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In A Kick in the Seat of the Pants, Roger Von Oech identifies four
distinct roles in the creative process. - : '

First, the explorer learns as much as possible about the prob-
lem. Research is crucial. Ignorance of a topic may result in a su-
perficial solution, while finalizing the first solution envisioned often
results in a cliché. ' ,

Second, the artist experiments with a wide variety of solutions,
using all sorts of combinations, proportions, and materials. By cre-
ating 10 answers to each question, the artist can select the best so-
lution rather than dccepting the only solution. '

Third, the judge assesses the work in'progress and determines
what revisions are required. Innovative ideas are never fully devel-
oped when first presented; most need extensive revision and ex-
pansion. Rather than discard an underdeveloped idea, the judge
identifies its potential and determines ways to increase its strength.

Finally, the warrior implements the idea. When the brojeot is
large and complex, irhpiementation can be a challenge. When ob-
stacles appear, the warrior assesses the situation, determines the
best course of action, and then completes the project.

We will explore each of these roles in the next four chapters.
Strategies for cultivating creativity and improving time management
are discussed in Chapter Four. Chapter Five deals with concept de-
velopment and visual problem solving. Chapter Six is devoted to
critical thinking and provides specific ways to improve any design.
In Chapter Seven, we expand our discussion of visual communica-
tion and consider ways to make more meaningful designs.

1S FOR LURANIA THE MUSE OF
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Cultivating Creativity

“The heart of all new ideas lies in the borrowing, adding, combining or
modifying of old ones. Do it by accident and people call you lucky. Do
it by design and they’ll call you creative.” S

Michael LeBoeuf in Imagineering

DESIGN AND CF{EAT_WITY'

Design and creativity are natural partners. The quality of a design is deter-
mined by the integration of its parts into a cohesive whole. The design will
work when the parts fit together well. Many compositional possibilities are
invented and discarded during the design process. Likewise, creative thinking
requires extensive exploration and experimentation. Old ideas are recom-
bined to create new structures. These new structures suggest new questions,
which then suggest new answers. By looking at familiar elements in a new
way and by combining ideas that have traditionally been separate, we can cul-
tivate a cycle of creativity.

Once viewed as peripheral, creativity and innovation have become highly
valued in the current business climate. In the Information Age, intellectual
property can be the most important asset in a business. Innovation in art and
design, always highly valued in Western culture, has accelerated. New tech-
nologies have expanded the range of approaches available, and new ideas
drawn from literature, science, philosophy, and history inspire contemporary ’
artists and designers. The sky is the limit. An effective artist or designer can-
not simply follow instructions. Cultivating creative thinking is as fundamen-
tal as mastering any technical skill.

SEVEN CHARACTERISTICS
OF CREATIVE THINKING

Creat1v1ty is inherently unpredictable. Through creative thinking, old habits
are broken and familiar patterns of thought are ‘transformed. Anything can
happen. Predicting the future based on past experience becomes inadequate
when a creative breakthrough occurs. Like a shimmering drop of mercury, cre-

ativity eludes capture.
We can actively encourage creative thinking, however. Rather than wait-

ing for inspiration, we can set up the conditions favorable to creativity. Based
on observation and on interviews, various researchers have noted the follow-

ing characteristics in many creative people.




Receptivity

Creative people are open to new ideas and welcome
new experiences. Never complacent, they question
the status quo and embrace alternative solutions to
existing problems. Listening more and talking less
is helpful. As journalist Larry King says, “I never
learn anything new when I'm the one talking!”

Curiosity

A good designer brings an insatiable curiosity to
each project. Researching unfamiliar topics and an-
alyzing unusual systems is a source of delight
rather than a cause for concern. Like a child, the de-
signer is eager to learn new things and explore new
places. “How does it work?” and “How can it work
better?” are frequently asked questions.

Wide Range of Interests

With a broad knowledge base, a creative person can

make a wider range of connections. Consider the
number of words you can create from the letters. in
- the word image: :

age, game, gem, am, aim, a, I, me
Try the same game with the word imagination:

gin, nation, gnat, ton, tan, not, man, again,
gain, oat, got, tag, am, aim, ant, no, on, tin,
gamin, inn, ingot, main, a, I

With more components, the number of combina-
tions increases. Likewise, an artist who has a back-
ground in literature, geology, archery, music, and
history can make more connections than a single-
minded specialist.

