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Introduction

This paper in another in the series of papers I write and share on my website to extend the thinking put forth in The Art of Quantum Planning.  Readers of the book will understand my basic approach of studying and using ideas from quantum mechanics as metaphors and tools for thinking and strategic planning.  As I mentioned in the book, I have a healthy respect for the complexity of quantum physics (as Niels Bohr has stated, “Anyone who is not shocked by quantum theory has not understood it.”).   I continue to read widely on quantum theory and this paper emerges from my good luck of finding David Bohm’ book, On Creativity, in a local used book store (Moe’s on Telegraph in Berkeley, great store!).  The book was published in 1996, with editing by Lee Nichol; and it contains Bohm’s essential thinking on the creative process within the human mind.  Bohm draws amazing parallels between the search for truth in science and art.
David Bohm was widely acknowledged as on of the greatest physicist of the 20th Century.  He was a Fellow of the Royal Society and Emeritus Professor of Theoretical Physics at Birbeck College, University of London.   He was the author of many articles and books including: Thought as a System, On Dialogue, Causality and Chance in Modern Physics, Wholeness and the Implicate Order, and The Undivided Universe (with Basil Hiley).  Lee Nichol is a freelance writer and editor who worked with David Bohm on two of his books.
As I worked through Bohm’s book my process-thinking mind was working in the background.  One of my life goals is to take the ideas from great thinkers in physics and convert them into useable tools for the average person who might be running an organization or business (again as mentioned in the book, so we can create the organizations of the future that will make all of our lives better).
This paper will be divided into two sections.  Section 1 will set forth some of the core points Bohm makes about creativity and put them into two frameworks I have created.  Section 2 will make some suggestions on process steps for using the frameworks to support innovative thinking in a group context.  
I am focusing on a group process because I find so often that creativity is commonly thought of as one person (like a Bohm or Steve Jobs) sitting off in a corner deep in thought who gets a sudden flash of insight.  Indeed it often does work this way, but I feel there is a future in properly structured group creativity.  The current approaches to “wisdom of the crowds” and “crowd-sourcing” are suggesting such.  In the age of social networking, some forms of innovation and creativity are possible outside the sole genius or star model.  Section 2 will explain some process ideas which I think can add some much needed structure to what I see as a less than truly innovative thinking in the emerging crowd-sourcing arena.
What is Creative and Genuinely Innovative?

In my book in the concluding chapter entitled Change, Creativity and Innovation, I include the following figure and statements.

Figure 1
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From my book there is the following.
“What I see is illustrated is a system in balance until something new enters, which causes change and the rebalancing.  The change can be either a shift in the broader environment or an exogenous catalytic event.  As one of more components in the system interact with and process (or integrate) this new thing creative ideas begin to flow, and, through their expression balance is reestablished (pages 125-126).

From David Bohm there is the following.

We begin to see the meaning of the question by asking first: “What is characteristic of the results of creative action, i.e. the scientific theory, the work of art, the building, the child who has been rightly brought up and educated, and so forth?”  Here we must distinguish between the occasional act of penetrating insight and the discovery of something new that is really creative.  In the latter, I suggest that there is a perception of a new basic order that is potentially significant in a broad field and rich field.  This new order leads eventually to the creation of new structures having qualities of harmony and totality, and therefore the feeling of beauty.

So to sum up we may say that quite generally, in a creative act of perception, one first becomes aware (generally non-verbally) of a new set of relevant differences, and one begins to feel out or otherwise note a new set of similarities, which do not come merely from past knowledge, either in the same field or in a different field.  This leads to a new order, which then gives rise to a hierarchy of new orders, that constitutes a set of new kinds of structure.  The whole process tends to form harmonious and unified totalities, felt to be beautiful, as well as capable of moving those who understand them in profoundly stirring ways.

The essential point that both Bohm and I are arguing is that creativity results in something genuinely new, a new perspective and one which leads to a new way of doing things that comes about through integration of the new into the existing and potential developments.
Bohm dissects the process of thought by using some contrasting notions.  One is mechanical thinking (simple, orderly, and about what is strictly observable) versus conceptual (open, encompassing the whole, and inclusive of and beyond the strictly observable).  He also observes that the human mind likes to divide perception into what is familiar (or what we are comfortable with generally based on past experiences and patterns) versus what is different (outside of our norms).  This allows the creation of the matrix tool below in Figure 2.

