usefulness for such a device, yet there are numerous other fields
to which the principle can be extended...

In connection with this idea I have had in mind for some time the possibility of
connecting up the Wireless Age with the plan, thereby making the Wireless Press a
profitable venture. What I have in mind is this:

Every purchaser of a ““Radio Music Box”” would be encouraged to become a
subscriber of the Wireless Age, which would announce in its columns an advance
monthly schedule of all lectures, music recitals, etc., to be given in the various cities of
the country. With this arrangement of the owner of the ““Radio Music Box™ can learn
from the columns of the Wireless Age what is going on in the air at any given time and
throw the ““Radio Music Box’” switch to the point (wave length) corresponding with the
music or lecture desired to be heard.

If this plan is carried out, the volume of paid advertising that can be obtained
for the Wireless Age on the basis of such proposed increased circulation would in itself
be a profitable venture. In other words, the Wireless Age would perform the same
mission as is now being performed by the various motion picture magazines, which
enjoy so wide a circulation.
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The manufacture of the ““Radio Music Box™” including antenna, in large
quantities, would make possible their sale at a moderate figure of perhaps $75 per
outfit. The main avenue to be derived will be from the sale of ““‘Radio Music Boxes”
which, if manufactures in quantities of one hundred thousand or so could yield a
handsome profit when sold at the price mentioned above. Secondary sources of revenue
would be from the sale of transmitters and from increased advertising and circulation
of the Wireless Age. The Company would have to undertake the arrangements, | am not
sure, for music recitals, lectures, etc., which arrangements can be satisfactorily worked
out. It is not possible to estimate the total amount of business obtainable with this plan
until it has been developed and actually tried out, but there is about 15,000,000 families
in the United States alone and if only one million or 7% of the total families thought
well of the idea, it would, at the figure mentioned, mean a gross business of about
$75,000,000, which yield considerable revenue.

Aside from the profit derived from this proposition the possibilities for
advertising for the Company are tremendous; for its name would ultimately be brought
into the household and wireless would receive national and universal attention.

Like most good ideas, it seems obvious after it has become history. Yet, we have to
remember that in 1915 there was no broadcasting industry. Telegraphy was used for
communication, not entertainment. It was a serious business. The memo was tossed aside with
a laugh.

For an astonishing five years nothing happened. Then the Radio Corporation of
America was formed. The idea man pulled his memo out of his files and sent it along to Owen
D. Young, Chairman of the Board of the new company. That was on January 30. On March 3,
the idea man was asked by E.W. Rice, Jr., president of RCA, for an estimate of future radio
business. The following additional memo was written:

The ““Radio Music Box’” proposition (regarding which | reported to Mr. Nally in
1915 and to Mr. Owen D. Young on January 31, 1920) required considerable
experimentation and development; but, having given the matter much thought, | feel
confident in expressing the opinion that the problems involved can be met. With
reasonable speed in design and development, a commercial product can be placed on
the market within a year or so.

Should this plan materialize it would seem reasonable to expect sales of one
million (1,000,000) ““Radio Music Boxes™ within a period of three years. Roughly
estimating the selling price at $75 per set, $75,000,000 can be expected. This may be
divided approximately as follows:

1% Yr.-100,000 Radio Music Boxes $7,500,000

2"Yr.-300,000 Radio Music Boxes 22,500,000

3" Yr.-600,000 Radio Music Boxes 45,000,000
Total $75,000,000
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The name of the idea man was General David Sarnoff, who was Chairman of the Board
of the Radio Corporation of America.

To finish the story of the amazing memo, compare his estimates to the actual figures of
the first three years “Radio Music Boxes” were sold by RCA:

1922 $11,000,000

1923 $22,5000,000

1924 $50,000,000

Total $83,500,000

Here was an idea that turned an assistant traffic manager into one of the most influential
and wealthy men in the United States and formed the basis of a new industry that has affected
every one of us. The way we act, the way we think, the way we talk, every nook and cranny of
our world, private and public, has been changed by David Sarnoff’s idea and its direct
descendant, television.

The magic that ignited this revolution was a simple powerful idea and a man who had
both the drive to write it down and the stubbornness to keep pushing it for five years when he
was ridiculed.

Each one of us should understand that there is always resistance to new ideas and not be
discouraged into paralysis by it. Such inertia is natural and normal.

For example, take the zipper. In 1926, a cub advertising salesman called on the
Hookless Fastener Company, known to day as Talon, in Meadville, Pennsylvania.

“Art,” someone asked him, “how can we sell more zippers?”

Art thought a moment. “I’ve got an idea. Why not sell them to men’s clothing
manufacturers to put them on flies instead of buttons?”

They roared. They’d never heard anything so ridiculous. The arguments against the
idea came up, the Killer phrases: “That’s silly.” “Men won’t wear them.” “We’ll run into
trouble.” “There will be accidents.” “We’ll be sued.”

It took four years before they accepted the idea, which today provides a huge share of
their profits.

Behind each industry is a person with an idea. Before World War 1, a businessman-
naturalist hunting fine fox furs in Labrador noticed that fish and game frozen in blasts of mid-
winter wind forty to fifty degrees below zero were more flavorful than foods frozen in spring
and fall. He wondered why. To find out, he cut paper thin slices of fish and found that the
quick frozen flesh was firm but the slower frozen fish was grainy with large ice crystals and
leaked juice when they thawed.
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Several years later, he happened into the wholesale fish business. “I felt Americans
would eat more fish if it was kept fresher during shipment,” he wrote years later in Reader’s
Digest. “I borrowed the corner of an ice cream plant in New Jersey and started experiments in
mechanical freezing. In 1923, | organized a company and the next year put quick-frozen fish
on the market. Soon, we went broke. But, my wife and | hocked our insurance money to
design an automatic freezer and form a new company. Eventually, | got the backing of several
wealthy men. In 1929, we sold our frozen foods business at $22,000,000.”

His name, of course, was Clarence Birdseye. And what a difference his idea is still
making in every home today. It has created thousands upon thousands of jobs: people who
make freezers and service them, people who raise food for freezing companies, people who
pack and sell frozen foods, and people who eat them all year round. His idea has
revolutionized one of the nation’s basic industries.

One thing we should realize, however, is the importance of small ideas and
rearrangements of what we already know. Those ideas have their place just as much as the
great revolutionary ideas.

George J. Abrams, former vice president in charge of advertising for Revlon, pointed
out the importance of all sorts of ideas in the competitive business world. He mentioned the
idea of the aerosol container that was first used with whipped cream and later shaving cream.
He told us how a small company like Breck in Springfield, Massachusetts, successfully
competes with huge international firms in the warfare of business because of good ideas. Breck
didn’t have a million dollar TV program; it did have beauty parlors across the nation using and
recommending its products because of brilliant merchandising ideas.

In almost every case of profit-making products there is a good idea behind the product.
Abrams cited a competitive product that became the largest selling deodorant on the market.
Why? Because it rolled on, using the principle of a ball-point pen—an idea that created
millions upon millions of dollars of business. His own company, Revlon, had a long record of
successful ideas. One was Love Pat. For generations, women had been putting loose messy,
powder into expensive compacts. Revlon pressed the powder, under high pressure, into
inexpensive, but attractive compacts any woman could afford. Overnight the Love Pat compact
became the largest selling item in the face powder field. “I know of no business weapon so
powerful as a strong idea,” concluded Abrams.

There’s Herbert Piker, a young Hamilton, Ohio manufacturer, who sat staring at a
minnow bucket. He had inherited a metal box company, which was in bad shape. He didn’t
know which way to turn. But as he started he thought, “Why not put a layer of insulation
between these two cans?” That was the beginning of the Scotch Cooler, which was the
precursor to the insulated coolers we have today.. In four years, his run-down business was
grossing more than five million dollars annually.

The profit from a good idea is easy to figure out, but J.A. Anderson of the former AC
Spark Plug Division of General Motors has pointed out the other side of the coin. “We have
the cost of ideas not thought up,” he said. “That is a very definite cost. We have the costs of
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ideas thought of too late. We have the costs of the ideas not developed to their fullest potential.
We have the costs of ideas not thought of at all.”

Ideas that people have had—or not had—nhave made the difference between the whole
history of man—simple ideas and complex ideas, little ideas and big ideas. What unknown
genius first discovered the wheel? Who was the person—was it a woman—who discovered
wheat could be made into bread? Our whole world is defined by the people who had the ideas
that made possible the automobile, the bridge, the skyscraper, the airplane, the ocean liner, the
telephone, the light that turns night into day. Who can estimate the value of a curved ax handle
that made it possible to clear more wilderness and create a new world? What price can we put
on the idea of freedom that made children defy Russian tanks in Hungary in 19567

The essential difference between nations is ideas; the Free World will stand or fall on
the strength of our ideas. In a nuclear bomb age, ideas are still more powerful than any other
force known to man.
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rational, logical thought process. We may want to believe that if we just think things
through clearly and logically that the answers to our problems will consistently and
immediately occur.

M ost of us would like to think that ideas for solving our problems all arrive out of a

Unfortunately, the solutions to our problems are not always derived by the “logical”
mind. It is our subconscious, or “illogical” mind that is the most creative. You have likely
experienced what it is like to have a solution to a problem just pop into your head after having
mulled it over for hours, or even days. This is the subconscious, or illogical, mind at work. If
you are to learn to be more creative, to have great ideas, you need to learn to trust your
subconscious mind.

Many people won’t let their subconscious mind work for them, however. They are
afraid of their subconscious. Some men feel that the subconscious is somehow unmanly. Others
feel that it is frivolous, not at all business-like. Still others believe it is a thing that can’t be
trusted, that somehow it will betray them, and that it most certainly can’t be trained to work in
the everyday business world.

They are woefully wrong. Most businesses and professions are guided by the landmarks
erected by people who have made brilliant use of their creative minds.

Harley J. Earl, former styling chief of General Motors, once said, “If a particular group
appears to be bogging down over a new fender or grille or interior trim, | sometimes wander
into their quarters, make some irrelevant or even zany observation and then leave. It is
surprising what effect a bit of peculiar behavior will have. First-class minds will seize on
anything out of the ordinary and race off looking for explanations and hidden meanings. That’s
all I want them to do—start using their imaginations. The ideas will soon pop up.”

The subconscious mind isn’t a logical creature that proceeds from point one to point
two to point three in a straight line. It’s an illogical character that skips from point one to point
eight to point three to point seven, trying all sorts of unusual combination, making use of every
observation and stimulus to create new solutions.

This is its importance. It is creative. The ideas that make a difference are the product
of our creative minds.

Take this test and find out how your own creative mind works. In three minutes, see
how many objects you can sketch which have a circle as a main element in their design. Just
use a few lines on the circles to identify your ideas, which might start: wheel, tire, steering
wheel, and so on.

Notice how your mind leaps from category to category. For example, your test might
run wheel, tire, steering wheel, then hop into another category- speedometer, watch, clock- and
then to still another- doughnut, cookie, pizza; then make another leap to plate, saucer, and so
on.
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If our minds worked logically, we would exhaust every category and list hundreds of
types of wheels before we moved on to gears, and list a thousand gears. Instead, our minds
bound forward. In a small way, this illustrates the leaps that have measured a man’s progress.

One European scientist made a study of his fellow workers and found that 75 percent
had made their most important discoveries when away from the job. The history of scientific
progress is studded with cases that back him up.

For example, in 1920 a Canadian surgeon, Frederick Grant Banting, worked all day
long on a lecture on diabetes. The more he read about the disease the more confused he
became. At last he gave up and staggered to bed.

Then in early hours of the morning, he suddenly sat up, turned on the light and wrote:
“Tie off pancreatic duct of dogs. Wait six to eight weeks for degeneration. Remove residue
and extract.” That idea shot forth by his subconscious in the middle of the night led directly to
the discovery of insulin.

Every profession and every industry has many cases. One day in 1895, a man in
Brookline, Massachusetts found his razor dull. Let King C. Gillette tell what happened: “It was
not only dull, but it was beyond the point of successful stropping [sharpening with a leather
strap] and it needed honing, for which it must be taken to a barber or a cutler. As I stood there
with the razor in my hand, my eyes resting on it lightly as a bird settling down in its nest- the
Gillette razor was born. | saw it all in a moment, and in that same moment many unvoiced
questions were asked and answered more with the rapidity of a dream than by the slow process
of reasoning,

“A razor is only a sharp edge and all back of that edge is but support for that edge,” he
thought. “Why do they spend so much material and time in fashioning a backing that has
nothing to do with shaving? Why do they forge a great piece of steel and spend so much labor
in hollow-grinding it when they could get the same result by pitting an edge on a piece of steel
that was only thick enough to hold an edge?”

His mind charged ahead. “At that time and in that moment is seemed as thought I could
see the way the blade could be held in a holder; then came the idea of sharpening the two
opposite edges on the tiny piece of steel that was in uniform thickness throughout, thus
doubling its service. And, following in sequence, came the clamping plates for the blade with a
handle equally disposed between the two edges of the blade. All this came more in pictures
than in thought,” he remembered, “as though the razor were already a finished thing and held
before my eyes. | stood there before that mirror in a trance of joy at what | saw. Fool that |
was, | knew little about razors and practically nothing about steel, and could not foresee the
trials and tribulations that | was to pass through before the razor was a success. But, | believed
in it and joyed in it. | wrote to my wife, who was visiting in Ohio, ‘I have got it; our fortune is
made.””

The fact that he knew nothing about steel or about razors carries an important lesson to
all. Gillette had to learn about them before his razor was a success. In fact, for six years, yes
six full years, his razor was a joke to his friends. But, eventually it made industry history. If he
had known anything about the business, however, his judicial mind might have convinced him
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he was crazy before he saw the whole picture. And, it might have erased it all from his
memory.

Most important was the fact that his mind was open enough to see the vision. We have
to be ready to receive ideas that our subconscious is waiting to give us, and then apply stern
judgment in evaluating them.

The vision can come at any time. And, many wise idea people always stand ready for
the lightning to strike. Lewis Strauss, previous Chairman of the Atomic Energy Commission,
always had a memo pad at his side when he retired. He often had an idea and scrawled it down
in the dark. Then, stuff the note in his slipper so he would remember it in the morning.

Former United Automobile Workers’ president, Walter Reuther, had his assistant
imitate his habit of incessantly making notes during conversations, meetings, negotiations,
lunches.

Samuel Leibowitz, the great trial lawyer, had said he’s won a hundred cases lying in
bed. He always kept a notebook and pencil on a bedside table.

John Foster Dulles had a scratch pad handy on all his travels.

Ralph Reed, former head of American Express seldom went to bed before 2 A.M., but
he still woke up frequently during the night to scratch down important ideas on a pad beside the
bed.

The author Thomas Costain lay about the bed in the morning purposely to let his mind
wander idly over the writing ahead. When he sat down at his typewriter, he found many of his
problems already solved for him. Many authors stop writing just before they have run out of
steam, and let their subconscious mind carry the story forward as they walk, read, sleep, and
eat.

This can operate for anyone, contractor as well as novelist, laborer as well as an
executive. Ray A. Hammerstrom, a 57-year-old steel worker for Jones and Loughlin, took a
nap one day and had a dream about a switch for rolling mills. Eleven previous switches had
failed to do the job. His dream solved the problem and earned him a check for fifteen thousand
dollars form his grateful employers.

John Fox, former president of Minute Maid frozen foods, often told a story about his
early days as an IBM salesman when he sold a company automatic machines that didn’t seem
to fit into that particular accounting problem.

“Finally, near the end of my rope,” he remembers, “and quite seriously wondering if |
would be fires when Wamsutta learned the truth and the machines were sent back, I spent the
whole evening at the New Bedford Hotel recapitulating and reviewing the elements of the
problem. With no glimmer of an answer, | went to bed exhausted and completely discouraged.
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“The next morning, | was sitting in the bathtub,” he goes on, “the answers to my
problem started to come to me as clearly as if they were being written on the tile wall around
the tub. I jumped out, and without bothering to dry myself, hastily wrote down the procedure
that had seemingly just popped into my mind.”

The subconscious is like that, and we are wise if we give it a chance to do its job.
Thoreau has said, “A really efficient laborer will be found not to crowd his day with work.”

Some executives follow his advice by putting letters that are more difficult to answer on
the bottom of the pile. When they are dictating answers to the other letters on top, they
discover they have unconsciously, or actually subconsciously, solved the problem. When they
come to the un-answerable letters, they have the answer on the tip of their tongue.

Raymond Loewy kept a number of projects going at once. When he was stuck, he
moved on to a new piece of work and let his subconscious keep plugging away at the old one.

All those people knew that although the subconscious may seem to be flitting from one
subject to another, dabbling in this, starting that, dropping it, running off to something else, it’s
not gold-bricking but doing its job.

The subconscious uses every scrap of information that comes its way. Solid statistics,
basic principles learned in graduate school, authoritative articles read and re-read, the fruit of
long years of formal experience and logical study; all are grist for the mill. It also works with
fragments of sentences seen on the back of someone else’s paper in the subway, a flash of color
on a rainy night, a memory of an attic on a rainy afternoon gone before, a phrase overheard at a
cocktail party, the shape of a bee’s wing, the sound of a baby’s cry.

Every ingredient of life is used in the wonderful laboratory of the creative mind. Itis
anything but a lazy place. The subconscious never rests. It is constantly trying to fit things
together, to see life in a new way, to solve unsolvable problems. Its powers are enormous.

Back in the mid to late 50’s, a technique had been developed that executives, scientists,
housewives, people in every area of life, alone or in groups, could use to tap the tremendous
source of power.

This revolutionary technique of idea production, tested and practiced in hundreds of
offices, plants, and laboratories across the country, is called brainstorming.
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many revolutionary changes in policies, administration, and curriculum of many of

its schools; he also became a leading force in U.S. education, a constant source of
new stimulating ideas. It is significant that during his years at Harvard, he kept a picture of a
turtle on the wall with the caption: “Behold the turtle. He makes progress only when his neck
is out.”

When Dr. James B. Conant was president of Harvard University, he not only made

This is the basic reason for brainstorming, dramatically expressed. It is a technique that
encourages people to stick their necks out so radically new ideas will constantly be produced.

When was the last time you heard anyone come up with a radically new and
unconventional idea in an old-style conference or committee meeting? | can’t remember one.
Conferences are supposed to stimulate thought but as we all know, they usually stifle it.

You know the saying, “A camel is an animal that looks like it was made by a
committee.” Committee meetings in almost every case are the place for compromise,
diplomacy, or careful one-upmanship. The members spend ten minutes analyzing the problem,
50 minutes arguing about it.

There are good reasons why the conference or committee usually breaks down.
Generally, the person running it is the boss. He or she knows it and you know it. He or she is
judging you. Your promotion, your pay raise, or even your security depends, in part, on the
showing you make in conference. One doesn’t dare do anything daring. Does one? At least,
not unless it is well calculated. Spontaneity is decidedly not prudent. Yet, spontaneous ideas
are usually the ones that make a difference.

Then there is nothing democratic about committee meetings. Ideas can’t be discussed
openly in a dictatorship. In the usual conference the ideas of the boss carry more weight than
anyone else. She has her prejudices, and her preferences are well known. It’s easy to step on
the toes of other committee members, too. To seem to hint that Joe’s project is bogging down
or that Pete really should have come up with your idea. It’s better to shut up than to start a
feud.

Most of us are oh so very civilized in committee, and therefore the meeting deteriorates
into sort of a hen session, which everyone praises everyone else while trying to get the knife
between his neighbor’s ribs, quickly and deeply. First, “That’s a real great idea, Joe. You can
sure come up with them.” And then the lunge, “Remember the old zipper shoe promotion?”
The company lost $876,000,000 on that one. And, good old Joe was responsible.

Then, of course, there are the feuds. Committee members often take to battle lines
ready to take pot shots as soon as anyone has a new idea. If not on principle, then certainly for
sport. It’s easy to be clever when negative, and after all, if you didn’t get money for your
spring promotion, why should Sue get hers?
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There are many more solid reasons why the conference rarely produces new ideas. Itis
usually called for reasons of judgment or coordination. The atmosphere is judicial. Company
policy, finances, and other such essentially negative matters are of prime concern. Often they
should be. But, add to this people’s natural tendency to turn down ideas, and you get the usual
negative conference.

Yet, we cannot work alone. Our society is too vast and complex. We must work out
many problems in conference if our eight right hands are to know what our eight left hands are
doing.

This is the spot Alex Osborn found himself in found himself in 1939 when he took over
as executive vice president of Batton, Barton, Durstine, and Osborn (BBDO), one of the largest
advertising agencies in the world. Conferences were necessary. Conferences were negative.
Yet, especially in advertising, new ideas, hundreds upon hundreds of new ideas were vital.
Brainstorming, more or less as it is practiced today, was founded by him as a brilliant
counterattack on negative conference thinking. He noticed that every conference he attended
was dominated by a “No, no. A thousand times no” atmosphere. Ideas were suffocated if they
were mentioned and too many idea people who knew this remained silent. The conference was
dominated by an individual or the ghost of a policy.

Brainstorming is a strategy with which a problem can be attacked—in fact, literally
stormed—~Dby dozens of ideas. The attack can be carried on by one person, by two or three, by
an Osborn’s dozen, or even by hundreds. The important thing is that the most creative portion
of the brain, the subconscious, has its full fire directed right at the problem under attack.
Ideas— new, different, crazy ideas—are allowed to get to the subconscious and set off the
marvelous chain reaction of free association.

Osborn developed a meeting technique that BBDO has used with great success. And,
which has been imitated all over the country. In his idea session, a dozen people sit around a
table and are given a problem, the more specific the better. Then everyone pops out with an
idea that comes into his or her head. It’s a bull session put to work. No judgment is allowed,
no negative thoughts. The sky is the limit on ideas. Nobody would laugh at the idea of the
radio, the way David Sarnoff’s memo was ridiculed. Offbeat approaches, silly solutions, zany
notions are the raw material of a brainstorm. Everyone is encouraged to hitch-hike on other
people’s ideas. An assistant records each idea. There is a time limit. And, when it is up the
meeting is over.

The next day the ideas are copied, and the panel chairman puts the lists into categories;
later, the account executive with the account under discussion evaluates the ideas. Then, it is
alright to say this is against policy; this costs too much; this can’t be done. But, by then the
person with the power to veto new ideas is faced with a concrete suggestion. And, he or she
has to have a real argument against it. Often the ideas are obvious-and good. They are ideas
that never would have been mentioned in a normal meeting where the members would be afraid
to mention them because of ridicule or repercussion.
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In the brainstorm session, everyone is uninhibited. Instead of being penalized by ideas,
they are encouraged to have them. In addition, they are stimulated by the truly creative
thinking people around them.

Such brainstorm sessions became a regular to BBDO policy. Between 1956 and 1958,
47 continuing brainstorm panels held 4010 sessions in which some 34,000 ideas were
produced. Experience proved that about 6% of those ideas were worthy of adoption or
development. This means a net output of some 2,000 worthwhile ideas per year—ideas which
otherwise would remain unborn.

BBDO had one brainstorm session for the New Castle folding door concern that wanted
people to go through model homes and see their doors in action. The agency came up with 154
ideas. New Castle thought they were so good they passed 153 on their clients. Ever hear of a
batter, even a Mickey Mantle, batting .993?

The agency had several regional offices brainstorm names for a combination washer-
dryer for Easy Washer Corporation, and could not believe the results when they added them up.
They had 993 unduplicated names.

BBDO brainstormed 61 ideas to increase long-distance phone calls. Forty-one were on
the screened list given to the client; a total of 16 were used.

Brainstorming has proved itself with practical results to such a degree that it is used by
banks, colleges, researchers, laboratories, churches, the military services, civic organizations,
political parties-in fact it is an integral part of the operation of the nation’s ten largest
corporations.

Once you accept Alex Osborn’s basic fundamental of green-light thinking, you will find
as many ways to brainstorm as there are brainstorms. This is not a formal ritual, but an art that
can be adapted to almost any problem and any situation. It is used by technical people to
pioneer in an engineering field. It is used by conservative corporations to encourage new ideas
in an inhibiting atmosphere. It is used by families to decide where to go on vacation.

The advantages of brainstorming are many. And, you will constantly find new ones as
you practice it. First, think of the advantages brainstorming gives you as an individual. It arms
you with a long list of creative ways, new and vigorous, to solve your old problems. There is
no way to overestimate the importance of this personal idea inventory.

Progress is marked by the way in which we overcome problems. The difference
between Joe Smith, who stays rooted in one spot and Bill Jones, who moves on lies in the fact
that Bill is a problem solver. He sees problems and he sees unusual ways to solve them. He is
an idea man. A person who is first a thinker and second a doer.

The best way you can become an idea person is to brainstorm the problems that
confront you. If you do this, you will have a flood of new ideas, a whole weapon system with
which to attack the problems that face you, your family, your company, your community.
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As you look at the lists of new ideas that you have had and put those ideas to work, you
will become a new person. You will have confidence in yourself as a person who has ideas, an
individual who can do and has done the impossible. You will realize you have creative powers
you never knew existed. And, by using them, you will bring a new dimension and a new force
into your life.

The new feeling of accomplishment will spread from you to the men and women you
work with. You will share with other brainstorm members a real sense of team
accomplishment. You will have sparked one another, conquered, if you will, new mountains
together. Your group will feel a contagious enthusiasm and satisfaction in doing what had been
given up as impossible.

Another personal benefit from brainstorming is that your creative skill will snowball.
As you learn how to suspend judgment and storm old roadblocks with new vigor, you will do it
much more effectively. There is an important lesson in this. People used to think that only a
small minority could rule. We, in America proved that that is not true. Still, people think that
only a few people can have ideas, that there is some sort of Divine Right of Intellectuals. That
IS not true, either. The art of having ideas can be taught, developed, and mastered by a great
share of our population. This does not mean, of course that every Tom, Dick, and Jane can
have great ideas. What is does mean is that most of us can have ideas of some dimension, ideas
that can make our world a better and richer place to live. When you practice brainstorming,
you will be amazed at the ideas you will have.

Once you have a flood of ideas, and you see them going to work to solve problem that
have previously been unsolvable, you will start having original ideas in all sorts of situations
that have previously been stultifying and unproductive. You will go to the committee meetings
and conferences, to conversations with your boss or administrative assistant, to hours of work
alone in your office, and you will find new ideas popping up in old routines. You will become
impatient with the old, negative decisions, the casual dismissal of unorthodox thoughts. You
will be irritated when your company or your associates run away from the real problems or give
up without really trying to solve them. Personally, you will be motivated to have new ideas
and to put them to work.

And, don’t forget that last point. When you create a new, exciting backlog of workable,
challenging ideas, they demand to be put to work. They are a constant force pushing you on.
Problems that might have been solved with your ideas and have been bypassed will be a daily
goad to you to try to get them working. Here again, brainstorming goes to work. You will
brainstorm new ways of turning your ideas into action. You will brainstorm the problem of
selling new ideas in your company. And, you will come up with workable techniques that will
not only sell your ideas but create an atmosphere in which other good ideas that have been
made idle by prejudices and negative thinking will be put on the job of problem-solving.

You will also find that you will get much more mileage out of your ideas than you ever
expect. Say, for example, that you have responsibility for a packaging problem. You may
brainstorm, “How to package product X,” and come up with 133 ideas. You may only use four
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or five of the ideas, but now you have an inventory of over a hundred ideas from which you can
easily choose ones to solve problems in products Y and Z. You will find yourself consciously
and subconsciously reaching back into this inventory during your daily work. And, a year or
two later the investment of a 35 minute brainstorm session will still be paying rich dividends.

Most important of all, perhaps, is that each one of us too easily accepts what we think is
the inevitable. We classify too many of our problems as impossible. Or, worse still, accept
that classification from somebody else. Once we have practiced brainstorming and discovered
the magic of new ideas, we will find our horizons retreating far before us. Our old job will
become a new adventure, a fresh challenge waiting to respond to the vigor of one person’s
creative thinking.

Brainstorming, however, has rich results for management as well as for the individual.

Every corporation has a vast natural resource of people who possess new, vital talent.
Every company must depend on new ideas, a process of reexamination and recreation, if it is to
maintain its status or to improve it in a competitive world. Brainstorming is one way a
corporation can cut through the forest of organization to find new talent and encourage it. In
every department, there are people bogged down in detail, paralyzed by routine, who have the
ability within themselves to produce money-making ideas. Usually, they do not even know
they have this skill. And, if they do often as not, they feel they have no way to express it.

Inadvertently, many a company has placed an “ldeas Not Wanted” sign on each
executive door. Brainstorming tears down those signs. It reaches the people who can create. It
stimulates them, jogs management, and gives expression to creative human resource within the
corporation.

