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Abstract 

lateral th.i.nkin:J has l::1ecc.:Ine an important topic in business ani one of the 
apparent solutions to the dilemma of ac:quiring lOOre creativity in the 
organisation has been to train employees in lateral th.i.nkin:J. '1h.is study had 
three objectives. To determine wh.ether delegates atten:li.ng lateral thinking 
training acquired lOOre lateral thinking skills ani knowledge than those without 
this training. To detennine whether lateral th.i.nkin:J training impacted on 
style of thinking ani to determine whether preferred styles of thinking 
facilitated. the acquisition of lateral th.i.nkin:J skills. 

An experimental group was trained in lateral th.i.nkin:J. SUbjects were tested on 
their lateral th.i.nkin:J skills before ani after training. SUbjects were also 
tested. to assess their cognitive style before training ani six lOOnths 
thereafter. A control group was tested in a similar fashion. 

'nle pre- ani posttests were analysed. A significant improvement in lateral 
th.i.nkin:J skill was found in the experimental group but no similar c.harge was 
abse:rved in the control group. 'lbere was no charge in the the cognitive style 
of either the control or experimental groups as a whole. 

'nle conclusions fran this research are that lateral thinking training is 
effective in teaching lateral th.i.nkin:J skills ani techniques but that these 
skills ani techniques do not impact on cognitive style. In:lividuals with an 
innovative style of th.i.nkin:J seem to learn lateral th.i.nkin:J 100re readily. 

'1h.is suggests that strategies for training ani developnent concemed with 
improving creativity should not focus on improving the in::tividual's way of 
th.i.nkin:J, but should focus on situation specific needs, training in::tividuals in 
the skills needed to deal with these circumstances. 
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CiAPI'ER I 

:rm:roOOCI'ION 

'Ibis study was pranpted by the efforts of a multinational cc::anpany to increase 

the level of "innovation" within the organisation. As in :many large COIT(pal1ies, 

the term innovation was never specifically defined. and was used ~eably 

with "creativity" when refe:rrin;J to those behaviours which initiate chang'es 

which the organisation desired. 

'!he organisation IS ooncems about innovation had g:r:c:Mn as c:::anpetition for mar­

ket share increased. and the growth rate of:many of the traditional markets in 

which the organisation had an interest, began to decelerate. '!here appeared to 

be two broad strategies which would lead to the growth the cc::anpany wanted. one 

was to embark on a programme of acquisitions, a oostly process, the sec:ond was 

to launch new p:ro::lucts which would devel~ into market leaders. However I 

neither strategy ~ to be progressin;J at the rate that was desired. 

In its search for sare method of acceleratin:j progress, the canpany chanced 

upon Pinchot's (1985) concept of intrapreneurin;J, an approach to e:ncouragin;J 

managers to use entrepreneurial skills within a coqlOrate environment. It 

appeared to be the missin;J link. In an effort to ensure that intrapreneurin;J 

:behaviours were maximi.sed thraughaut the worldwide organisation, executives 

were directed to set at least one intrapreneurin;J oojective in their annual 

objective settin;J process. 'Ibis directive resulted in much activity which, at 

least at face value, appeared to foster intrapreneurin;J. 
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one programme that appeared to be related to i.nnavation ani intrapreneuring was 

lateral t.hinking. '!he ccmpany had two instructors trained. in lateral thinking 

ani began offering lateral thinking trai.ninq to almost any group or i.n::tividual 

who requested it. '!he ~ was not focused on any particular cate;;rory of 

eJlQ;)loyees, nor was the:re any specific organisational goal which was to be ad­

dressed. 

After sane m::mths ani considerable costs in travel alone, debate began to 

e.me::r:ge as to the efficaC}:" of lateral thinking trai.ninq. Many of those who were 

trained. seemed to fin::i the process valuable, while others believed it to be 

p.lrely academic. However, the:re was no systematic evaluation of the trai.ninq 

which cc:W.d substantiate or negate either argument. 

It l::lecame clear that wnat was needed was to determine the precise value of 

lateral t.hinking trai.ninq ani how it might be best eJlQ;)loyed. 
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CHAPrER II 

1.be Il\'p:)rtance of Initiating New Responses within organisations 

1.be individual's ability to initiate new response patterns which result in new 

ideas, new products or new :methods, is of critical importance to organisations 

which function in a OC'lIl'petitive environment. 

Maption-Innovation theo:ry (Kirton, 1976) suggests that this behaviour is the 

product of an aspect of personality which is relatively stable am hence not 

easily affecte::l by acute interventions such as training. De Bono's theory of 

patte.rnirg systems (1967), p..u:ports that human cognitive functioning which 

inhibits the generation of new ideas am the implementation thereof, can be 

overcome ~ learning am awlying lateral t.hi.nkin:J. 

'!his enigma, in which one theo:ry proposes t.raini.r.g as a solution while another 

predicts it to be of little value in solving ostensibly the sane problems, 

needs to be resolved. 

So often it seems as if organisations are struggling to stay abreast of changes 

in the environment. Since the late sixties, scientists, have been COl'lCEmled. 

about the effects of certain chemicals on the ozone layer. yet, only after 

widespread publicity resulted in significantly d.ec:reased sales, ~es took 
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action to change the fonnulation of these prc:xiucts. Ignorirg the specific 

effects of these prc:xiucts on the ozone layer, :many ca:apanies could have avoided 

financial losses if they had researched :new fonrulations earlier or camnrunicat­

ed the non-toxicity of their products to the commr.mity at large in a rore effec­

tive manner. SO why was there a delay? 

'!he problem is more pronounced where bureaucracy is greater. large corpora­

tions, like railways and post offices, are often unable, if not reluctant, to 

resporrl to client needs. While a sinple explanation is that red tape limits 

the flexibility of enployees, it is enployees (managers, supe:z:visors and work­

ers) who inplement the rules, systems and procedures \okrlch constitute red 

tape. It seems that :many i.n:lividuals prefer the security of familiar response 

patterns rather than the risk associated with initiatirg :new, UI'l.eJQ;.llored ap­

proaches (Gryskiewicz and Shields, 1983). 

Pinchot (1985) has encapsulated the problem. Referrirg to business in the 

United States, he writes, "We must continuously innovate just to stay where we 

are. IOO.eed the faster the rest of the world lean1S to adapt and change, the 

faster we must innovate to stay ahead" (p.8). Pinchot has proposed that innova­

tion refers not only to generatirg :new ideas but to inplementirg these ideas 

too. Frequently:new ideas are produced but not inplemented because of a low 

risk attitude and bureaucracy. Inevitably business finds itself in a paradox. 