Figure 2
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The matrix above suggests that people are most comfortable on the right side of it.  Bohm points out that children mature from the bottom to the top of the matrix (simple tactile and mechanical things we are familiar with on to using that experience to think conceptually).  When people encounter something different they learn by using what is familiar as a starting point.  We understand it when it on the basis of being like something else.  A completely new and different experience in the tactile or mechanical space is initially a shock and then we incorporate it (a child learns that something are hot versus cold).  As we mature we are able to work our way through conceptually new ideas that we initially do not understand, and through experience and examples we are able to incorporate them into our comfort zones (e.g. moving from a benevolent dictatorship in the family to participating in a democracy as a citizen).  What Bohm emphasizes is not the rigidity of this matrix, but that within the mind there is movement among the quadrants or zones in the thinking and learning process.  In the thinking process this movement can go in any direction at any moment and at amazing speed. [Some scientist suggest, for example in the movie What the bleep do we know, that the brain is a quantum device and can literally occupy several quadrants of this matrix at the same time, but that is another whole interesting conversation.]  I will suggest below in Figure 3 a path through the matrix that seems typical in my experience.
Figure 3
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Drawing on Bohm, I see the steps above as the elementary steps involved in the creative thinking process.  In step 1 there is a discomfort that ignites the process.  But, I don’t want to lock down here as Bohm suggests that within the mind this route and others might be going on during the thought process.  I can imagine for example cycling between steps 1 and 2 (with the mind questioning how different is this?).  I can imagine cycling between steps 3 and 4 with multiple frames being in the mind at once and being tested at light speed.

As I read Bohm, it is the movement through steps 3 to 4 that are most difficult for most people to make because of the social context in which we all live. I think his definition of creativity fits with the movement from steps 3 to 4, as it is where transformation occurs. Once the movement from steps 3 to 4 is complete whole new structures of thinking and perceiving emerge.  Bohm says the following.

Evidently, creation of this kind has been fairly rare.  In the whole of human history, perhaps only a few people have achieved it.  Most of the rest of human action has been relatively mediocre, though it is interlaced with flashes of penetrating insight that help to raise it above the level of mere humdrum routine.  The reason is that creative work requires, above all, a creative mind.  And, generally speaking, what we learn as children, from parents, teachers, friend and society in general is to have a conformist, imitative, mechanical state of mind that does not present the disturbing danger of “upsetting the apple cart.

Bohm also makes an important point about the movement from step 1 to 2 related to the nature of the inquiry.  The creative process is not for petty aims.  Bohm states the following.

This kind of action of the creative state of mind is impossible if one is limited to narrow and petty aims, such as security, furthering personal ambition, glorification of the individual or the state, getting “kicks” and other satisfying experiences out of one’s work and so forth.  Although such motive may permit occasional flashes of penetrating insight, they evidently tend to hold the mind prisoner of its old and familiar structure of though and perception.  A genuinely new and untried step may either fail altogether or else, even if it succeeds, lead to ideas that are not recognized until one is dead.

Building on this, I want to suggest that genuine creativity is based on an honest question with an honest intent.  In science these questions tend to be about the nature of reality.  Bohm calls these deep, fundamental and all-embracing questions versus those that are narrow, petty and with limited purposes.  [Unfortunately once brought into reality any good idea can be used for destructive purposes.]
For organizations the equivalent high quality and honest questions I see tied up in their core visions and missions.  What is the nature of how (or why) the organization, through the provision of its services or products, is trying to change the reality of our lives?  Questions that have an anchor in that arena are more likely to drive the kind of creativity and genuinely new thinking Bohm advocates. (More comments on this in Section 2.)
Before making suggestions for applying the framework described above, there is one more concept from Bohm that will be helpful: his concept of a thought and its key components of content and function.  Quite simply if I say, “I love you.” There is both the content of what I am saying and its function.  The content expresses acceptance, caring and support.  The function of the thought may be to build a relationship, a connection and a sense of comfort.  Again to Bohm, he states the following.

We thus emphasize that thought and perceptions that guide action, along with feeling and urges that constitute the motivation for such action, are inseparable aspects of one whole movement, and that to try to regard them as separately existent is a form of fragmentation between the content of thought and its overall function.

There is a lot that can be derived from this statement; however I want to draw from it one important point relative to creativity—a test for the full expression of a creative idea must integrate both content and function.  In my book I state that, “An idea literally becomes a good one when it gets actualized within the context of a society’s values.”  Raw ideas are just content.  Values lead to and underlie function.  Creativity is thus not a dry exercise, but one that is “wet” with perspiration and inspiration.  Functions spring from the content of a genuinely creative idea. There is a feeling of not being able to wait to apply it and see how it works in the real world.  Einstein’s theories are still generating experiments!
In summary, I derive from Bohm a hierarchy of creativity that is shown in Figure 4 below.  Read from top to bottom: the new insight gets moved into applications as we understand the domains in which it might work (by understanding it limits and constraints); the structural implications apply to what we already know; and this leads to experiments to confirm applications in the real world.