Attentiveness

Realizing that every experience is potentially valu-

able, creative people pay attention to seemingly mi- -

nor details. Scientists often develop major theories
by observing small events, which they then orga-
nize into complex patterns. Artists can often see
past superficial visual chaos to discern an underly-
ing order. Playwrights develop dramatic works by
looking past the surface of human behavior to ex-

plore the substance of the human condition. By
looking carefully, creative people see possibilities
that others miss.

Connection Seeking

Seeing the similarity among seemingly disparate
parts has often sparked a creative breakthrough. For
example, Egyptian hieroglyphs became readable
when a young French scholar realized that they car-
ried the sarhe message as an adjacent Greek inscrip-
tion on a §lab of stone. By comparing the two and
cracking the code, Jean-Frangois Champollion

opened the door for all subsequent students of an-

cient Egyptian culture.

Conviction

Creative people value existing knowledge. Since
new ideas are often derived from old ideas, it is fool-
ish to igﬁore or dismiss the past. However, creative
people also love change. Never satisfied with rou-
tine answers to familiar questions, they constantly
consider new possibilities and often challenge the
authorities. Convinced of the value of their ideas,
they tenaciously pursue an independent path.

Complexity

In lecture classes, we must accurately take notes,
memorize facts, and collect and analyze data. We
are encouraged to think rationally, write clearly,
and present our ideas in a linear progression. In
studio classes, exploration, expefim’entation, and
intuition are encouraged, especially during brain-
storming sessions. Synthesis, emotion, visualiza-
tion, spatial perception, and nonlinear thinking are
highly valued. '

To be fully effective, a creative person needs to
combine the rational with the intuitive. While intu-
ition Ihay be used to generate a new idea, logic and
analysis are often needed for its realization. As a re-
sult, the actions of creative people are often complex
or even contradictory. As noted by psychologist
Mihaly Csikszentmihalyi,! creative people often
combine

¢ Physical energy with a respect for rest. They
work long hours with great concentration, then
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rest and relax, fully recharging their batteries.
They view balance between work and play as
essential. ’

Savvy with innocence. They use common sense
as well as intellect in completing their work yet
remain open to experience. Creative people
tend to view the world and themselves with a
sense of wonder, rather than cling to precon-
ceptions or stereotypes. -
Responsibility with playfulness. When the situ-
ation requires serious attention, creative people
are remarkably diligent and determined. They
realize that there is no substitute for hard work
and drive themselves relentlessly when near-
ing completion of a major project. On the other
hand, when the situation permits, a playful,
devil-may-care attitude may prevail, providing
a release from the previous period of work.
Risk-taking with safe-keeping. Creativity ex-
pert George Prince has noted two behavioral
extremes in people.? Safe-keepers look before
they leap, avoid surprises, punish mistakes,
follow the rules, and watch the clock. A safe-
keeper is most comfortable when there is only
one right answer to memorize or one solution
to produce. Risk-takers are just the opposite.
They break the rules, leap before they look, like
surprises, are impetuous, and may lose track of
time. A risk-taker enjoys inventing multiple an-
swers to every question.

An imbalance in either direction inhibits
creativity. The safe-keeper lives in fear, while
the extreme risk-taker lives brilliantly —but
dangerously. Creative thinking requires a mix
of risk-taking and safe-keeping. When brain-
storming new ideas, open-ended exploration is
used: anything is possible. But, when imple-
menting new ideas, deadlines, budgets, and
feasibility become major concerns. The risk-
taker gets the job started; the safe-keeper gets
the job done.

Extroversion with introversion. When starting a
new project, creative people are often talkative
and gregarjous, eager to share insights and ex-
plore ideas. When a clear sense of direction de-
velops, however, they often withdraw, seeking
solitude and quiet work time. This capacity for
solitude is crucial. Several studies have shown
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that talented teenagers who cannot stand soli-
tude rarely develop their creative skills.