Brainstorming has other advantages to the sprawling corporation. It improves
communication between individuals, and therefore between departments and divisions. Since a
brainstorm group is made up of people with a wide variety of specialties who rarely get
together, it throws bridges across the usual moats that hamper free and creative communication.
These people get to know one another-comptroller and research scientist, salesperson and
administrative assistant, shipping-room boss and production-line foreperson—they work
together, learn to trust and appreciate each other and share the excitement of group
accomplishment.

Brainstorming is an important way to make necessarily routine jobs more interesting to
workers at all levels. It breaks up the killing monotony and forces workers in a brainstorming
session to look at their work in a new light; in fact, to look at themselves and their position in
the company with fresh perspective.

Brainstorming sessions are much more affective than waste-basket bound memos,
unread bulletin board messages, ignored editorials in the company paper, to make company
problems real to employees. When a problem is presented to them, for example, a problem of
economy, not as a do-not-touch blast from the front office, but as a how-can-you-help-us
appeal from the very top. The response is often spectacular.
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Especially in a time of high salaries the hours and minutes wasted in a company can
mean the difference between success and bankruptcy. Quick blitzkrieg brainstorm sessions
will save hours upon hours of highly paid people in wasteful, non-creative, old-style
conferences, where most of the time is spent fighting old battles, rephrasing old debates and
generally trying to one-up each other to the general destruction of the company. As an
individual develops an inventory or idea bank from brainstorm sessions, so does the company.
Proper distribution of brainstorm results can give all sorts of people throughout the corporation
a backlog of new ways to solve old problems. On that list of 133 packaging ideas, for example,
might be ideas that would be used throughout the year to spark a new advertising campaign, to
solve a damage problem in shipping, or even to create a new product.

Most important of all, brainstorming develops a company atmosphere in which new
ideas are ignited and encouraged. If management formally seeks out new ideas, and if
everyone constantly sees their practical value, then ideas will begin to flow in from people who
had previously been inhibited. The idea people won’t be scorned or laughed at, and even the
most apparently screwball ideas will be given a thoughtful hearing. This creative atmosphere is
the trademark of a company that is going places.

Of course, the final test of brainstorming is the solid ideas it turns out. Let’s look at the
record.

Reynolds Metal Company heard that Quaker Oats was considering a new package for
Aunt Jemima’s Cornbread Mix. Reynolds’s packaging salespeople, engineers, and designers
sat down to brainstorm the problem. The result is a prize-winning package, which is actually
an aluminum-baking pan. A big brainstorm bonus for Reynolds was the fact that in the session,
one man thought of the way margarine used to be colored by squeezing it in a plastic bag. He
came up with the idea of selling Quaker Oats a way of putting the mix itself in a Reynolds
polyethylene bag, to which the other ingredients, such as eggs, could be added and mixed. That
made a double sale for the company. Then another person suggested the cover be an actual
photograph of the mixing procedure printed on, one of the companies products, Reyseal. Triple
profits for Reynolds.

Reynolds isn’t the only company that is making a buck from brainstorming. General
Motors AC Spark Plug Division came up with more than a hundred ideas on how to finish off a
casting. Bristol-Myers has boosted off-season sales with brainstormed ideas; for example, they
offered hand lotion during the summer with a sample of their deodorant, Ban.

Motorola brainstormed the problem of testing radio and TV speakers. One idea that
came out of the session—making tests by oscilloscope-reduced error, cut space taken up by
testing equipment, and saved 25 percent in salaries paid testers under the old system.

All sorts of brainstorm results have proved extremely effective. A company called
Glass Wax had the idea of selling 23 Christmas stencils with glass wax so that windows could
be decorated with fancy, delicate, lacy snowflakes and other designs. It was a whale of a
profitable item.
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When floods struck a number of New England transportation companies in October,
1955, the trade magazine Fleet Owner had a quick brainstorming session and sent out a
mimeographed supplement with hundreds of suggestions on what to do after the flood. Each
section-“Tips to save your flood-hit buildings and terminals”; “Tips to save your shop and road
equipment”-was printed on one side of one piece of paper so they could be handed to the
person in charge of the particular salvage problem.

One retailer brainstormed on ideas on how to sell a chair covering. He got 45 ideas,
picked the best nine, and “sold out chair fabrics that had not been moved for over two years.”

General Electric, one of the first companies to teach creative thinking on a large scale,
recently needed a quick method of joining two electrical conductors together. A brainstorm
session produced 175 ideas in 30 minutes.

These storied could be multiplied a hundred times. Brainstorming is being tested
everyday in the most competitive fields and found to be a profit-making way of getting
valuable ideas.

The final test is you. Try it and see what happens. In the next chapters, you will learn
how.
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Chapter 4—Mixing The Witch’s
Brew

— How you can set up a classic brainstorm
session

— Osborn’s four basic rules

— What kind of problem you should attack
— Who to invite

— How to write the invitation

— When and where to hold your brainstorm
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of new ideas under the most adverse conditions. She will break out the chains of

convention, conservatism, and just plain sluggishness. She can spark new ideas in
every sort of area, in churches and laboratories, executive suites and machinist shops. He is an
extremely hardy young animal. But there is one way to kill him or her. That is to fit him or her
in a strait jacket.

B rainstorming is a young person with lots of drive. He will survive and produce dozens

All of us who practice brainstorming must constantly remember this. Brainstorming is
not a cult; it must not have a ritual. There are ways | practice brainstorming that | have found
most successful. But they are not the only ways. Other people have entirely different
approaches and just as much success. As more people try the technique, there will be more
ways of practicing it.

After all, brainstorming is a method of creative thinking. It is based on the premise that
there are constantly better ways of doing things; new ideas, methods, materials, and ever
changing combinations of old ones.

It would be both dangerous and ridiculous if | were to wrap brainstorming in a cocoon
of strict rules and regulations. This book will not do that. 1 will show you how it has worked.
But you will have to take it from there.

In the next four chapters, | will show you in detail how the “classic” brainstorming
operates. It has a panel of about a dozen members, give or take two or three. This is an
unnecessary restriction. Later in the book, I shall reveal brainstorming techniques that | have
used successfully with two or three people, with several hundred, and with one person alone.
The basic ingredient of any brainstorm session is Osborn’s four rules:

1 CRITICISM IS RULED OUT
Adverse judgment of ideas must be withheld until later

2 “FREE-WHEELING” IS WELCOMED
The wilder the idea, the better; it is easier to tame down than to think up

3 QUANTITY IS WANTED
The greater the number of ideas, the greater the likelihood of winners.

4 COMBINATION AND IMPROVEMENT ARE SOUGHT
In addition to contributing ideas of their own, participants should suggest
how ideas of others can be turned into better ideas; or how two or more
ideas can be joined into still another idea.

Brainstorming’s growth, however, came from the twelve-person brainstorm panel, and
it is still the size most used since it is ideal for the corporation that must try so hard to break
through its natural limitations and get new ideas. We still follow such a conventional
brainstorm through each step from invitation to implementation of its ideas, and then we will
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study the case history of actual brainstorm sessions. Remember all the time, however, that only
the four basic rules are necessary. You have a mission and a challenge—to use creative
thinking to make your own brainstorm session better and more productive than any have gone
before. Just as there is no negative thinking allowed in the brainstorm session, there won’t be
in this book.

The secret of a good brainstorming session, like a good proposal of marriage, is
spontaneity. And the secret to such spontaneity is, of course, good planning.

This most certainly does not mean establishing a forbidding atmosphere; in fact,
everything should be done to avoid that. It does mean quiet planning that will make the session
relaxed...a success. If you are to be the brainstorm leader, do your job well but be unobtrusive.
Don’t tell everyone how much you’ve done or how hard you’ve worked. Brainstorming is a
team effort. Don’t try to take the credit. You’ll get enough if the group comes up with good
ideas. But, like a good team captain, stay in the background, yourself.

First step in setting up a good brainstorm session is choosing a problem to be attacked.
Its importance cannot be overestimated. | like to catalogue them as either bulldozer or shovel
questions.

A bulldozer question is a broad, general one. One I use in my lecture is, “how can we
sell more gasoline in our service stations?” The biggest fault with that kind of question is that
the answers are invariably bulldozer answers, just as vague as the question. For example, the
usual answers include: improve dealer training, have a better TV show, have faster service.

Another great fault of the bulldozer question is that those who are attacking the problem
aren’t really shooting at the same target at all. They are not thinking about the same problem.
One man is thinking about the city service station and another about the station in a resort area;
one man is talking about evening sales and another about truck sales. The fire is scattered.

One way of fighting this problem was practiced by Harold Schmidhauser, former
Director of Executive Action courses at the American Management Association. He put
questions to be attacked on the blackboard, and then had everyone translate it to his or her own
terms so that a workable definition is produced on the spot. And, the fire of the group
concentrated on that definition.

Bulldozer questions do have a place in brainstorming, however. Often, they can dig out
the problems you should attack. For example, you might brainstorm the bulldozer question,
“What obstacles stand in the way of increased gasoline sales in our service stations?” Then,
out of the hundred or so answers-poor pumps, dirty restrooms, poor national advertising—you
can apply judgment and pick out the problems that are strategic to attack at the moment. Then
brainstorm those.

In the same way, a bulldozer question can discover the boundaries of the problem. 1
once asked a bulldozer question in a Pentagon session. It was, “How do you get more creative
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thinking in the Army?” The answers included, “Put out more staff directive,” “Have the Signal
Corps make a movie,” “Get Congress behind it,” and “Have a traveling demonstration team.”

From those bulldozer questions, you can get a clue to the real problem. One clue was to
get creative thinking into the Pentagon. That was brainstormed, and of 75 ideas, one was to
have a lobby exhibit on creative thinking in the Pentagon. Then we brainstormed, “What
would you put in a lobby exhibit in the Pentagon to stimulate creative thinking?” Then we
were down to a shovel question and got solid results.

A shovel question is one that really digs into the problem. Brainstorming works best
when it is directly oriented to action. It doesn’t work well at all in answering such a judicial
question as, “Should we set up a branch office in San Antonio?” It does work well when it is
focused on, “What should our San Antonio office do to increase re-subscriptions?”

Usually, the first definition of a problem is a poor one. You have to work on it to hone
it down to a good cutting edge. Recently, | had a session in which the problem was first
expressed as, “How can the accounting department improve its service to customers?” | asked
what customers and it was amended to read, “Wholesale and retail credit customers.” Since
that would split the fire of the group, | found out that retail customers were most important. So
the question was reworded as, “How can the accounting department improve service to retail
credit customers?” We got results.

The questions should be worded in the shortest possible fashion. But, at the same time
it should be limited so the work of the brainstormers can be coordinated. For example, take the
problem, “How can we build traffic in our service stations?”

That question is a good element. Professor C.C. Crawford of the University of
Southern California has shown that a question starting with a “how” will get far greater results.
But, it is still pretty vague. We can limit by asking:

For whom?  WOMEN DRIVERS? NEW DRIVERS? TRUCK DRIVERS?

When? EVENING? HOLIDAYS? WINTER? SPRING?
Where? HIGHWAYS? IN SUBURBAN NEIGHBORHOODS? CITIES? FARMING
COUNTRY?

By whom?  SMALL STATIONS? GARAGES? LARGE STATIONS?

In this way, get down to Earth. You must have a problem people can really attack.
They can see it, understand it, and therefore they can come up with practical solutions that can
be put to work. And, strange to say, the wildest flights of fancy come from the most detailed,
earthbound questions. The subconscious is like that.

Just about the most important factor in brainstorming is, of course brains. Picking the
right people is a crucial bit of planning that should be done with care.
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Generally, all of those involved should have a familiarity with the problem, although
not all of them should be experts. Sometimes the person directly responsible for its solution
sits in. But, sometimes companies find that this inhibits other panel members who think they
may be criticizing Joe for not having their ideas. This is a real hazard. For often the best ideas
are the obvious ones that the person closest to the problem has not seen. And, even if Joes
doesn’t yelp when someone mentions ideas he doesn’t like there are grunts, table tappings, and
glares that get the idea across.

To combat this, the person most responsible for the problem may be brought in to give a
five-minute—no more—briefing or indoctrination on the problem. Then he or she leaves and
the brainstorm begins.

What is desired is a potent mixture of specialties, attitudes, and backgrounds that will
ignite when in contact with one another. Salespeople, shippers, distributors, can help on a
technical problem. Scientists, engineers, and statisticians can help solve a sales problem.
Unfortunately, some of my best friends are in the financial and accounting departments but
they rarely turn out to be good brainstormers, except when among their peers. And, their
professional scowls at the mention of an idea that might cost money and have a very red-light
effect on other brainstormers.

When these money people see the savings that can be made through brainstorming, they
very often come around and develop into fine brainstormers. Sometimes association with other
co-workers on a brainstorm panel eliminates the scrooge stereotype of the accountant, and thus
brainstorm can do a double service.

In general, an action group will do better than a broad policy committee in
brainstorming. But, this again tends more to be due to the questions asked than the basic make-
up of the individuals. Actually, more important policy questions, if they were really important,
can be broken down into more specifics. When a problem is vaguely defined, it’s a pretty good
rule that the real problem hasn’t been found. Usually, it is true, however, that the Board of
Directors is a judicial group, passing on ideas rather than thinking up ideas. It profits very
greatly from brainstorms at a lower level, but does not, itself brainstorm or originate ideas very
often. Perhaps it should. And, this may be a new horizon for brainstormers to cross. Some
board of directors’ meetings now end with a ten-or-15 minute brainstorm session after all the
practical decisions have been made.

Some concerns have at least two to four women in every brainstorm, not only for the
benefit of female brains—a very powerful ingredient indeed—nbut also for their stimulating
affect on male panel members who are inspired to better ideas by the differing thought
processes between men and women.

Other companies like to invite outsiders who know nothing of company policy,
economics, and history- and couldn’t care less. These may be rather carefully chosen
consultants, suppliers, customers, and professors in the general field where the problem lies.
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Or, they may just have been people off the street; friends who would be likely to provide a new
look on an old problem.

BBDO will invite BBDO traveling salespeople to brainstorm on a Sheraton Hotel
problem. And, invite some agency spouses when they are thinking some types of ideas.

It’s often good to have a group of office people, administrative assistants, and workers
of all levels to brainstorm a company problem. There are a number of good reasons for this.
One is that they often have very good ideas. They see your problems differently because of
their perspective. Another reason is that they can increase communication among all levels of
management. Still another is that they can take part in management and enjoy a sense of
participation.

To have absolute freedom during any brainstorm, however, it’s best to pick individuals
who are on the same approximate management level, so that there are no superiors and
inferiors. Brass-polishing is not a function of a brainstorm. No member of a panel should be
able to place his or her job, even slightly, in danger by an unpopular idea or advance his liking
by a bit of, “Say, that’s a fine idea”-ing after a superior has spoken.

It is also a good rule not to have the same group meeting together all the time. There
are several strong reasons for this. Groups who meet regularly usually evolve a pecking order.
Joe can jump on Pete’s ideas but Pete can’t strike back. Pete, however, can take a swing at
Jane and Jane can’t swing at either Joe or Pete and so on. Another reason is that there are
hidden alliances; people who know where the bodies are buried and will use any momentary
unwariness on the part of the opposition to advance their cause in a political hurly-burly of the
office. Also a group who has worked together on the same problems is too well aware of what
has been tried and even what has been considered. It is generally unable to see an old idea may
be a new solution, especially if conditions have changed. Finally, the group tends to have an
automatic reaction to ideas that slam the door in the face of opportunity.

There are strong exceptions to this; in fact, a company may almost by accident develop
teams that seem to spark ideas again and again. BBDO had a basic core of idea people who
seem to spark panels, and they sat in on many sessions with changing groups of brainstormers.
Too often, however, such groups fell into a pattern in the same way that, regular meetings often
freeze into sort of a stereotyped mating dance with each person taking a predictable approach to
the problem, and with the results being just as predictable.

To combat this, when it is necessary to have the same group, some companies make the
members of the panel sit in different chairs, and they have found that a varying geographical
combination of people on one’s right and one’s left and across the table can make a difference
in the level of creativity.

One important bit of planning for the brainstorm session is the invitation. Usually, it’s a
good idea to phone first a week ahead just to make sure the people you want are clear for the
time you have planned. Since each panel is small, specially chosen group, it can be disastrous
if several members are out of town.
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Besides the phone call, there should be a written invitation that clearly shows the time,
the place and, if it is a new thing in the company, a casual line to show that it is important. “As
you know B.W. is behind this and is anxious to see what we can do.” Of course, before you
write that, in fact before you start brainstorming you should make darn sure B.W. is behind
you. We’ll take up that problem in another chapter.

In a regular meeting, the subject to be discussed is often kept secret. The participants
are given a mysterious summons, one that is ominous and forbidding. It provides plenty of
room for rumor, but little for constructive thought. “What’s old fuddy-duddy up to today?” “Is
Bill going to get fired?” “Is the market campaign going to be a flop?” This sort of conjecture
is destructive and purposeless. There are other reasons that the secret type of summons is a
waste of time and energy. It gives many people an excuse to put off work saying, “Got to get
to the fuddy-duddy’s meeting.” And above all, the summoned arrive devoid of ideas, but full
of fear and foreboding.

Once in the session, a problem is suddenly sprung on the assembled group. There is no
chance to have your subconscious work over the problem, no opportunity to think up new
ideas. Such meetings are generally a complete waste of time, and one of the reasons is natural
resentment of the way in which meetings are being treated. The invitation to a brainstorming
session must have the problem under attack clearly defined if the session is to be worth-while.
Everyone who attends the meeting should have been thinking about the problem and mulling it
over. When they come into the brainstorming room they should be raring to attack it.

Another important point too many companies miss is the invitation to a brainstorm
session must be just that. It should be easy to turn down. That seems contradictory but it isn’t.
It should not be a summons. People coerced to a brainstorming session will hardly ever come
up with good ideas. If the individuals invited would rather do other work, let them.
Brainstorming will sell itself with results; brainstorming cannot be forced down people’s
throats. It is always wise to encourage the spirit expressed in, “I would like to send my
assistant over. She knows more about the problem than | do.” The brainstorm session isn’t
being held to build up anyone’s ego; it shouldn’t be a sign of status. It is a sleeves-rolled-up
work session designed to attack a problem in a hurry.

Here’s a typical invitation to a brainstorm used by BBDO:
Date
(Have it reach the participants two days before meeting)

To: Name of Participant
You are invited to a brainstorm on (date) at (place) at_ P.M.

The problem is as follows:

How can we increase sales of additional extension telephones for small businesses?
Telephones are available for any room in a business. Only about 16 percent of
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businesses are placing telephones in all rooms, and the company is interested in
increasing this percentage.

Here are three example of the kind of ideas we seek:

1 Place several extensions in warehousing areas so employees always have access to a
phone.

2 Make an arrangement with carpenters or contractors who do additions for small
businesses. Let them give you names of people who are adding on to their facilities so
we can call and try to sell extension telephones for the additions.

3 Prepare a sales piece to send to our current customers. Sell the benefits of having an
extensions installed everywhere..

JOHN JONES
Chairperson
Office Extension: 873

When brainstorming is new in the company, or when an individual is going to attend
her first session it may be good to introduce her to what brainstorming is by sending her some
information about it with the invitation.

Many companies have booklets that define brainstorming, while others use extensive
memos that are set out to educate first time brainstormers. The secret of such literature is that it
should be specific. It must show clearly, and with practical examples, just how our thought
processes work; why we can brainstorm and how a brainstorm session works. To sell the idea
of brainstorming to the reluctant employee, the literature must be spiced with practical, hard-
cash results that highly respected concerns have been received from brainstorming. After
reading this, the new brainstormer should come to the meeting full of curiosity and enthusiasm,
and in fact be grateful he has an opportunity to participate in this new adventure.

The invitation should clearly state the question to be brainstormed. This gives the
subconscious a head start. Once the problem is firmly planted in the subconscious, it may chip
away at the project as the individual walks through the plant, sees competitors’ problems, flies
to San Francisco to a sales convention, mows the lawn Saturday afternoon. When the
brainstorm session is held she may be astonished to find what she has thought up.

Willard A. Pleuthner, BBDO’s former vice president in charge of brainstorming and
communications, recommends that problems be stated as “think up new and different ways
to...” He feels that this approach stimulates people to look for the unusual, the new ideas that
will be outstanding because no one else is doing them that way.

In very case, when a proper question, a shovel question, has been decided upon, and the
members of the group have been told they will have to come up with new ideas, the
subconscious seems to come through. It may, for example, rummage around in the brain attic
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called memory and come up with some of those good ideas that the participants had but never
mentioned in old-style negative meetings for fear of being laughed at.

One company even suggests brainstormers come in with five ideas on the subject
already written down to give the session a head start. Someone starts with an idea others start
hitch-hiking, and the session is off to a rousing beginning. Be sure not to let someone read all
his or her ideas at once. That is deadly.

Whatever device is used, the invitation to the breainstorm should be on just one side of
one sheet of paper, so the busy person who gets it will have time to read it right away, know the
problem, the place, and the time. It’s also a good idea to call people ahead of time to make sure
it’s marked on their calendars.

There is some debate about when brainstorming sessions should be held. The best
answer is whenever they work. That isn’t silly. That will change from group to group,
business to business. Early in the day seems better than late, especially if you’ve got a pressure
business where people get worn out, or if your members are commuters worried about catching
the five-fifteen.

On the other hand, some young companies have their best brainstorms in evening
sessions. Breakfast brainstorms have been successful and even Sunday afternoon brainstorms
around the nineteenth hole. Some general rules seem in order. Alcohol does usually release
inhibitions, but the results are usually a waste of time. | don’t know of a successful two-martini
brainstorm. The ideas may seem brilliant to the participants but they rarely work out. A big
meal makes everyone sleepy and sluggish, not at all in the mood for quick mental gymnastics.

BBDO used to have breakfast or dinner brainstorm sessions; now they gather for a light
soup break- Campbell’s, of course- in the middle of the morning or a light lunch, with soup in
the room especially designed for the work, which has yellow walls, light wood table, and is
packed with the solid results of previous brainstorm sessions.

The place can be important. A while back | was invited to lead a brainstorm session at
one of New York’s most venerable institutions. Seated around the massive mahogany table in
the thick-carpeted boardroom, in great leather chairs, the members of the panel were constantly
under the disapproving stares of the elders memorialized in oil portraits. No one would have
offbeat, oddball ideas in that room. It would be sac-religious. And, nobody did.

Atmosphere is important. Brainstorms can be held anywhere, but they should be held
where the members of the group feel at ease. The members of the board in that same New
York institution might have had a fine brainstorm in the boardroom in spite of the oiled elders,
but not the lower level group gathered for that session. To them, the room held the same awe
as a throne room to the serfs in a medieval kingdom.

By the same token, a New York gas station garage has remarkably successful
brainstorms right in the middle of a busy shop. When they run into a problem, the foreperson
invites some of the workers over for a short coffee break, and they gather around the problem
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in hand. That certainly would be an atmosphere that would make the board members
uncomfortable. But, for the brainstorm it is just right.

The main thing is to find a room where the members of a particular brainstorming
session will feel at ease. The room should not have the personality of the boss who can direct
the future of the members. Everyone must feel free and easy. If it is necessary to sit in the
boss’s office or a boardroom, then the senior members must move away from their accustomed
chairs; sit down at the table instead of at the head of it. Sometimes it is best to move out of the
company entirely and into a room at a restaurant, hotel, or club so there will be absolutely no
tangible reminder of inhibiting company policies.

No matter where the brainstormers gather, it is always a good idea to have physical
examples of the problem at hand if possible. If packaging is the problem under question, then
have the product and some packaging material where it can be seen, touched, bent, and torn.

There are as many ways as the imagination can devise to increase the creative
atmosphere of a brainstorming session. One is to have a chart on the wall showing the number
of positive, profitable results from other brainstorms. Another is to have a green traffic light,
either an actual model form or on a poster, to remind the individuals that this is a green light
session and everything goes.

Some companies even have brainstorming rooms with bright yellow paint on the walls
since scientists have ascertained that that yellow is conducive to creativeness.

A bit of music to introduce a change of pace from the regular business atmosphere can
be useful. Modern art can make people see in different terms. | have often thought short
movies that might show our world from the high perspective of a helicopter or the low
perspective of a child might be very useful. For example, a company wanting to discover ways
to sell children’s food better in a supermarket, might show a picture of a supermarket as seen
from the height of a four-year-old, the age that tugs at mother’s skirts and pleads, “Let’s buy
that, Mommy, let’s hey, Mommy, please, hey, can I, hey, will you?”

Whatever you do, find a place that will make the brainstormers feel free to attack the
problem, no holds barred.
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ou can’t brainstorm if you don’t know what brainstorming is. Obvious? Silly?
Unnecessary? Of course. But, time after time people come up to me after a lecture and
say, “We tried brainstorming, and it just won’t work in our situation.”
When | talk to them, I find out that they don’t know what brainstorming is. Some of
them call it brainwashing. One even said that he could not barnstorm at his company. None of
them caught the concept of uninhibited idea making.

This is the responsibility of the chairperson. If he or she has a group that has never
brainstormed, then he or she has to explain what brainstorming is.

The chairperson’s talk should be short. It must be dramatic, and it must hammer home
the basic principles of creative thinking that we cover in this book: that we have a judicial mind
that is logical and a creative mind that is illogical. That we need both but that too often our
judicial mind completely dominates our creative mind. Because of that fact, many successful
concerns are using a technique called brainstorming in which judgment is ruled out. That
everyone contributes an idea that occurs to him or her and that later after the session is over the
judicial mind goes to work on the list.

There are many ways for the chairperson to get this across. He or she can use this book
and develop a short presentation. | have a “Do-it-yourself Brainstorm Kit” designed to do the
job that consists in 12 four color flipcharts, a word-by-word script, a printed introduction to
brainstorming, and a bell; materials to use to orient first time brainstormers. This kit was
developed after tests before 95 groups from coast to coast. And, it is used in many executive
development programs, sales training courses, and management training schools.

Quite often, I have the members, in turn, read out load the rules for brainstorming as
stated n page 70. Thus, in their own words by repetition, the fact is impressed on them that this
is a green light session. 1 usually display a green traffic light or a green circle of cardboard to
dramatize the idea.

The most dramatic way | know to show how most meetings are negative and firmly
opposed to new ideas is to have each member of the group write on three by five cards three
killer phrases, such as: “It’s against policy,” “It won’t work,” “We’ve never done it before,”
“The boss’s spouse likes blue.” Then | have the cards shuffled and passed around the group.
They are read aloud by panel members.

Below, there is a list of the most prevalent killer phrases. You know them well;
everyone does who has attended a meeting. But, read the list over carefully. You will hear
echoes from wasted meetings, and you will know what to avoid in the future. In a brainstorm
session, killer phrases are strictly ruled out. In fact, | place a bell in the center of the table and
whenever a killer phrase pops up, the bell is rung by the person nearest to it.
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We’ve never done it that way before...

It won’t work...

We haven’t the time...

Engineering can’t do it...

We haven’t the manpower ...

They’ll think we’re liberal...

It’s not in the budget...

Won’t work in my territory...

We’re not ready for it, yet...

What bubblehead thought that up?

Alright in theory but can you put it into
practice?

It’s been the same for twenty years so it must
be good...

Too academic...

| just know it won’t work...

What will the customers think?

Let’s form a committee...

Somebody would have suggested it before if it
were any good...

Let’s think it over for a while and watch
developments...

Too modern...

Too old fashioned...

Let’s discuss it at some other time...

You don’t understand the problem...

We’re too small for that...

We’re too big for that...

We have too many projects now...

Let’s make a market research test first...

That’s not our problem...

Production won’t accept it...

Customers won’t stand for it...

Don’t move too fast...

You’ll never sell that to management...

Let’s wait and see...

Why something new now? Our sales are still
going up...

No adolescent is going to tell me how to run
my business...

The union will scream...

Here we go again...

Let’s put it in writing...

| don’t see the connection...

Won’t work in our industry...

We can’t do it under the regulations...

Nuts...

Political dynamite...

It’s not in the plan...

No regulations covering it...

We’ve never used that approach before...

It’s not in the manual...

It”Il mean more work...

It’s not our responsibility...

Yes, but...

It will increase overhead...

Sounds good but don’t think it will work...

It’s too late...

It’s too early...

It will offend...

It won’t pan out...

Our people won’t accept it...

Besides these killer phrases, you have to ring the bell on the killer glance and the person
who jumps at repetition. Repeating an idea may spark a new chain reaction.

