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Altered:

adjective

1. Changed;

2. Not the same as it was before.






Perspective:

noun

1. Artist's method for depicting 3-dimensional
subjects using a 2-dimensional medium;

2. Point of view. Determines what can and cannot
be seen.
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 Chapter
1. Introduction

"The significant problems we face cannot be
solved

at the same level of thinking we were at when we
created them."

Albert Einstein

A recurring theme I hear in discussion with
clients is that they find themselves in a quandary. Their
traditional markets are no longer a safe haven. Economic principles
they have relied upon throughout their careers seem to have been
swept away leaving a chaotic muddle of perplexing demand, supply
and price combinations. Whole industries can arise out of nothing,
attract capital without having a value proposition, and vanish
overnight. Remember the dot-com craze?

Peter Drucker has been holding up innovation as
one of the core functions of every business for many years. In
Managing for the Future (1) he goes further, flagging a drop in
a company's standing as a successful innovator as the single most
reliable indicator of imminent decline. On a grass-roots level, it
has become cliché to say that businesses have to do more with less.
While that may be true, it is clearly not enough. It is no longer
sufficient to be disciplined, controlled, reliable, and
predictable. It is not adequate to be outrageously creative and
innovative. We need to be both at the same time.

The books in the Hasley innovation series
address this paradox, combining the breakout power of innovation
and the boundless energy of creative thinking with the discipline
and control of a rigorous problem-solving methodology. The series
includes:

Problem Solving: Innovation in Five Simple
Steps A detailed description of the most effective and
efficient problem-solving methodology we have found. The overall
problem-solving process is simple and easy to remember—which is
important when you set out to drain a swamp and find yourself
surrounded by alligators. Each of the steps is clearly explained in
terms of what needs to be done and how it relates to the steps
before and after it. The critical transition points (at which the
management style needs to shift gears) are pointed out and
explained. This book also includes a guide to detecting and
correcting the most common patterns of failure in projects launched
to solve a problem.

Anchor Management: Letting Innovation off the
Leash Explains the concept of anchors—the barriers that prevent
creative or innovative thinking. Every individual's thinking is
"anchored" to the world they are used to, which blocks them from
seeing new and different possibilities. There are many types of
anchors, and they are not all created equal. Some are even
beneficial. De-anchoring techniques are included to facilitate the
creative process of generating new ideas and possible solutions.
The re-anchoring process is also covered, to help weed out the
impractical ideas and focus on those with the potential for
successful implementation.

Altered Perspective: Search Strategies for
Innovators and its companion volumes contain practical
"ideation" tools that problem solvers can use to expedite their
search for new and innovative solutions. The concept of Altered
Perspective is all about finding a fresh viewpoint, from which we
can see our way clear to a different solution. Each volume includes
methods for use with groups as well as personal techniques for use
by an individual working alone. The methods presented are based on
successful experience by Hasley consultants and include the results
of our lessons learned for optimizing the effectiveness of each
method.

In a world where the only constant is change,
innovative problem-solving lies at the heart of every successful
business. In a world where the biggest change is change itself
(because the rate of change keeps increasing) the ultimate
competitive advantage is to be the most innovative and creative
problem-solver.

As a business leader, you have a vision for the
future of your organization. If your experts are spending a lot of
time explaining that you can't get there from here, they need to
blaze a new trail. You know they need to get outside of whatever
box they normally live in. They probably know it too—although they
probably find the prospect much scarier than you do. The question
is "How?" The answer is to get a different point of view on the
problem, which is what we call Altered Perspective. But this is
jumping the gun a bit.

The first hurdle to pass is the idea that a
problem is a bad thing. A problem is any situation that calls upon
us to make a decision and take action. In that context a problem
could be an opportunity to be seized, a risk to be avoided, a sale
to be closed, or a cost to be reduced. So the only bad kind of
problem is an unsolved problem.

There is a time-honored five-step method for
problem-solving. Define the problem. Generate lots of ideas for
possible solutions. Choose the best solution from among the
alternatives. Implement the chosen solution. Use the implemented
solution to produce the intended benefits. And it often fails
spectacularly.

Executives in every industry are painfully
familiar with the experience of seeing projects framed to address
key business problems and launched with great fanfare, only to
deliver mediocre results. If the problem-solving process is so
simple, why is it so unreliable?

There is a litany of possible reasons when
problem-solving falls short of expectations. Post-mortems on failed
projects often focus on factors such as over-sold products and
services, insufficient resources, inadequate skills on the part of
team members, and poor project management. However, these may be
secondary issues. There is a frequent root cause that is typically
treated like the elephant in the room (everyone knows it is there,
but no one dares to name it for fear of attracting its wrath). What
if the solution we were trying to implement simply wasn't a good
enough idea in the first place?