¢ Passion with objectivity. Mature artists tend to
plunge into new projects, convinced of the sig-
nificance of the work and confident of their
skills. Any attempt to distract or dissuade them
at this point is futile. However, when the
model or rough study is done, many will
pause to assess their progress. This period of
analysis and judgment may occur in a group
setting or'may be done by the artist alone. In
either case, the emotional attachment required
while creating is now replaced by a dispassion-
ate objectivity. Work that does not pass this re-
view is redone or discarded, regardless of the
hours spent in its development. In major
projects, this altérnating process of creation
and analysis may be repeated many times.

e Disregard for time with attention to deadlines.
Time often dissolves when studio work begins.
An artist or a designer can become engrossed
in a project: when the work is going well, 6
hours can feel like 20 minutes. On the other
hand, an acute attention to deadlines is neces-

. sary when preparing an exhibition or working
for a client.

¢ Modesty with pride. As they mature, creative
people often become increasingly aware of the
contributions to their success made by teach-
ers, family, and colleagues. Rather than brag
about past accomplishments, they tend to focus
on current projects. On the other hand, as cre-
ative people become aware of their significance
within a field, they gain a powerful sense of
purpose. Distractions are deleted from the
schedule, and increasingly ambitious goals
are set. When the balance is right, all these
complex characteristics fuel even greater
achievement.

GOAL SETTING

As humans, our behavior is strongly goal-directed.
Every action occurs for a reason. When we focus our
attention on a specific task, we can accomplish just
about anything. Goals help us channel our energy
and manage our time. When we reach our goals,
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4.1 Michael LeBoeuf, Imagineering, 1980

our self-esteem increases, which then helps us over-

come obstacles, And, with each goal met, our
knowledge increases. Michael LeBoeuf has dia-
grammed this effect clearly (4.1).

A Goal-Setting Strategy

Self-knowledge is essential. To be effective, goals
must be authentic. No matter how hard we try, we
can never really fulfill our potential when pursuing
goals set by others. Identifying our true interests,
strengths, and objectives can be liberating. The fol-
lowing exercise can help clarify personal interests.

1. Get a package of small Post-it notes. Working
spontaneously, write one of your characteris-
tics on each note, such as “I am creative,” “I
love music,” “I write well.” Identify as many
attributes as possible. ‘

2. When you finish, lay out the notes on a table
and look at them for a while. Consider the type
of person they describe. What are this person’s
strengths? What additional interests might this
person need to develop?

3. On a fresh stack of notes, write a new set of re-
sponses, this time dealing with the question
“Why not?” as an expansion of these interests.
Why not travel to Tibet? Why not learn Span-
ish? Why not master canoemg? Add these to
the grid.

4, Then, leave the room. Go for a walk, have din-
ner, or head to class. Let your subconscious
mind play with the p0331b111t1es suggested by
your notes.

- 6. Prioritize the notes within each category.

7. Choose one goal from each of the four cate-

8. Now, specify your goals. “I want to become a

2. Nonachievement

/ \

1. Immobllizatlon NEGATIVE 3. Boredom,

\ LOOP Depression
- 4. Feeling of /
) Worthlessness

5. Next, organize the notes into four general cate-

gories: intellectual goals, personal-relationship
goals, spiritual or emotional goals, physical fit-
ness goals. If you are an extreme safe-keeper,
add a category called “Adventure.” If you are
an extreme risk-taker, add a category called
“Organization.” Since a mix of activities helps
feed the psyche, working with each of these
categories is important. Even though spiritual,
emotional, or social development is fluid and
continuous, recognition of these categories can
contribute to effective time management.

On the top note, write “This is first because

7 One the second, write “This is sec-
ond because ./ Continue until you com-
plete the grid. Discard notes that you now
realize are unnecessary.

gories. It is tempting to choose the top goal in
each case, but this is unrealistic. Even the most
experienced businessperson can rarely manage
more than three major goals at a time. Choose
one primary goal and three secondary goals.