A twin brother to the killer phrase someone else uses to swat your idea is the
apologetic phrase you often use to give a deadly introduction to your own idea. In a brainstorm
session it’s outlawed, too. But, don’t ring the bell. Notice how these killers disappear as you
cultivate a creative atmosphere receptive to new ideas. Edward J. Walsh of General Foods

called these “Self Killer Phrases.”
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Can you hear yourself in this list? If you can, discipline yourself to present

ideas not with apology but with confidence.

This may not be applicable, but......

This may not work, but...

While we have only made a few preliminary
tests

I don’t know if the money can be
appropriated, but...

This approach is screwy, but...

It isn’t clear that we need this, but...

It might be a dead end, but...

Would it hurt if we did...

Do you suppose it would be possible to...

It may sound hair-brained, but...

It may take a long time, but...

I don’t know just what you want, but...

You probably have ideas about this, too but...

You aren’t going to like this, but...

This is contrary to policy, but...

This may not be the right time, but...

This idea seems useless, but...

You can probably do this better, but...

If | was younger and had my health...

I’m not too familiar with this, but...

I suppose our competitors have already tried
this, but...

| don’t know what is in the literature about
this, but...

This may be too expensive, but...

This is not exactly on the subject, but...

I haven’t thought this one through, but...

You’ll probably laugh, but...

My opinions are not worth much, but...

I’m no genius, but...

Perhaps we can’t sell this to the old man, but

It may not be important, but...

I don’t get enthused over this idea myself,
but...

I’m not aware of all the complexities of the
issue, but...

This will need further study, but

If you’ll take the suggestion of a novice...

Joe doesn’t agree with me, but...

I realize this doesn’t solve the problem, but...

If I’m out of line correct me, but...

Now, here’s a sketchy idea of what | had in
mind for you to kick holes in...

The brainstorm session is not the time for apologies or modesty. It is not the time for

cold water or wet blankets. The chairperson must stop the use of killer phrases. By ringing the
bell and having others ring the bell as soon as one is heard. He or she can do it with humor but

with the telling effect. Once the danger of the killer phrase is pointed out, most of us try to
avoid the habit. But, they are so much a part of our meeting personality we need a reminder to
restrain ourselves into thinking creatively and positively instead of negatively.

One other thing that must be made clear by the chairperson is that hitch-hiking on
someone else’s idea is not only permissible, but is very much desirable. One company hands

out clickers with which a person can get permission to hitch-hike. Others may have people rap

on the table. This hitch-hike system encourages the crackling chain reaction of ideas. For
example, here are a few from a brainstorm session on vitalizing tearoom modeling at what was
Halle Brothers department store in Cleveland, Ohio, one of the most creative retailers and
successful users of brainstorming in the country back then.

— Model more bathing suits.

— More men’s clothing should be modeled.
— More children’s wear should be modeled.
— Models should travel the entire runway.
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— Increase the size of the platform- a bed on it to demonstrate contour sheets- or display
other appliances on this enlarged platform.

— Fix platform as a room- a more interesting background for both models and appliances.

— Place organ on the platform- get customers to come up on platform to play the organ-
to start the ball rolling, plant a few people in the audience.

— Model clothes for mother-to-be.

— Have child and doll dresses alike.

— To promote cloth goods—have model drape material around body.

— Have model drape several swatches over arm.

— Around-the-clock day- have models wear in sequence- bathrobe and curlers, shower
and bath apparel, house dresses, shopping and market clothes, polo coat, working in
the garden, lunch dress, afternoon dress, evening apparel, etc.

A brainstorm session isn’t a place to be polite. No one should drown out the other
members, but there should be no hesitation in speaking out, right on the end of another idea.
One idea will tumble right on top of another.

This is the pattern, and therefore is an easy way to handle the floor-holder. In a regular
meeting, he is never headed off. The Niagara of words is not halted by polite throat clearings,
“Well, Joe, that’s right but...” interruptions, or feet shufflings. In the brainstorm session the
chairperson can cheerfully interrupt him or her by saying, “Fine. Now, another one,” “Please
get it in one or two sentences,” or even by slamming the bell. If he insists on holding the floor,
don’t invite him next time. There’s a deadline, and there are ideas to be born.

Brainstorms are not long, drawn out meetings. They are quick commando attacks that
can be fitted into the dozen busy schedules of the participants. Since judgment will come later,
there is no need for long, drawn out discussions, debates, feuds, diplomatic language, and the
game playing of the regular meeting. Ideas are not to be sold, defended, or attacked. In a
brainstorm, ideas are merely tossed on the table to be sorted out and discussed later.

The most productive brainstorm session in history would be wasted if there were not an
efficient way to capture every idea. The best ideas, in fact, quite often would be forgotten.
Because of the very nature of brainstorming, the members are not trying to catch and evaluate
ideas, but rush on to the next one.

The best system, | believe is to have a stenographer who takes down every idea as it
comes along. The stenographer sit near the chairperson to catch every idea. Catching each
word is not important. Catching the idea is. The most important thing is that any stenographer
does not, even subconsciously, clean up the ideas by not taking down ideas that he or she thinks
are obviously ridiculous, just silly jokes. And, he or she must record them all, even repeaters.
Judgment of any kind, even by the stenographer must be ruled out. His or her job is to record.

A member of the group can be the stenographer but that pretty much rules out that
person as an idea maker. For, when the ideas flow thick and fast it will be a job to keep up with
the flood. If you use two, have them sit on opposite sides of the table and record ideas from the
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people whose faces they can see on the opposite side of the table. This will eliminate confusion
and increase accuracy. Tape recorders can be used, of course but inexperienced users can make
error in operation. If you use one make sure it has capability to handle multiple microphones
so it will pick up every word as they tumble on top of each other. If you are doing a
teleconference using a conference bridge you can record the entire conference and have it
transcribed later. Some companies use whiteboards to capture ideas. It does give everybody a
chance to see the whole list and elicits new combinations of ideas, but it slows the process
dangerously down in my opinion.

It is a good rule not to note who has what idea. Brainstorming sessions are not the place
for grandstanding. This kind of brainstorming calls for team play, where one idea ignites
another — or modifies, changes, or expands it. The brainstormers should seek group
recognition, not individual reward. There is one exception, however. In some technical fields
where patents are involved, the stenographer may initial each idea and keep those initials with
the ideas, so if a record is needed, it is there.

Johnson & Johnson have each idea suggested by a woman marked so that when the
company has a product sold to women, they give more weight to the woman’s ideas.
Remember, my suggestions are just that. Work out your own system, the one best suited to
your particular problem.

Sometimes brainstorm sessions come to a complete stop. There are many ways to
handle this. One is by establishing a deadline. Every brainstorm session should have a time
limit at first, not more than 20 minutes from beginning to end. The deadline must be observed,
unless ideas are flowing hot and heavy, of course. Sometimes it can be extended, for example,
“We have 87 ideas. Let’s see if we can break 100.” Generally, however, the session should
stop on schedule. Willard A. Pleuthner reported that BBDO found that with experienced
brainstormers they can run a 40 to 45 minute session at coffees break and a 45 to 60 minute
session at a soup-and-sandwich luncheons.

There is a most serious hazard to not having a deadline. If there is a lull, it’s natural to
assume that the period of productivity is over and to call it quits. | have found that periods of
silence are followed by great bursts of ideas. A premature ending can sacrifice these ideas.

Some brainstorm leaders try to produce a contagious enthusiasm, acting as a
cheerleader. Some root during silences, “Come on, team; let’s go.” They may even wave their
arms, come up with their own ideas, and encourage tentative ones carrying the group with
them. Others are auctioneers, chanting, “We’ve 60, let’s try for 70, who’ll make it 80?” It
actually works in some cases. But, | think it is unnecessary.

I’ve found that silences may naturally occur, even in the most productive sessions.
After a spate of ideas, the silences may be sudden and disconcerting but actually, although they
may seem to last long; they don’t. Don’t be afraid of dead air. Wait patiently, and if the group
appears restive, you may say, “We’re doing fine. We’ve got plenty of time.” But, if the group
doesn’t worry about the silence, the leader shouldn’t. The subconscious is an undisciplined
animal and soon it will dart off and the session will be rolling again.
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Sometimes when a session does seem to come to a real dead end, however, the
chairperson can throw in an idea he or she has saved to trigger the group. If I don’t do that, |
have the stenographer slowly read every second or third item on the list to start the session
going again on new categories. Everyone is invited to interrupt with ideas, and usually the
session goes charging off again before the stenographer is finished.

To prime a session or get it warmed up, some outfits have each member write ideas on
separate slips of paper. Then they are in the mood—and they have ammunition to use if the
session bogs down.

One of the best ways to perk up a really stalled session is to go over the rules for having
new ideas, or at least new variations on ideas. | will deal with that last in detail later. But,
here, briefly is my technique.

First, I ask everyone to add something to the problem then subtract from it, finally to
multiply or divide. This encourages members to look at the problem in a new light. It is an
artificial trick, of course but it is surprisingly how often this technique can be used to spark a
chain of reaction of new ideas. For example, the session might be trying to solve the problem
of how to sell a kneehole desk for the home. By adding to it, you might come up with some
ideas such as these:

You might throw a chair on a sale, or a desk blotter, or an attractive student lamp, or
give the desk to purchasers of a special typewriter. In other words, you might solve the
problem by adding to it. Then, you might solve the problem by subtracting. The desk may
have been promoted as part of a set of furniture for a teenager’s bedroom. You might subtract
it from that set and promote it as a single unit to be used by a student at college, or for a
housewife’s home record center, or for Dad’s den. Then, you might try to multiply the
problem. For example, how many desks can one use?

This can be used by Junior, for his homework, another desk might be used in the corner
of a kitchen by a housewife, or in Grandma’s room, who keeps the family together through
voluminous letter writing, and so on. So that you could get ideas on how to sell a second or
third desk to a family. Then again, you might divide the problem. How many uses can a
kneehole desk have? It can be used as a chest or checker table in the corner of the living room,
as a hobby center in the family room, or for sewing materials in Mother’s alcove. As you
divide the problem, you will see how many possible solutions of the single problem of how to
sell a particular kneehole desk.

If adding, subtracting, multiplying, or dividing the problem doesn’t work, then you can
try what | call the “else” type of question. You can ask yourself “who else,” “where else,”
“why else,” “when else,” or “what else” would solve it. For example, you might say “what
else” would get the suburban housewife into the service station, and come up with other lures—
recipes, dress patterns, or kitchen decals—which would be given away with an oil change.
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Finally, if none of those things work, I try to think of “alikes” and “unlikes” to start a
chain reaction of thought. I might run through a list of things other businesses have done to
attract women customers or even things that have been done to attract men customers. What |
am trying to do in every case is to stimulate my subconscious so that it will hit on new
categories.

The introduction of those rules, even if an artificial technique, often jogs brainstormers
into new mental associations and exercises.

I also tell them to reverse the problem by looking at it from the inside out, upside down,
or backward. Any problem can be thought of in a hundred different concepts; seen from a
hundred different points of view. For example, if you are trying to solve the problem of how to
shoot down enemy planes and can’t come up with any new ideas, you might attack the problem
this way. How can our planes most easily be shot down? Through seeing our own
vulnerability, you might spot the enemy’s.

Or, take another case closer to our daily life. If you are trying to solve the problem of
keeping Junior from writing on walls, you might find the best solution by posing the problem,
“Where can Junior have fun learning to write and draw?”

Some brainstorm leaders have the members of a blocked session get up and walk
around the room, even have them take different seats. Some schedule a brief break in which
other subjects are discussed. Obviously, the subconscious keeps on working and is ready to
produce ideas at the end of the break.

Harold Schmidhauser of the American Management Association ran his sessions for
only three minutes. At the end of that time, he has a break. During that period, no one talks
about the problem or consciously thinks about it. Then they go into another three-minute
session. Still, another break follows that one, and then they return for an additional three-
minute brainstorm.

There’s no limit to the ways you might develop this idea. | do not think you should
really interrupt a session that is really rolling along, but if one is blocked or slowed down then
you might call a halt to read a paragraph or two of some material that might inspire ideas on the
subject under attack.

For example, brainstormers trying to for ideas on how to improve motel business might
have their subconscious inspired by a rather romantic piece on the open road, which could get
them thinking like travelers and thus make them see what they would look for in a place to stop
for the night.

Music, pictures, special magazine articles, slides, movies, or even a walk out to the
shopping room or production line where the problem exists might do the trick. 1’ve long
thought a museum with models of good ideas from the past, or even a trophy room or shelf of
ideas the company has brainstormed before might be a powerful stimulus to a stalled session.
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Willard Pleuthner got ideas back on the track by asking participants to re-read the problem that
he has displayed on a large sign or blackboard.

Just the opposite of the stalled session is the one that charges off on a wild tangent. If
you have a proper question, this will not happen as much as you might think. If it does,
however, | like to toss an idea that will get the group back to the problem at hand. If I don’t
have such an idea, then | have the stenographer read the list at a point before the group
stampeded. This usually gets the ideas back down to Earth.

You must be extremely careful about this, however. You may think the group is off on
a tangent, when it actually is developing a new brilliant line of attack on the problem. Be of
open mind about tangents and haul the group back on base only when it is necessary. Then, do
it with kid gloves so they will not be inhibited from having other tangential ideas.

The important thing in all this is never to panic when the group charges off wildly or
stalls. Remember that brainstorming is a sure producer of usable ideas. In my travels around
the country brainstorming, | have found that a good group of twelve people can easily come up
with 60 to 110 ideas in 25 minutes. In following up on the sessions, | discovered that a
predictable return of eight to a dozen ideas will come out of every hundred. That’s a solid eight
to 12 percent return, on your investment of time and effort, that’s a good solid business profit in
any man’s league.
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room. The stenographers stretch their fingers before picking up the long list of ideas.
But, the brainstorm process is far from finished. Ideas, even the best ideas in the world,
are useless unless they are put to work.

,_\ t last, the deadline is met. The brainstorm session is over. Its members pile out of the

Turning ideas into action must be an integral part of the brainstorming session, or else it
will be a complete waste of time. You can dream up the best toaster in the world, have the best
automobile design in your head, discover the formula for a miracle drug, but if you don’t get
your product to the public, you are a failure.

Ideas can’t be stored up like bars of gold. They can’t be hoarded. They are only
valuable when they are turned into action, into products, services, and beliefs. The
brainstormer’s job is not over when the brainstormers slap each other on the back and leave the
room.

To make sure they have collected every possible idea, some companies have a panel
member call the others 24 hours after the meeting to ask for all ideas they have had on the way
home or, while they were sleeping or shaving. Rarely has their subconscious stopped working.

After all ideas have been collected the stenographer types a triple spaced list exactly
how the ideas came in the session. Then, the chairperson reads that list, expanding the ideas
that need it and adding other ideas that occur during this process. He or she then organizes the
list into categories. For example, he or she might organize a list putting together all the ideas
about retail sales, wholesale promotion, advertising, etc. The categories should correspond to
the logical ones for your business and your problems.

That organized list is typed and duplicated. It is sent to every member of the brainstorm
session. Some concerns write each person who gets a list to add any additional ideas; perhaps
with just a note to the chairperson-“Joe, | saw the list...how about fish sticks? Sue.”

This list is important. It makes everyone aware of what has been done in what may
seem to critics a rather short-lived operation. It gets ideas down on paper. This makes them a
positive force within the organization. For example, for years a company has been trying to cut
shipping costs. The brainstorm session produces 107 ideas. They are possible solutions to the
problem: 12 people from seven departments had them. The president and the top people in the
concern have seen them. They have to be acted upon, rejected perhaps, but only with a reason.
And, each member of the panel is likely to feel some proprietorship over their results.
Therefore, the reasons for rejection had better not be just killer phrases.

This does not mean that any of the ideas have to be utilized. It does mean that there is a
pressure to try new ideas or, at least consider them, which counterbalances the natural inertia in
any organization that resists change.

Often, lists will produce an idea or ideas that can be brainstormed profitably
themselves. This is especially true when the question in the first session is a bulldozer one.
Then, the group can reconvene after having 58 vague ideas on how to increase the sale of dog
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food, and attack specific proposals for contracting veterinarians, setting up supermarket
displays, or reaching children through TV shows. Then the sessions will not come up with 58
ideas. The total is more likely to be 158.

Now that the ideas have been produced, judgment must be applied to the ideas in a
vigorous, cold-water session. This may be done by the entire group in a technique worked out
by Professor Paul Pigors at M.I.T. He found that a brainstorm panel can immediately sort their
own ideas into three categories: 1 hot ideas that can be tried out almost immediately; 2 those
which need long range or involved study, co-ordination, or vast appropriations; 3 those that are
obviously unusable. General Electric’s Royce plant in Toronto arranges their ideas into those
that can be put to work: 1 on one week; 2 one month; 3 six months and so on.

To have the whole group do the judging, of course takes a great deal more time than the
session itself and it completely wastes the time of those non-experts who just don’t know
enough about the subject to say if an idea is practical or not.

It is best to have a committee of about three panel members, usually the ones most
concerned with the problem, meet and apply judgment. They should be the folks who know
what has been tried, what is too expensive, and what’s against policy. To save time in this
session each committee member should read over the list beforehand and come in with the top
ten ideas. Usually, the committee will find it quickly agrees on a majority.

This part of the brainstorm process should not be underestimated. This is the time when
common sense, experience, and sound business judgment come into play. When you use
brainstorming, you do not and should not throw away years of experience. The purpose of
brainstorming is to provide you and your company with new ideas and with an atmosphere in
which new ideas are encouraged. But, they must be executed with every bit of your
professional skill.

When you look at a brainstorm list of 150 ideas, you will see that many of them do not
fit the problem. Now is the time for negative thinking. Your committee should have someone
who is familiar with what the company and the industry have tried.

As you look at the list, you will see, perhaps that a dozen or so of the ideas have been
tested in the research department and found not to be practical. Others may not fit your
methods of distribution, your budget, or your manufacturing capacity. There may be ideas that
go against company policy or industry ethics. There may be a good idea that a competitor has
tried and that just doesn’t work out. You should and must be familiar with all these things.

The person who screens the list must be aware of what your company has done to try to
solve the problem under attack, but he or she must not only know the history of the problem in
your company, but also know it in the whole industry. No company should waste its time,
trying out all sorts of ideas that have been tried before. The person who is screening the list
must seek out the new and practical ideas that can solve the problem.
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This can be a tricky business. The value of the brainstorm session would be lost if
blanket negative judgment were applied. The person who screens the list must be open minded
enough to be able to see if a possible solution has been given a fair trial previously. He or she
must be able to differentiate quickly between a screwball idea and the unorthodox one that is
really creative.

Often an idea from a brainstorm session may include in it a factor that makes a
previously unsuccessful idea potentially successful. This is why the ideas must be taken done
verbatim and not cleaned up by the stenographer. For example, if the problem being
brainstorm were how to stop damage of your product when it is being shipped, one of the
session members might suggest crating it—an old idea, and one that has proved too
expensive—but she might mumble something about staples. That might be the key to the
design of a crate that could be quickly and cheaply assembled with a staple gun. Or, take
another case: you might have the idea for a new product, a good idea, that has always been
unprofitable in the past. But, that might be very profitable if it is made of a newly developed
plastic.

The person, who does the screening, therefore must combine a great deal of experience
with a still vigorous and youthful approach to his or her work. He or she must, in other words
be a person of good judgment, able to distinguish the old from the new, the practical from the
impractical, and the impossible from the possible.

When the individual or the committee screens the list and comes up with the top ten
ideas, then the committee decides the next steps to be taken. Should the solution be studied
further, should it be bucked over to a specialist, to a consulting firm, or should the company
reference library be consulted to see if some similar solutions have been tried? The committee
should also decide if test models are to be made or trial runs.

This is also the time to decide to whom the ideas should be passed, to what level of
management, or to what executive for decision and implementation. If proper aim is not taken,
the whole virtue of the brainstorm session can be lost. The committee should also decide what
form should be used to present the idea, and many times it will also brainstorm the best way in
which to sell the idea.

Them, the chairperson reports to the brainstorm members. He or she should tell them,
by memo, how many ideas are being acted upon. There is no reason to tell them which ideas or
why ideas have been chosen or rejected. That only starts wasteful debate or discussion. The
chairperson should make sure that they know something has been done with their ideas.

It is wise to pass only on a screened list to the boss. If she sees 98 ideas and is busy, she
may read 10, 20 or even 30, say “This is nuts,” and hurl it into the wastebasket. The forty-third
idea may be the one that would have increased her business by millions dollars.

Give her a screened list of only the very best ideas. If she wants the whole list, give it
to her later. But, first present her with the best ideas. Save her time, and sell her on
brainstorming at the same time. The ideas you give her should be on one side of the paper and
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only one idea to a page, so she can act on it immediately, initialing it, and shooting it along the
proper channels for action.

Remember that the brainstorm session is not a flighty affair. Sound, professional
judgment must be applied to the ideas and all the skill experience you have at your command
must be used to turn them into fact. If you do this, if you follow through all the way, you will
find that brainstorming has a fabulous pay off.
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Chapter 7—Ildeas? In My
Company?

— How to sell brainstorming to your boss
— The best way to sell a superior
— How you can sell new ideas in your company

— The strategy and tactics you can use to turn
your ideas into action
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efore you sell your company, you’ve got to sell yourself. You’ve got to know all about

brainstorming. You’ve got to know how it works. And, you’ve got to know it does

work.

You can’t just stroll into H.L.’s office and say, “Hey, | heard about a way to get new
ideas called brainstorming.”

You can predict his answer. At best, it’ll be a “What?” If you wander off in
generalizations about brainstorming, if you don’t have sharp, specific answers—and even
sharper and more specific results—he won’t pay any attention to you. The best way, of course
is never to go to H.L. at all, but to have him come to you and say, “I like those new ideas of
yours. Where are you getting ‘em?”

You can get old H.L. to come to you if you plan your strategy well. The first thing to
do is to find out all about brainstorming. Read this book thoroughly. Read other articles on the
subject. If neighboring concerns are using brainstorming, talk to them. Perhaps, you can even
sit in on a session. Maybe the college nearby teaches creative thinking. See if they have an
expert on brainstorming. Ask him to let you sit in on a few classes.

Once you know what a brainstorm session is, try it on for size. Try it with your family
and friends. Use it as a game. Train yourself to suspend judgment in facing a problem, and be
convinced by results you, yourself get that brainstorming can and will pay off in cold, hard
ideas.

Even after you have tried it out and know it will work, don’t drag it into the company
and toss it defiantly on H.L.’s desk. Start modestly at your own level. You might have a
brainstorm in the carpool on how to work out a better commuting schedule, or brainstorm at
lunch on what to give Joe as a bowling prize. Get a few people together to brainstorm in small
and informal ways. Once they learn what brainstorming is, try it out on specific company
problems.

This does not mean top company policy problems. It means to make better use of the
new milling machine, or how to sell your product to Acme Roller Bearings or, how to pack the
product in cardboard instead of wood. Get some good ideas and then act on them. H.L. will
hear about you, have no fear of that. Brainstorming is a potent weapon. It will turn out so
many ideas that they will draw attention to you and the people you are brainstorming with.
Then, you’ll have H.L. coming to you—not about brainstorming but about ideas. Alex F.
Osborn suggests that you show examples of how other companies in your field are successfully
using brainstorming.

What, you laugh H.L. isn’t interested in new ideas. Well, maybe not. But, he is
interested in three thousand dollars saved, in a new and profitable way of producing widgets, of
landing a new account, of solving shipping, sales, and production problems. He’ll be seeing
brainstorming at work. And, he’ll be interested, never you fear.
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If you have a boss who is still sternly apposed to new ideas and to new ways of getting
them, then the best way to sell brainstorming is to brainstorm that very problem. Establish a
good shovel question: “How can | sell brainstorming to H.L.?” The more specific the better.
Set your target up and you’ll know certain factors—that H.L. likes written memos, or he listens
to proposals; that he likes to solve packing problems himself. Or, everything has to be
expressed in sales to mean anything to him. Once you have established who you have to sell,
then your brainstorm will give you plenty of ideas how.

Glenn Cowan, former director of work simplification at B.F. Goodrich recommended
that you “pick the burr under the saddle,” the problem that is most irritating to your boss. Solve
that, and you’ll get her attention.

Most people spend 95 percent of their time thinking up ideas, and less than five percent
thinking what to do with them. | think you ought to spend at least a third of your time
producing ideas on how to put your ideas to work. There are all sorts of ways to do this. For
example, you might take the list of killer phrases in Chapter Five and write them down, one
each on three by five cards. The evening before you take the your new idea to the boss, have
your spouse read the killer phrases to you—*“It costs too much,” “It isn’t practical,” “It’s been
done before,” and so on. Then, limber up your arguments by answering each killer phrase.

But, first let’s run over some of the tactics you might use to sell the idea of
brainstorming to your boss. You could find out, for example, which competitors are using the
technique, and when she roars, “Where in the blank did Acme Company come up with that
idea?” you could answer, “They probably brainstormed it,” and explain how they have been
using it. Or, you might try it in your own department in a modest way, and once you have
established a pattern of solid results, show them to her. You could keep mentioning
brainstorming at staff meetings, but only if you have well documented results. And, by that
same token you can invite her to brainstorm demonstrations given by business groups. But,
again, only if you know they will be good ones. You can also shoot magazine articles about
brainstorming across her desk.

Another way to sell the idea to her is to list specific company problems that could be
solved by brainstorming. And, perhaps attach to it a list of new ideas other companies have
used to solve their problems.

One of the most effective ways to sell brainstorming is to demonstrate it to her favorite
or most irritating problem. If she suddenly finds herself with a list of 165 solutions to her pet
peeve, she’ll become extremely interested in brainstorming. A twist on this, which has worked
out, is to challenge her to submit a problem for a private demonstration. This is especially
good on the “I’m-from-Missouri” type who has to be shown.

Of course, you should always show how brainstorming can make money for the
company, and at the same time tell her that it will cost the company no money to try
brainstorming. One company | know underlined this by showing how much it cost them not to
have the ideas they might have received from brainstorming.
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You know your boss best. You may have to appeal to his administrative assistant, his
wife, or the people closest to him. You may have to make him think it was his idea. You may
have to camouflage it under a different name. But, if you sit down and think carefully, you will
see which approach is best. Personally, I like the one that stood out in my mind from a list of
308 ideas we got in a six-minute mass brainstorm I ran at the American Management
Association on “How to Sell Brainstorming to Executives.” Here itis: “Do it! Don’t ask!”

Remember, if you want to sell brainstorming or any other idea—solid results will make
the difference. Start with a couple of people attacking clear cut and basic company problems.
Then add a third person, then a fourth, building up a team who enjoys brainstorming and
believes in it. Attack specific problems and you’ll come up with specific solutions—and the
successful problem solver is too valuable a person to be ignored in any organization.

The same general rules hold true for selling any idea to your boss. But, here are the
results of a large number of brainstorms I have held around the country with top executives. |
shall summarize what we have discovered, and from them, you can develop an idea bank from -
you can draw when you have difficulty putting a new idea across.

First, appeal to her motives. One way to do this is to show how it will help save her
time, cut down her headaches, and get the jump on her personal competition. You might also
subtly indicate that she will get the credit for it, that it is the kind of idea her boss usually likes.
And, you might even butter her up a bit by telling her she will get a reputation for being a
forward thinker, and that obviously her predecessor never had the foresight to do it.

You can also appeal to her motives by showing how it will help her department improve
quality, increase production, cut costs, get more customers, and so on and on, depending on
what she is trying to do in her job.

You should also provide assurances; you can show her there is already a demand for it
and acceptance of this technique by her superiors. You might prove to her that it won’t mean
any more work for her, perhaps by offering to see it through yourself. You also can assure her
that it is worthwhile by showing her the results of a pilot run or by revealing the results other
companies have had.

You must properly present the idea. Work up a sales presentation. Wait till you have
the facts to do a solid job of selling then, present it in the way she will be most receptive—on
the 19" hole, at lunch, during a flying trip to Wichita, at the office. You must be sure that you
approach her in the right direction—through his administrative assistant, peer, or friend.

Again, let her think it’s her idea. Don’t over talk or oversell. Once she begins to see
the advantages of it, let her pick up the ball and run with it.

Remember all the way that your company may not want ideas. It may be scared of
creative thinking, of change, or variety. But, it does want its problems solved, its profits
increased, its competitive position improved. When you can produce solid results from
brainstorming, brainstorming will sell itself.
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Chapter 8—The Preaching
Practiced

— Actual case histories of brainstorm sessions
— The invitation

— The line-up

— The brainstorm itself

— The list of ideas

— Cold cash results
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see an actual brainstorm session. But, first I’m going to run through a model brainstorm
session. We will see how one concern used brainstorming, and follow some of the
elements make a successful brainstorm session.