The weakest link in the problem-solving process
is the decision-making stage. In my experience the middle step in
particular is frequently executed very poorly. It may be glossed
over with mere lip service. Sometimes it is simply ignored
entirely.

An enormous amount of energy is often invested
in the selection step. It is almost as if exhaustive effort to
compare will somehow compensate for having a weak field of
contenders. We bring all manner of quantitative analysis to bear in
an effort to prove that the best option has been selected. However,
this is only the best of the known alternatives. It may not be the
best that we can do. It may not even be good enough. The sheer
weight of analysis can have the effect of a smoke screen, obscuring
the fact that we have jumped the gun, skipping over some of the
most important steps.

The material I studied as an MBA student
reflected this emphasis on the selection of the best option, as
opposed to a broader approach to problem-solving as a whole. For
example, texts by authors such as Huber (2), Raiffa (3), and
Humphrey (4) tell the student that the identification
of multiple options is of extreme importance. But this observation
may be addressed in a section of a single page or less, while the
rest of the text is devoted to the detailed elaboration of many
techniques for comparing the known options. We were taught a vast
array of methods that apply to the analysis and evaluation of
options, and required to apply these in case studies again and
again. We were not exposed to any tools at all for generating
options. We were certainly never challenged to defend our
recommendations on the basis of what measures we had taken to
search for alternatives. It must be acknowledged that the work to
identify options is very difficult to undertake, and even harder to
evaluate subjectively. However, that is a poor excuse for ignoring
it. Developing the skills to generate a rich and creative set of
options would be of tremendous value to business students. Even to
gain an appreciation for the difficulty of creating a wide range of
viable alternatives would be a considerable benefit.

Sometimes the search for solutions appears so
daunting that people can't even enter this stage. They get stuck on
defining the problem. They complain about it. They commiserate with
each other about how bad it is. They criticize management for
failing to solve it. Then, instead of starting to work on
identifying solutions, they circle back to complaining about it,
and go around the loop again.

Finally, in more mature organizations there is
often a clear and well-understood process for problem-solving which
generally follows our five-step process. However, even in these
organizations it can be frustratingly common for projects to stray
from the original goal as they proceed. Post mortem reviews are not
always independent or unbiased. They often conclude that the
extensive changes that diverted the project were necessary. But
doesn't that show that the implementation project launched before
the solution design was ready for prime time?

So the process can go astray in at least three
ways—entering the analysis and comparison step too soon, never
getting past the problem identification step, and losing focus on
the goal after making a decision. In all three cases, the trouble
may be traced back to weakness in the process for generating
options. Someone failed to spend enough time and energy at this
stage. They didn't generate enough options, or moved on before they
found a good enough solution.

Do any of these scenarios sound familiar? If so,
the bad news is you are in good (at least plentiful) company. The
good news is that it does not have to stay this way. There are
tools for breaking down the barriers and keeping the process on
track.

Altered Perspective explains specific tools and
techniques that can be used to find more and better solutions to
whatever problem is at hand. Consequently, the second step in the
problem-solving process is the primary focus of all these methods.
When this work is done with a truly open mind, it often causes us
to see the problem itself differently, and may well lead to a
change in the actual problem statement. The latter steps in the
problem-solving process, from "Selecting the Best Option" onward,
are not addressed in this book.

Altered Perspective is intended to be a
practical guide to the methods for creating new ideas and
discovering new possibilities. To ensure it is a complete and
self-sufficient treatment of the subject, it includes an
explanation of how and where these techniques fit into the larger
problem-solving landscape. In addition, there are several other
books with related content, which may be helpful in applying the
techniques to best effect. The Power of Paradox provides a
general overview and explains the principles and concepts involved.
It is written from a more philosophical perspective. Anchor
Management delves more deeply into the obstacles to innovation,
including their causes, characteristics, and of course how to
address them. Problem-Solving: Innovation in Five Simple
Steps explains the overall process, how an organization can
establish an innovation-friendly environment in the workplace, and
the range of management styles needed to move successfully through
the full sequence of steps. Innovative Problem-Solving for the
Project Manager focuses on the specific challenges of keeping
the solution implementation on track after a decision has been
made.

Altered Perspective is specifically about the
creative idea-generating part of the problem-solving process.
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 Chapter
2. The Concept of Altered Perspective

"O wad some Power the gift gie us

To see oursels as ithers see us!"

Robert Burns

Let's say we have a serious problem to solve,
and we are looking for a really innovative solution. We need to
think of a new and different approach. But how do we go about
thinking new thoughts, having new ideas, finding fresh
possibilities? The answer, in essence, is—Altered Perspective.

Business and management literature since the
1950's has stressed the importance of thinking openly and
creatively, to generate a
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