ONULIS WO

better artist” is too vague. Consider specific ac-
tions you can take to improve your artwork. "I
need to improve my drawing” is more specific.
“I want to learn anatomy” is better still. To

learn anatomy, you can take a class, study an

anatomy book, or draw from a skeleton. These
are tangible actions: you now know what to do.

9. Determine how to achieve your goals and de-

velop a rough timetable, listing weekly goals,




semester goals, and one-year goals. It is not
necessary to list career goals just yet. Most of
us explore many ideas during our first year of
college, and formalizing career goals prema-
turely is counterproductive. After you are
clearly committed to a major field of study, you
can add a page of long-term goals, projecting
your priorities for the next three to five years.

10. At least once a month, review your chart and
add or delete information as necessary. If you
realize that you are overextended this term,
shift one of your minor goals to next semester
or delete it altogether. This system is intended

- to provide you with a target, not to create a
 straitjacket. Make adjustments as necessary, so
that your primary goals are met.

11. If you achieve all your goals, congratulate

~ yourself— then set more ambitious goals next
term. If you achieve half of your goals, con-
gratulate yourself —then prioritize more care-
fully next term. You may have taken on too

~ many tasks and thus dissipated your energy.

Because there is always a gap between inten~
tion and outcome, a 70 to 80 percent comple-
tion rate is fine.

Characteristics of Good Goals

Challenging but Attainable

Too modest a goal will provide no sense of accom-
plishment. Too ambitious a goal will reduce, rather
than increase, motivation. No one wants to fight a
losing battle! Knowing your strengths and weak-
nesses will help you set realistic goals.

Compatible

Training for the Boston Marathon while simultane-
ously trying to gain 20 pounds is unwise, since you
will burn off every calorie you consume. Trying to
save a thousand dollars while touring Europe is un-

realistic, since travel always costs more than you ex- -

pect. On the other hand, by taking a dance class or
joining a hiking club, you may be able to combine a
fitness goal with a social goal.

. Qelf-Directed

*.svoid goals that are primarily dependent on some-
one else’s actions or opinions. “I want to earn an A
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Temporary

in drawing” is a common example. Since the grade
is determined by a teacher, your control in this area
is limited. Instead, focus on improving your draw-
ing as much as possible. This will increase your re-
ceptivity to learning and will focus your attention
on actions you can control. When you do your best
work, good grades generally follow.

Clearly Defined

We all have “too much to do.” No matter how care-
fully we organize our time, there are only 24 hours
in a day. Identifying daily and weekly priorities can
help focus attention, increase productivity, and re-
duce stress.

1. Identify your target. It may be a specific action
(such as doing your laundry) or a broader in-
tention (such as improving your knowledge of
anatomy). Specificity is important. It is nearly
impossible to hit a target you cannot see.

2. PFocus. Reduce distractions as much as possible.
If visiting friends have taken over your living
space, plan another time for socializing; then
chase them out. If you need music to improve

~ your concentration, put on an appropriate CD.
If you can’t seem to focus due to an assortment
of worries, try writing them down; then refo-
-cus on the task at hand. Getting worries off
your mind often helps.

3. Then, hit your target with the necessary force
and energy.

Set clear target dates, get the job done, and move on
to the next project. Each completed task increases
your self-confidence and adds momentum. Unfin-
ished work, on the other hand, can drain energy
and decrease momentum. If you are overloaded,
delete secondary goals, so that you can complete
primary goals.

TIME MANAGEMENT

Time management can help you achieve your goals.
Working smarter is usually more effective than sim-
ply working harder. In a world bursting with
opportunity, using your work time well can increase




the time available for travel, volunteer work, or
socializing. The following time-management strate-
gies have been used by many artists and designers.

Set the Stage

Choosing when and where to work can significantly
increase your output. If you are a lark, bursting with
energy and enthusiasm in the morning, tackle major
projects before noon. If you are an owl, equipped
with night vision and able to hunt after dark, work
on major projects after dinner. If you are distracted
by clutter, clean your desk before beginning your
workday, and tidy up your desk before you leave.
These seemingly minor actions can substantially in-
crease your productivity.