Seeing is believing. Now that I’ve talked about brainstorming, I’m going to take you to

Here’s the situation: The Metropolitan News is a large city newspaper that comes out in
the morning and has a circulation in the suburban area. With the competition from other media,
such as radio, TV, magazines, and other papers, the News has to scramble to maintain its good
business position. It is carrying on a vigorous campaign to build circulation, and one of the
techniques it has used to get new ideas in all areas of its operation is brainstorming. The
publisher’s assistant, Charlie Douglas, has been assigned a number of areas as his
responsibility. One is circulation.

He decides to hold a brainstorm on circulation problems. He knows that a brainstorm is
most effective if it attacks a specific problem, and therefore he sits at his desk one morning and
on a long yellow pad lists their circulation problems. One is how to get more circulation in the
city, as the city grows toward the suburbs. He narrows the subject down until he comes up with
the target, “How to increase our weekday morning circulation in the city.”

One man, Fritz Dalton, an assistant circulation manager, has been charged with this
problem, so Douglas decides not to have him attend the session, since he might inhibit the other
people from coming up with ideas that might seem to infer criticism of Fritz. Instead, he has
the circulation expert come in and make a five minute talk on the problem at the beginning of
the session. Douglas checks with Fritz and clears the date. It’s okay.

Then, Douglas picks his panel. When he gets through with the first list he sends it to his
administrative assistant. She calls the names on the list, or their assistants and makes sure they
are free at the time of the meeting. When they are not, Douglas picks an appropriate substitute.
The final panel includes himself, a production man who lives in the city area where they want
to sell more papers, two advertising solicitors who have come up with good ideas before, the
city editor, whose job it is to know the city inside out, two young circulation people who are
out on the streets talking to subscribers all the time, and old time circulation man who deals
with the downtown newspaper dealers, a sports writer who has a well earned reputation for
taking an offbeat approach to problems, and a police reporter who works the early morning
shift. Also, he invites the production boss, who knows all the technical details about getting the
paper on the streets, and the promotion woman who will have to sell any campaigns or changes
that come out as a result of the brainstorm session.

Looking over the list the next morning, he realizes that he has ignored the women
readers. He invites the woman’s editor, a married woman who lives with her husband and two
children in a fashionable apartment, and his administrative assistant, who is single and lives
downtown.

Next, he sends out an invitation to everyone who is attending that says, “As you know,
we are carrying on a campaign of developing new and unusual ideas to improve and sell
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Metropolitan News. You have been invited to a brainstorm session on the problem: How to
increase our weekday morning circulation in the city.”

Since the brainstorm session was to be held on a Wednesday. Douglas told his
administrative assistant to distribute the invitations first thing Monday morning. Most of the
members had brainstormed before, but those who hadn’t, received a copied booklet that
Douglas had prepared for them. He also wrote a note on their invitation asking them to come
10 minutes early do he could give them a briefing on brainstorming and answer any of their
questions.

When Wednesday came, the first timers met in conference room where the brainstorm
session was to be held. They came at 10 minutes to 12, and Douglas gave them a quick talk.
At 12, the rest of the panel arrived and Douglas took a seat, not at the head of the table but
down along one side. His administrative assistant was also there, and she would record the
ideas for the group. Douglas introduced everybody and after a light lunch of soup, shrimp
salad sandwiches, potato chips, fruit and coffee, during which everybody loosened up and got
to know one another, the session began.

Fritz Dalton, the assistant circulation manager came in and gave a quick rundown on the
problem of selling a morning newspaper in the city. He explained that since World War 11,
many of the paper’s readers had moved to suburbs and that in many cases their business had
moved in the same direction. They drove to work and no longer passed through the train
terminals and subway stations where they used to pick up the morning paper. He noted that
when the papers had raised their price to a nickel, many readers who used to pick up all the
papers chose only one. He added that a cut in commuter train services had meant that more
people drove to work and therefore did not read a paper during the ride in. At the end of his
talk, he left

Douglas ceremoniously placed the bells on the table that were to be rung if any killer
phrases were mentioned and to make sure everyone understood, he read a few: “It won’t work.”
“Let’s form a committee,” at which there was laughter “Production won’t accept it,” at which
the production manager chuckled and ducked his head. Then Douglas added another one after
a pause, “The publisher’s assistant won’t like it,” and everybody laughed with the publisher’s
assistant.

There was a short pause, and then the sports writer started out, “Let’s put out a coffee
break edition, sell it during the mid-morning break.”

Then there was a hitch-hike, “Have those office caterers display it for sale.”
“Have it printed napkin size.”
“Print it in small print, so it can be read in a short break.”

“Don’t sell it here; the publisher doesn’t believe in the mid- morning break.”
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“That’s a killer phrase,” Douglas roared and rang the bell.

Everyone laughed and then the police reporter piped up, “We deliver the paper to hotel
rooms, let’s deliver it to offices.”

“Have it delivered right to the executive’s desk.”
“Sell it to their administrative assistants, t0o.”

One of the young advertising men piped up, “Have an ad tie in with a coffee company.
Plug their coffee for the morning break.”

“Give an office catering company a break on their ads if, they’ll have their boys sell the
paper.”

“Run more stories for businesswomen.”
“Promote the idea that it pays for the career woman to be informed.”

“That the pay off is more men.” Laughter. It was the young administrative assistant
who had spoken.

“Women shoppers read the ads just as much as news; make sure we have papers for
them when they come in, in mid morning. Plug the idea that they’ll find better bargains if they
read our paper on the way in.”

“Run a series on how to pick a babysitter.”

Douglas broke in, “Good idea, but let’s remember that we are trying to sell the paper
downtown today.”

“There are a lot of schools downtown, not only colleges and public schools but
vocational and business schools. Make sure we have papers they can buy between classes.”
“Page one stories that will appeal to them.”

“And to businessmen.”

There was a pause. Douglas didn’t seem to be at all anxious. A couple of people
looked uncomfortable, but the old timers at brainstorming were relaxed. After a while,

Douglas came up with an idea he had obviously thought of to use in such a case, “Sell the paper
at the big parking lots.”

“Have paperboys cover the major points where cars get jammed up coming into town.”

“Make hay while the traffic jams.”
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“Have our trucks create traffic jams.” Laughter.
“Sell their papers by the truckload.”

“Every driver a super-salesman.”

“Every salesman a traffic jammer.”

“Yeah, | remember one morning out at Brown Circle,” one of the men started to say,
“why, cars were backed up for three and a half miles. | could have read War and Peace. | got
to work four hours late that day, and did old Max lay me out...” Douglas cut in, “I’ve had the
same problem, and used the same alibi other times, too.” There was laughter. “Let’s remember
that we’re trying to sell papers downtown. That was a good idea about trying to sell papers
when the cars are backed up, though. We’ve got 10 minutes to go, let’s make the most of it.”

“Let’s put out a bulldog edition to sell to people after the theater.”
“After the ball game, the fight.”
“At the big drive-in movies; they get out too late.”

The brainstorm session went on. At the end of 25 minutes, they had come up with 72
ideas. That afternoon, Douglas’s administrative assistant typed up the list, and the next day she
called each brainstorm member to ask him or her if they’d thought up any ideas since they left
the meeting. Six had, and they added 17 more to the list. Douglas threw in a couple more,
himself and then the list was re-typed.

The next morning, he called Fritz Dalton up to his office and the two of them went over
the list. They quickly crossed out the ridiculous ones, such as the napkin sized paper,
eliminated those that had been tried and others that were marginal cases. In a week, seven new
ideas had been put to work. Douglas had sent copies of the complete list to the brainstorm
members. Now, he sent each of them a memo thanking them for their time, congratulating
them on their creativeness, and telling them that seven of their ideas, a mighty good return on
the investment, were now at work. Then he pulled his yellow pad in front of him and started to
plan another brainstorm on how to increase circulation of the new paper exurbs out beyond the
suburbs.

That’s how a brainstorm session works. Now, I’ve chosen several real brainstorm case
histories so you can see that a brainstorm works in fact as well as fiction.

First, in a brainstorm run by Trans World Airlines (TWA), a concern that has been
doing a great deal of creative thinking in a very competitive field.

The invitation was sent out by Gerald R. Thornton, former Assistant General Sales
Manager and brainstorm chairman, to panel members. The fourteen members included the
advertising director, an advertising agency vice-president, two TWA vice presidents, the
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director of customer relations, an executive secretary, and the assistant supervisor of hostesses.
In all five women attended the luncheon session in the company conference room.

Thanks for agreeing to serve on the next Brainstorm panel May 31. We will get
together at noon in the conference room for lunch and should finish by 2 P.M. The
question to be brainstormed is: “What changes should you make in the TWA time
table?”” We want to consider changes in format, use, size, shape, design, or any change
that would make the timetable a better sales tool for TWA. Some changes were made in
April, including new typography and additional condensed schedules. What other
constructive changes would you recommend?

About 10 issues of the time table are printed each year in or to keep schedule
information up to date. About 200,000 copies per month are used in our own offices
and in flight packets on our planes. From 125,000 to 200,000 of each issuer are mailed
to important accounts, travel agents, and other airlines.

Attached, is a copy of the June 1 timetable.
To those 10 to 14 who were attending their first brainstorm, he attached the following

P.S. Since this is the first time you have served on a Brainstorm panel, | am attaching
the following information on the subject. You should read it over before the meeting do
you will understand the brainstorming technique.

When the list was copied after the brainstorm, he sent out the following note to each
member- with the unorganized list of ideas just as they fell in the session.

Thank you for participating in our brainstorm session on Thursday. You can all feel
very pleased at the large number of ideas produced.

The full 152 ideas are attached. You will notice that all the hitch-hike ideas are
preceded by the symbol ““HH”” and directly follow the idea, or ideas to which they are
hitching. If you can think of any additional ideas, let me know within the next few days.
We have already had several of these “after thoughts™ and have incorporated them into
the list.

A small committee will be meeting this week to condense this list to a few ideas that can
be submitted to the Advertising Department. | will keep you advised of the final results.

Hope we can get together for another Brainstorm session soon!

This is a long transcription, but it is vital to include it because this is the only way you
can see the brainstorm in action. This is the way fourteen persons reacted when faced with a
problem and were allowed to speak without inhibition. This is the chain reaction- not in a
classroom experiment- but in a real situation when a group of tough, practical businesspeople
sat down to solve a company problem.
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N -

10
11
12
13
14
15
16
17
18

19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34

35
36
37
38
39

Map, page 15, show our routes in color-red.

Put map inside cover not in center.

Use different color combination for cover-everybody has red and blue-use
distinctive, different colors.

Change color each issue.

On cover, indicate timetable is effective from-until-so passenger knows whether he
has latest timetable.

Back cover-show four or six month’s worth of calendar (many bookings made far
in advance)

HH-show four months-one current, three ahead-eliminate all advertising and give
room for expense account and other notations.

Front cover-have testimonial and autograph of famous person-TWA traveler.
HH-have whole lot of autographs on front cover, all celebrities.

have picture of the globe on front cover.

Page 15-at base of maps show total mileage- both in U.S. and Europe

Front cover-reverse logo-red on white for better legibility.

Cheesecake on front cover.

HH-have picture on light side

Print map in back.

HH-print map on back cover

Front picture of TWA service

Front picture-a number if top TWA executives- between them, they have- years of
service and experience.

HH-captains

HH- flight attendants

HH- and flight attendant’s telephone numbers

HH- airplane pictures

Front picture- plane flying over clouds

HH- Horizontal picture.

HH- under clouds put ““100 flights per week to Europe.”

Off season- front picture of Marilyn Monroe in a Sleeper Seat.

Advertise we are only carrier with both U.S. and Europe, and through service
HH- show on front cover that we operate both domestically and overseas
Eliminate term ““Domestic’’- use rather, ““U.S.”

Plug travel agents

HH- big agents who use a lot of time tables- have their names imprinted

Fold timetables the other way- flip more easily to page desired

Call attention to new improved timetable, or new handy time table

For women-to fit better in purse- smaller edition, about two inches shorter than
present time table

HH- perfumed timetables for women

HH- timetable to be tied with a pink ribbon instead of stapled

have every page perforated for easy removal- segment timetables only to be printed
HH- perforated pages of condensed schedules for easy removal

HH- put these in pads- all page 1, or page 2, etc.
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40
41

42
43
44
45
46
47
48
49
50

51
52

53
54
55

56
57
58
59
60
61
62
63
64

65
66
67

68
69
70
71

72
73

74
75
76

have small time table- and little counter rack similar to Mary Gordon leaflet rack
HH- have small time table showing only that flight segment on overseas flights
(show IDLPAR on IDLCAI flight for only those going to Paris)

Condensed schedules, all segments east and west bound

HH- segments to show two cities only (not PHIL-PIT-CHI, etc)

HH- individual time tables, segments, for major stations- no fares shown

Keep all condensed segments together, put page 14 with the first three pages
Have explanation on how to use the time table- condensed segments

Domestic- eliminate “Condensed”’- call them, “Express” flights

Eliminate separate Constellation schedules, pages four and five

Eliminate condensed schedules altogether

Index- list cities followed by page number where schedule is found. Also, page
numbers to be bigger.

More pictures of planes- have Connie pointing to page numbers

Right inside fold- table of contents- make more readable, show subject and page in
two columns.

Eliminate table of contents

Let “L”" stand for lunch- corresponding symbols to apply for other meals

Bottom of page- symbol for meals be crossed fork and knife, cup and saucer for
snack, etc.

HH- all references, footnotes, to be consolidated in one place only

Page 13- eliminate footnote ““g.”

make up separate domestic and international time tables.

have separate section for tourist and first class

List all tourist flights together and all first class flights

HH- show multiple service in both tourist and first class sections

Have separate segmental schedules for three regions

Keep flight departure time and flight number constant.

Keep directions consistent and not NYC- oriented (Domestic WB & EB,
International WB & EB)

Number flights in more logical fashion

Use low numbers for flights-start with 1 and 2 and keep them low

Arrange major common destinations on even and consistent hours (all PIT flights
at quarter past the hour, all LAX flights on the hour, etc.)

Show statistics- how many 1049s we have , what our goal in number of 707s is, etc.
Publish by service, first class or tourists- include “from” and “to” and fares

Use logical wording- (Leave NYC-LGA.”

List International Airport first to eliminate emotional block of considering IDL as
further away than LGA

Print plane plan and seat numbers for passengers’ choice of seats

On International schedules, eliminate Note D showing plus or minus how many
hours

Domestic- eliminate connecting flights- look like ““bug tracks”

HH- for greater legibility, especially with little light, print in black and white
HH- Print westbound schedules in left-hand fold

77 Do more to distinguish between A.M. and P.M.
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78 HH-print A.M. and P.M. in red and blue for contrast

79 Eliminate little dashes for cities where flights do not stop

80 If room, indicate state after cities-two or three letter codes

81 HH- print name of country after city

82 HH- for twin cities, show which one we land at.

83 HH- print city names in all caps with first letter larger.

84 HH- indent cities after first of each section listed

85 HH- treat domestic schedule like international- with everything printed bigger

86 Print Ambassador symbol (top hat, gloves, and cane) at heading of each
Ambassador flight

87 Eliminate shading of Sky Tourist column

88 Shade columns for tourist flights on domestic as now done on international

89 Eliminate shading in ALL tourist flight columns

90 Use color designation for Gs, perhaps also 1049s (possibly all first class)

91 At top of column, indicate type of equipment in words- Constellation, Martin.

92 Indicate flying time between stations

93 Eliminate “Eastbound™ and “Westbound™ captions on time tables- confusing for
small hops in Midwest

94 Page 14-eliminate bargain airfreight

95 HH- eliminate all page 14 schedules, YIP, CVG, etc., too local

96 With airfreight schedule, indicate cost

97 HH- indicate cost of air parcel post and air express

98 HH- have one whole page on air freight, etc.

99 Pages 16 and 18- eliminate all connections with Ethiopian

100 HH- show connecting schedules to more popular off line points

101 HH- show connections in condensed schedules on page three

102 Eliminate type of schedule as exemplified by pages 4-13, have only box segment
type

103 Page 17, box-show connection time to EWR, too.

104 Show helicopter connections at LAX, NYC, etc.

105 HH- show helicopter connections at EWR, LGA, IDL.

106 Page 14, eliminate schedule for NYC to HOU via Memphis, Shreveport, etc.

107 Eliminate italics on connecting flights (like San Diego and Baltimore) confusing

108 Page 3- NYC, CHI, PHX, LAS indications misleading.

109 Don’t print once-a-week flight in condensed schedules- misleading.

110 Page 21- International offices, cut out repetitions (Paris four times, London twice).

111 Page 21- eliminate International sales information- unnecessary columns, such as
name of District Sales Manager, etc.

112 HH- pages 20 and 21, eliminate all off-line ticket offices- leave more room for vital
information

113 Page 20, left side, eliminate cable address, auto rental, etc.

114 Eliminate last six columns page 20 domestic information (ticket office, ticket office
hours, airport miles from city, city to airport transportation time, fare, inc. gov.
tax).

115 Pages 22 and 23- clarify Domestic and International for General Passenger
Information should be streamlined into one half the present words.
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116 HH- general Passenger Information should be streamlined into one half the
present words.

117 Page 22- re-head: ““Helpful passenger information’ or *“Timesaving passenger
information.”

118 page 18 and 19, stress international and domestic connections

119 Pages 22 and 23, eliminate ““in U.S. currency” and dollar signs- this is domestic
schedule

120 Indicate more clearly that ticket office hours are not same as reservations hours-
reservations usually opens 24 hours.

121 HH- print columns for office hours and telephone reservations closer together

122 page 23, Fares- print fares in two colors to distinguish more readily between
tourist and first class

123 With fares- explain Time Play Plan

124 have something light- anecdote, cartoon, each time

125 Each issue, have limerick, advertising TWA, to be completed, entry blank in flight
packet on plane. Advertise and announce last time table’s winner

126 Sell advertising in timetable

127 Print four-color wrapper and four-color center section

128 Put more emphasis on baggage allowance and restrictions

129 HH- print timetable so that it unfolds to tape measure and indication of how large
carry on luggage may be

130 HH- cartoon showing overburdened passenger with $$$ signs (across baggage
charge)

131 Mailing- have dignified, first class envelopes, marked PERSONAL

132 HH- have envelope thick enough paper that time table doesn’t shine through

133 HH- show photo of Super G on back of envelope

134 HH- no envelope; address on time table

135 HH- use cellophane envelopes

136 HH- use envelope to promote current features- Sleeper Seat, Family Plan, Time
Pay, etc.

137 Include coupon to send for Skyliner Tours and Mary Gordon Leaflets

138 HH- send names of friends

139 HH- passengers’ names to be put on mailing list.

140 HH- explanation of ATP

141 HH- coupon for hostess applicants.

142 HH- rotate above five inserts

143 “If you please™ letter to Collings- insert in timetable.

144 Feature a different non-competitive interline carrier each month

145 Limit distribution of large timetable to ticketed passengers

146 Issue only seasonal timetable- have changes picked up by Reservations

147 Name flights

148 HH- more names like “Royal Coachman,” names by class of service, or nonstops,
etc.

149 When this list of improvements has been screened, have board of outsiders (ATP
accounts, other frequent users, and seasoned travelers) advise whether final
suggestions really are practical. This to be done only twice a year or so.

www.homebasedriches.com




Chapter 8—The Preaching Practiced 72

150 HH- have secretaries of important businessmen give their ideas on ideas on time
table improvements (perhaps prize for best suggestions).

151 Make timetable easy to read

152 Activate everything next month

A screening committee boiled that list down to 62 ideas. Many of the ideas on that
screened list were put to use, and the new table was startlingly improved. It was more
attractive; it gave the customer more information more easily than the old one; it carried out the
airline’s advertised promise of service; in short, the brainstorm session did accomplish its
mission; it made the time table a strong TWA selling point.

One of the most progressive- and successful- banks in the United States in the 50’s was
the Valley national Bank of Phoenix, Arizona. Which ranked 62" among the nation’s 15,000
commercial banks. This bank so thoroughly served the citizens of its state that it had,
statistically a customer in every Arizona family. Its astonishing growth was due in part to the
creative way it served its customers. Brainstorming was a part of their operating technique.

To those who think brainstorming a Madison Avenue thing not at all applicable to the
world profit and loss, investment and finance, here are some examples of what can be done in
the staid old business of banking. The person in charge of brainstorming at the Valley National
Bank was Mrs. Mildred F. May, assistant cashier and director special service, “Although you
will see how many ideas have been put to work in each session,” Mrs. May wrote me,
frankly, there were so many good, practical ideas advanced that we rather suffer from an
embarrassment of riches and have not yet had time to put them all into effect.”

The invitation was sent out by the chairman, H.L. Dunham vice chairman of the board
12 people attended the 8:30 A.M. session. They included three cashiers, an advertising
department member, two administrative assistants, a vice president, an assistant vice president,
a member of the relief staff, and human resources manager. There were nine women and three
men. They discussed the problem of, “Savings deposits...how can we hold on to what we
have... how can we increase the deposit activity of our customers... how can we attract new
accounts?”

They came up with 58 ideas and put six to work. Those ranged making the final coupon
in an installment loan payment book, a signature card to open a savings account, to buying a
supply of lollipops to give away to children so they would be happy and quiet while their
parents did business with the bank.

Another time a Valley National brainstorm was called by the vice president of the board
and held in his office. On this occasion, 10 persons attended, all men. They included three
assistant vice presidents, the advertising director, a trust officer, a vice president and two
branch managers. The problem they attacked was a jawbreaker: “How can we better capitalize
upon the expenditures we make during the period of preparation for a branch opening and the
actual open house date by continuing to maintain the high level of good will and accounts first
opened during the period of the first 90 days, six months, one year?”
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They did come up with 40 ideas, however and put 14 to work. These included opening
accounts right at the open house, developing a specialized new business staff for residential
areas, putting up directional signs to lead people to branches that are not on main intersections,
putting in restrooms on the main floor. They also suggested holding a brainstorm with branch
managers before planning the layout of new branches.

They did that with good results, and here’s the case history of that brainstorm that grew
out of a brainstorm.

Notice that Mr. Dunham shifted the locale of the brainstorm and used a warm-up
technique. This time nine persons attended, seven of them branch managers, and again all men.

Quite a few of our managers have indicated an interest in having a "Brainstorming"
session on the layout and physical aspects of new branches.

Most of you have been through these sessions before, so we won't go into the ground
rules, etc.

To add a little immediacy to this meeting, we will hold it at the spanking new 16th Street
and Camelback office here in Phoenix, at 8:30 A.M., Thursday, April 26.

This will also give Dale the opportunity to face all of his "severest™ critics at once.

Remember, this meeting is your opportunity to bring out your wildest ideas and dreams
on this subject--so empty out that "drawer-full of gripes and suggest the answers as
ideas.

The subject will probably be stated as, "If you were responsible for laying out and
designing the interiors of new branches, what changes would you make, what additions,
what deletions?

"See you BRIGHT AND EARLY"
This is the report Mr. Dunham sent out to brainstorm members:

This meeting, except for short flurries of activity, was not a true "Brainstorming" session-but as
a combination of "Brainstorming" and prelisted ideas it accomplished the purpose. You
managers were on a subject so close to your hearts that you arrived too well prepared for a
straight "new idea" session.

The results of the meeting, as you will find in the reading, were excellent.
For the benefit of the evaluators we have broken your "suggestions” into five categories.

I Interior Layout
Il Interior Space Requirements
I11 Furnishings, equipment, and appearance
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IV Exterior
V Miscellaneous

Of course, we had the ten-minute warm-up session on Valley Bank anniversaries, which we
have recorded for your benefit also. All in all, you fellows produced a whale of a lot of
suggestions in the time allotted. We will probably be calling on you again soon on the matter of
a "New Managers Check List:"

VALLEY BANK ANNIVERSARIES (Warm-up)

1 Let branches handle their own anniversaries.

2 Separate the ten-year anniversary and up group from those under.

3 Keep our present setup but change time to evening.

4 Have each celebrant give a little personal history at the meal.

5 Keep the branches coming to the luncheon.

6 Extend our present deal and get as many more branches in it as we possibly can.

7 Include a tour of Home Office and possibly a branch or two in the anniversary deal.

8 Have bank pay for the meal.

9 Make the meeting semimonthly to break up the size.

10 Definitely continue the letters-very effective.

11 Make a program of it-including a welcoming address from management.

12 Give something besides a cake; perhaps perfume for one year (women) etc. Something
that connotes anniversary and lasts. .

13 Have anniversary luncheons on an individual basis with immediate supervisor and a
guest.

14 Send out pictures for the bulletin board in each office represented.

15 Develop an anniversary album for each office (and department? ).

16 Invite all participants from all the branches in the valley area to an evening affair.

17 Include wives and husbands

18 Give a gift to the husband or wife on the 25th anniversary.

19 Discontinue anniversaries altogether

It was also recommended that we write a letter to families asking if they would be interested in
attending an annual affair to hear talks from management and witness awards, etc.

Then we started on the five main subjects
I INTERIOR LAYOUT

1 Work out a system to store supplies right next to the operations people who use them.
Use bookcase shelves or cabinets for neat and colorful stacking. Farmers & Stockmen
use their bookkeeping department.

Put both men's and women's rest rooms on main floor

Have drive-in windows as close as possible to tellers for convenience in reliefs, etc.
Keep new accounts and operating documents closer together.

Take new accounts department away from officers' rail- give more privacy.

Make sure the note cage has an entrance beside the one into (and through) officers'

OOk WN
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quarters.

Never isolate the drive- in window (Example in Chandler)

Build vaults in front end of bank, better for tellers and customers

Have a community room in all banks.

Make sure the supply room and book vault are all on the same floor

Separate the new accounts area completely from loaning area

Design the bank to eliminate traffic behind tellers’' cages. Route through work spaces
instead of through tellers' cages.

Partition off the new a/c area.

Provide a sit down area for new accounts, especially for waiting.

Il INTERIOR SPACE REQUIREMENTS

15
16

Provide larger work area for mail clerk.
Provide larger officers' area for expansion (East Van Buren, 24th &

Thomas, 16th & Camelback, West Van Buren, bad examples)

17
18
19
20

21

22
23
24
25
26
28

If necessary, more boiler and refrigeration equipment upstairs.

Put more shelving in the stockroom.

Provide more counter and work space.

Stockroom shelving should be spaced wider- perhaps use flexible, movable shelving.
Presently very difficult to get record boxes (cartons) of shelves.

Generally double workroom space over what has been planned In the past. We set up
for tellers' expansion- but do not plan for workspace to keep up with tellers.

Provide this additional space on a measured out basis

All of these person-saving procedures Inevitably seem to take more room for equipment
Need more customer service desk space.

Provide more workspace on the new a/c counter. Deeper than others.

Make provisions to make new a/c customer just as comfortable as the loan applicant.
Make lower. conference-top counters for sit-down convenience at new a/c rail.

I11 FURNISHINGS, EQUIPMENT, AND APPEARANCE

29
30
31
32
33
34
35
36
37
38

39

41

Provide more adequate signs.

Put a partition or wall between tellers and bookkeepers.

All gates should swing both ways.

Have better plastered walls so that enamel paints may be used if and where desired.
Provide drinking fountains for children.

Put a partial partition around the drive-in window (in ride) for noise protection.

Put rubber treads on stair steps.

Warmer-appearing conference room.

Provide wider entrances to cages to accommodate trucks.

Provide more than one control for sound system so adjustment (volume) can be made in
specific areas.

Supply storage rooms with small truck for carling supplies around the bank. 40 Spend
more time planning electrical and telephone outlets. Provide both as twins wherever
possible.

Provide just double the number of electrical sockets now installed.
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42 When partitioning off bookkeeping area, provide a transparent top at least in the
officers’ area to make a showplace of operations. This segment of the partition could
even come out obliquely from the side wall for visibility from rail.