It needs systems, proc::edures and i.n:lividuals who are content to inplement 

these, \okrlle simultaneously it needs people who are willirg to take the risk of 

innovatirg and who are apparently frustrated by l::m'eaucracy. 'Ihis latter group 

of people seem IOOtivated by eveJ:Yt:hing that the large l::m'eaucracy does not 

offer 1 pinchot has argued that "innovators" are IOOtivated by achievement rath-
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er than the aocnmulation of wealth. '!bey shun authority, preferring an environ­

ment which allows them:in:lepen::ienc. '!bey are intuitive people who choose to 

rely on their CMl judgement rather pursuin:J systems ani paying attention to the 

minutia of organizational procedure. Innovators are dedicated to their person­

al vision, paying little heed to objections to their intentions. '!hey are 

confident, self assured ani nat u.rrluly affected by resistance to their innova­

tions. Ultimately, the bureaucracy in organizations tends to frustrate these 

people which culminates in their leaving. Pinchot has prc:posed that a major 

issue for many organizations is how to attract ani retain i.nnovators. 

Intrapreneurirg 

Pinchot's (1985) solution is intrapreneuring. In essence, intrapreneuring 

means identifying i.nnovators ani provid.in1 them with the conditions to effec­

tively use their skills in an environment which they fin:i satisfying. He has 

prqx::sed that such an environment can be developed by ccmuunicating a clear 

vision of what the c::cm:pmy requires, :replacing red tape with responsibility, 

correct career path placement for intrapreneurs ani encouraging managers to 

becane intrapreneurs. He suggests that an irxtividual can becane an intrapre­

neur at any point in a career ani that the behavicms which characterise an 

i.nnovator are nat heavily dependent on the irxtividual's personal history. 

Pinchot (1985) has enoouraged organizations not to force managers to becane 

intrapreneurs rut to allow self selection, not to inpose projects upon intrapre­

neurs b.tt to pennit them to p.mrue their CMl projects, to rE!I1DVe political 

barriers to this type of behaviour ani to foster cross functional ~ of 

ideas. 
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'!be prospect of intrapreneuring seems an attractive solution to the dilemma of 

rapid change, but it raises a number of pertinent questions. If an organiza­

tion begins a formal canpaign of encc:maging innovators to cane forward, will 

they fird sufficient people with these characteristics? People with styles of 

thinking which differ markedly fran the nom do leave the organization (Kirton 

am McCarthy, 1988). HeM does the organization acquire sufficient :numbers of 

innovators in this event? Pinchot (1985) has suggested that they can be devel­

oped which inplies that trainirg is one answer to the problem. But many of the 

personal characteristics Pi.nc:hot attributes to innovators appear to be aspects 

of personality. can everyone be trained to be an innovator? 'Ihese questions 

need to be answered before investing heavily in trainirg am raising management 

am e:nployee expectations. 

Whether or not irdividuals can be trained. to be innovative hinges on whether 

innovative behaviours are a ca:nponent of personality or are skills which can be 

learned am internaliSEd, much like riding a bicycle is or playing golf. 

A Definition of Initiating Behaviour 

'!be organisation needs new initiatives in the fom of improved. methods, prod­

ucts am services to ensure its c.arrpetitiveness. '!be source of these new initi­

atives is human behaviour. SUch behaviour has been labelled. with numerous 

terms. De Bono (1985b) has noted that the word creativity has frequently been 

used to describe behaviour in which new or unusual ideas are generated. He has 

irdicated that this can lead to confusion as the verb to create is also used. to 

mean to fabricate, for ex:cmple, to create a noise. Nevertheless, while de Bono 
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frequently uses the term lateral t.h.inki.rg to describe the covert behaviour 

underlying the overt generation of navel ideas, he continues to use "create" as 

well, seemirgly int.erchangeably. Pinchot (1985) has used the term innovation 

to describe similar :behaviour while Basadur, Graen arrl. Green (1982) have used 

creative problem-solving. Furthe:t'more, Kirton (1976) distinguishes between two 

different styles of t.h.inki.rg eac:h of whic:h are capable of creating new respons-

es. 

In o:rder to avoid confusing the different concepts, the term initiating behav­

iour will be used to describe t.hose :behaviours whic:h atten:pt to generate arrl. 

inplement new ideas within the organisation. 

Adaption-Innovation rrheory 

Acoo~ to adaption-innovation theory (Kirton, 1976), problem-solving arrl. 

decision-'l'l\aking behaviour arrl. the degree to whic:h initiating behaviour is incor­

porated into such activities, is det.ermined by cognitive style, a ca:rponent of 

personality. Hence, cognitive style is 1.mlikely to be affected by a training 

intervention. 

Cognitive Style 

A problem or decision that is to be nade exists within certain parameters. 

'Ihese nay be fonnally prescribed in the form of rules, proc:::edures, guidelines 

arrl. laws, or they nay exist in less tangible form, for exa.n:ple, nontS, values, 

traditions arrl. assumptions. '!be situation parameters define a paradigm. 

Problem-solving arrl. decision-'l'l\aking :behaviour varies alon:J a continuum, whic:h 
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extends fran adaptive at the one extrere to innovative at the other (Kirton, 

1976). 

Adaptors terd to approach problem-solvirg ani decision-making within the exist­

irg paradigm. 1hey look for ways of inprovirg current methods ani systems. 

Innovators solve problems ani make decisions by attEmptirg to change the para­

digm. For excmple, where traditionally discounts have been offered to all 

clients in the hope that it would stimulate sales, the adaptor may att.enpt to 

i.nprove sales by reviewirg the periods durirg which such discounts are offered, 

the percentages offered ani which prc:ducts are d..iscamt.e::i. '!he innovator, on 

the other bani, may en:ieavour to ilrprove sales by usirg the discount as a bar­

gainirg element in negotiations with clients. 

Adaption-innovation theory emphasizes two points. Firstly, adaptive ani innova­

tive behaviours are determined by cognitive style ani both are creative. Adap­

tors direct their creative efforts toward integrating new ani unexpected stimu­

li into existirg paradigms, thus ext.endin'J the paradigm (Kirton, 1978b). Inn0-

vators sh.oN little concern for the exi.stirg paradigm ani channel their creative 

efforts toward findin;J solutions which are outside of the conventional frame­

'WOrk. 

