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Tapiz w__/ 7" uhat is digforont about Smectics

Synectics is different from other procedures because Lt was developed
and tested .in the cowrse of wornking on several thousnd problems. We were
a group of inventors and we wanted to know what made us successful when
we wene and what caused us to fail when we did. We tfape-reconded all of
owr inventing sessions. 1§ we were productive we could retrace our actions
and §ind out why. We began to teach othen people what we were Learuiing
and this jonovided us with a stneam of managens with neal problems. As
we studied the actions of the finst few hundred meetings, we formulated
hypotheses about the creative process and what made it go. As we tested
and nefornmulated using the next thousands of meetings oven the next fifieen
yeans we slowly evolved the Synectics body of knowledge. This consdists
0§ a teterETheunyadsprines a Aenies of strnategies fo help people get
new Lideas; a fLow chart that is designed to Lead people to do what they
are inclined to do anyway; a detailed undenstanding of the dynamics of
a meeting and a set of sRILLA Lo keep those dynamics working towarnd suce-
ess. .

\,_,,,__.___—---"—'“- Some. discoveries from our research

Fon practical purposes, everyone has great potential for developing

good ideas--fon being creative. Most of us get ideas whenever we believe
we need one. Few of ug hnow how we do Lt. Most of us use only a graction
0§ oun idea-getting (apegPility because we fail to spot opportunities and
problems. We Loo offten assume "I can't do anything about that" on we settle
fon the §inst option we think of even though it is not saltisfactony.

The key element in fosterning creativity 48 climate. The individual's internal
climate~how he 45 feeling about himself-determines how much of his creative
potential he wilf use. Threat of any kind reduces productivity.

The Langesit problem in group problem-so0lving is competition. 1§ one e
Ampontant member of the group is competitive, it s catching, Like the {eu.

A competitive ghoup €an be creative and sclve problems, but a coop-
erative téam will do s0 more neliably, faster, often with greatern novelty,
and with much mone satisfaction all around. :

The efficiency and productivity of a ghoup begins Lo decline when the
ghoup s4ze goes over seven. '

The "devil's advocate" nole 48 a popular one becauwse Lt is safe for the
advocate. As a procedure for developing strong ideas, At wonks. There
are far more effective procedunres. D

One outspoken negative member can dwaﬂlg destrnoy the effectiveness of
ang group. §
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A chainperson cannot Lead a ghoup Lo operate at more than 25—%0% 0§ potential
unless he has process ground rules and the group agrees to abide by his
process decisions.

Most of the actions that sap the eﬁﬁectivana&a%;?g&oup ane invisible--
hidden behind zhe usual behavioral noise that we are used to.

A welk intentioned group of over four people can work-- but at about half
thein potential compared to thein being Lead by a knowledgeabfe chairperssn.

Individual and group effectivencss depends as much on willingness to beifd
on beginning ideas as on ability Zo get beginning ideas.

Most, if not all, strong ideas are built, they do not spring full-bLoun
grom the head (even of Zeus).

The reason commitiees are such poorn producers is that they do not know
how to tuan themselves into teams.

Teamwonk depends upon everyone getting his on her share of the action--and
no one Losing.

The most eﬁﬁectiue'team Leader is one who is temporany. Each team
member takes hen on his twmwn.

Even a Leam can produce only when each of its members is using hen potential.
How much each wilf use depends upon:

1s Eéducing internal punishment forn wrong on approximate beginning
eas.

2. Enlanging tolenance fon the beginning ideas of othens.

3. Developing wanmth and appreciation for the approximate thinking
of hersel§ and othens.

4. Leaning to wish fon the impossible.
5. Making natural negativity into a moxe constructive fonce.
6. Relearning to image with the mind's eye.

7. Llearning open minded Liéténing (this 48 a three step procedune:
~ Listen-paraphrase-pro/con evafuation).

8. Leawing to nestrain the impulse to make definitive evaluative
fudgments until it is appropriate, .

9. learning o relax and use natural idea-getting strnategies.
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ment fon inials that do not wonrk.

11. Learning to credit interesting thinking (in self and othens)
whethern it works orn not. :

12. Getting 4in fouch with the value of attending to intuitive
geelings

13. Developing wiklingness to Live with (temporarnily) the anxiety /tf'
goes with the confusion, uncertainty, and wrongness that accompany
creative thinking and Learning.

14.Developing a willingness to fump to wwarranted conclusions.

15.Understanding deeply that the nisks in speculative thinking are
not dangerous.

We are persuaded that every activity that we have observed that helps a
team %o be more effective has significance for the individual working
alone.

Each of these discoveries, all of which are interr ed, Led us to expen-
Ament with procedures that would help participants in ways that enhance
thein own and otherns creativity. Actually, we mosi ogten developed the
procedure begore understanding the underlying dynamic. We had open-minded
Listening before we knew that it encowraged a number of neactions that help
people Zo be more creative.