IV EXTERIOR

43 Provide walk-up tellers' windows.

44 Provide for more expansion.

45 Immediately put in underground sprinkler system whenever grass is planned.

46 Shade the drive-in windows. Even the counter itself reflects the sun into the tellers' eyes.

47 Provide the night depository with envelope chutes.

48 Put in more windows so the public can see in and out.

49 Get rid of those large fixed louvers that completely obstruct the view through the front
of the bank.

50 More side-of-the-building parking- to be used for branch expansion later.

51 Make the exterior of the building as modern as the interior usually is.

52 Give more consideration to the traffic flow into and out of your drive-in window.

53 Install the air intake farther away from the incinerator exhaust.

54 Put a taller stack on the incinerator.

55 Put a desk at drive-in to hold customers' supplies (outside) and provide some base or
platform for writing. 56 Provide more open approaches to drive-in windows so that
people can keep from trapping themselves in a line of cars. 57 Keep banks to single
floor. 58 Adopt a completely different style of building to reduce costs-a more
functional building (even grocery-store type) .

V MISCELLANEOUS

59 Get all equipment in bank before painting.

60 Set up a committee for new branch locations including branch managers for choosing
sites.

61 Branch managers should see final plans on building.

62 Dropping construction costs on new buildings is not an answer-we should build a big
front.

63 Start branches smaller-with better and larger expansion planned.

64 Have closer and more complete co-ordination between the final inspections and actual
move-in. Work in full cooperation with the manager and staff.

65 Adopt a tougher attitude with the contractors. Let's schedule the operation for our
convenience and efficiency not just theirs.

66 Lees not rush the opening quite so fast.

67 Design offices for operation by a minimum crew-allowing for utilization of additional
spaces as needed with growth.

68 A better and mare complete analysis of microfilm records to relieve record storage
problem.

Out of a total of 87 ideas, 21 were put to use. That's a return of 24 percent on the bank's
investment of time and effort, and that more than makes a very excellent bank quite happy.
This is the bank’s own result list:
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IDEAS USED FROM SESSION

(WARM-UP)

5
7

8

(Keep the branches coming to the luncheon.) Done.

(Include a tour of Home Office and possibly a branch or two in the anniversary deal.)
Tours of the Home Office now used.

(Have bank pay for the meal.) Bank is now paying for meal.

(ACTUAL SESSION)

1

N

8

12
15
16
22
34

36
38

44
46

49

o1

57

63

66

(Work out a system to store supplies right next to the operations people that use them.
Use bookcase shelves or cabinets for neat and colorful stacking. Farmers & Stockmen
use in their bookkeeping department.) Now an integral part of all new plans.

Put both men's and women's rest rooms on main floor. Done wherever possible.
(Have drive-in windows as close as possible to tellers for convenience in reliefs, etc.)
Followed except in exceptional cases.

(Build vaults in front end of bank, better for tellers and customers.) Doing this with few
exceptions.

(Design the bank to eliminate traffic behind tellers' cages. Route through work spaces
instead of through tellers' cages.) Part of all plans now.

(Provide larger work area for mail desk.) Implemented immediately.

(Provide larger officers' area for expansion.) Now routine.

(Provide this additional space (i.e., workroom space) on a measured-out basis.) Now
routine.

(Put a partial partition around the drive-in window (inside) for noise protection.) Now
routine.

(Warmer-appearing conference room.) Using interior decorators to accomplish.
(Provide more than one control for sound system so adjustment (volume) can be made
in specific areas.) Now routine.

(Provide for more expansion.) Newest buildings all have expansion built in.

(Shade the drive-in windows. Even the counter itself reflects the sun into the tellers’
eyes.) Canopy now standard.

(Get rid of those large fixed louvers that completely obstruct the view through the front
of the bank.) Eliminated use.

(Make the exterior of the building as modern as the interior usually is.) Trying with
increasing success.

(Keep. banks to single floor.) Becoming standard with rare exceptions when space
necessitates.

(Start branches smaller-with better and larger expansion planned.) Definitely being
practiced.

(Let's not rush the opening quite so fast.) Now delaying openings by intent; more time
for last-minute details.

EVALUATION PANEL:
H. L. DUNHAM, Vice-Chairman of the Board
LEGRANDE MOORE, Vice-President, Properties Mgr.
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WILSON BARRETT, Asst. V.P., Supervisor of Branches

As you will notice, both of these brainstorms are vastly different from each other. They
are also different in many ways from what | have described as the ideal way of running a
brainstorm. But they did pay attention to Osborn's four basic rules-and they got results. That's
the beauty of brainstorming. It is adaptable, and it produces under all sorts of conditions. In the
next chapters we will show some of the ways it can be modified to cover many more situations
than the classic company brainstorms we have been discussing.
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Chapter 9—Solos And Combos

— How you can brainstorm by yourself
— What equipment you need

— When and where to solo brainstorm

— How to stimulate your subconscious

— How to ignite a solo chain reaction problems
for the solo brainstorm

— How small groups brainstorm the quick, on-
the-spot brainstorm

— What one company has done variations on a
theme
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he loudest argument people use to fight brainstorming is that it is a group activity that
needs twelve people. Opponents of the technique point out that a person, even an
organization person, is essentially a lonely animal.
They are absolutely right. No matter how many meetings a sales manager has to attend,
he or she spends much more time alone. The same thing is true of the medical administrator,
the teacher, the engineer.

The average executive, committee-bound as he or she may feel, rarely spends more than
10 per cent of his or her time in meetings. And since few committees accomplish much except
to confirm what has already been done, it is obvious that most ideas come to people when they
are alone; most problems are solved by a lonely individual staring at a note pad or out a
window. In fact, just about every final decision is reached by one person alone—even if it is
kicked around in a hundred meetings and confirmed by a dozen committees.

Therefore, this is a most pertinent question about brainstorming: Can | use it during the
90 percent of the time | work alone?

The answer: An unqualified yes.

I have developed; tested, and practiced solo brainstorming that can just as effectively
increase the creativity of individuals as group brainstorming can stimulate originality in groups.

The solo brainstormer adapts the same basic rule—no negative thoughts—as the
brainstorm panel. Since the lone brainstormer obviously does not have to get twelve busy
people together, he or she has almost complete mobility. All he or she has to have is a pencil
and what I call an idea trap—some sort of paper that will preserve the fleeting, but practical,
ideas produced by solo brainstorming.

The idea trap can be a pocket notebook, a legal-size sheet of paper, a clip board, a desk
pad, the back of an envelope, a three-by-five-inch card-anything that can be tucked away and
saved until there is time to apply judgment to the ideas.

As in the group brainstorm, the first step is to pick a good question—a shovel question
that will produce specific answers.

Once that is done, | like to hold off all calls and callers for a brief period of time—
five, ten, or fifteen minutes—while | brainstorm. If that isn't easy, | slip off to an empty
conference room.

| take a legal pad of paper, a pen and, as fast as | can, write down any ideas that come
into my head on the problem under attack. Surprisingly enough most of us have negative
thinking so well built into our system that it is easy to think killer phrases. Then we have to ring
a bell mentally on ourselves. We do seem just as anxious to hide silly ideas, even if no one is
ever going to see our list.
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Solo brainstorming takes some discipline, just as group brainstorming. We have. to
learn to free-wheel, but if we do, it is amazing what the subconscious can produce.

Many times you will find that you have been carrying in your head solutions to
problems that logic wouldn't let you express, even to yourself. While you were looking at the
problem in the proper, professional way, your subconscious was having its own offbeat and
often brilliant ideas. Once you have them down on paper your professional background can
make the difference by turning them into profits.

Solo brainstorming can be carried on anywhere. Many commuters find that they can
brainstorm a problem they will face during the day on their way to work. Some people who
travel a great deal brainstorm in the air—or in the car. Some brainstorm how best to use the
time they'll "waste" traveling and come up with some problem, you guessed it, to brainstorm.
Many executives brainstorm before getting out of bed in the morning, especially if they've
thought about the problem before going to sleep and let their subconscious puzzle over it while
they snored. Others like to brainstorm just before they turn off the light at night when their
subconscious is crowded with the impressions from a busy day.

Obviously a solo brainstorm lacks the stimulation of many minds. There are ways to
beat this, however, that can easily be applied to any job.

If the problem to be solved involves something small and tangible—a package for
frozen fish sticks, a new casing for an engine, the sole of a shoe-it's helpful to handle the object,
looking at it from every different angle, holding it upside down, sidewise, turning it around in
your hands. You might take different materials and apply your other senses to them. Depending
on the goods, you might cut it, tear it, try to bend it, run your hand over it, even bite or smell it.
The thing to do is to look at an old problem in a new way. Then as you get a new idea, no
matter how screwy, write it down. You can stimulate your own brainstorms in a hundred ways.
A toy manufacturer brainstorms by parking his car beside a playground and watching children
at play. A production boss walks along an assembly line, notebook in hand, noting down every
idea that occurs to him.

Thumbing through magazines, the indices of technical journals, a catalogue of parts can
be stimulating if it bears a relationship to your problem. For example, a chemist might ignite
ideas by glancing through a list of chemicals offered by a supply house. While he did it his
subconscious might hook up combinations of chemicals he would never have thought of
logically.

A writer | know gets ideas by wandering through a library, haphazardly walking from
section to section, looking at titles, idly flipping open books, hitting on ideas almost by chance.

A sales manager can brainstorm by strolling through a busy supermarket or department
store; an architect by driving slowly past many homes; a city planner by flying over his home
town in a helicopter.
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One way to brainstorm drugstore displays, for example, is to drop into a dozen
drugstores, chat with the store managers about what displays they use and why-and then sit in
the car and note down any ideas you get, either from talking with the pharmacist, from seeing
competitors' displays, or just by seeing a drugstore in a new light.

To be an effective solo brainstormer you might keep books or pamphlets handy that
stimulate you. We all have certain books or people who stimulate us. We might call up a friend
who is stimulating to us, have him out for a drink or lunch, talk with him about the problem, or
other things. You won't solve the problem then, but time after time you'll have good ideas after
leaving him.

Books and pamphlets that stimulate new thoughts run the gamut of everything
published. They might be technical books in your field; it might be the Bible, Thoreau's
"Walden", or poetry. It might be Iron Age, Ogden Nash, or even the lecture notes you took in
Professor Doriot's class twenty years before.

Sometimes we need to see our problems simply, and this can be done by going back to
basic textbooks or even books written for children about our subject. You may be a graduate
engineer with fifteen years' experience building bridges, but just because of that fact you may
have lost the simple essentials in your professional awareness of all the details of your
profession.

A lunch hour in an art museum, especially one devoted to modern works, can make you
see color and shape in new and wonderful ways. The same way, a music CD can make you hear
differently.

One of the most basic rules of creative thinking is observation. We all have to see to
give impressions to our subconscious. Whenever possible, we should brainstorm by seeing our
problem in a new and simple way, not as a professional sees it, but as a visitor might if he or
she came from Mars.

There are practically no limits to the subjects that can be brainstormed, and this is
especially true of the solo brainstorm.

You can brainstorm important decisions in your career:
What to give your wife for her birthday.

What to cook your husband for anniversary dinner.
How to sell more of your product.

What you want in the new home you're building.
How to sell your old home.

Where to find money to start your own company.
How to ask the boss for a raise.

How to answer a difficult letter.

How to raise money for the new church.

Where to go on your vacation.

How to file articles from the medical journals.
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What college to attend.
How to propose to your girl friend.
Where to find a new job.

After you have brainstormed your problem, have a cold-water session. Wait a day or so,
then quickly run down the list, crossing off ideas that are no good and underlining the ones to
put to work.

Sometimes it is a good idea to file these lists so that you can refer to them: (1) to jog
yourself into acting on them; (2) to use when you hit the same or similar problems later.

In every case it is a good idea to check up on yourself, to force yourself to act. You
might note the ideas you intend to act upon on paper and tape it to the inside of your desk
drawer so you see it every day, or in your sock drawer so you see it every morning. The list
might be pasted to the mirror you use when getting ready, on the other side of the sunshade in
the car, inside your briefcase, or stuck in the back of a book you are reading. Some people have
their spouses or administrative assistants send them the list once a week or a month. No matter
how you do it, there should be some way to put pressure on yourself to do something about the
ideas you have from a brainstorm.

You won't be an idea person until you've done something with your ideas. But if you
practice solo brainstorming you'll have ideas, new ideas, on hundreds of problems you've never
been able to lick before, and they will be ideas that will make a difference in your life.

Just as brainstorming can be used by one person as well as the classic dozen, so it works
miracles for two or three people in the office.

There's rarely any need for formal invitation. When two or three people are together
working on a problem, one may suggest, "Let's brainstorm it." That's all that's needed. One
member picks up a pencil and paper; the brainstorm begins.

Sometimes an assistant will regularly brainstorm with his boss on the problems ahead
during the day. Other executives make it a habit to have a quick telephone brainstorm when
they hit a snag on a problem. A conference call can easily be arranged, and this is especially
valuable when the sales manager in the New York office needs to brainstorm a problem with
the production boss in the Ohio plant and the design engineer of a supplier hundreds of miles
away from each of them.

The time, place, or the number of people is not vital. The important thing is that the
subconscious is made to attack the problem with minimum difficulty and maximum
effectiveness. It can produce amazing results with little damage to the day’s schedule. A team
of three advertising people, for example, can brainstorm an idea-how can they use the
morning's news on plastics to sell their campaign. This brainstorm can be held in the taxi on the
way to the presentation-and the cab driver might come up with an idea too.
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Some executives will brainstorm with their administrative assistant to get his or her idea
on a problem. Others contact a special customer or two, a foreperson on the line with years of
experience, a young assistant who is new to the business but loaded with ideas.

One company that has done astonishing things with the small brainstorm group is the
Reynolds Metals Company. Under the former direction of Cloyd Steinmetz, the live-wire
director of sales training, creative thinking was made an integral part of their operation.

For hard-headed, practical results listen to this: Summer was an aluminum slump
period. Reynolds applied creative thinking to the problem—brainstorming played a leading
role—and they came up with hundreds of ideas: their barbecue kit, foil cookbooks, and so
forth. In three years summer became the peak period, and they started to brainstorm ways to
boost winter sales.

Recently a division manager, an experienced salesperson, and a new one called on a
supermarket owner and tried to sell him Reynolds' seventy-five-foot economy roll of foil. They
had all their statistics down pat, their arguments worked out. They made a classic presentation.
He wasn't sold. He refused to carry the item.

Instead of going out and griping, they had a three-person, on-the-spot brainstorm
session, and the youngest member came up with an idea.

That night they called on the owner and presented him with a bottle of his favorite
wrapped in the economy roll in such a way that he had to unroll all the aluminum to get to the
whisky. He unrolled foot after foot, and when he had sixty-seven and a half feet, this was
scrawled in huge letters on the foil: "This last twelve and a half feet the housewife gets free
when she buys the economy roll in your store.” When he got to the bottle he said, "Sit down,
boys, and let's open the bottle.” He bought the economy roll.

Another salesperson couldn't sell the aluminum package of cake mix Reynolds was
pushing in a pineapple upside-down cake promotion. He went home and brainstormed the
problem and came up with a screwy idea. He baked an upside down cake himself and then,
dressed in his wife's apron, drove the cake, piping hot, down to the store and served it to the
sales manager and some customers. He got the sale, and the sales manager wrote the head of
his company. The result, the item was sold to the whole nation-wide chain.

In Reynolds' Los Angeles packaging division office, for example, they couldn't have a
"classic dozen" brainstorm. They have only five people. Instead they have a regular weekly five
person brainstorm session. Each week, in rotation, one of the people picks his or her toughest
sales prospect, and all five brainstorm how to sell him. This has boosted sales in that area
enormously.

Brainstorming is a part of every Reynolds sales meeting, and the people who come in
off the road have contributed literally hundreds of usable, sale-producing ideas to every
Reynolds division.
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One of the best things about a small brainstorm is that it has none of the inhibiting
factors of a big meeting. It can be casual and bring together people of all levels and ages, white
collar and blue collar, without difficulty.

In the shop a foreperson, design engineer, and a machinist can brainstorm a new way to
produce a product as they stand around the machine that will have to do the job. When a
production line grinds to a halt, the breakdown can be brainstormed on the spot.

At Hotpoint in Chicago, a plant superintendent and two general forepersons were turned
down after they requested a $200,000 conveyor system. The three didn't cry in their beer; they
sat down and brainstormed the problem. The result was an equally efficient system. Price?
Only $4,000.

Andrew R. Barr, former Supervisor of the Standard Oil Company's New York Division
repair shop, got a handful of mechanics together during a coffee break when he ran into
problems. They stood around the problem in question—recently one was on how to reach an
unloading valve in a difficult spot with a wrench. The problem was solved before the coffee
was finished, by an idea of using a different wrench in an unconventional way. That's typical of
what can be done.

Try it yourself. brainstorm with your boss, your administrative assistant, associates, or
whoever you can find. Make it a regular part of your workday, and you'll be amazed how easily
it will solve problems and produce valuable ideas.
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ne of America's most serious problems is that we are becoming a nation of spectators. It

is significant that our national pastime is baseball, in which only eighteen people play

while ,thousands sit in the stands, millions more listen on radio and watch on television.

We tend to go to large schools where we listen to lectures, attend movies or plays, listen
to concerts or phonograph records. We exalt the star, the prima donna, and deprecate our own
efforts. The same thing is true in our business life. Too often we go along doing a routine job,
just watching the important moves being made by others.

This is not only bad for the individual who has little chance to express himself, to grow
and learn; it is incredibly bad for the country.

We used to be proud of our pioneer heritage, in which "rugged individualist" was not
just a trite political phrase, but a prime necessity. Even in World War 11 our infantry rated as a
prime war asset the leadership ability of privates who could and did take over when their
officers were killed. This did not very often happen in the armies of our enemies.

Yet, by group living, by being spectators in life, we are wasting away this great natural
resource at a time when we need it most.

We desperately need the ideas of everyone. We have vast problems of survival, and to
solve them we must mobilize the brainpower of all our citizens.

The trend toward sheep-like attendance of great masses of people at meetings of all
kinds has been a matter of concern to many of the nation's forward thinkers.

They have watched people attending all sorts of gatherings, from sales conferences to
religious conferences, people gathered to solve the smallest or the biggest problems of the
world-and they have seen them sitting, row on row, contributing nothing from their own
experience or intellects. Never do they get a chance to participate.

One of the most creative of the people deeply concerned with this problem was Don
Phillips, who was President of Hillsdale College, Hillsdale, Michigan. He not only saw the
problem, he analyzed it, and then came up with a solution that works. His analysis is worth
reprinting, for before we brainstorm we must understand reasons why most people will not
speak up in groups of all sizes from small committees to huge conventions.

FACTORS PREVENTING SELF-EXPRESSION IN GROUPS
I EARLY TRAINING HAS NOT ENCOURAGED DISCUSSION

At home-parental domination. At church- "Listen"

At school-"Speak when spoken to," "Answer teacher's questions"

In community- "Children should be seen and not heard"

Enjoy listening-no mental strain and seems to be proper member role.
Depend on experts, leaders, parents, etc. More courteous to listen.

mooOw>
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F  Wait to get new or startling idea to compete favorably . with others.

G

Ow>»=

m

"If I suggest anything, I'll be put on a committee."”

I IMPORTANCE OF NOT CONSIDERED PHYSICAL ENVIRONMENT

Room stuffy, too hot, too cold, poorly lighted.

Seating arrangements formal or uncomfortable.

Speaker separated from group-too far away, or platform or stage too high, or D Members of
group cannot see or cannot hear speaker.

Room too large-feeling of "barniness."

I11 LITTLE OR NO PREPARATION OF GROUP FOR DISCUSSION

A
B

C

No feeling of belonging.

Poor choice of subject (1) "No interest in it"; (2) "Don't know enough about it to comment™;
(3) too broad; or (4) untimely.

Topic poorly handled; (1) speaker tells all-nothing left to discuss; (2) not challenging-
creating passivity; (3) incomplete introduction to question; (4) no advance warning so no
readiness nor preparation.

Questions to group (1) poorly worded; (2) not heard; (3) patronizing.

Feeling of futility; (1) subject doesn't lend itself to action; (2) from past experience,
"nothing can or will be done anyway."

Resistance to imposed program-"They never ask me what | want."

IV DOMINATION BY OTHERS

oo w>

Unskilled leader-offers little encouragement or opportunity.

Monopolizing member-unaware of or unwilling to accept proper role.

Expert-who creates dependence by being too expert.

The "Brasil' -in whose presence few people care to "stick their necks out.- Difference in
social, educational, or economic status is similar.

V FEAR OF RIDICULE

A
B

C

Fear of taking a stand which may be unpopular to friends.

Fear of deficiency in (1) grammar, (.z) physical expression (stuttering, weak voice, etc.), (3)
emotional control (temperament, blushing, shaky voice), (4) fluency, (5) general
appearance.

Fear of appearing stupid, or not using "correct” parliamentary procedure.

VI GENERAL FEELING OF INFERIORITY

OTMMmMmOO WX

"I don't know much anyway-let the others talk.

"Don't dare talk (1) in such a large place; (2) in front of so many people.
"I can't say what | really mean when fm on my feet.

Fear of being contradicted and of inability to "hold my own- in argument.
Fear of offending others.

Fear of expressing what may be minority opinion.

Fear of taking time when so little has been saved for discussion.
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To solve the problem of mass silence, he devised a system that he named "Discussion
66,” but which others have referred to as Phillips 66. Under this system a large group is broken
down into small committee sessions of six members, who discuss the problem under attack for
six minutes. Then they contribute suggestions or questions. The important thing is that each
individual feels much freer in the small group to take part. Each individual is encouraged to
participate; is made to feel that he or she, as an individual, is important, that his or her ideas
have value and are needed.

That idea of Phillips 66 has been used successfully in hundreds of different ways, and it
has been combined with brainstorming.

Don Phillips himself went to a Detroit manufacturing company to give a talk on creative
thinking. He found about eighty people in one department, and to illustrate his talk he decided,
on the spur of the moment, to have them break into small groups and brainstorm the problem of
how to improve the eraser, since he had just been using one on the blackboard section of his
talk.

They were allowed only six minutes, and the results were surprising. One suggestion
from the first group was that the bottom of the eraser be made of sponge rubber to keep down
the dust. Another came up with the idea of a disposable base. The next section asked, "why
couldn't it have a handle like a flatiron?" That gave another group the idea of shaping the eraser
like an iron so you could erase just one letter with the point. Six minutes after Don Phillips had
his spur-of-the-moment idea, he had a long list of practical suggestions about the simple old
eraser. The ideas were so good, in fact, that an eraser designed on those principles was put on
the market.

I have experimented with this technique and had amazing results in many companies, at
all sorts of conventions, and with the military in the Pentagon. | have every other row of people
stand up, turn around, and face the row behind them. Then I form groups of six. | have each
group choose a chairperson and an assistant. I also have them pick a nickname-Pile-drivers,
Tough Guys, Yankees, Rebels, Dead End Kids, anything they think up. This team system
develops a competitive spirit that sure sparks ideas.

I keep the groups small and limit them to six to ten minutes. | have found the average
group comes up with fifteen to twenty ideas in six minutes, but once I had one come up with
fifty-two in only six minutes by using creative thinking and appointing two assistants.

There is hardly a limit to how this mass brainstorm can be used. A company could have
the members of its regular annual sales convention come up with ideas for new lines, better
products, different advertisements and promotions, improved packaging, calling upon their
daily experience in contacting customers on the road.

It is possible to mass brainstorm in a town meeting to find new ways of raising taxes-or
building schools. The PTA can use it and so can the teachers' organization.
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It can be used equally well by union and management, Democrats and Republicans,
professional societies and fraternal organizations. The important thing is that in each and every
case it makes the participants not just spectators but contributors.

And we all respond to that treatment.

The Henry J. Kaiser Company had seven groups ranging from seven to eleven persons
answer this question: "What methods of inter-company communications can be employed to
create a greater understanding of all companies, each to the others, of their plans, objectives,
and current activities?"

The question might be simplified, yet the answers were good in quality. And the total. .
241,

Here are the categorized results of a six-minute mass brainstorm I ran. The question
was: "How can we improve the New York Hospital Personnel Association?™ The numbers in
parentheses indicate duplicate answers. In all, the group came up with 143 ideas, of which 44
were duplicates. Among the 99 usable ideas I think there are ones you can use in your own
lodge, club, company, or organization.

1 RESEARCH

Maintain a standing committee on salary information (2).
Publish the results of one project completed each year.
Compare functions with other personnel organizations.
Plan more active research (3).

Determine what members' needs are.

2 TRAINING-EDUCATION

Set up good educational programs and get them started (2).
Have more literature provided on our educational program.
Offer short courses (2).

Hold "problem” clinics. Offer scholarships.

Have field trips to institutions (4).

Co-operate with industrial personnel groups

(2). Provide information for people entering the personnel field.
Work with schools of Hospital Administration.

3 MEMBERSHIP-NEW MEMBERS

Membership committee should improve welcoming and acquaintance procedure.
New members should be introduced faster.

Set up "Big Brother" movement in Association (3).

Have a system for identifying members.

Certificates of membership should be issued.

4 MEETINGS
Encourage group discussions (3).
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Use "brainstorming” in problem areas (2).

Have more specialized meetings.

Work on common hospital problems (3).

Have less repetition of topics.

Have more informal interchange.

Discuss "how," not "what."

Hold sessions where members discuss new ideas.
Have smaller discussion groups at meetings.
Have more case discussions.

Hire speakers (2).

Have joint meetings with other groups.

Have specialists speak on different phases of personnel.
Hold luncheon or dinner meetings (3).

Have a cocktail hour.

Have coffee breaks at meetings (3).

Charge 25 cents for nonattendance at meetings.

5 COMMUNICATIONS

Circularize employee publications, handbooks, house organs, etc.

Strive for more publicity in hospital journals (.2).

Prepare and circulate monthly information bulletin (2).

Exchange information in bulletin form with other hospital associations in country (2).
Publish annual review of year's activities.

Circulate articles by members.

Appoint Public Relations Committee to publicize Association s activities (2).
Issue minutes and get notices out quicker.

Set up a central file for the Association to provide material for new members (2).
Advertise personnel positions open in various hospitals.

6 ORGANIZATION

Assign each member to a committee (2).

Establish a guidance and placement service.

Employ a full-time administrative assistant; establish an office.
Establish a consultant bureau (2).

Set up our own employment agency (2).

Affiliate with other personnel associations.

Increase dues.

Establish grievance committee.

Establish a "new ideas" department.

7 MISCELLANEOUS

Have evaluation of recruitment procedures and sources.
Plan recreational activities, parties, social activities (5).
Have greater inter-hospital contacts.

Standardize methods and procedures.

Set up referral policies.
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Give awards to hospital personnel directors for unusual achievement.
Get more of our activities in concrete form for members.

Have out' members represent us with different organizations.

Work in conjunction with other hospital departments.

Remember, the most important thing in every case of brainstorming is to get the
participants to think without inhibition. They have to operate with a green light, no holds
barred.

When you get any group of people, no matter how large or small, to do that, you will
find solutions to your problems coming in an avalanche.

www.homebasedriches.com




Chapter 11—Take It Home To The Family

Chapter 11—Take It Home To
The Family

— How you can brainstorm at home

— A housewife uses brainstorming

— The family brainstorm

— Problems for the breakfast-table brainstorm

— How to make your home life richer with
brainstorming

93

www.homebasedriches.com




Chapter 11—Take It Home To The Family 94

ne of the most important functions of brainstorming is to bring creative thinking right

into our home, to make it a part of our daily living. American life has undergone an

astounding revolution since the country was founded. We have tremendous mobility,
more leisure time, a larger income, and many more facilities on which to spend it. We have
even been unleashed from the social shackles of the past; our life is more casual, and our
horizons far broader.

Previous generations had to work sunup to sundown with little chance to do anything
but eat, sleep and work for six days a week. Housewives had to wash diapers by hand, scrub
floors, and grind their own baby food. A woman’s work was literally never done.

Today we work closer to forty-hour weeks. While a competitive economic climate is
causing people to put in more hours in some cases, most of us still don’t have to work sunup to
sundown as previous generations did. Also, we have lots of timesaving inventions and services
that free people from some of the mundane tasks we used to have to do.

Tied directly with this is an entirely changing concept of family living, which McCall's
Magazine called "Togetherness."” It's a good description. Men are doing women's work -
cooking. cleaning, taking care of their children, and housewives are doing what used to be
men's work—painting the house, driving the car, continuing their career.

Still there is great unhappiness in our world. With all our wealth, our leisure time, our
opportunities to share experiences we are often tense, unhappy, frustrated. The main reason, |
believe, is that we do not know what to do with our freedom. We can make rich use of our time
and cure our unhappiness only if we take full advantage of our opportunities. The best way to
do that is to brainstorm our problem right in the family.

There are many good reasons for doing this.