SeconUy, cognitive style must be differentiat.e::i fran level of creativity. 

usirg a sample of 415 sixth form students, Kirton (1978b) correlat.e::i scores on 

the Kirton Adaption-innovation Inventory (KAI) with five intelligence ani gener­

al creativity tests. KAI scores (lower scores are more adaptive, higher scores 

more innovative) correlat.e::i weakly with the other tests supportirg the hypothe­

sis that style of creativity ani level of creativity have little relationship. 

In a similar study, Goldsmith (1987) concluded It ••• Kirton's argument is broadly 



Univ
ers

ity
of

Cap
e Tow

n

- 9 -

supported. Two factors ~ed. :frcm the analysis, one daninated by the RAI and 

the other by [Sarething A1::x:ut Myself]. 'lbese may be labelled. in accom with 

Kirton's theory as 'style' ani 'level'" (p.321). 

rn"le in:novator adaptor distinction is non-pejorative, neither style is preferred 

Oller the other (Kirton, 1976). Irmovative solutions are not always the most 

apprq;>riate. Adaptive solutions may be relevant as often as in:novative ideas. 

Where a canpany has experienced continued growth for an ext:.errled period of 

time, the business may have become complex. rn"le priority in this case may be 

the inte:rration of diverse concepts rather than continued change ani adaptive 

skills are lOC)re relevant to this task. Clearly, as a canpany develops it needs 

in:novative ani adaptive responses ani both in:novators ani adaptors can be 

change agents (Ki.rton, 1984). 

Research supports these perceptions of in:novators ani adaptors. Goldsmith 

(1984) has found significant correlations between high scores on the RAI (i.e. 

scores tending toward the in:novator extreme) ani sensation seeking, suggestirg 

that in:novators seek stimulation in varyirg contexts, disregarding existirg 

st:ructures. Moreover, in:novator oriented scores have correlated positively 

with scores on measures of risk t.ak.in;J, suggesting a teniency to challenge. As 

expected Goldsmith found a weak I'lElgative correlation between scores on innova­

tion ani scores on measures of dogmatism. Goldsmith (1985) also reported a 

significant correlation between scores on innovation ani scores on the intui­

tive pole of the Myers-Briggs intuition-sensing dimension and has recol:ded. 

that: 

A consistent picture ~es of the intuitive innovator who pays 

little attention to routine details, -welc:a:nes the l1eW' and different, 
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an::i generates many novel ideas, cxmtrast.ed with the equally creative 

se:nsirg-adaptor, who watches the details, works routinely an::i 

steadily, preferrirg st:.a.ma:rd solutions to problems (p.102). 

'!be Kirton Adaption-Innovation Invento+y 

Kirton (1976) developed a scale, the Kirton Adaption-Innovation Inventory 

(lQU), which locates individuals on a contimrum of cognitive style. Kirton 

reported a normal distribution of scores, which :means that lroSt people are 

neither plrely innovator nor adaptor l::ut are likely to exhibit a canbination of 

both types of behaviour , with one style daninatirg. 

Factor analysis (Kirton, 1976) has :revealed that the scale is c:c::J'IIfX)Sed of three 

factor traits, each oorrelatirg with the overall lQU score. 

SUfficienqy v Proliferation of Originality. Inllviduals located tcMard the 

adaptive pole on this factor, generate fE!'lN'er ideas than innovators. '!hey 

are able to produce a limited number of ideas of a practical nature, a 

tendency which seems quite satisfyirg to the adaptor (Kirton, 1977a). 

'!hose located to the innovative pole ten:i to produce numerous new ideas and 

seem to take pleasure in this activity. Many of the innovator's new ideas 

will not be pragmatic an::i hence never utilised, a fact which seems of no 

consequence to this type of person. 

Efficiency. People with rrore adaptive scores on this factor may shCM a 

preference for precision, reliability, systematic organisation an::i 

thoroughness. '!hey readily pay attention to detail an::i corduct logical, in 

depth analyses. 
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Innovators are not inclined to perform in this manner. '!hey are initially 

inefficient an::l dislike routine, maintenance tasks. 

Rule/Group Conformity. 'Ihose SCXIrirg below the mean tend to prefer to 

operate within clearly defined parameters, according to rules an::l seeking 

consensus. As such they constitute good team players who are p:rud.ent, 

disciplined an::l confol:ll1irq. '!be more innovative are in:iepe:ndent, resolute 

an::l see.min;Jly insensitive to group noms an::l expectations. '!hey prefer to 

generate an::l work on their own ideas. 

Of particular significance is the proposition in this theD:ty that in onler to 

initiate new responses the irdividual requires more than just the ability to 

generate new ideas, the irdividual also requires in:'leperrle.nc, self sufficiency 

an::l an ~ioosness to existing noms. '!be initiator needs to be more 

oancerned with implementirg a new idea than ac:hlevirg perfection. 

Cognitive style an:l Qrganizational Performance 

How the o:rganization responds to changes in its broader environment an::l how 

irdividuals relate to one another may be determined by the distribution of 

adaptors an::l innovators within an o:rganisation. 

Relationship Issues between Adaptors an::l Innovators 

Differences in behaviour can be noticed where irdividuals are more than six 

points (" SO) apart on their scores as measured by the !<AI (Kirton, 1977a), ani 

may express irritation at each others I idiosyncrasies when more than 12 points 

(1 SO) apart. 
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Innovators are seen by adaptors as abrasive and insensitive (Kirton, 1976; 

1977a) because of their disregard for group values and cust.ans •. 'lb.ey may be 

pe:rc:eived as trouble makers and rebels because of their end.eavours to introduce 

untried ideas. Innovators perceive adaptors as beirg dogmatic, inflexible, 

conservative and wedded to the current system (Kirton, 1976; 1977a). 

SUperior-subordinate Relations. Innovators have suggested that adaptors 

are yes-men, individuals who readily agree with their bosses wishes despite 

their own fee1irgs or what is clearly needed (Kirton, 1977b). Adaptors do 

quickly reach consensus with others, incllldirq their bosses, but the reason 

does not appear to be because they are yes"""lillel'l, rather it seems due to 

their preference for 'WOrki:rg within the current paradigm. Adaptors learn 

and accept the acknc:M1edged parameters of the business in which their S'llJ;'.Ie­

riors have a vested interest and h.enc::e agreement is more easily reached. 

