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Two small words—“what if"—are essential to finding innovative solutions. For
example, a team of hospital administrators was determined to improve patient
satisfaction scores. During the explorer phase, they examined successful hospitals
and medical arenas for information. In addition, they left their turf and explored
other places where people stay overnight, such as hotels. In the artist phase, they
asked themselves “what if” questions, such as, “What if we were a five-star hotel?”
By connecting hotels and hospitals, they gained a new perspective on the problem.
They began to offer free valet parking at the emergency room, and they added a
staff position—patient and family liaison—that functioned much like a concierge in a
hotel. Not surprisingly, patient satisfaction scores increased.

Just as explorers need time to explore, artists need time to incubate. When do you
have your most inspired ideas? Is it during a meeting within moments after a
problem has been thrown on the table? Or does your inspiration come to you in the
shower or after a good night’s sleep? Maybe your creative ideas come when you're
on the treadmill, sweating away your stress or singing along with your iPod. Truth
be told, we have yet to meet a single person who can achieve creative inspiration on
command. We certainly can’t. If you want innovative solutions, your team needs
time to explore resources and discover information. Then team members need time
to allow that information to germinate in their minds and grow into something that
is more than just okay or so-so.




image5.png
Judge

Once a team has developed lots of innovative ideas, it moves into the judge mode as
team members evaluate the possible solutions and then select one solution for
implementation. Judges begin with the question, “Are we meeting our objective?”

Then, they systematically examine the positives and negatives of each solution and
render their decision (Von Oech, 1986).
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Warrior

Innovative problem solving does not end with the judge mode. Warriors are needed

to make certain that the plan is implemented successfully. The role of the warrior is
to develop and carry out the plan. We have already discussed how to develop a
thorough plan and the importance of leads who will act as warriors overseeing
and/or carrying out various parts of the plan. Yet warriors must do more than that.
Ask yourself, “Why did Von Oech select a warrior to represent the skills needed in
this phase of innovative problem solving?” First, all plans will hit obstacles and
roadblocks. As a result, team members must be strong and ready to overcome
inevitable difficulties. Furthermore, innovative ideas are more likely to be criticized
and attacked because they are different. When your team moves forward with a plan
that is outside the box, others may want to stuff it back in the box. Therefore, team
members must act like warriors, carrying out the plan with persistence (see Figure
7.2).
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Explorer

When analyzing a problem and preparing to generate solutions, team members
should act as explorers. Explorers seek out new information in uncharted lands. As
explorers, team members follow their curiosity, create a map, leave their own turf,
and look for a lot of ideas and information (Von Oech, 1986). A team in the explorer
mode might ask, “What’s the problem?” or “Why aren’t we the leader in sales?” or
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“How can we do it better?” Then, team members are given the task and the time to
seek new information that addresses the question(s). This task turns into a map of
sorts, as it provides team members with a general guideline to follow when
searching. The interesting thing is, once this map is in your mind, you will begin to
see relevant information everywhere. If you have your doubts, think about the last
time you purchased a car—did you suddenly start seeing similar cars (color and
type) everywhere you went? Were they there before? Of course they were, but they
were not on your map, so they blended into the background scenery.

As long as you have your map, leaving your turf can become a rewarding adventure.
For example, the famous football coach Knute Rockne discovered his “four
horsemen defense” while watching a chorus-line dance, and Picasso’s art was the
inspiration for World War I military camouflage (Von Oech, 1986). Looking both
inside and outside your field and your type of business/industry for information and
insight is what will make your team innovative. In fact, one distinct advantage of
team members with diverse backgrounds is that they bring different perspectives
into the team. Put simply, send the team members out to explore and make certain
they come back with lots of information that can be molded into innovative
solutions during the artist phase.
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Artist

As the team begins to generate solutions, members move from the role of explorer
to the role of artist. The artist puts ideas together in new ways. When you hear the
word artist, what images come to mind? Do you see a painter, a sculptor, or someone
who’s handy with a hot-glue gun? That’s certainly one way to look at an artist, but in
reality an artist includes those images and so many more. Someone who puts ideas
together in a new way is an artist. You may not be able to paint or sing, but if you
can develop a chart or a schedule, you, too, are an artist. Earlier in this chapter, we
discussed some tools useful to the artist (see Tools for Professional Excellence 7.2).
Three additional tools your team can utilize to enhance the artist are asking “what
if” questions, connecting concepts, and incubating (Von Oech, 1986).