Brainstorming creates a sense of participation by all members of the family. Grandma
and Junior can have an equal opportunity to express themselves and to take part in the direction
of family living. It gives the family an atmosphere in which Junior's bubbling enthusiasm,
Grandma's experience, can each be an asset instead of something to be scorned. Family plans
should be made with brainstorms. They can be held around the Saturday breakfast table, for
example, to decide what we will do this weekend. They can be held of an evening to make
plans on how to fix up the house, the summer place, the patio.

Family gatherings can be planned with brainstorms. "Let's have a different Christmas:'
"What can we make in the shop on evenings?" "How can we contribute a project to our
church?” "What will that project be? How will we run it?" "How can we start a weekend
business in the garage?"

There are many problems that lend themselves to the family brainstorm. Jake wants to
earn the money for a car; a family brainstorm might give him a hundred moneymaking ideas.
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Brainstorming can solve problems of family discipline when every other method has
failed. After you have tried psychology, logic, salesmanship, deprivation, torture, and beating
to cure a child of writing on the walls, screaming "no™ at everything, running out in the street or
tearing up books, try a brainstorm and see what new approaches you can come up with.

One family | know came up with a bunch of ideas when they tried to break their three-
year-old boy of writing on the walls. They ranged all over the lot. Some of them are:

Hang a sign on him saying, "l am a bad boy."

Hang drawings he has done on drawing paper on the wall.

Draw ugly marks on his tummy with crayons when he marks up the wall.
Give him a desk with a huge pad of paper.

Paint walls and hose them down.

Beat him.

Brainstorming will help you find a way to get children to eat—or stop eating. It can
solve problems of brotherly feuds, toilet-training, teen-age dates, the use of the family car.

Here's a quick brainstorm | ran with a group of parents on how to get children away
from TV and interested in reading:

Pull plug on TV set.

Break up the set.

Set a definite time for watching TV.

Arouse interest in books.

Acquire a bad horizontal tube.

Reorient antenna in order to get bad reception.

Select book that has been seen on TV.

Set example by reading yourself.

Buy portable radio for children.

10 Evaluate TV programs.

11 Encourage visits to library.

12 Have the children make book reports.

13 Give money for movies.

14 Donate a TV to library.

15 More outdoor companionship with parents.

16 As a result of seeing TV story (say Robinson Crusoe) give children same book to read
and do research on.

17 Start reading aloud to them when young.

18 Read them good books.

19 Make reading as convenient as TV.

20 Give them their own bookcase in room.

21 Give CDs for their stereos.

22 Give subscriptions to children's magazines.

23 Select books suitable to age.

24 Get them interested in daily newspapers, even if only the comics.

O©CoOoO~NOoO Uk WN -
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25
26
27
28
29
30
31
32
33
34
35
36

37

Help them with their homework.

Select type of news they read.

Discuss with them the books they have read.

Have them read to you.

At PTA meeting have subject discussed with teachers get teachers to recommend books.
Encourage group reading.

Buy them a good dictionary.

Always answer questions if you can.

Buy a good children's encyclopedia.

Institute games requiring the use of words and general knowledge.

Get local schools to have course in fast reading and good reading.

Have children checked physically ,there may be some reason why they are unable to
read.

In addition to their allowance, give them a fee for each good book that they read.

Medical science with its wonders has presented society with a new and very difficult

problem, that is the problem of our senior citizens. With our smaller houses, our laborsaving
devices, there is little room and, more tragic, often little for Grandma to do, and we all need to
be needed. She feels in the way. Soon a major crisis can occur, a painful one from which every
member of the family suffers.

A family might solve this problem through a brainstorm with Grandma participating.

Here are some of the ideas that might come from such a session:

CONO O WN B

11
12
13

15
16
17
18
19
20
21

Let Grandma shop and market for some of the meals.

How about letting it be her house weekends

She could work as a volunteer in the hospital.

She could form a club for senior citizens and use the playroom for the meetings.
She could study art in the university extension.

She could become a teachers helper at morning play school.
She could set up a neighborhood baby-sitting service.

We could have Grandma Week once a month, when she took charge running the house
and the family.

She should take a monthly visit to the city.

Take the sightseeing trips she has always dreamed about.
Take a friend with her.

Take one of the youngsters with her.

Taking care of one floor should be her job. 1

She could board pets.

She could be an answering service for the minister.

She could work with older folks in the church.

How about a church nursery

She could sell her crocheting.

Teach it to Brownies.

Work a few hours in a store.

Learn to drive.
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22 Have an attic sitting room of her own.
23 Write a newspaper column for senior citizens.

Brainstorming is a wonderful device for getting out of the rut of conventional living.
The family could come up with new games to play in the evenings—a family ping-pong
tournament or a neighborhood one. Reading projects in history or other subjects could be set
up. How about a craft night at home? Ever think of taking walks? Get the architect across the
street to show you the best in new homes or famous buildings on the walks. You might make
weekend visits to a farm, a factory, a newspaper, and churches of all denominations.

Get out of the eating rut. Have one member of the family besides Mother make one
meal a week, Junior and Dad included. Have United Nations meals. Go to the library and get a
cookbook and have a Japanese meal, a Turkish meal, a Spanish meal, a Southern meal, a New
England meal. Ask students from the areas to share them with you. Invite somebody from the
UN to spend his or her vacation in your home.

Let the ideas tumble out and see how your world grows and changes.

Families need ideas just as much as corporations, for ideas are the magic spices that
make family life rich and full and each member of the family a better and far happier person.

Brainstorming can and should be used to solve serious family problems, not only how
to keep the wife from hanging nylons on the gun rack, but also on how to keep the marriage
together.

Every human institution has a number of problems and tensions that are built up and
aggravated partially because of a breakdown in communications. The most basic human
institution, the family, is no exception to the rule. Brainstorming can work to help solve the
most intimate and difficult problems of marriage and family life.

The brainstorm is not only a way in which Junior can blow off steam about his changing
family status when he passes through the difficult teens; it can also be a way to help Mom or
Dad get through the difficult times, when the family seems to him or her in a swamp of routine
living.

For example, in trying to find a subject to brainstorm, a man and wife who had been
having their difficulties may realize that they haven't had a moment away from home without
children, pets, friends, family, in-laws, or business associates underfoot. Then they can
brainstorm such specific problems as: How to get time to go out on dates alone-where do we go
and what shall we do-and therefore find a way to have a new marriage.

I firmly believe that any problem is well on the way to its solution if it is first expressed
and then defined. Brainstorming sessions can be a diplomatic way for both a man and his wife
to express frustrations or grievances they have felt. And it is a constructive way. If the
brainstorming rules are followed, the session should not break down into a spat. Remember,
judgment is suspended during a brainstorm: If a man and wife can't brainstorm in the same
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room, they can each solo brainstorm the same problem in separate rooms and then exchange
lists. Although if brainstorming alone saved such a marriage, it would indeed be a miracle.

Every human relationship has problems, and brainstorming is a tried and tested
problem-solver. It can and should be used on the subtler problems of man and wife, father and
son, mother and daughter, as well as the mechanical problem of how to make a better roller-
bearing.
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hen any new idea, such as brainstorming, comes along some of its most ardent
disciples say it can be used in every situation to solve every problem. It can't. It is no
cure-all; it won't bat 1000.

Brainstorming has, however, proved. itself as a very dependable worker. It can produce
an amazing assortment of solutions to a wide variety of problems. If it is used with thought,
preparation and understanding, it is astonishing in how many widely different situations it can
be employed.

Brainstorming will not be the same on Madison Avenue as it is on a Massachusetts
campus. It will vary greatly when it is put to work in the Pentagon and in the airplane factory,
the medical center and the Hollywood film studio, the local lodge of Elks and the Republican
Party.

There are few limits to brainstorming. Two or three elders can meet with their pastor for
a moment after the Sunday service and brainstorm how to raise money to repair the roof or how
to help the Eldridge family who have just suffered two bouts of polio and the loss of a job.

Neighbors can brainstorm ideas on how to decorate their yards or how to fight the
zoning-board decision to let a factory move near their home. Two teen-age couples can
brainstorm what to do after the Junior-Senior Prom.

Recently | saw three people brainstorm a way to dramatize a booth at a church meeting.
In a few minutes they came up with many ideas. The one they used was to throw slides on the
wall behind the booth rather than use the conventional banner or sign.

Columbia University brainstormed the question, "What will be the functions of the
pharmacist in 1965 as a member of the health team?" They got 350 ideas on which to plan
future courses.

Nationwide Insurance invited sixty-nine policyholders to Columbus, Ohio to brainstorm
company problems.

I am going to quote extensively from a speech before a National Retail Dry Goods
Association Sales Promotion Convention by Bob Cornelius, former executive vice-president of
Sattler's in Buffalo, New York. It's an amazing document. An early disciple of brainstorming
and of Alex Osborn, he made extraordinary use of brainstorming in his day-to-day work in a
store far away from the shopping district, that grew to a twenty-five million dollars a year
business and had to have ten major additions its previous twenty years. Let him tell the story:

We have been using brainstorming at Sattler s for about twenty-one years. For
many, many years we used it more or less secretly, in the Advertising and Sales
Promotion Division—secretly because we didn't want any brass in. That's one thing
about brainstorming; if brass is in the room, brainstorming is no good. Unless it is all
brass and they can brainstorm this thing among themselves.

www.homebasedriches.com




Chapter 12—The Shoe Fits, Put It On 101

Now, in brainstorming a problem you really let yourselves go. Whatever occurs
to you, you out with it. If it's dumb, silly, crazy, irrelevant, useless—that makes no
difference. The point is, you may inspire the next guy across the table who thinks your
idea is dumb-if he says so he will be run out of the brainstorming session—to come out
with an idea that isn't dumb, but is workable and good. That is the history of our
brainstorming sessions at Sattler s.

Sattler's is somewhat different from most stores in that we live on store traffic.
We live on store traffic day by day. The telephone means nothing. They have to come
into the store.

Now, we do a lot of things that a number of stores might consider beneath their
dignity. We do it to bring people into the store. After we get them in there and expose
our merchandise to them, they buy. But if we don't bring them into the store, we don't do
business. So we have to continually dream up ideas to get hordes of people into the
store.

We clock over a hundred thousand people in the store on many single days.
When we quit clocking big crowds like that, we are going to quit being Sattler’s.

We are located two miles from the downtown section. We have no theaters-we
have one sort of scratch-angle, old branch theater out there—but we have no theaters,
no restaurants, no hotels—none of the things that normally bring crowds to downtown
areas. We have to depend on our own crowd bringing ideas. So that's why it is
important to us to brainstorm the idea of getting crowds constantly.

In the old days, as | say, we limited brainstorming to our Sales Promotion
group, but since 1955 brainstorming has taken an important place right across the
executive level. Now we brainstorm problems among our sales-promotion group and
our operations group.

We have a system in the store that you might be interested in, which you might
put into effect quite profitably. We have a luncheon every Friday in our boardroom, and
we alternate between the operations group and the merchandising group.

Now, the operations group is our controller, our advertising manager, our
display manager, our building superintendent, our credit manager, our man in charge
of all the physicals of the store, as against the building superintendent, who is above
him, and one or two more folks who are not in the merchandising end of the business.

Our merchandising group comprises the merchandise managers of all the
various divisions, plus the general merchandise manager, the controller again, and the
president and myself.

Tiptop executives meet with both groups. One of our most recent uses of
brainstorming—and it is so terrific we don't know when we are going to be able to put
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all of the ideas we got out of it into operation—was a four day session at a hotel out of
town, completely away from the telephone and Buffalo worries, where our Sales
Promotion Division for three hours each morning, among other things, brainstormed
problems.

The problems we brainstormed were: How can we improve our Mother's day
and Father's day Sales Promotions? How can we cut expenses—a real important one
this day and time; and one or two other subjects.

We brainstormed these problems before a microphone hooked up with a tape-
recorder and brought the tape-recording back to Buffalo and had the transcribers take
off all the ideas—good, bad, indifferent, screwball, wonderful, terrible, it made no
difference.

Then, a group of top executives blew away the chaff and picked out what we
considered to be the kernels, and then we took these ideas up at a mixed luncheon with
the operations group. The operations group was asked to be critical and to bring in that
judicial thinking that we kick out of the brainstorming meetings, and see what we had
turned up.

The net result was that we put in two two-hour joint sessions on trying to
evaluate the ideas that we came up with out of town, and we have put ten major changes
into operation in the store, trying to cut expenses and improve material handling, and a
number of other things that before we had first been talking about but had never first
beat out to the ultimate in trying to find the solution.

Now, Sattler's has throughout the years brainstormed such things and come up
with such idea is as our Bargain Train, where we dramatize the idea that, "Sattler's
buys by carloads so you can buy for less."

"Fast Freight to 998:' That is our well-known store address in Buffalo. We say,
"From the Eastern Shore to the Wonder Store, from the Golden Gate to 998, the
Bargain Train is rattling across the country to bring you the best buys, best because
Sattler's buys in carload lots."”

We can say that and let it end there, but we brainstormed the problem and said:
How can we say it dramatically? We are going into our tenth Bargain Train .'
promotion this fall, and out of brainstorming sessions have come up ideas such as
persuading the railroads to line up strings of ten and fifteen decorated freight cars ,on
sidings parallel to heavily traveled streets.

We got out of the brainstorming session the idea of bringing Mrs. Casey Jones,
the widow of old Casey Jones, to Buffalo from Jackson, Tennessee, where the old lady
now lives. Her husband was killed, if you remember, fifty-five years ago in Mississippi
and became the hero of the most famous and popular folk song ever written.
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Mrs. Casey Jones came to Sattler's as a guest, her fare to Buffalo taken care of
by the railroad. She was handed over the bridal suite in the Hotel Statler. She appeared
on nine separate radio and television shows, each time mentioning the fact that she was
here to open Sattler's Bargain Train promotion for that particular year.

We rigged up a whistle to a 100-pound pressure compressed air tank, and the
old lady grabbed the lanyard and said, "This here's the way my husband blew his
whistle,”" and there wasn't a dry eye in the crowd, I’ll tell you that.

We brainstormed this idea, too: So that she wouldn't go unattended, we had
every railroad engineer in the entire area lined up to blow a welcome back to Mrs.
Casey Jones, so it sounded like Armistice Day, World War 1. The Bargain Train was
open!

The B & 0 brought to Buffalo at our request two solid carloads of parade units
of a big steam engine, a truck dressed up like a steam locomotive, and another that"
looked like a diesel locomotive. There were hundreds and hundreds of replicas of
famous trains.

We had the Erie bring in a magician for a safety show for the children.

We had the C & 0 set up in our store a full-sized engine cab, where about fifteen
thousand people were able to actually see what a steam locomotive cab looked like.
They sat on a seat that had an eccentrically mounted motor underneath that bumped
along just as though they were riding along on the tracks, and the kids would see tracks
flying by on a screen, and they really had the idea they were in railroad land.

One time when Sattler's had just been the subject of an article in Coronet
magazine, that told about some of our screwball brainstormed ideas, a lady from New
River, Massachusetts, wrote and said, "I read all about you in Coronet magazine, but 1
never expect to get to ,Buffalo. | read about your wonderful bargains. Here is fifty
cents. See what you can send me for this."

So we had a brainstorming session on this, and here's what came out of it.

We sent an American Airlines Flagship down to Albany, as close as we could
get, brought her over to Albany in a cavalcade of automobiles supplied by dealers of
that area, brought her back to Buffalo, and ensconced her in the bridal suite of the
Hotel Statler, complete with television, which was new there, flowers, and candy. The
next morning she was our guest at the store, where employees came down before the
store opened and conducted a parade welcoming Mrs. Johnson, and we advertised to
the public that we were going to have Mrs. Johnson as our guest and show how
hospitable we could be to a customer who had sent fifty cents for a bargain.

We sent her from department to department, with a posters saying, ""Welcome,
Mrs. Johnson. This is your day at Broadway." In each department, where all the doings
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were reported by a local radio celebrity with a walkie-talkie, going out over the air, she
received gifts, furniture, dresses, coats, suits—to the tune of $1400 worth of
merchandise, all most graciously supplied by our suppliers, who were happy to get into
the act. She was wined and dined and taken to all the nightclubs and publicized
tremendously. Incidentally, Sattlers got a little copy out this too.

Finally, as she stepped onto the American Airlines airplane to go back to
Albany, we handed back to her eleven cents and said, "That only cost you thirty-nine
cents at Sattler's. You get a real bargain here.

We also have brainstormed such ideas as our Bargain Airlift: "Sattler's buyers
and the nations flyers bring you the best from all over the world.

Believe it or not, when you go to the people you are going to ask to take part in
events like this, surprisingly enough everybody wants to get into the act. When you
come up with a screwball idea, people want to be part of it.

We wound up with the Bargain Airlift, that took place at the same time that the
Berlin Airlift was at its most dramatic height, and a month or two after the famous
Montana hay lift was being carried on out west; remember they were dropping bales of
hay to starving cattle?

We rode in on a tremendously dramatic idea. We went to the Pentagon with this
brainstormed thing that people told us was ridiculous and came back with an all day
show, with three jet teams, two of them from American Aviation groups, one from the
Navy, and one from the Air Force.

The Canadian Government heard about our air show, and said, "Can we put in
a jet team?' | told them yes, if you will send down thirteen bombers to escort them, and
they did.

We had an air show that lasted from nine o'clock in the morning until six o‘clock
at night. Everybody in Buffalo had a sunburned face that day, May 8, 1949, when we
had over $60,000,000 worth of aviation equipment flying for a Buffalo department
store.

Superficially that is what it was, but really they were flying for themselves. We
went to them with the suggestion that we want to share the impact of our promotional
dollar, to help you. Whether you be airline, Air Force, Navy, aviation manufacturer, or
whoever you are, if you are interested in promoting the idea of aviation, we want to
share our promotional efforts with you.

Well, this idea of casting bread upon the waters really works. You have heard it
for thousands of years—we all have-but really, when you try it, it works.
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Our brainstormed airlift wound up with such things as every airline in the entire
area rerouting its planes to fly over Sattlers. We had floodlights going up into the sky.
Three airlines banded together and flew a seven million-year-old cake of glacier ice
from Juneau, Alaska, to cool the cocktails at the press luncheon. That's no lie.

This all-day air show gave the people of Buffalo—the ones who had been going
to Curtis, you know, and putting a nut on a bolt all day—a brand-new conception of the
importance of American aviation, both civil and military.

It gave the airlines an opportunity to show to the city of Buffalo and to 150,000
people a parade of personal aircraft. It gave the airlines an opportunity to have three
thousand people walk through a flying boxcar, where the merchandise was all stowed
away. They saw pianos and furniture and things people never dreamed would be hauled
by air.

We flew lobsters from Maine, strawberries from Florida, tomatoes from
Louisiana; we had our buyers up all hours of the night, meeting airplanes at the
airport, to take off lots of merchandise and get their pictures taken.

The thing wound up as the National Retail Dry Goods Association's winner of
that year for the best coordinated campaign, and it began around a table where a bunch
of screwballs were brainstorming an idea and tossing out ideas with the knowledge that
nobody would criticize them if the ideas were unworkable, stupid, crazy, or what have
you.

That gets us down to the very essence of brainstorming, this method of bringing
ideas out from behind the woodwork, out of the rat holes, out of the caves of the ocean
and the desert and wherever else ideas live that are afraid to come out because some
big boss is going to say, "How could you be so stupid?" so the ideas stay there.

We completely wipe out the possibility of anybody's being embarrassed at a
brainstorming session and say: Let's have it. We will pick them out. The screwier, the
better. We will pick out the good ideas later. But let's have your ideas: good, bad,
indifferent, or crazy.

Sattler's has brainstormed itself into what we believe to be the largest store in
New York State outside of New York City-some stores have branches now, but we are
talking about in one place—and I think that I can honestly say that a tremendous
amount of the credit for whatever we have become goes to our techniques of
approaching a problem through the brainstorming method.

Notice how Sattler's fitted brainstorming into their operation. They were not afraid to
try out things other people said were wacky. They didn't drop hot ideas when they got them;
instead, they followed through all the way. With wonderful success.

Retail promotion is just one of the many ways brainstorming can work. BBDO held
morning brainstorms for the Republican Party in 1952, a year that was pretty good for the
Republican Party.
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Brainstorming can help a college in a fund-raising drive, show a city manager how to
make a dent in the traffic problem, point the way to increased newspaper circulation.

Bell Aircraft needed a dozen engineers with a very special background. They spent nine
thousand dollars on advertising without a single applicant, so they brainstormed how to run an
advertisement that would get results. They came up with forty-four ideas. One was to run a job-
application form as an advertisement, complete on both sides of a full page in the April 1956
Aeronautical Engineering Review it could be torn out, filled out, and mailed off. They received
114 applications in the first month. When they saw what was happening they tried to yank it
out of the next month's issue. It was too late. They received another 264 applications.

Dr. Fred C. Finsterbach of American Cyanamid brainstormed a vital community
problem that affects all America in his hometown of Berkeley Heights, New Jersey. A much-
needed high school was being opposed by a minority who had all sorts of legal power on their
side. They thought the cost of the school was too much, and since the community had already
exceeded its legal limit of borrowing power, and state authority, as well as local assent, was
needed to float a bond issue for the school, the problem was acute.

After many regular meetings, Dr. Finsterbach suggested a brainstorm to break through
the long discussions of repetitive arguments. In thirty minutes five people came up with
twenty-seven ideas of ways to effect a saving in the original cost of the school Nine were good
enough to use, and without any great sacrifice in either the quality of the building, its size, or its
educational standards, a savings of $150,000 was made. This cut won immediate approval of
the local township committee, that the board needed before going to the state.

Then the board called in the Lay Advisory Committee and the PTA to brainstorm the
problem of publicizing the need for the new school They came up with lots of ideas; thirty-
seven were used. Berkeley Heights got its school.

Hospitals have brainstormed the problem of reducing noise; unions have used it to
recruit new members. The trick is to apply it to your situation-to your business, your particular
problem; and personalities. Captain Kangaroo, a fabulously successful television show for
children in the 50’s and 60’s, which was produced almost entirely by a staff under thirty, had a
reverse brainstorm after high ratings came out, to think up problems in the program-a good
antidote for a swelled head and the deadly attitude of complacency.

You can adapt brainstorming to problems on all levels and all situations. On the same
day a company could have brainstorms with different people on problems of production,
advertising, personnel, distribution, customer complaints, new product design, packaging,
shipping, procurement, administration. The sky's the limit.

In Patterson, New Jersey, Edwin J. MacEwan, previous executive vice-president and
secretary of the Patterson Chamber of Commerce, gave a class for housewives and from it got
ideas to help local business concerns.
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"What new products in and around the house can you suggest to make work easier and
life more pleasant?" he asked.

Answers included frozen breakfasts, electronically operated windows that open and shut
by thermostat, foot-controlled water faucets, kitchen chairs that move up and down for children
of different sizes, laundry detergents in capsule form.

One even suggested a turntable in the garage so the car wouldn't have to be backed out.

Mrs. Allen Benz took her lessons home. “My husband and | had a chance to go to
Europe during the summer,” she reports. “But we had a problem. Who would stay with our two
children? I tried brainstorming and came up with a solution I never would have thought of
before—nhiring a schoolteacher as a full-time baby sitter.”

The New Brunswick, New Jersey, Presbyterian Church used brainstorming in its
planning conferences. Here are some of their results:

FELLOWSHIP

1 Members should not sit in the same seat Sunday after Sunday, that they may get
acquainted with more people.

2 "Know your names" month. Have names printed on cards and mailed out to
congregation, and have them worn when attending church. Printing to be good size.

3 Pictures of new members to be taken and placed somewhere with their names attached,
that others may get acquainted with the name and familiar with the person. Perhaps
these pictures could appear in the church calendar.

4 At dinner meetings, get acquainted with the person to the left of you and to the right and

also across from you.

Each time you come to church, try to get acquainted with someone else.

6 Say "Good morning' to each one you meet and you will soon find out who are members
and who are visitors.

Have some slogan for the month such as "Would you help me with your name?"

Have a complete Church Roll, including a picture of each member.

9 Organize a Couples' Club.

ol

oo

MUSIC

Get those who like to sing together and perhaps organize a Glee Club.

Give the choir a rest and have Glee Club in the choir loft a couple times a year.

Have "spotters» to pick out those with good voices and give names to choir.

Ushers should try to group people together. When you hear people singing around you,
it makes you want to sing -thus bettering congregational singing. 5 A recognition dinner
for choir members is being planned for May.

Planning for a choir of sixty voices. This will encourage singing in the congregation.
Sing old hymns of the church.

Place choir in the congregation sometime.

Have special musical services, such as Christmas Carol Sing.
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10 Members should send in suggestions to Music Committee. Response is now being sung

preceding prayer rather than following prayer, to inspire more prayerful attitude. A
prelude quietly played places people in a more worshipful attitude. (Sometimes noise is
so great, organ cannot be heard.) Should the organist playa postlude, or should people
be dismissed in a prayerful, attitude?

11 Change hour of Bible classes in order to hear children sing,
12 People remain seated at close of service.
13 Hear all three choirs at church service.

MEMBERSHIP

1 Be sure that there are no questions in the minds of new people. Everything should be
explained to them.

2 Try a"Big Brother or Big Sister" movement for a period of six weeks.

3 Have new members assigned to specific people. (This has been done.)

4 Introduce people to special activities. This can be done by individuals telling new
members about certain activities in the church in which they may be interested.

5 Put new members on committees as soon as they unite with the church.

6 Have commission and committee members attend New Members classes in order that
they may get acquainted with the new members and familiarize the new people with the
various activities in the church.

7 Is there enough follow-up on new members to see that they become active?

8 Train new people by using them as co-workers.

Trans World Airlines (TWA) held a brainstorm session in Paris on how to improve

passenger service. Here are a few of the 110 ideas turned out in thirty minutes. Notice how
often you laughingly read a list like this and then pause to say, "Hey, that isn't a bad idea after

all"

Make available "Do Not Disturb™ buttons or clothespin signs for passengers to wear in
flight so the flight attendant does not wake them up.

Have a small projector to show movies in flight.

Individual loud-speakers in seats so people can tune in on music.

Better advice to passengers when flights have been delayed or canceled.

Put families with children in same part of plane.

Have certain amount of seats facing each other for people who wish to play cards or
know each other.

Have pills for passengers to alleviate fear.

(Hitchhike! Serve martinis instead of pills.) Serve milk to everybody. Have escalator
gangplanks.

Have mystery books in pocket seats.

Hold air pools on landing times as they do with ship pools.

Hold Bingo games.

Hold collective games.

Have safer drivers on buses to the airport.

Make Gander Airport more attractive.
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Take average weight of passengers and if under this, passenger is entitled to more
luggage weight.

Make a study of why people are afraid in the air.

Have small dance band and dancing on board.

(Hitchhike! Have instruments on board for passengers who wish to join in the band.)
Have toys for dogs on airplanes. Banish all dogs from airplanes. (Hitchhike! Banish all
animals from airplanes.)

Establish special flights for animal lovers.

Give out passenger lists to passengers.

Introduce passengers to each other on the flight.

Reestablish all first-class Ambassador Flights.

Give out recipes that can be made with air (souffles).

Good-behavior medal for children who behave on flight.

Dishonorable discharges for those who don't. Take pictures of passengers in transit and
forward to their hometown newspapers. .

Take polls on airplanes on how to improve TWA service.

Increase difference in comfort between tourist and first-class passengers. Eliminate
sleeper socks.

Establish ways to appease passengers who can't get seats during the rush season.

You may think you have a unique problem-and, in fact, you may. But don't dismiss
brainstorming as a way to beat it. Try it on for size, and you'll be amazed how well it will fit.

www.homebasedriches.com




Chapter 13—Troubles Are A Brainstormer’s Best Friend 110

Chapter 13—Troubles Are A
Brainstormer’s Best Friend

— How you can turn your problems into
advantages

— Profits from frustration

— Turning temper into cash

— The nose for needs

— A company that thrives on problems
— How you can find problems

— Case histories of companies that turned
problems into profits

— How you can do the same
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are the raw materials that brainstorming turns into valuable ideas. Brainstorming is a

device that does not best dance the minuet of polite discussion or wander vaguely among
the gardens of philosophical thought. It is a shirt-sleeved laborer who rolls up his sleeves and
goes to work to solve specific problems with specific solutions.

Troubles are a brainstormer's best friend. This apparent paradox is true because problems

You will find that it eats up problems at a frightful rate. It is like the powerful
computers that solve the most involved bookkeeping or calculating problems in seconds. Its
owners have to hunt up new jobs for the monster's appetite. The same thing can be true of
brainstorming if you really put it to work at every level and in every department of your
business.