GeJ::hardt and Cashman (1979) noted a greater degree of cohesion in groups 

reportirg to leaders who were innovators, but that these leaders experi­

enced less control over the group. '!be explanation appears to be that 

where a team 'WOrks within a given paradigm there is a sense of cohesion in 

SCItIe part due to ackn.ow1edged roles, norms and responsibilities. Innova­

tive leaders may be insensitive to the accepted roles and group behaviour 

and attempt to introduce char:ges sporadically. '!be oohesive team's resis­

tance to these efforts may be interpreted by the leader as a personal lack 

of influence. 
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Proposals for c:harge. As the iIIIOrk context changes, for instance, customer 

profiles change, organizations become oore complex, competition increases 

and technology makes inroads into the business, the organization must make 

oorrespon:ti.n;J changes in the way it operates. However, these initiatives 

are frequently han'pered by delays, objections to the detail of the propos­

als or rejection of the Wividual proposirg changes (Kirton, 1984). 1.bis 

resistance to d:1ange oc::x::urs because adaptors discern the sti.nulus for 

change within the existirg paradigm, while adaptors search for stimuli 

outside of it. 

Hence solutions focusec.i on extra-paradigmatic stimuli ten:1 to be rejected by 

oore adaptive groups while proposals aimed at intra-paradigmatic stimuli are 

seen as inappropriate by innovator groups. Frequently, it is not simply the 

proposal which is rejected, but the proposer as well, due to the prejudiced 

perceptions that adaptors and innovators may have of one another. 

Cognitive Climate 

'nle distributions of innovators and adaptors within organizations te.rrls to be 

skewed towaJ:d one or other pole, Wicatirg a group preference for a particular 

CXXJl1itive style (Kirton and McCarthy, 1988). 'Ihis preference for a style with­

in a group is referred to as CXXJl1itive climate. If Wividual CXXJl1itive style 

is a c::x:mp:>nent of personality and therefore relatively stable, then cognitive 

climate cannot be explained by learnirg and experience I but must be attributed 

to a form of natural selection. Intividuals with similar CXXJl1itive styles are 

generally recruited and where the style varies too greatly fran the group norm, 

that individual will experience pressures which cul:minate in him or her leavirg 

(Kirton and McCarthy, 1988). 
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Ananalies do ooc:ur. Individuals with different styles fran that of the host 

graJP will be observed. Kirton ani M:!C'arthy (1988) have prq>oSed that these 

Wividuals may be transient graJP members who have just joined the mganisa­

tion or who are in the prcx:::ess of leavirg. A further e>eplanation is that they 

may have foun::i a niche. For example they may be need.ed for their highly devel­

oped technical skills ani are consequently tolerated by core group members. 

Skewed distril:::utions may be foun::i within sub-groups, for example, marketing', 

sales or manufacturirg which can impact on inter-group :relations (Kirton, 

1980). Where a oc:&.'Ipmy as a whole is e>eperie:n.cirg difficulties, the proposed 

solutions fran groups with different cognitive climates are likely to differ 

ani the :potential for inter-group conflict increases. As pressure to solve the 

problem increases, so adaptor ani innovator oriented groups retreat toward 

extreme behavicurs ani the level of conflict escalates. :However, Kirton has 

prq>oSed that the potential for conflict may be reducei if adaptors ani innova­

tors 91:'OW' to ur:rlerst.and how' ani why their behaviour differs, ani the value of 

the different styles of behavirg ani t:h.inkirq to the organization. 

Implications for Initiating Behaviour 

In ternls of this theory, initiatirg behaviour may be limited by a number of 

factors. '!he Wividual's own cognitive style may be one such limitirg fac­

tor. '!he prevailirg cognitive climate may discourage this type of behaviour, 

while differences between leader ani subon:linate play an inhibitirg role as 

well. 
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It appears that an ol:ganization which manifests less than optimal levels of 

initiating behaviour nay have an iJ:laR:lropriate cognitive climate. '!he solution 

to this lies in altering the mix of cognitive styles through planned selection 

rather than training. 

In terms of adaption-innovation theory, the role training plays is largely 

confined to assisting group members to understam differences in cognitive 

styles within the 'WOrk group, to stimulate already existing abilities to gener­

ate new ideas am possibly to provide coping skills to those who infrequently 

need to play an "innovative" role. 

Furth.ennore, this theory suggests that Pinchot's (1985) idea of intrapreneurin:'J 

is not likely to succeed, unless a largely adaptive group can be persuaded to 

aoaept the actions of Wividual innovative intrapreneurs. '!his is a tautologi­

cal proposal as the very essence of the problem is that the prevailing cogni­

tive climate will not tolerate different cognitive awroaches. 

lateral 'Ihi.nkirg am the '!beery of Pat.t.emirg systems 

An alternate explanation of initiating behaviour is that it is learned behav­

iour. It has been suggested that such behaviour is not govenled. by personality 

(Ettlie am O'Keefe, 1982), am can be significantly modified through the acqui­

sition of relevant attitudes, knowledge am skill, either in a non­

deterministic fashion through experience, or in a for.mal manner, for example, 

through trainirq. 
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Fran the premises of the theory of patterning systems, de Bono (1967) has ar­

gued that individuals can learn to overcome the limitations wch individual 

cognitive prooesses place on initiatirg behavioor, by usirg lateral think.i.rg. 

'!he Mind as a Self-organizirg system 

De Bono (1978) has noted that there are ample opportunities for the i.ntroduc­

tion of new ideas, in spite of wch there are disproportionately few exan:p1es 

of where this has happened. '!his may be due to arrt combination of a number of 

reasons. '!he environment, possibly through. pressure to deliver objectives, may 

discourage behavioor wch seeks to generate new ideas. Complacency in the 

corporate envirornnent may promote a fatalistic attitude placirg the c::artpany at 

the nercy of the market. Executive style may discourage risk t.a.kir:g'. Govern­

ment bureaucracy, market size ani legislation may l'lan1;ler initiatirg behavioor. 