Figure 4
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I note from this hierarchy that very often the kind of creativity sought for in organizations is at the bottom layer and tactical in nature.  This kind of creative innovation is what Bohm would call simple, as it emerges from applying known patterns.  An occasional insight might occur, but genuine creativity is arrived by working through the steps in Figure 3 which lead to the new ideas at the peak of the hierarchy.

Most of what I see in the emerging arena of crowd-sourcing is just that kind of bottom level creativity in which patterns are compared to see what looks different.  From what I have seen the emphasis is on quantity of inputs (via use of social network applications) which are then filtered.  Filtering (regardless of how different the filters may be) is at its core a pattern-finding process.

Process Applications for Team Creativity
Very often the success or failure of an effort can be tied back to the initial steps. For example, I know that in scenario planning projects the “organizing or focus” question which anchors the work from beginning is vitally important.  It keeps the group from straying away into the weeds that have nothing to do with the key strategic decision being made or the key uncertainties which need to be addressed.  Returning to Bohm’s idea of deep and embracing questions, I think this argues for the anchor question in creative thinking to be thought through as well. 
My experience in working with groups in scenario planning and arriving at focus questions to drive that process has taught me that the focus question has to emerge from the group.  Member of the group have to wrestle with it and feel that it is right.  There are some guidelines for scenarios.  In Figure 5 below are some suggested guidelines for deriving anchor questions for genuine creative thinking. 

Figure 5
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Drawing from the Figures 4 and 5, I believe the questions that anchor creativity need to relate to the nature of what is real in the world (or in the market environment of an organization).  Good questions that drive creativity in an organization must connect to its core vision. As an example, from original vision of Apple Computer Company was “a computer in every home.” In light of the suite of products Apple Inc. now has available in the market I can see how this vision has been brought into being through a wide range of products that meet a wide range of personal needs in an easy and beautiful way.  I can imagine how holding this vision of a “computer in every home” could continue to drive innovation and creativity as new ways were arrived at to meet the needs of people at home.  There is a sense of a whole and all-ness in that vision.  Content and value merge easily.
With the anchor question settled upon, a process which uses the steps in Figure 3 can proceed.  The group can be facilitated to address the following questions.  As this will be a learning process, the results of each step should be captured. Cycling back and forth through the steps will be valuable in getting good results.   The process should be allowed to be a little sloppy, like creativity in nature!  With the anchor question in hand, here are the process steps and the key questions for the group:

1. What are we comfortable with as it relates to the anchor question?  What are we uncomfortable about as it relates to the anchor question?  Where do we observe a lack of fit in the environment (or market)?  (This is equivalent to living in the zone of Step 1 in Figure 3).
2. How are we experiencing this lack of fit in the real world or in our markets?  What problems does this create?  What opportunities might be available if we were to arrive at creative or innovative new ideas?  (The group is living in zone 2 of Figure 3).

3. What are the existing frames, metaphors, assumptions and stories around the way we currently experience the anchor question?   What might be some new frames? [Here using the ideas in the Art of Quantum Planning will help spur thinking toward new metaphor and frames.  Getting out of duality will be a good first step.]  Capture the new ideas in an open and non-judgmental manner—stay open.  Nurture any new ideas and cycle back to results in step 2 as needed.
4. Prioritize the new ideas and concepts by assessing the expansiveness of the domains in which they might apply. Consider what limits or constrains the new ideas.  Those with the least obvious limits or constraints should be ranked the highest.  (This is cycling between zones 3 and 4 in Figure 3).

5. Brainstorm potential experiments to test and apply the new ideas.  Create pilot programs and move ahead on the most promising.

In conclusion, I want to acknowledge that many organizations will not be patient enough or willing to apply what I am suggesting.  The perceived need for and false belief in the efficiency of speed will simply kill any chance for real creativity in many organizations.  Many organizations will not have the patience for the cycling and learning-forward process involved in creative thinking.  Therefore, they will be stuck with paying premium for it by acquiring other organizations which have made the investment in time and sweat.  I hope this article can help the patient and investing organization (and individuals) move more systematically and creatively.

Gerald Harris

October, 2010
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