This is an extremely healthy situation in which to find yourself, for problem-finding is
the cornerstone of creative thinking. The businessperson, who sees no problems but sits back,
smugly content with his or her methods, is the businessperson who goes bankrupt. The
businessperson who continues to see the same old problems and accept them as an unchanging
part of his or her life is just as limited and just as doomed.

Problems—seemingly insoluble, irritating, frustrating, aggravating, frightening
problems—are the birthplace of new ideas. Duncan Hines was a printing salesman who had a
hard time finding decent places to eat while he was traveling his territory. You know what he
did with that problem? He sent out Christmas cards to his friends who were on the road,
recommending good places to eat. The demand for them became so great that recommending
good food for many travelers became his career—and a very profitable one it turned out to be.

In 1948 a New York high school teacher received a letter from a California educator
who had a problem: he needed a good but inexpensive New York hotel where he could live for
the summer. The teacher had a problem: he wanted to go to California for the summer, but he
had little money. Solution: they swapped homes and later founded Vacations Residence
Exchange, that provides a center for hundreds of people who solve their vacation problem by
swapping homes.

Years ago William Schwann lost his temper trying to keep track of the new spate of
long-playing records. He carried his anger a step farther than most of us. He organized the
highly successful Schwann Long-Playing Record Catalogue, which became the standard in the
field.

J. D. Dole realized in 1932 that he had a major problem. He had more pineapples
growing than he could sell in conventional ways. He had to find new ways to sell pineapple and
create a market for his new ways. He made pineapple juice and got people to drink it.

President Fargo of the American Express Company took a European trip in 1891 and
became furious at the time it took to have his letter of credit cleared at every stop. The result:
Travelers Cheques.
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Mrs. Louise Bubser Gray was desperately sick in the 1880's. Her husband had to plead
for long moments with a factory executive to use the only phone in the area to call a doctor.
Between 1888 and 1902 he was granted twenty-three basic patents on the pay telephone.

Listen to Don G. Mitchell, previous chairman and president of the very successful
electronics company, Sylvania Electric Products Inc., tell you what happened when he was
faced with that age-old problem—the huge, successful competitor in another job.

Too many smaller companies develop an inferiority complex about their big
competitors and hide their lights under a bushel basket. They seem to forget that the
little fellow can frequently outmaneuver the big one, and this is what | mean: After
cutting my teeth on the retail goods business for several years, | joined a soft-drink
company in 1939 with the idea of cutting a few chunks on the market of our biggest
competitor. | knew absolutely nothing about the soft-drink business. Everything | knew |
had picked up as a consumer. So | read everything | could about peddling soft drinks
and, lo and behold, I came to the conclusion that the big competitor was more than a
little vulnerable. They had left a hole a mile wide in their distribution. They had
concentrated so much on selling their product over the soda fountain and for
consumption on the premises that they had forgotten that sometimes, once in a while,
the consumer might want to drink one in his home.

So we pulled a switch. We concentrated on the tremendous home market and
forgot about the fountain business and the on-the-premises stuff. We brought out a six-
bottle container and promoted the home market with all sorts of tricks and strong point-
of-sale promotion. Our market curve soared right on the chart.

In 1853 James E. Liddy of Watertown, New York, had a wonderful ride on a buggy that
had coil-spring cushions. That was no problem—>but sleeping at home in his hard bed was. He
developed coil springs to replace the rope used in beds at the time. He saw his real problem and
solved it.

Fred Barton, an actor, had a hard time learning his lines during the necessarily short
rehearsals when he first appeared in TV. His answer was the Teleprompter, which became the
standard in the industry.

An insurance salesman by the name of Waterman had a hard time getting customers to
sign contracts with his blotty, leaky pen. He took his pen apart and devised the Waterman pen.

In 1927 a twenty-nine-year-old father blew his top at the infuriating job of mashing
cooked peas through a kitchen strainer with a spoon. It took him hours. His name was Dan
Gerber.

All of these trouble finders had one thing in common. | call it a nose for needs. They
spotted a problem, and in solving that problem saw that others had a need for the same solution.

Let the Johnson & Johnson Company tell a story about a nose for needs:
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It was a great joke in the Order Department of Johnson & Johnson. .Five
thousand rolls of surgical tape ordered by a pharmacist in Detroit who couldn't sell that
much tape to all the hospitals in the city.

He had probably added an extra zero by mistake, suggested someone. Send him
500 rolls. Back came an indignant telephone call from the pharmacist. He had ordered
5000 rolls. Why only 500? He needed the rest of the shipment and fast.

The Sales Department lost no time in sending their Detroit representative to
determine the reason for such an order. The salesman's report was brief and to the
point. An auto-body manufacturer was buying the surgical tape at the rate of 200 rolls a
week-he had found a practical answer to masking two-tone paint jobs. That was the
beginning of Permacel Tape Corporation.

From this one clue, Johnson & Johnson realized the great possibilities for
pressure-sensitive tapes in industry. The problem of exploration and development was
turned over to one of the Johnson & Johnson subsidiaries, the Revolite Company, who
were then making waterproof sheeting.

Research indicated that there were a great many ways for pressure-sensitive
tape to serve industry—to improve products—to cut down costs and speed production.
The indicated potential justified the formation of the Industrial Tape Corporation, a
wholly owned subsidiary. Production started in 1937 and PERMACEL and TEXCEL
were introduced to the market.

During the first three years, it was necessary to add more and more space, and
increase facilities to meet a growing demand. In June, 1940, plans were approved for
one of the most modern industrial plants in the United States.

Anticipating continued growth, these plans provided for an 80 per cent increase
in future production. In March of 1941, the new plant was opened, but the demand for
PERMACEL and TEXCEL was so great that it already far exceeded the entire
maximum capacity of the plant, including the 80 per cent planned expansion. New
additions to the plant were started immediately. Since then this plant more than tripled
in size.

The thousands of uses for pressure-sensitive tapes under so many varied
conditions call for highly technical and scientific research. These laboratory tests are
constantly improving quality, solving new problems, and producing tapes exactly suited
to particular needs. As plant facilities expanded and new uses for tape developed, it was
necessary to substantially expand the Research Department.

By 1952 when the ultramodern laboratories at Johnson & Johnson were
completed, a whole new wing was set aside for PERMACEL and TEXCEL research
exclusively. The acceptance of PERMACEL made it advisable to change the name at the
company to PERMACEL Tape Corporation. Its main plant covered fifteen acres, and it
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became a leader in the manufacture at pressure-sensitive tapes—an industry that has
grown from an idea to a volume of more than three hundred million dollars a year.

They had a nose for needs.

The Polaroid Company, manufacturers of the fabulously successful Land camera, which
took a picture and produced the finished product in a minute, is a prime example of a company
that grew by its nose for needs.

They pushed their camera as a novelty at conventions, a must at family gatherings,
showing how a Polaroid camera could be used at charity benefits, church gatherings, fairs,
carnivals, fund-raising booths.

They proved that this camera could be used to advantage to record instrument readings
during test flights at the United Airlines maintenance base, and by an antique dealer in New
York who used the Land camera when he locates pieces for interior decorators in other cities.
In a minute he had pictures of the piece in the mail on the way to the prospective buyer.

The company has also plugged its use in increasing advertising art production; speeding
loans by getting quick shots of property; helping contractors support bids, show material
damaged on arrival, support insurance claims, and illustrate progress reports. The company has
proved its value in preserving pictures of plant processes or problems for later study.

Every time they ad an idea they pushed it in the appropriate industry. The Land camera
was used to back up field reports of adjusters, in shops to develop safety techniques and
equipment, by police to get quick shots of kidnapping victims, accidents, finger- and footprints.
Polaroid even tested its value in making photo patterns for shop production. Other companies
used it for identification of material in warehousing areas—when something is stored away, a
shot is taken of its location and clipped to the inventory record. One company that sells tires
even uses the camera to take pictures of bad tires on cars and send them to the auto owners with
a strong sales pitch.

It is common logic that before you can solve any problem you first have to spot the
problem. Yet this is not as easy as it seems, for there is a natural tendency in every human
being to hide problems, or better yet, just stick his head in the sand and ignore them.

Things are starting to back up in the shipping room. Is the foreperson going to come to
her boss and say, I’m having some trouble, and I don't know just where it is.”

Usually not.

If she did come to her boss, and if the boss was the right kind of executive, they might
sit down and root out the problem. Brainstorming can often reveal these problems, and once
you have discovered a problem you are halfway to a solution, for there is a great creative skill
in spotting the right problem.
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One production genius I know refuses to hold meetings in his front office, When there
is a problem he insists on going out to the shop, to the very spot where a machine is broken
down or a log jam of parts has piled up. "When | see an entirely different problem than the one
they tell me about,” he explains.

How do you find problems? .

One way is to sit back and dream up an ideal operation. Set a sky-high ideal for your
business with procurement, production, and sales rolling along perfectly. Then match up
current operations-that you have come to accept as normal—and you'll find plenty of problems.

Another twist on the same thing is to set a goal in a certain department. For example, set
a sales goal in your territory of twice what you sell today. Then dig into the reasons you are not
meeting it. Thinking why you can't possibly hit that goal, you may say, “We don't sell to the
supermarkets.” Whoa, there. “Why don't we sell to supermarkets?” Then, “How can | sell my
product to the supermarkets?” You've got a problem and a brainstormed solution can increase
your sales 100 per cent.

Be a good listener. A great many executives never hear of problems because they won't
listen. First, build up an atmosphere in which employees will come to you. Don't have your
subordinates growling, “He won't listen if you tell him anyway.” That's a common complaint.
Next, is this one: “If you do tell him he doesn't hear:”

Too many of us are discourteous and inefficient listeners. We assume a thoughtful
expression and let our minds wander over our golf score, or what well say at the next meeting
of our luncheon club. We fumble with our pencil and we doodle; we mentally doubt what the
speaker is saying, or leap ahead to answer and argue with his conclusions; we discount his
words on past prejudices.

The good interrogator, the policeman or the attorney, always listens to every word,
ready to pick up any bit of information that is dropped or even hinted at in the conversation.

Make it a habit to listen to people. You'll be surprised at what you'll learn.

Your eyes are still the best problem hunter you've got, however. Make it a practice to
walk through your plant, visit your customers, not just call them on the phone. See your market,
your product. Look at your product in the factory and on the shelves. Watch the people around
you. Keep looking.

Let the Reynolds Metals Company tell you about what happened when a vice-president
saw a minor problem around the shop and kept his eyes as well as his mind open:

THE SCENE: Louisville. Kentucky. THE TIME: September, 1951. OCCASION:
Remodeling of the Reynolds building.
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PRINCIPALS: A carpenter and Clarence F. Manning, the Reynolds vice-president who
heads the firm's sales development division.

Entering the building that September morning, Manning spied the carpenter cutting
aluminum trim molding with an ordinary woodworking crosscut saw. A hacksaw,
normally used for cutting metal, lay nearby. "Son," said Manning, who has been in the
metal business with Reynolds for thirty years, "you're going to have a saw with no teeth
in it if you keep that up. Why don't you use that hacksaw? You can't cut metal with wood
tools.”

The carpenter with due respect for vice-presidential rank but with the assurance
of a man who knows whereof he speaks, replied: ““You may be right, Mr. Manning, but |
don't think so. I've been cutting aluminum with this saw for months, and | can't find any
damage. Maybe you can.”

Manning inspected the saw, and indeed, it seemed to be in excellent shape. He
took a length of the metal to his office. Other company officials inquired about the
ordinary-looking length of aluminum on his desk. "That," said Manning, "happens to be
some of our aluminum they're using in the remodeling work downstairs. Guy this
morning was cutting it with a crosscut saw. Said he had been for weeks. Didn't hurt the
saw a bit. Think we might have a good item here for the man with a home workshop:”

"Manning," they told him, "you've been a good vice president. We like you. We'd
like to have you stay around. But your idea won't work—you've got to have special tools
to cut metal

Vice-president Manning was unimpressed. He asked for, and received special
appropriation to set up a complete home workshop in that same building. He hired a
cabinetmaker named Bill Miller, who had virtually no experience in working with
metal.

"Bill," he told the new man, ““go out and buy tools and set up a home workshop.
Get ordinary tools—hand tools and power tools. Buy' em at places you'd buy them if
this was to be your own workshop. Don't get any special high-priced tools. Set up a
workshop, and when you've done it report back to me:”

In a couple of weeks, the workshop was ready. Miller was waiting in Manning's
office one Monday morning.

"Mr. Manning, I've got a workshop. | bought all those tools. What do you want
me to do with them?"

"Bill,” was the reply, here's a supply of aluminum. | want you to take it to your
workshop. Use it on your power tools. Work it with your hand tools. Make things with
it. I want to see what you can do."
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Miller's face clouded. This man, he thought, may be a vice-president, but I'm
going to keep him out of my workshop. "Mr. Manning," he declared, "you can't use
those tools on metal. It'll ruin ‘em. I've got a jointer planer down there, and a lot of
other good tools | paid good money for. Do you want me to break them up the first
day?"

"Try it, Bill," was the reply. "If you're right, we ruin some tools. If I'm right, we've got a
new product.”

What Miller didn't know was that Manning, working with metallurgists, had
selected an aluminum alloy and temper strong enough for workshop use, yet softer than
tool steel. The softer metal, he reasoned, wouldn't damage tools any more than wood
materials.

Manning was right. The aluminum worked beautifully. Even the sensitive
jointer-planer was undamaged after repeated use with the metal. Power saws, drills. . .
all the hand and power tools. . . were tried, and none were dulled any more than they
would be by wood materials.

That was the beginning of the new home workshop material then marketed
nationwide by Reynolds Metals—called Do-It-Yourself Aluminum. The metal, especially
engineered for home workshop use, comes in a variety of shapes and sizes, including
sheet, rod, bar, tubing, angle. Even roll-formed and extruded sections designed
especially for home-built windows and screens are available in hardware stores and
building-supply outlets.

Reynolds furnished a free instruction book for use of the material at retail
outlets where it is sold. Plans for simple, yet useful, items for the home and farm are
included. The usefulness of the material is based on the fact that it ". . . may be worked
with hand or power tools with no more dulling than would result from materials in the
wood category. . ."

Another way to find problems is to read. That doesn't mean just the Podunk journal.
Read the Sunday New York Times, Time Magazine, the USA Today, the Reader's Digest, your
trade journals. Read business books and technical books. Many companies subscribe to
clipping services that keep them reading material from all over the country in a variety of
fields. Surveys have shown that the higher executives rise, the more they read. They are
looking for problems and for ideas.

For example, the president of the Lucky Tiger Manufacturing Company of Kansas City
saw a new problem when he was reading. The result was a new product with a barrel of profits.
Here's the way that company tells the story:

Stephen W. Harris read a brief United Press item, datelined Port Huron, Mich.,
that barbers reported the first run in decades on sales of mustache wax. Reason for the
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sudden popularity of mustache wax, the news item said, was that "teenagers have found
the wax perfect to make a crew-cut haircut stand up straight.”

Reading the item, it occurred to Harris that the style might not just be a
momentary fad. The trend to shorter cuts fit into the patterns of outdoor and casual
styles that were becoming an accepted part of suburban life throughout the country.
Crew cuts had become of age, as it were, and presented a wonderful market for a wax
especially adapted to the proper cutting and dressing of short haircuts.

After much experimentation, Harris evolved pomade with a petrolatum-type
base to which had been added long fiber waxes, giving it the proper consistency to
make hair stand up to a proper crew cut. He christened it "Butch™ Hair Wax Dressing.

Test-marketed in Kansas City with the Katz Drug Chain in a unique type of co-
operative TV program, the new hair wax dressing was an immediate success. The pent-
up demand for mustache wax was transferred to the new product. Promotion was
expanded to thirty-one TV areas and sales movement reached nine dozen jars a week in
one store, the highest reported movement of anyone men's hair preparation product.

The person who wants to have ideas that make a difference should not stop trying to be
creative when she leaves the brainstorm session. She should make the process of having
brainstorms an integral part of her life. She should be consciously seeking problems, seeing
new things and new combinations of things that will keep stimulating her subconscious.

One of the best ways to solve problems is to stop them when they are small enough to
solve easily. The president of one company holds regular sessions he calls "Clouds on the
Horizon Meeting." The group is asked to bring up any areas in which problems may occur.
"We try to smoke out little troubles that have not yet developed into real problems,” he
explains.

Perhaps a vice-president in charge of the future—a sort of pre-trouble shooter—could
do the same job. It's an important one. And once he has spotted the problems, he can brainstorm
them.

The Downingtown Paper Company of Downingtown, Pennsylvania, even added a new
suggestion system in which employees were asked to submit entries to find the Problem of the
Month and receive a twenty-five-dollar gift.

One man who put his problems to work was Lewis H. Glaser former president of Revell
Inc., one of the nation's top plastic toy producers. One evening in 1949 he was listening to Jack
Benny's radio program, when he heard him say, "Rochester, get out the Maxwell [Maxwell was
a car produced by Maxwell Motor Company from 1094-1925], and we’ll drive to Palm
Springs."

Something clicked in Glaser's mind. He had a tiny plastics business, but he got a large
idea. Why not make a plastic miniature of Jack Benny's Maxwell? His plant was in the
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doldrums, and they needed new products. He went to work, and at the annual toy fair in New
York he filled orders for a quarter of a million of them.

A while ago he was fiddling with one of those models while he paced a hospital waiting
room, waiting for the birth of his first child. Like all fathers, his hand was none too steady. He
dropped the toy and it broke. He had a problem. How to put it together?

Wait. What if plastic toys—ship models, plane models, models of tanks, guns, western
vehicles, knights in shiny armor—were made of plastic parts that the customer could put
together himself? He worked out the plans right in the waiting room. Since then, Revell sold
sixty-five million hobby kits and sparked an entire new hobby industry.

The right question—Glaser's, how can you put them together—is often half the distance
to the right answer. For example, Rand Development Company in Cleveland was asked by a
metalworking company how to dispose economically of a highly acid steel-cleaning liquid.
Rand saw a different question. Is the cleaning fluid needed? It wasn't. They designed a
mechanical method of cleaning the steel that was more efficient and far more economical.

Another time Rand was asked to design a switch that wouldn't burn out, to do the job
done by the twenty-dollar ones the company was replacing every few days. Rand engineers saw
that the motors were the wrong type for the switches. Conversion cost little, so they changed
the motors and installed a one-dollar switch. Problem solved. Here's the result of a brainstorm |
held that should help us all. It was on the subject of HOW TO DEVELOP A NOSE FOR
NEEDS:

— Watch for ideas in normal reading.

— Listen to others.

— Build an idea file.

— Try to reduce problems to records of some sort so that you know where to concentrate
with ideas.

— Make use of those around you in assembling ideas.

— Be alert to irritations.

— Hunt for trouble spots.

— Keep an open mind—don't be restricted by tradition.

— Remember nothing is perfect.

— Take time to be inquisitive.

— Learn to ask questions.

— Reward people for what might result from—flushing out an idea.

— Use an "idea trap" to record ideas when they occur.

— Develop a sensitivity or more acute awareness of other potential uses of something.
Read material on what others have done by developing new ideas.

— Read as much current news as possible.

— Try to visualize what is needed in any material or process to make it fit your need
exactly rather than almost.

— Read hobby books and those that illustrate imaginative developments of others.
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— Stop, look, and listen.

— Talk to people in fields outside your usual circle.

— When you are irritated by something improve it creatively.

— Read widely.

— By maintaining a universal interest in anything and everything.

— By keeping your mind open at all times—hence, always observing everything-
everywhere.

Executives | have talked with around the country have made a number of suggestions
about how to develop a nose for needs, and | would like to pass some of them along to you.
Most of them suggest that you first practice with small problems and then build up to larger
problems. Then they advise that you should read a great deal and always watch for ideas during
your reading. The same thing is true during your TV viewing and your radio listening. And
every time you get an idea it should be jotted down and filed away.

The person who wants a nose for needs must be a good listener. Few people pay
attention to what other people say. The person who is looking for ideas must listen carefully
and intelligently and be perfectly willing to sacrifice his or her own comments for someone
else's. He or she should keep an open mind; look for trouble spots and listen to the irritations
and complaints of others. You have to find problems before you can find solutions.

Most idea people purposely associate with people who are mentally stimulating to them,
seeking out acquaintances who come from different backgrounds, or who are in different
professions. The person who wants to be an effective idea producer must maintain his or her
enthusiasm and his curiosity at all times. Idea people should not be afraid to be nosy, to ask
questions, to look below the surface, and as they find out more about the world around them,
they will find it is a lot more fun to live in it as well.
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Chapter 14—The Complete
Brainstormer

— How to look at your world creatively

— How you can invite brainstorms

— Ways you can solve your problems creatively
— How you can make a checklist

— How you can make an idea bank and an idea
museum

— Your own idea trap
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realize that even when we look at old, familiar problems we can see new solutions if we
don't let preconceived judgment and prejudice rule our mind. It shows us how new and
important ideas come to those who aren't obsessed with what can't be done.

B rainstorming teaches us the importance of spontaneous, uninhibited thought. It makes us

One scientist, in talking about a genius who has had little formal training, told me, "He
doesn't have a great deal to unlearn. Most of us with Ph.D. degrees know all the things that
can’t be done. He doesn't. He tries them, and they work."

A city editor told a writing friend of mine, "A good reporter is forever astounded at the
obvious"

This is important. We must, the older we grow, the more experienced we become,
cultivate a naiveté about our work. The fact that this is difficult explains why young people
make most scientific discoveries. They don't know what can't be done.

I don't mean that we should throw away our professional training and years of
experience and try to be dewy-eyed youngsters with gray hair and bulging waistlines. The
middle-aged adolescent is no help to any business. | do mean that there is a place for
judgment—and it is in the working out of an idea, not in the process of having it.

We should all encourage in ourselves the insight of the little boy who came along when
a huge trailer truck was stuck under a low bridge. Truck drivers, state police, highway officials,
engineers were talking about jacking up the bridge, cutting the truck's top off with a blow torch,
when the lad piped up, "Why not let the air out of the tires?"

We must try to do the same thing. We must look at problems simply and clearly. Tied in
with this is the need for a sense of wonder about our world, a curiosity and a willingness to
keep looking at things in new ways.

When we look at a problem without an apparent solution we should approach it from all
sides, mentally at least; turn it inside out, upside down. Add to it, subtract from it, divide,
multiply, break it down into its components, look for similar problems and solutions—and
opposite ones.

This ability to look at things, the common, ordinary things that we are in constant
contact with, in a new light is a skill that we must apply to all our lives.

If you are trying to improve a toy, you should not only look at it as a toy manufacturer,
but as the buyer of a toy department and as his or her salesclerk. You must also re-see it from
the point of view of your own production person, and then you must try to look at it from the
point of view of the youngster for whom it is intended. You should also look at it as a parent,
and as a grandparent (surely the world's biggest buyers of toys). You must examine the toy for
its color and know which colors children like. Since children use their hands much more than
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adults, you should think of its texture; you must consider its durability and its safety and its
simplicity and its profit.

If we do, we will be far more productive brainstormers. We will contribute more ideas
in brainstorm sessions—but more than that, we will find ourselves having brainstorms as we
walk along the street, wait to call on a customer, cut the lawn, fish, stop for a red light, read the
paper, shower, sit in conference, repair a leaky faucet.

We can and should kill the old pro in all of us, the gnarled old grump who growls, "We
did that twenty years ago," whenever a new idea is mentioned.

There are ways we can keep our minds constantly awake to new ideas and possibilities.
In this chapter | shall present some of them, for the brainstorming attitude should be a way of
life, an important part of all our waking and sleeping hours.

One way to get new ideas is to use a checklist. There are all sorts of such lists. For
example, the Department of Commerce puts out one: "100 Questions for Prospective
Manufacturers.” Many industry associations and publications publish checklists, which can
force us to think of all sorts of details and approaches we may have missed.

The General Electric Company, which has had a creative thinking course for almost
twenty years, puts out a fat book of Physical Laws and Effects. On its title page is this simple
statement: "An engineer who utilizes only the commonly known physical laws and effects
tends to limit himself to conventional engineering practices. This compilation contains many
uncommon phenomena that may be valuable in the solution of your problems.”

The book is indexed so that physicists may, for example, look up mechanical,
electronic, chemical laws in solving a problem in another scientific area.

John E. Arnold, professor in charge of the Creative Engineering Laboratory at M.1.T.,
sent out a "Check List Solitaire” for Christmas, based on Alex Osborn's ideas. It became so
popular, he has published it in book form, small enough to be carried in the pocket and referred
to when you are actually facing a problem.

Make up your own list from Chapter Five. Paste it on the bottom of a desk drawer, carry
it in a notebook or your head, but use it.

Look around you, and you will see how other people have thought up, if not new ideas
at least new and profitable variations by the use of such a list.

One important thing a list does is to remind you of the importance of structures. Each
time you see a structure pattern, you see a whole variety of sequential ideas. Reader's Digest
leads to Science Digest and a whole line of digest magazines. Pocket Books to Penguin Books
to Anchor Books; integrated circuits in guided missiles to integrated circuits in car radios;
Book-of-the-month to Fruit-of-the-month to Gift-of-the-month to Candy-of-the-month to
History Book Club to Civil War Book Club, and so on.
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You'll be surprised how often a simple mental trick like reversing a problem can often
solve it. Charles F. Kettering, former General Motors' genius, has a dramatic example of how
reversing a problem can solve it. Here it is in his own words:

So our industry has grown up on the principle of letting the job be the boss, and
I still think that is a good thing to do, because you can't expect material to do something
just because you think it should.

We have had a lot of jobs like that. Take the extreme pressure lubricants.
Lubricating oils are very old, and some time ago at Cornell University there was
developed a lubricating testing machine based on a railroad journal. Many tests had
been run, a lot of tables plotted out, and six thousand pounds per square inch of
protected area of the bearing was the highest “that they could go with the best
lubricating oils then available. We had built a small testing machine at our laboratories
and our figures checked very well with this.

Now what more could you ask?

So | said, "Well, let's just try an experiment. Let's suppose that the lubricating
oil testing machine is a dangerous weapon. It belongs to your worst enemy, and he can
kill you and your family with it. But you can pick the lubricant for it. What would you
recommend if you were picking the poorest thing in the world to lubricate it with? What
would you specify?"

We all thought about it and finally picked a material called monochlormethane
ether, which is practically the same as is used to put you to sleep when you are going to
have a surgical operation. It is so thin it has no viscosity at all. You can pour it on your
hand and blow on it and it is all gone. You couldn't pour it in a warm machine as a
liquid, it would evaporate at once, so we took the cap off the ether can, soldered a tube
on it, ran the tube over to the bearing machine and sealed it into the oil hole. Then we
put a warm towel around the can and the vapors went through the tube to the bearing.
Since there was no liquid in the bearing, it must run absolutely dry.

We had made bets on how long it would last—how much pressure it would take.
One man had nerve enough to guess 150 pounds. That was the highest. We started to
load up the machine very gently and carefully, and to make a long story short, we ran
out of weights at thirty thousand pounds. Everybody was amazed; they said, "It can't
be," But we tried it over and over again, and we got some more weights. I think it stuck
up around thirty-six thousand pounds—five or six times the load of the best oil.

We brought the oil engineers in and showed it to them. They said, "The only
thing that makes us sore is that we didn't do it. This is our business, not yours.
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"But," I said, "you couldn't have done it. You have graded oils for so long on
their viscosity that you would have fired anybody who proposed using something like
this, that didn't have any viscosity feel to it.”

Well, that was the beginning of the so-called extreme pressure lubrication that
came just about the time we were developing the hypoid gears, and you couldn't have
run hypoid gears if it hadn't been for these lubricants. There are many things that you
couldn't do today if it wasn't for these lubricants.

Now what did we do? All that had been done in lubricating oils before that was
to test the affinity of one molecule of oil for another. This is called viscosity. When you
put pressure on them, you found that you pushed them apart and you had no
lubrication. But the oils with no viscosity at all formed a chemical bond more like the
nap on plush, and this took much more pressure to break through than did the viscosity
film. It completely changed the concept of what you could do with lubricating oils.

Here's a case where a fellow had a chain reaction that hooked a couple of ideas together
and built a better mousetrap:

William Henricks and his wife were visiting friends who had set a conventional spring-
type mousetrap in their kitchen earlier in the evening. While they were playing cards, the trap
was sprung and a mouse caught. To Mr. Henricks this was an ordinary event. To his hosts, it
was a catastrophe. The wife ran to her bedroom, screaming. The husband ran to a closet and got
a broom, then went to the kitchen, opened the outside door and swept the mouse and the trap
out without ever touching it. It reminded their guests of the comics seen so often of a woman
standing screaming on a chair with a little mouse looking up at her.