Nevertheless, the greatest limitation on such action is failure to perceive 

opportunities • 

Failirg to perceive opportunities is due to the manner in wch the min:!. pre­

cesses information (de Bono, 1971). '!he min:!. is an information han:llirg system 

in wch data organizes itself rather than beirg consciously organised by the 

individual (de Bono, 1971). '!his self-organizirg process is an information 

han:llirg system wch de Bono has called "a patterning system". De Bono (1971) 

has a:r:gued that through. perception, information is received. '!his information 

is inprinted on the mind, form.i.ng a pattern, much as hot liquid wch falls on 

ice will create a channel. '!he patterns are determined by the sequence in 

wch information is received ani constitute a template wch determines how 

future information is assimilated. Because the pattern has a definite lCXJic it 

dictates expectations. "A pattern is an.yt.hing where items of information h.an;r 

together ani so give an expectancy" (De Bono, 1971, p. 19). 
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'!he Value of a Patternirg System 

De Bono (1971) has pl:'C'.lpOSE!C.i that patt.e.ming has advantages for the individual. 

'!he '(.t,lOrld presents a myriad of stilm.1li, which cannot be assimilated. and inter­

preted simultaneously. '!he individual has to focus on th.ose fffM elements which 

are of immediate inp:>rtance, and the mental patterns act as a tenplate to fil­

ter and interpret data. Patterns, in as much as they determ.i.ne expectations 

based an previous experience, facilitate anticipation of both noxious and posi­

ti ve consequences, for e.xanple, a dark alley triggers the anticipation of 

attack, enablin;J the person to take avoidanc:e action or a custaner asking 

questions about how soon a product could be delivered initiates anticipation of 

intent to pJ.rChase. It facilitates code camm.mication. '!he pattern contains 

the detail of a concept which can be labelled with one '(.t,lOrd, wit:h.cnt which one 

would have to describe each element in detail. It facilitates an awareness of 

spatial and tenporal relations and constitutes the f~tion of personal 

beliefs. 

'!he Disadvantages of Patt.ernirn Systems 

De Bono (1971) has noted that patterns have disadvantages too. Because they 

are formed unconsciously, one is not aware of their bou.'rDaries and consequently 

unaware of how such boundaries constrict perception. Patterns form the basis 

of implicit assumptions. When l1DIlin;J fran one context to another, one nms the 

risk of basing expectations on inappropriate assumptions. Finally, patterns 

are resistant to charge which may result in one usin;J redundant assumptions in 

a fast chargin;J envirorment. 
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tthe Nature of lateral 'lhinking 

Because the individual's thoughts, concepts and behaviours are a product of a 

patt::e:rni.rg system, "an idea can never be the best arra:rgement of available 

information" (De Bono, 1971, p. 38). 'Ihe very essence of lateral t.hink:irg is 

to change existirg, redundant concepts and perceptions which continue to govern 

t.hink:irg (De Bono, 1985). '!his aim is largely achieved through two broad pre­

cesses, escape and provocation. 

Escape 

Escape means ide:ntifyirg the d.ani.nant ideas and assn:mptions U1"rlerlyirg any 

particular conoept and severirg these restrictive l:x:m::Is. A silrple riddle may 

highlight the process of escape. A c::t::Mooy travels by horse in a westerly direc­

tion, ridirg for 24 hours. He leaves on SUnday. After a 24 hour visit he 

returns. tthe return leg en:lures a further 24 hours and he arrives on SUnday. 

How can this be explained? While the assumption is held that SUnday is a day 

in the week, the riddle cannot be solved. Only when one escapes fran this 

notion does it beoane clear that SUnday may also be the name of the horse. 

Escape d.e.m.aOOs believirg that there are alternatives and irnrestirg energy in a 

search for alternatives beyorrl the first few that are 'I.ll'lOOVered. It means 

broadenin;J the context and escapirg fran conceptual prisons (de Bono, 1971). 

Provocation 

Provocation is the process of clearly deferrirg judgement and generatin:J 

ideas. It involves looking to see where ideas will lead rather than what they 

mean. It generates a direction rather than followin;:J one. No matter hC7tl ab­

surd the statement, if used as a provocation, ideas can flC7tl fran it. For 
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example, the statement 'cars should have square wheels' I when used provocative­

ly should not be evaluated an::l the abnonnality of the statement must be ig­

nored. What should be observed is that square wheels inhil::Iit l'tlCV'ement, which 

gives rise to the question of how to reduce the friction between tyre an::l tar­

mac on everyday vehicles. 

lateral th.inki.rq is a style of think:i.n:J by which the limitations imposed by 

pattems can be avoided an::l :new ideas produced. 

'!be Difference between Vertical an::l lateral 'lhinld.n:::r 

vertical an::l lateral think:i.n:J are two extremes of a continuum: 

lateral an::l vertical think:i.n:J are two opposite poles but there is 

a spectrum between them. AroJ particular mental step may fall 

sanewhere 

alorg that spectrum. It may be pure lateral think:i.n:J or pure 

vertical think:i.n:J, but it is usually sanet:hirq in :between (De 

Bono, 1971, p. 5). 

Characteristics of lateral 'Ihinking 

lateral th.inki.rq is generative. It does not· recognize any solution as adequate 

but searches for:new solutions, never tryirg to pro'V'e, but simply explorirg. 

lateral think:i.n:J is based upon the l'tlCV'ement idicm as opposed to the judgement 

idicm in vertical think:i.n:J. 'Ihe l'tlCV'ement idicm is a way of think:i.n:J which not 

only defers judgement, but deman:ls that a thought is pursued to see where it 

will lead. lateral think:i.n:J is contrary to nonnal habits of thought an::l c0nse­

quently it dert'lall::S confidence that the exercise may lead sanewhere valuable. 



Univ
ers

ity
of

Cap
e Tow

n

- 20 -

Characteristics of vertical 'lhinkirg 

vertical think:i.rg is selective, judging am evaluating. It sets out to prove 

am establish relationships, searching for specific answers to specific ques­

tions. Vertical think:i.rg is the type of think:i.rg which is p:r:aroted by fonnal 

education. It d.epends heavily on the ability to analyse events into component 

parts, am those into subcampanents. At each stage analysis needs to be can­

plete, accurate am precise. '!he pu:tpOSe is to identify an answer to a problem 

am once an acceptable answer is fourd further search beo:Des superfluous. 

lateral rnrl.nkirg am Personality 

Quite clearly initiating behaviour cannot be solely detel:mined by the acquisi­

tion of skill am knowledge. De Bono (1971) has reoognised. the existence of 

different personality types, lithe creative ~" with an affinity for 

generating new ideas am "an implementerlll with a propensity for analytical 

think:i.rg • 

'!he Creative Temperament 

'!he creative temperament values an idea for its newness am originality quite 

apart fran the actual pragrcatic value of the idea. '!his type of personality 

has difficulty in dealing with routine am the conventional. It appears that 

interest in the idea itself is sufficient to grasp attention of this type of 

personality am de Bono (1971) has suggested that there is a terrlency to be 

impractical am a reluctance to test the idea. SUch people may be difficult to 

work with, firrling trouble in getting their ideas accepted or working within a 

team. '!hey do seem to have a strorg ego with the confidence to pursue ideas 

which are usually rutside of the nom (de Bono, 1971; 1967). De Bono has ex-
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plai.ned that the creative ten:perame:nt is i.nd.eperrlent of intelligence. "'Ibis 

capacity [for generatirq new ideas] does not seem to be related to sheer intel­

ligence but more to a particular habit of nrln:i, a particular way of thinking" 

(1967, p. 20). 