Prioritize

Use your goal list to help determine your priorities.
Note which tasks are most urgent and which tasks
are most important. Timing can be crucial. When you
pay your phone bill on time, you easily complete an
urgent but unimportant task. When your phone bill
is overdue and the service is cut off, this unimpor-
tant task becomes a major headache. Dispense with

urgent tasks quickly. Distribute important tasks-

over several weeks if necessary.

See the Big Picture

Use monthly calendar pages to record your major

projects and obligations. A calendar that is orga-
nized by months can help you see which weeks will
be packed with deadlines and which weeks will be
relatively quiet. To avoid all-nighters, distribute
Jarge, important tasks over several weeks. To avoid
missing a pivotal lecture or critique, schedule out-
of-town trips during “slow” weeks.

Work Sequentially

Many activities are best done in a specific sequence.
If you are writing a 20-page paper, it is best to start
with research, make an outline, complete a rough
draft, make corrections, then write the final draft. If
you are designing a poster, it is best to start with re-
search, make tl}ttmbnail sketches, assess the results,
make a full-size rough layout, consult the client, and

then complete the poster. It is tempting to try to cut
out the intermediate steps and move directly-to the
final draft, but this is rarely effective. With most
large projects, you learn more, save time, and do
better work by following the right sequence of
events.

Use Pa‘rts to Create the Whole

Seen as a whole, a major project can become over-
whelming. In’an extreme case, creative paralysis
sets in, resulting in a condition similar to writer’s
block. Breaking down big jobs into smaller parts
helps enormously. In Bird by Bird, Anne Lamott
gives a wonderful description of this process:

Thirty years ago my other brother, who was ten
years old at the time, was trying to get a report
on birds written that he’d had three months to
write. [It] was due the next day. . . . He was at the
kitchen table close to tears, surrounded by binder
paper and pencils and unopened books on birds,
immobilized by the hugeness of the task ahead.
Then my father sat down beside him, put his arm
around my brother’s shoulder, and said, “Bird by
bird, buddy. Just take it bird by bird.?

By doing the job incrementally, you are likely to
learn more and procrastinate less.

Make the Most of Class Time

Psychologists tell us that beginnings and endings of
events are especially memorable. An experienced
teacher knows that the first 10 minutes of class sets
the tone for the rest of the session and that a sum-
mary at the end can help students remember the
Jesson. A choreographer knows that the first 10 min-
utes of a performance can set the stage for the next
2 hours and that the end of a dance determines the
overall impact. Similarly, the wise student arrives 5
minutes early for class and maintains attention to
the end of class.

Be an active learner. You can use that 5 minutes
before.class to review your notes from the previous
session and organize your supplies. This helps cre-
ate a bridge between what you know and the new
information to be presented. Try to end the class
on a high note, either by completing a project or
by clearly determining the strengths and weaknesses
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of the work in progress. By analyzing your
progress, you can organize your thinking and pro-
vide a solid beginning point for the next work
session.

Start Early

Momentum is extremely powerful. It is much easier
to climb a hill when you are already moving for-
ward, rather than reclining. When you receive a
long-term assignment, such as a 20-page paper, start
it right away. Even one hour of research will help

focus your attention on the problem and get you

going. A slow start is better than no start!

When in Doubt, Crank It Out

Fear is one of the greatest obstacles to creative
thinking. When we are afraid, we tend to avoid ac-
tion and consequently miss opportunities. It is dif-
ficult to act decisively or pursue the unknown
potential of a new idea. Both habit and perfection-
ism feed fear. If you consistently repeat the same ac-
tivities and limit yourself to the most familiar
friendships, you will become more and more fearful
of new expetiences. If you insist on doing each job
perfectly, you can waste time on minor defects and
avoid exploring new ideas. Perfectionism is espe-
cially destructive during brainstorming, which
requires a loose, open approach. -

Creativity takes courage. As IBM founder
Thomas Watson noted, “If you are not satisfied with
your rate of success, try failing more.” Baseball
player Reggie Jackson is renowned for his 563 home
runs — but he also struck out 2,597 times. Thomas

4.2 M. C. Escher, Part of Metamorphosis l, 1939-40. Woodout in black, green, and brown, printed

Edison’s research team tried over 6,000 materials
before finding the carbon-fiber filament used in
lightbulbs.

mWhen in doubt, don't!” is the safe-keeper’s
motto. “When in doubt, do!” is the risk-taker’s
motto. Creativity requires risk-taking. By starting
each project with a sense of adventure, you in-
crease your level of both learning and creativity.