Later, when Mr. and Mrs. Henricks were at home, Mrs. Henricks showed her husband a
dozen polyethylene tumblers that she had purchased that day. The combination of the mouse
incident and the tumblers planted the "seed thought" for the "Sanitrap,” a transparent plastic
tube with poison inside. The mouse crawls in, eats the poison, and the whole trap is tossed
away without anyone touching the mouse.

The same thought process occurred when someone saw a couple of crossed knives and made a
pair of scissors. Then the pair of scissors gave someone the idea for a pair of pliers.

Another way to get new ideas is to turn the problem upside down, inside out, or
backward. Henry Ford didn't worry about how to get workmen to the parts needed in an
automobile, but how to get the parts to them. That was the basic idea of the assembly line.

The clock radio came about when someone thought of combining two bedroom
facilities-then someone else came along and thought about dividing it. C lock radios were
marketed that could be separated so the clock timer can be used in the kitchen, while the radio
is playing out on the patio.
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You can borrow or adapt, ring in the changes on a good idea. Make it larger or smaller,
thinner or thicker, lighter or heavier. To make sure she tries all combinations, the effective
creative thinker uses a checklist the same way an airline pilot does before take off. She will
develop a checklist on the subjects in the area in which she has problems she has to solve most
often. For example, she might have a plastic-enclosed list hung behind her desk or over her
workbench: "300 ways to package plants.” "250 promotional ideas,” "176 ways to reach
customers."” or "476 ways to fasten wood."

You can use the classified section of your phone book as a checklist or an inspiration
list. You might even go to your library and look through the yellow pages from other cities. A
mail-order catalog can be an inspiration stimulant. Charles Whiting of McCann Erickson has a
Forced Relationship Technique that does this. You apply the attributes of an object to suggest
changes in another object.

For example, if you are manufacturing motorboats, you might well take the time to
examine what the car manufacturers have found about the desires of people. What do they like
in car interiors, what designs, what colors, what textures, what kind of windows, what gadgets?
You should examine the new personal airplanes as well as the airliners. You might visit the
latest ocean liners and even the small and very popular suburban homes. The important
attributes of the interiors of cars, planes, ships, homes will suggest salable changes you can
make in the interior design of your boats.

A good brainstormer never takes the obvious for granted. He or she knows the best
ideas seem obvious after they have been developed. Take an ordinary envelope. Look at it to
see the changes that creative thinking has made.

— Why lick the stamps? The embossed stamped envelope.

— Why lick envelopes? The self-adhesive peel off strip.

— Why type return address? It's printed on.

— Why type the address on the letter and the envelope as well? The window envelope.

— Then someone tore the envelope apart and found out how much wasted writing area
there was inside. He invented the air letter, which became World War IIs V-mail.

— Someone else lost a slip of paper in an inter-office envelope, so it is made with holes in
it.

There are a hundred variations: large envelopes, small envelopes, Kraft paper
envelopes, and onionskin envelopes. There are even envelopes that have a smaller envelope on
the outside—that way your letter goes first-class, and the material in the big envelope—third or
fourth class. There is a self-sealing envelope flavored with peppermint to satisfy the most
sensitive tongue puckerer.

Challenge any assumptions. There is nothing sacred about the envelope, the umbrella,
or the automobile as we know it. Sylvania made a wonderful product by saying, "Why should
lamp bulbs be white?" and marketing colored ones. Finding the right frame of reference and
breaking out of the wrong one is a valuable step in creative thinking.
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For example, when the Pennsylvania Railroad had a problem getting their switching
engines around their yards, they naturally thought up all sorts of switching engines that ran on
tracks. The problem was solved when someone broke out of that frame of reference and
developed a switching engine that runs on great rubber wheels and can be run along tracks or,
just as easily, across them.

Again and again it's productive to look for new uses for old devices. The New York
Telephone Company made four million dollars a year from correct time and weather forecast
calls. New products, on the other hand, fail or succeed on new uses; the helicopter, for instance.
If it hadn't been tried in rescues, for traffic checks, on low-level photography, repairing remote
high-tension wires, it wouldn't be the basis of a growing industry today. The phone company
needed new uses for old devices; the helicopter industry, old uses for a new device. When we
discovered radioactive isotopes we had to find how to use them. We have solutions seeking
problems as well as problems seeking solutions.

Make a list of all possible uses of a product or a method. For example, freight cars. If
you had listed all the uses of flat cars you might have mentioned the way tanks were carried
during the war, and in that way thought up the immensely profitable piggy-back system by
which truck trailers are hauled on flat cars and then driven off for doorstep delivery.

Make up an idea museum. It can be catalogues of parts, models, or even pictures. For a
fashion designer it might be fashions of the past; for a car designer, models of old-time autos.
An upholstering company might have all sorts of materials from canvas to leather that its idea
people could look at, touch, test, feel, tug.

The idea person who thinks up uses is as important as the one who invents products
themselves. Charles Barbier, a French army officer, developed a system of night writing that
made use of raised dots on paper. He designed it so his soldiers could read messages in the
dark. It was a good idea, but the man who saw a new use for it changed the lives of thousands
upon thousands of blind people. The man who saw that new use in 1829 was named Louis
Braille.

John H. Patterson, founder of the National Cash Register Company, was walking
through his Dayton plant years ago when he heard a worker complain that the foreperson would
take all the credit for any new ideas. Patterson remembered that when he had visited the Doge's
Palace in Venice he had seen a slot in the wall where citizens used to drop in suggestions
generations before. He had suggestion boxes put up in his Dayton plant, and today hundreds of
companies in the United States follow his example.

Donald R. Brann and his wife bought an old house in Pleasantville, New York, in 1938.
In making changes around the house he got the idea for drawing tissue paper patterns, just like
dress patterns, for do-it-yourselfers. Since then he has turned out more than three million
woodworking patterns for home fixer-uppers like himself.

One thing the brainstormer should do is divide his or her problem into its component
parts. For example, the problem may not be a poorly operating television set but a poorly
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operating tube. Then if you look at the tube you may find it's not a poorly operating tube but a
badly designed filament.

Now you have a specific problem: how to design a better filament.

But again you might break that problem into its parts. The design might not be bad. It
might be the machine that makes it, or even the material that goes into it.

First, you have to find the proper problem, then you can brainstorm it.
One way to build an inventory of problems and solutions is carry an idea trap.

What's that? It's a pocket notebook you always carry with you so you can catch a
fleeting idea on the wing—while you are stopped for a traffic light or riding the subway, eating
lunch, waiting for a doctor's appointment, walking by a store window, or watching the World
Series on television.

Some people even keep special idea traps in the bathroom, on their car dashboard, or
have one by their bed that is equipped with a small battery lamp so ideas can be trapped
efficiently in the dark of the night.

Willard Pleuthner, BBDO vice-president in charge of brainstorming, said, "We should
always have pencils and papers with us, no matter where we go. Especially at our bedside,
because sometimes just before you go to sleep or just before you really wake up, your
subconscious pours out to you ideas on problems that you have tucked back in that
subconscious mind. . . . We should also take pencils and paper to church. Some people get their
best ideas in church. That is not irreverent. | think the Lord gives us an extra reward for going
to church. We are at peace with the world, and again that subconscious throws out ideas it has
been working on.

The full-time brainstormer should make an idea bank where deposits of ideas are made
until the time is right to withdraw and invest them. There are all sorts of idea banks, ranging
from file drawers to a small notebook. The important thing is to have a backlog or inventory of
ideas arranged in some sort of order so that you can turn to them when you are trying to solve a
problem.

Many companies keep idea banks on an ornate scale. Clipping services used to paste
more than twenty million clippings a year in corporate scrapbooks. Companies were paying
five million dollars a year for this service so it must have paid off. Today there are much more
advanced services doing this with databases. Construction and engineering concerns keep
clippings of proposed building jobs. A jailbreak may turn up a prospect for a lock company; a
series of unusual fires, the idea for a special insurance policy; a list of accidents, the idea for a
safety device.

www.homebasedriches.com




Chapter 14—The Complete Brainstormer 129

Sometimes these idea banks can be turned directly into profits. For twenty years a
newspaper rewrite man kept putting scraps of information about “The Day Lincoln Was Shot”
in file folders. His name was Jim Bishop, and he wrote a fantastically successful book.

H. L. Mencken once related: "Ever since my earliest attempts as an author | have
followed the somewhat banal practice of setting down notions as they came to me. . . and then
throwing these notes into a bin. Out of that bin have come a couple of dozen books and
pamphlets and an almost innumerable swarm of magazine and newspaper articles, but still the
raw materials kept mounting faster than I could work them up”

Conventions can be wonderfully inspiring sources for ideas. If you can't go to a
convention and tour the exhibits, write and see if you can get transcripts of the speeches to
peruse at your leisure.

Don't just go to your own convention; attend others as a visitor. A salesperson can get
ideas for new products and markets at a manufacturer's convention; a manufacturer can be
stimulated by a bunch of scientists; and the scientists might come up with some new ideas if
they spent several days with people who spend their time on the road selling.

Seek out new experiences and new friends, join organizations, go to night classes, travel
to new places. To get ideas you must constantly be stimulated.

Take up painting. Your painting may be no good, but you will get a new appreciation of
color and line; you will see a new world about you. Take a course or read a textbook on
chemistry. Again you will broaden your understanding of the world.

Read the Congressional Record and special committee reports. They may be rough
going, but they are often packed with facts.

Use every opportunity to talk to new people, see new places and things-and then come
back to see the familiar with the eye of an explorer. The Complete Brainstormer is a
Renaissance Person who takes all knowledge to be his or her province.
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Chapter 15—Secrets Of A
Successful Idea Person

— Why you should give ideas away

— How to exercise your subconscious
— The importance of having a deadline
— Why keep score on yourself

— How to make your own wish book

— What more ideas would mean to you

— The basic secret of all idea people
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ideas. Each of us has seen a new idea and said, "Why, | thought of that a year ago.” We
say it with scorn, but we should direct the scorn at ourselves, not at the person who had
the drive to do something about it.

The real secret of a successful idea person is simple: He or she does something about his

Successful idea people generate ideas all the time, and they don't hoard them. They do
something about them, even if they give them away.

There are a lot of other satisfactions than money in doing this. When | give an idea
away and see it acted upon, | get a great thrill of satisfaction and accomplishment. The
important thing is to keep having ideas and to keep putting them to work.

Most of us are lazy, however. We mean to do better, to improve ourselves, to make this
year better than last one. But we fall down, we forget, we drift.

There are ways we keep prodding ourselves into reaching farther, to going beyond
ourselves. We must, just like an athlete, consciously exercise our brain cells. If we do this, we
will be amazed at how our creative energies will increase.

The more we see, the more our powers of observation increase.
It is imperative that we push, goad, drive, and spur ourselves into being more creative.

The more we look, the more we see. The more we think, the more thoughts we have.
The more combinations of ideas we try, the more combinations we realize are available. The
more we practice the principles of problem solving, the more problems we will solve.

Listen to H. W. Prentis, Jr., previous Chairman of the Board of Armstrong Cork: "To
analyze and synthesize is not always easy, but here,. as in most things, practice increases one's
ability. It was interesting for me to watch myself develop to the point where | could tackle
problems | could not possibly have handled a few years before. Unless a man tries, he cannot
develop this capacity. In this business of taking things apart, there's hardly a week passes that
something doesn't come up that seems just about insoluble, like a greased pole you cannot
possibly climb. But if you keep at it long enough—keep the problem constantly before you—
gradually you can break it down into its component parts, which you can grasp and solve."”

I learned to exercise my creative powers several years ago when | read an article in the
Reader's Digest that advised ""Try Giving Yourself Away." | tried it.

My first attempt was a smashing failure, but I still found it was fun. | broke a shoelace
one morning and couldn't find a substitute, so | sat right down and wrote a number of shoe
manufacturers, suggesting they give a spare shoelace away with a new pair of shoes, or send a
pair to a customer after six months. The idea didn't catch on, but I got a stack of amusing letters
from shoe manufacturers for my troubles.
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Later | was writing to a friend overseas. | wanted to send the letter airmail-the postage
was high and rated by half ounces, but I couldn't tell how much the onionskin paper weighed. |
wrote several paper manufacturers and got some action. | didn't get a free box of stationery, but
I do have the satisfaction of walking into a stationery store or a Woolworth's and seeing the
weight of the paper—one sheet, two, three, and so forth-printed on the bottom of the box of
airmail stationery. | admit it gives me a real lift and feeling of accomplishment. This increases
my motivation to do something about other ideas, bigger ideas. It boosts my confidence and
makes me know that my ideas can be put to work, that someone will listen to it when | have
one.

A bigger idea I'm much more proud of is the dial-a-prayer one. | read on the subway
one night about a YMCA man in Baltimore who had an inspirational message that people could
get by phoning a certain number. | was job hunting at the time, and | thought what a lift I would
get if I could dial a number and get a Scripture reading or a prayer before going in to have an
interview for a job. Then | thought of all the other times | needed a lift in a day full of the
pressures of modern life.

I tried to get this done in New York but failed. | have since learned that the idea had
struck other people, and that it was practiced on the West Coast. But I didn't know this, and a
year or so afterward | tried again to get some action on this -and it caught on in New York City.
Today hundreds of churches have the service, and many churches have had to add numerous
telephone numbers and tape machines to keep up with the need. | know the dial-a-prayer idea
helps people when they need help most, and | get a great deal of satisfaction out of the role |
have played in it.

These are not revolutionary ideas and not even completely original ones. That is
important. You have to start small, but once you put those relatively small ideas into
circulation, you'll find you have more ideas and then still more. As they are adopted, you will
double your confidence in presenting ideas. You will develop the habit of having ideas and
doing something about them. You will build a backlog of laboratory experience in having ideas
and selling them. All this increases what | call your CIQ, your creative initiative quotient.

Once you dare to be creative you will learn how much bigger your world has grown. C.
Willard Bryant of General Electric, for example, discovered, “We spend too much time
endeavoring to remove 5 or 10 per cent of cost. It has been found that it is actually easier to
remove 50 per cent of cost in many cases. This statement probably sounds like the most
ridiculous one of the year. However, it is true, because while attempting to remove 50 per cent
of the cost, we push out into the areas where no one else has thought improvement possible.”

One of the best ways to keep ourselves moving ahead is to make a deadline. This is a
basic working condition of newspaper people, and we should all understand just why and how
it works.

Reporters and editors, just like all of us, procrastinate. The job of reporting never ends.
There is always more information to get, more people to interview, more clippings to read,
more phone calls to make. But there is always the deadline. At that time copy has to be on its
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way through the editing process and on its way to be set in type. Because of the deadline the
reporter has to stop and start writing.

When she writes she again can find plenty of reasons to delay the final version. She has
to try a new lead again and again, sharpen up a sentence, check a quote. But once more the
deadline stares her in the face. There is a time when she has to do a job, not just get ready to do
it. It might have been a better job if she had longer, but for better or for worse, she has to do her
job—and many times the most brilliant jobs of writing have been done under the most difficult
deadlines.

As the reporter moves into other fields, he may find his daily deadline changed, but he
will find he still has a deadline. It may be a weekly magazine deadline or a monthly one; it may
become an hourly one if he works for a radio news broadcast, or it may stretch to a yearly one
or a three-yearly one if he writes books. But eventually will come the moment of truth when he
must sit down before some blank paper or screen and produce a product. There is always that
deadline saying, "Ready or not, here | come.”

We can all learn a lesson from the newspaper deadline, and we should set one for
ourselves. It shouldn't be so tight we can't keep it and become depressed by the impossible
goal, but it should be tight enough to keep us moving, to keep us stretching our faculties.

Once we have established this deadline-for example, in a month I'm going to have that
shipping problem licked, by the end of the year I'm going to have a promotion—then we should
make it impossible for ourselves to forget it.

There are a number of ways to do this. We can mark up a desk calendar or a wall
calendar—better still, both. We should not only mark down the deadline but steps along the
way. For example, a notation might read, "Are you halfway finished on that marketing report?"
We should always keep reminding ourselves in the manner of the advertisements that say,
"Only thirty-five shopping days to Christmas,"” that we have only thirty-five more working days
until we promised ourselves we'd come up with a new idea for the boss.

Often we can prod ourselves by having someone remind us. Some people tape a card
with the deadline date on the sun visor in their car so they will see it when they least expect it—
when they turn the visor down. There are even people who leave a note to themselves in their
hat or give their spouses to send it to them in three weeks or three months when they may have
forgotten all about their deadline.

Frank Tibolt, a pioneer teacher in Philadelphia of creativity, tells this story:

Ivy Lee used to operate an efficiency firm in New York. His regular clients were
Rockefeller, Morgan, the Du Ponts, Pennsylvania Railroad, and other giant
corporations.

One day, Lee called on Schwab of the Bethlehem Steel Company. Lee outlined
briefly his firm's services, ending with the statement: "With our service, you'll know how
to manage better:’ "Hell," said Schwab. "I'm not managing as well now as I know how.
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What we need around here is not more ‘knowing' but more 'doing’; not knowledge but
action. If you can give us something to pep us up to do the things we already know we
ought to do, I'll gladly listen to you and pay you anything you ask."

"Fine," said Lee. "I can give you something in twenty minutes that will step up
your 'action’ and 'doing’ at least fifty percent."”

"0.K.," said Schwab. "l have lust about that much time before | must leave to
catch a train. What's your idea?"

Lee pulled a blank 3-by-5 note sheet out of his pocket, handed it to Schwab and
said: "Write on this sheet the six most important tasks you have to do tomorrow." That
took about three minutes. "Now," said Lee, "number them in the order of their
importance:” Five more minutes passed. "Now," said Leg, "put this sheet in your pocket
and the first thing tomorrow morning look at item one and start working on it. Pull the
sheet out of your pocket every fifteen minutes and look at item one until it's finished.
Then tackle item two in the same way, then item three. Do this until quitting time. Don't
be concerned if you only finish two or three or even if you only finish one item. You'll be
working on the important ones. The others can wait. If you can't finish them all by this
method, you couldn't with any other method, either, and without some system you'd
probably not even decide which are most important.

"Spend the last five minutes of every working day making out a 'must’ list for the
next day's tasks. After you've convinced yourself of the worth of this system, have your
people try it. Try it out as long as you wish and then send me a check for what you think
it’s worth"

The whole interview lasted about twenty-five minutes. In two weeks Schwab
sent Lee a check for twenty-five thousand dollars—a thousand dollars a minute. He
added a note saying the lesson was the most profitable from a money standpoint he ever
learned. Did it work? In five years it turned the unknown Bethlehem Steel Company into
the biggest independent steel producer in the world; made Schwab a hundred-million-
dollar fortune and the best-known, steel man alive at that time.

There are all sorts of ways to force yourself into working, into turning your ideas into
acts. Self-starting is a problem faced by people in all sorts of lines of work. But it is a problem
that can be licked.

Some writers stop writing before they run out of ideas, so that the pump is primed for
the next day, others just put anything down on paper—doggerel, notes, anything to get them
writing until the work really starts to flow. One executive breaks the big jobs down into small
chunks of work he can handle while always seeing the end in sight.

One thing successful idea people must realize is their power. They not only know how
important ideas are, they know that ideas are a force that can influence the largest corporations,
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the most moribund organizations. Some idea people keep before them a scorecard of what they
have accomplished, to encourage them to do more things.

At the same time idea people realize that there is not only a need for big ideas, for truly
creative ideas that will radically change our company or even our world, but for small ideas
that we can all have, new combinations and variations of ideas.

There are many ways to motivate yourself so that you will keep working. Fit the goal to
your own situation and personality. One man wanted to go to England, so he put a map on the
wall, and for each dollar he saved he drew a line a bit longer on the map. He could really see
where he was going. He made a wish book, pasting pictures of England, life on shipboard,
travel clothes, and so forth, to remind him of his goal.

One of the most successful sales managers of the Avon Company tells her saleswomen
to cut out a picture of what they are working for—a home, or a car, or a college education for
her children, and paste it on her mirror so each day she will be motivated to work hard toward
that goal.

Perhaps you have to see what you are working for. Here is a selected list from a
brainstorm | held on WHAT WOULD YOU GAIN IF YOU COULD THINK UP MORE
IDEAS?

— Job promotion.

— Make more money.

— Could think of something that might have commercial value—patentable ideas.

— Recognition from company as fellow with lots of "good™ ideas.

— Satisfaction achieved through creation.

— Feeling of pride—self-satisfaction in thinking of something new and seeing it put
into use.

— Would have a more satisfactory life generally—be able to solve problems at home
and at work better.

— Make a better contribution to community activities in which I participate.

— Find easier ways of doing work.

— Development of an entirely new field for my company.

— Would be a better help to boss, who may not have time to generate ideas.

Make a list of what you want to do with your life, of all your dreams. | had everyone do
this at the University of Akron Creative Thinking Institute and found out that no one had any
trouble quickly writing down a number of dreams. They ran the gamut of human behavior. "I'm
going to take golf lessons, get married, build my own house, go back to college, learn to play
the banjo, get a better job, take a trip to Hawaii, retire, diet, go into church work full time, run
for Congress."

Then I had the same people write down something they could do to put their dream to
work the very next morning. It might be starting a special savings account, enrolling in school,
proposing to your girlfriend, talking to your minister, filing primary papers, eating less for
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lunch, buying a banjo. The point is that you can act, right now, today, to make your dreams
come true. Tomorrow is now.

That's the final secret of all successful idea people. They know that right now is the time
to have ideas and right now is the time to do something about them. Brainstorm ways in which
to make your dreams come true. Stop right here and brainstorm them—then go out and start
working toward that goal. Not tomorrow, but today.
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Chapter 16—America's Last
Frontier

— One man's creative adventure

— What you can do with your own ideas

— The most important revolution of our age
— What it can mean to your future

— How you can be a pioneer in creativity, our last
frontier
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t was a Saturday night in 1948. | had no plans as I strolled along Market Street in
Philadelphia with that special feeling of loneliness that only Saturday night can give you.
By accident | wandered into a store and found a book that changed my whole life.

At the time | was a sales demonstrator for the Philadelphia Electric Company. | was
twenty-eight years old and making seventy-six dollars a week. | kept hoping that my ship
would come in, but it didn't. Every time the alumni magazine arrived | felt myself slipping far
behind the other members of my Harvard class. My Walter Mitty-like dreams just weren't
coming true, and I couldn't find much satisfaction in dreaming them any more.

Then I bought that book. It was Your Creative Power by Alex Osborn. | went right
home and stayed up until 2 A.M. reading it. What was more important, | started living it.

The next morning | decided to call Alex Osborn long distance in Buffalo to discuss the
book. Before | went into the pay phone in the corner drugstore | walked around the block, once,
twice, three times. Who was I, an appliance demonstrator, to call the head of one of the world's
largest advertising agencies on Sunday morning? Yet | had taken his book to heart. | did call
him, and started a new life.

Eventually 1 took my master's degree at the University of Pennsylvania. | worked with
Alex Osborn and then | went ahead on my own to build a career in creativity. At times | had
difficulty supporting myself while trying to sell creative thinking to industry. Once when my
picture was in Fortune magazine | was actually living in a YMCA and working as a Good
Humor man.

I have come a long way from that lonely Saturday night on Market Street. | have an
apartment just off Park Avenue in midtown Manhattan. My office is in one of New York City's
most beautiful office buildings. | have been sent all over the country, even overseas by one of
the nation's largest corporations. | have had a wonderful creative adventure because | acted on
my ideas.

I tell this story only because it should inspire you. No one had less on the ball than I did
that Saturday night in Philadelphia.

I have become convinced by my own experience that people are not marionettes of fate,
that they can make a difference in their lives, and eventually a difference in their world.

First they have to learn how to have ideas.

Then they have to know how to promote them.

If they realize but a portion of their potentialities, there is no limit to their future.

This is true because we are involved in a great revolution. A revolution that has created

America's newest frontier, where we can all find opportunity, new resources, a fresh chance, a
challenge. It is the frontier of creativity.
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Until our century creative thinking was the private estate of a few people. Most of the
inventions that led up to our modern world were developed by pure and unadulterated chance.

In the past ninety-plus years, however, there came a development that attempted to
eliminate this element of chance. We put the scientific method to work in great research
laboratories, which organized knowledge into narrow fields and made its explorers specialists,
Ph.D:s with many years of advanced study. This work will still go on, and it should.

But now to supplement that effort we have a new emphasis on creative thinking. We
have discovered how everyone, with formal education or without it, can attack problems
creatively. The principles of creative thinking can be taught. We can all brainstorm the
problems of our world.

In our democracy we are blessed with the freedom to own property, the freedom to
vote, the freedom to worship, the freedom to receive an education. We have the freedom to
think creatively, to have ideas, and most important, the freedom to express them.

This is our new frontier, and we desperately need pioneers to explore that frontier and
develop its resources before it is too late. This is your mission. This revolution has come none
too soon. The march of all that is good in Western and Eastern culture, in fact the progress of
people depends on the strength of our ideas.

Nuclear weapons made it essential that we have the political, economical, and religious-
philosophical ideas that will make it possible for people to live in peace with people.

Our world is becoming smaller and smaller. We have extended life, and we must learn
how to support that life and make better use of it. We need more resources, especially that vital
resource that exists only in our minds.

Not long ago a team of scientists from the California Institute of Technology looked at
our world a hundred years from now, our children’s children's world.

They saw two to four times as large a population, two to four times as many mouths to
feed, yet they saw no want; instead, a great machine civilization making use of every resource.
This could come about, they reported, if we develop the brainpower to design and run this great
global technological civilization.

They cited as our greatest problem the development of brainpower. They gave high
priority to developing much further the creative brainpower of women, who make up half our
population but in the late 50’s only one percent of our engineers; to realizing the full benefit of
the brains that are imprisoned in minority groups; to salvaging the two-thirds of our highly
intelligent youths who do not get advanced education and who never utilize their intelligence in
their life work.
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That study was but one of many that has emphasized this need for increased
brainpower. Leaders in all fields have dramatized how much we need the full potentialities of
the human brain.

Crawford H. Greenewalt, former president of Du Pont, in a speech called "Key to
Progress-the Uncommon Man™ has said, "Just when we will realize (the) promise of the future
and how far the new developments will take us depends on how well we are able to recognize
and encourage individual achievement. We cannot move very rapidly if we shut the door on our
ablest people by absorbing them in the lifeless tomb of mediocrity. . . .

"Try as we will, we can create no synthetic genius, no composite leader. Men
are not interchangeable parts like so many pinion gears or carburetors; genius, as John
Adams said, is bestowed ‘imperiously’ by nature upon an individual. And behind every
advance of the human race is a germ of creation growing in the mind of some lone
individual, an individual whose dreams waken him in the night while others lie
contentedly asleep.

"We need those dreams, for today's dreams represent tomorrow's realities. Yet,
in the very nature of our mass effort, there lies this grave danger—not that the
individual may circumvent the public will, but that he will himself be conformed and
shaped to the general pattern, with the loss of his unique, original contributions. The
group nature of business enterprise itself will provide adequate safeguards against
public affront. The great problem, the great question, is to develop within the
framework of the group the creative genius of the individual.

"It is a problem for management, for public education, for government, for the
church, for the press—for everyone. The stake is both the material one of preserving
our most productive source of progress and the spiritual one of insuring to each
individual the human dignity that is his birthright.

"I know of no problem so pressing, of no issue so vital. For unless we can
guarantee the encouragement and fruitfulness of the uncommon man, the future will
lose for all men its virtue, its brightness, and its promise."

Brainstorming is one way we can discover the uncommon person and his or her ideas. It
can help solve the great problems of life. It can be used to solve the vast problems of science,
of government, of philosophy.

Most of us use only a fraction of our brainpower. We can no longer afford that great
waste. We must learn how to mobilize all our creative force to solve the fundamental problems
of our world.

This, then, is the mission and the charge to each of us, we must develop our own
creativity and our own subconscious, so that we can make a telling contribution to the progress
of our civilization.

www.homebasedriches.com
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In learning how to do this, we shall all be explorers of an area that is hardly known.

No one yet really knows how the mind functions, why it is so very much more than the
world’s most powerful computer reduced to portable size. Each of us can, however, probe the
limits of this world.

This book is not an end. It is a summing up of the art of brainstorming, but it is a
beginning and an inspiration to discover what we can do with our brainpower to make our
world a better one.

Try brainstorming—and find out how to think up ideas that make a difference in your
life and our world.

www.homebasedriches.com
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