'!he Ilrplementer 

De Bono (1967) has suggested. that there is an extreme type of personality which 

cc.:a:tpJlsively tries to control what goes on in the mind. 'l'his type of personali­

ty prefers everything to be logically analysed and. integrated. 1here is an 

att.ellpt to achieve an extrao:rdinarily high level of precision and. accuracy. 

'Ihe in'plementer is thorough and. pragmatic. 'lhough this iniividual appears to 

work upon other J;l9OPles ideas it may not be because of an .inability to generate 

new ideas, but because of a sense of urgency which moves him or her to action. 

However, in spite of the existence of these t.e:n'g;leraments, de Bono (1971) has 

insisted that lateral thinking can be learned, and. can become a habitual way of 

thinking, requirirg no extra effort. and. which can be learned, irrespective of 

personality or level of intelligence (de Bono, 1967). He has acknowledged that 

sane will be better than others at lateral thinking and. that iniividual capaci­

ty will be of assi.stance in leamirg'. Furt:hern'cre, he has said that lateral 

thinking is not needed at every tum in daily life and. that much of the time 

various types of vertical thinking will be needed. However, he has been ~t­

ic that the in::lividual can learn to discriminate when a particular type of 

thinking is needed ani hCM to think in those circumstances much like an actor 

changes roles fran real life to that of the personality represented on stage 

(de Bono, 1985b). Closely linked to this ~osq:tly are the mathods of leam­

irg lateral thinking. 
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lateral 'Ihinking Training 

De Bono (1971; 1967) has been adamant that lateral t.hinking is not sinply a 

series of techniques to be used to generate ideas in a given context. It 

should becane a habitual way of t.hinking. '!his is the fundamental. aim of later­

al t.hinking traini.rg and the methods used are specifically intended to achieve 

this goal. '1be lateral t.hinking traini.rg p:rooess focuses on three areas: atti­

tude, technique and skill and the use of an operational \\lOrd llpon. 

Attitude 

Attitude, in this context, refers to an awareness of the limitations of verti­

cal t.hinking and the benefits of lateral t.hinking. 'lhis attitude wc:uld include 

a realisation that one fonne unoonscioos assumptions on a particular subject. 

!ot)reover, it ImJSt be urrlerstood that concepts develop wit:.hoot del:i.l:Jerate 

thought and that these concepts limit the iniividual's range of responses. An 

appropriate attitude WOlld incorporate carprehension of the difference between 

vertical and lateral t.hinking and when each is relevant. '!here should be an 

awareness of the dangers of prec1udi.rg the sea.:rch for further ideas because of 

content with what is already available. Attitude, as it is used in this con­

text, includes the need. to avoid conceit over an idea and the realisation of 

the nec::essity of using ideas and lOOdifying them over time (de Bono, 1971). 

Techniques and Skills 

Techniques and skills enable the iniividual to learn and practice lateral think­

ing even if there is little agreement with the principles upon which it is 

base:i. Because de Bono (1971) has developed a variety of techniques it pennits 
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:people to select those with whidl they feel more canfortable and to ignore 

others. It is not essential, and quite unlikely, that eadl and every technique 

will be learnt and utilised. Techniques and skills in lateral thinkirg are 

the vehicle ~ whidl lateral thinkirg is learnt. While they can be used 

in specific settirY;Js, fun:3amentally, they provide the '1't'lIeanS for practisirg and 

inte:rnalisirg lateral thinking habits. 

De Bono (1971) has described five categories of techniques. '!he first catego:ry 

of techniques aim to simplify the recognition of current ideas whidl inhibit 

find:i..rq alt:e:rna.tives. Dominant ideas are the t.h.oughts, solutions or options 

whidl seem unavoidable in same circumstances. For example, it may seem impossi­

ble to a manufacturer to sell his products unless he uses one or all of the 

three major chains of retailers. Tetherirg factors are similar to daminant 

ideas, but whereas daninant ideas govern the organization of thought, tetherirg 

factors are more subtle issues canm::m to all ideas but hardly made explicit. 

Many organizations assume that goods must be of a high quality. '!his is a 

tetherirg factor. Polarizirg t.h.oughts disect an argument into two c::pfX)Sirg 

issues, for example, if a foreign sports team. tours South Africa it is pro 

apartheid, if it does not it is anti apartheid. In same situations, boun'iaries 

are self ilIp::>sed. A Belgium canpany may falsely assume it cannot sell its 

products in France by interpretirg a national 1::x::Iur:rlary as an economic boun::iary. 

'!he secorrl catego:ry sets about initiatirg change ~ avoidance. De Bono 

(1971) has referred to these techniques as an attitude in whidl one consciously 

attempts to forget the current idea. 'Ibis can be achieved by challergirg (de 

Bono, 1985a) the issue and a.skirg "why?". Why do they have to sell through the 

existirg tradUg channels, why can they not use alternative sources, 'Why are 
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there insufficient alten1ative sources? It can be achieved through the simple 

rotation of attention. By systematically concentratirg on the p:sitive as­

peets, then the negatives and then any other area, this effect can be 

achieved. Changing the point of entry is another tedmique (de Bono, 1971). 

Instead of searching for the next step, one can project .into an ideal future 

and then search for a means of achieving that state. By querying the function 

or pn:pase of a particular object or process, the underlying c:xxlOept can be 

charged (de Bono, 1985a). Similarly, by firding elements of a concept, alterna­

tives may be uncovered. 