Work Together

Many areas of art and design, including filmmak-
ing, industrial design, and advertising design, are
often done collaboratively. Working together, artists
and designers can complete projects that are too
complex or time-consuming to be done alone. Col-
laborative thinking helps us break familiar patterns
and teaches us to listen to alternative or opposing
ideas.

Here is one example. Gather 20 people. Start
with a copied fragment from an existing image,
such as Metamophosis II, an 8-X 160 in. banner by
M. C. Escher (4.2). In this case, students in a design
class were provided with a 1-inch strip of the ban-
ner to create a beginning point and another l-inch
strip of the banner to create the ending point (4.3A).
Each person invented an 8% X 11 in. connection be-
tween the two strips. Buildings, plants, abstract
shapes, chess pieces, and other images were used to
bridge the gap between the strips at the beginning
and the end. The images were then connected end
to end, like cars in a train. When combined, they
created a collaborative banner, 20 feet long (4.3B).
Students had to negotiate with the person ahead of
them in the line and with the person behind them,

from 20 blocks on three combined shests, 7% X 163% In. {19 X 390 cm). © 2002 Cordon At B. V.,

Baarn, H(_)Hand. Al rights reserved.
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4.3A Examples of Escher Starter Images

4.3B Mary Stewart and Jesse Wummer, Expanded Escher Collaboration. Student work.

in order to make a continuous image with graceful
transitions. In effect, all 20 participants become
members of a creative team. Finally, each 8% X 11
in. section was photocopied and traded, providing
each person with the completed artwork. In a col-
laboration of this kind, everyone gains, both in the
Jearning process and in the sharing of the product.

Reduce Stress

Finally, good time management can help you avoid
excessive stress. When you are pushing beyond fa-
miliar limits, some stress is inevitable. Excessive
stress, however, leads to illness, anger, insomnia,
mental paralysis, exhaustion, and depression. Here
are some strategies that can help.

No Blame

No matter what happens, blaming yourself or oth-
ers is never useful. Work on the solution rather than
remaining stuck in the problem.

Keep Your Balance

A mix of emotional, spiritual, physical, and intellec-
tual activities will help feed all areas of your psyche.
No matter how significant a particular assignment
may appear to be, remember that it is only one as-
pect of your life. Taking a break can often give you
the fresh perspective you need to solve a difficult
problem. Value rest. When the balance is right, your
time off can actually increase your productivity.

Remember That Positives Attract

A creative person seeks change. Any change tends
to present a combination of obstacles and opportu-
nities. Focusing on the opportunities rather than on
the obstacles increases confidence. Furthermore, an
upbeat, positive attitude attracts other creative
thinkers, while a negative, excessively critical atti-
tude drives creative thinkers away. By assuming
that you can do the job well, you start the spiral of
accomplishment needed to fully realize your cre-
ative potential. Accentuate the positive!
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SUMMARY
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Creativity and design both require new combina-
tions of old ideas.

Creative people are receptive to new ideds, are -
curious, have a wide range of interests, are atten-
tive, seek connections, and work with great
conviction,

Creative people combine rational and intuitive
thinking. While intuition may be used to gener-
ate a new idea, logic and analysis are often
needed for its completion. As a result, the actions
of creative people are often complex or even
contradictory.

Goals you set are goals you get. Establishing pri-
orities and setting appropriate goals will help

Cultivatingl Creativity

you achieve your potential. Good goals are chal-
lenging but attainable, compatible, self-directed,
clearly defined, and temporary. Deadlines
encourage completion of complex projects.

Creating a good work area, completing tasks in
an appropriate sequence, making the most of
each work period, maintaining momentum,
and reducing stress are major aspects of time
management, :

Collaborative work can help us expand our
ideas, explore new fields, and pursue
projects that are too complex or time-
consuming to do alone.