Anothern significant discovery was that there are three well defined noles
played in every meeting. 1§ we want fo make a meeting work to its full
potential we must clarify who i85 playing what nole, and what are the nesp-
onsibilities associated with it. The three:

Fiwt, Leaden, who i 4in charge of process and interactions. The
kind of decisions he makes are: When to move from problem definition to
goal settingto idea getting to evaluation, who has the gloon. 1§ the actions
0f a team member are neducing the effectivencss the Leaden uses her shiffs
to modify those actions without Losing the member.

Second 45 the Client. He on she owns the problLem and will be Ample-~
menting any possible solutions developed. The kinds of decisions she makes
are: What is the probLem, we have enough on this didea, this 48 my open
minded nesponse to this idea, here is where 1 need help

Thind is parnticipant. She is present to give ideas and buifd on
those of otherns. The decision she makes is whether on not to come fo Zthe
meeting. 1§ he does come, he agrees to abide by the decisions of the
CLient and the Leader. By making nesponsiBilities clear we reduce zthe
waste of wornking at cross purposes. '

These are thz examples of the sont of undenstanding that has come out of
our researnch. Obuiously the whole body of knowledge wont §it here. Pon- _
haps the greatestpbetween Synectics and other systems is that we focus

a Lot of enengy on behavion-both between membeoss 0§ the team and internal.
We have many procedures for getting speculative problem definitions
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(sounds odd, but it proves valuable), speculative ideas, and speculative
building; a different kind of procedure, also in contrast with most other
systems,is aimed at transforming disagheements, competitive actifls, and
defensive maneuverns into constructive contrnibutions. A

The fact is that any system will work if At gets membens o use theirn
potential. No sysiem will work Lf members dont use theirn talents consti-
uctively. ,

Based on the knowlfedge that we have developed, we have designed eight
senvices that have proved effective:

Problem Labonatony.

Practically every company has in its people all the expenience, expertize,
creativity, enengy, and motivation to solve %Z problem on take advantage of
any oppontunity that interests it. They do have trouble getting the night peopfe
togethen Long enough and keeping everyone on track. Owr Problem Laboratony

is designed sothat when the selected people (usually a group of from 5 Lo

10) come—to—Cambridge they are able to bring Lo bear all theirn talent in an
efficient and productive way. A Problem Laboratorny is quite different grom
"going away for a couple of days and batting it around”. Fon example, ihe
finst halF houn is spent making visible to the participants the acti
interactions that increase the paobability of success. The west—treet:

ourn staff helps the individuals get thouroughly in touch with thein creative
thinking muscles. Then we spend the nemainder of the iwo on three day session
nunning a series of hour-Long meetings using all the shills in our nepertoire
with a single purpose: Lo stimulate the group to become a feam that focusses
all its enengy and creative power on inventing previously unthought of options.
These teams seldom fail.

Technofogy thansgern/Technology Utikization Laboratony

That Tidy Zabel capfunes The purpose of anothern service. Many companies have in
thein nesearch Labs expensive technology that somehow missed its oniginatons
drneam and hit a target apparently non-commercial. One format of the TT/TU
Laboratony helps the team invent commercial uses for this technology.

A second format helps form a team of iwo groups that have trouble Listening to each
othern eg. neseanch and sales. The task of the temporany team is to take )
the technology that belongs to one ghoup, say reseanch, and thansfomm it o
become a property that the team jointly owns and can wholeheartedly develop.

Opportunity Review Laboratorny

A project on product manager L5 quite often a one man or woman composer of
plans. He consults his trhoops and his boss, has meetings with them, but

the wiiting of the plan tends to be a fLonely job. This Laboratony is a heview
of the plan by the impLementing group. 1In a iwo on three day period they become
teamplayers and use their synengized enengy to multiply by invention the impact
of each element of the plan. For the product managern of a major brand, orn even

of a minor one, the Opportunity Review Laboratory is an inexpensive Zook to
Levenage the investment in a brand.
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Teambwilden :

Fon two fo seven days the group that wishes to become a team works on their
neal RLife opportunities. We televise the procedings and every hour ot 40

use the instant playback Like Vince Lombardi to make visible the actions that
promote synengy. In the seven day version good team play sRiLLs become inter-
nalized. 1In the two day model the usefulness of team play becomes evident and
individuals can work on thein own Laten to masiten the skills.

The Basic Cowwse Ain Creative Problem Solving
Is a f4ave day experience designed fo neestablish §inm connections between the self -
an individual is now and the creative thinking operations that have probably
been to some degree repressed since Late childhood. The participants also
examine the actions that determine whether a ghoup wornks as a cooperating
Leam on as several competing individuals. Each person practices the skills
nequired to make a team out of a group.

The fonmat, not sunprisingly, is built around problem so0lving sessions which
are televised. Participants use neplay to Locate opportunities to invent more
effective ways to operate.

Workshops- One hour to one day
We use vartous behavioral inventions of Synectics to help participants re

expe/iience thein own springs of orniginality. In addition we seek £o make visible
the interactions that make creativity begin on not.

Design of Effective Meetings
We consull with people who are managing meetings to help them design and
execute the meeting to produce the nesult they are aftern. Oun involvement

can be only advisory, ourn professionals will conduct the meeting, on anything
in between.

Progessional Meeting Leadens
We provide chairpersons who are skilled a running effective meetings.