Att:erc¢ing to change the direction of thought fran within the subject matter 

represents the third catego:ry of tedmiques (De Bono, 1971), and is based on 

use of the mJVement idian and provocation. Provocations can be established in 

many ways. Distortion is one method and exaggeration is another. For in­

stance, aeroplanes conventionally have the cockpit p:sitioned at the front of 

the fuselage. A provocation 'WOOl.d be that aeroplanes have cockpits p:sitioned 

to the rear of the fuselage. '!he mJVe:ment idian is used by considering passi­

ble benefits of the provocation, for instance, it may be safer for the pilot, 

what difficulties WOlld have to be managed, how the provocation differs from 

the conventional and what principles are suggested by the provocation (de l3ono, 

1985a) . 

'!he optimal use of provocations demands deferred judgement and continuous 

search for new ideas. Provocations must be bizarre. Provocations which are 

too close to the conventional do not appear to have the same generative power 

as those which are unusual. 
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'!he raman use of discontinuity represents the fourth catego:ty. In this catego­

:ty of techniques the regular chain of thought is int.e:rrupted. 'Ihl.s can be done 

through the chance introduction of external stimuli, for example, s.i.nply walk­

irg around a toy shop am all~ observations to stimulate the generation of 

ideas. Similarly, in talk:irg to others new ideas can be introduced. 

Discontinuity can be deliberately sought am this represents the final category 

of techniques. one can conscioosly make an analcgy of the subject am then 

work through the analcgy. Randam inJ;:ut is a specific technique within this 

catego:ty, in 'Which one ramanly fin::'is a concept am then through associations 

with the concept, its features or functions, generates new ideas (de Bono, 

1971). 

De Bono's 'new operational word' is po. F\m::lamentally, it should be classified. 

as part of the provocation techniques, but de Bono (1971) has referred to it as 

one of the cauponents of lateral thinld.ng method. "Po bears the same relation­

ship to lateral thinld.ng that 'No' does to logical thinld.ng" (de Bono, 1971, p. 

50). He writes that po is a part of words such as 'suppose', 'potential', 

'poetry' am 'possible', all of 'Which may be associated with. the movement idi­

am. '!he prime pw:pose of the word is to act as a conditioned stimulus, initiat­

irg awropriate lateral thinld.ng attitudes am frames of reference. Hence de 

Bono (1971) ~ that it is used prior to statements of provocation, so 

that the judgement idiam is avoided am the m::weme.nt idiam is invoked. 
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Inplications of lateral lhink:i.m Fhll~es 

for organisational Performance 

lateral thinking and vertical thinking are the two extremes of a cont.inm.nn., 

which describes the way in which individuals think. lateral thinking is not 

valued abaV'e vertical thinking. Both types of thcught are needed on different 

occasions, however, vertical thinking is used most frequently. In most cases 

an individual's thought will be characterised by a combination of both types of 

thinking. 

Irrespective of personality, the individual can learn how and when it is appro­

priate to use lateral thinking. However, as lateral thinking is not inten::ied 

to be used solely as an idea generatin:;J technique but as a habitual way of 

thinking, it is ilrportant that the individual learn to discriminate when to use 

lateral thinking. 

Consequently, it could be ex,pected that upon the canpletion of lateral thi.nking 

t.rainin::J, the individual should have an ilYproved capacity to use lateral think­

in;. As the individual employed a blend of lateral and vertical thinking prior 

to t.raining', the ratio of use of lateral thinking in comparison with vertical 

thinking should be altered in favOur of lateral thinking. 

If this a:rgument holds true, then lateral thinking tra~ is a strategy of 

value to organisations 'tr.tlo wish to stimulate initiatin; behaviour. 
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Research on T.ra.in.iIg Initiatirg Behaviour 

'nle assunptions implicit in lateral thinkirg trainirg are that if the trainee 

perceives the p:>tential benefits of this type of thinkirg, there will be an 

incentive to continue to practice it in daily life, arrl. to ultimately inter­

nalise the skill. While this is an attractive logic, there is 00 ent:>irical 

evidence to supp::>rt the efficacy of this specific methodology. 

'!here is same SUWOrt that tra.inirg inten:led to improve initiatirg behaviour, 

which is CXIl.1iOIlly referred to as creativity trainirg, has an effect. on behav­

iour (Mansfield, Busse arrl. K:repelka 1978). 

However, reseaJ::Ch into "creativity trainirq" is plagued by conceptual arrl. 

methodological problems. It is often corrluct.ed in laboratoJ:y e.nvi:romnents 

while in real life situations sample size is frequently too small to make 

mea.nin:rful generalizations. '!he criteria for creative behaviour in lIlal1Y 

reseaJ::Ch en:ieavoors is ambivalent arrl. sirgle trainer situations confourxi 

efforts to establish the relationship with a specific i.n::leperrlent variable. 

Moreover, there is little evidence to supp::>rt the contention that the newly 

learned behaviours are transfered to the work:in;J e.nvirornnent arrl. become 

permanent. 

Tests of divergent thinkirg have been used to show positive gains (Mansfield et 

al., 1978) but these apparent gains are selden reflected in real life achieve­

ments. '!his apparent contradiction may be explained by Kirton's (1976) re­

search which irrlicates that there are at least three sub oamponents of oogni­

tive style, sufficiency vs proliferation of originality; efficiency or thor­

oughness arrl. rule/group conformity. 
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Innovators sh.cM a low preference for st.ructure am efficiency, in ather words, 

precision, system am detail. Often, training inten:ied to improve the individ­

ual's ability to generate am implement new ideas concentrates on improvirg 

proliferation of originality without at"tenptirg to alter preferences for thor­

oughness am st.ructure. However, should courses invest effort in this area, 

these constructs a:ppear to be integral parts of an individual's personality and 

it seems unlikely that they can be easily changed (Kirton am McCarthy, 1988). 

Cgnplete P.rocess Creativity Trainin::! 

Basadur, Graen am Green (1982) have noted that a further flaw frequently found 

in research on trainirg in "creative problem-solvirg" is that "complete process 

creativity trainirg" has not been studied. Research has concentrated on the 

effects of techniques such as brainsto:r:mirg. 

Ccm'plete process training is based on the assunption that initiatirg behaviour 

passes through tlu:ee pw;es. Problem-fin:tirg is the first phase in 'Which the 

iniividual needs to perceive an opportunity to use creative behaviour. Failure 

to perceive the discriminant stimulus for creative problem-solving behaviour 

will not result an appropriate response, even though the relevant skills may be 

well develc:ped. 

'!he next phase is problem-solvirg where there is an effort to generate viable 

solutions. Finally, there is the phase of implementation durirg 'Which the 

ideas generated, llllSt be put into effect. 
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Fach phase in this complete process should be characterised by ideation am 

evaluation (Basadur et al., 1982). Ideation, which appears to be similar to de 

Bono's (1971) concept of the ll'IOV'elOO:nt idiom, refers to the ability to generate 

many ideas and the willirgness to invest energy in searching for alternatives 

when it seems that no oore are at hard. 

Evaluation, which is akin to de Bono's (1971) judgement idiom, is the process 

of assessirg the value or worth of an idea or suggestion. It includes determin­

ing whether a proposal will fit into an exis:tinq framework and whether the 

investment of time am resources is worth the anticipated return. 

Ideation and evaluation should occur at each phase of thinking. Most people 

find the ideation steps oore difficult. 'Ihis is because people are educated to 

evaluate (Basadur et al., 1982). '!here are differences in individuals' capaci­

ties to execute the "oomplete process of creativity". Basadur et ale have 

proposed that training should be aimed. at bolstering specific individual 

weaknesses I that is, ideation for those who find generating ideas oore diffi­

cult am evaluation for those who find analytical and judgemental behaviour 

oore elusive. 

Basadur et ale (1982) researched the effects of camplete process creativity 

training in an applied setting. 32 ergineers, managers and technicians were 

selected ran:1anly am assigned to experimental and control groups. Another 13 

were selected am assigned to further control group, to oamplete a SOlaron Four 

type experimental design. Basadur et ale hypothesized that training would 

result in increased preference for ideation, increased practice of ideation, 

inproved prcblem finding performance am improved problem solvirg performance. 
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'!he effects of trainir:g -were assessed through questionnaire am oontent analy­

sis of taped interviews immediately after trainir:g am two weeks later. '!bey 

fcun:l support for the hypotheses that training am preference for ideation in 

problem solving -were related, but not in problem finding. In addition support 

was fcun:l for the hypotheses that training would impact on the practice of 

ideation in finding am solving problems. While there was support for the 

proposal that problem fin:iinq perfonnanc:e would be in'proved by oamplete process 

creativity trainir:g, problem solving perfonnance did not in'prove. '!he research­

ers concluded that: 

rrhere is evidence of d'larges in cognitive (e.g. time spent in differ­

ent modes of thinking), attitudinal (e.g. openess to ideas), am behav­

icural (e.g. number of negative judgements made on ideas, not jmnping 

to conclusions) processes. All three arenas appear actively involved 

in this trainir:g. Because the effects of trainir:g are oore likely to 

en:lure when multiple aspects of behaviour are influenced, the authors 

are encouraged by this ge:neralizability (Basadur at al., 1982, p. 65). 

Ho\v'ever, it is not clear why, although the trainir:g affected preference for 

ideation in problem solving, it did not impact on preference for ideation in 

problem finding. It:may be that the individual's focus of perception is gov­

erned by llDre errluring constructs which are ircpervious to acute interventions 

such as two days of trainir:g. F\lrt:henIDre, problem solving perfonnance was not 

improved. An explanation for this is that problems are :maintained. by the exist­

ing structures, am to improve problem solving behaviour demarrls an increased 

level of confidence am self assuredness over am above imp:rovements in behav­

iour associated with ideation. 



Univ
ers

ity
of

Cap
e Tow

n

- 31 -

Basa.dur, Graen an::l 5candura (1986) have argued that " ••• 1.mless attitudes t:c:Mard 

divergent thinkirq are p:sitive or bec::ane p:sitive, such trainirq is not likely 

to result in charges in behaviour back on the jClb" (p. 612). This:means charq­

irg well established beliefs an::l assumptions, an::l possibly a caupJnent of per­

ception. Basadur et ale (1986) have attenpted to charge such attitudes through 

trainirg. '!heir research focused on two aspects of this attitude, a preference 

for ideation an::l the tendency to :make premature judgements. '!he research, a 

quasi-field experiment con:lucted with 65 manufacturirg en;;Jineers, supported 

their hypothesis that trainirg results in increased prefe:rence for ideation and 

deferred judgerrent. What is of significance is that the tendency to defer 

judgerrent began to extirguish after ten \\leeks, Sllgg'esting the tentative nature 

of the charge in attitude. 

Basadur an::l Finkbeiner (1985) have noted that the cancept of ideation is a 

complex one. '!hey perceive it as camprising both cognitive an::l attitudinal 

dimensions, each having a passive an::l active camponent. Passive attitudes 

refer to a low tendency for premature critical evaluation while the passive 

cognitive dimension is an tmierstanding of how to defer judgerrent. Active 

attitudes trigg-er ideation an::l are characterized by a high value of the ability­

to generate novel ideas. Active cognitive tmierstarxii.rg trigg-arB ideation. It 

is the practice of extended effort an::l the actual use of te:::'llniques. 

No explanation has been provided as to how these attitudes an::l cognitions are 

formed an::l maintained, but implicit is the assumption that knowledge is the key 

to charging attitudes an::l cognitive prcx::esses. 



Univ
ers

ity
of

Cap
e Tow

n

- 32 -

Inplications for Qrgani.zational Perfonnanoe 

rrhe research SlJI:POrts the contention that awropriate training can result in 

the acquisition of skills in lIc:r:eative problem-sol vin;tl • Moreover, there is 

sane support for the suggestion that "attitude" to "creative problem-solvirq" 

can be changed tl'lrc:RJgh training. However, it does appear that such attitudes 

am behaviour may extin;uish without awropriate schedules of reinforcement. 

'lbere is, therefore no conclusive evidence that training can result in a perma­

nent. chan:Je in attitude to c:r:eative problem-solvirq or ongoirq use of c:r:eative 

problem-sol virq skills. 

rrhe Relationship between lateral 'Ih:ink.i.rq am Cognitive style 

De Bono (1971) has recognised two different personality types, the creative 

~ am the inplementer. rrhese personality types bear similarities 

to Kirton's (1976) innovator am adaptor, although de Bono does not explicitly 

describe these personalities as opposite ext.remes of a continuum. 

vertical am lateral th.inking bear similarities to innovative am adaptive 

cognitive styles as well. However, Whereas Kirton (1976) has proposed that 

cognitive style is an element of personality, de Bono regards lateral th.inking 

as a way of th.inking which can be learned am awlied by everyone, irresJ:?ective 

of personality. He regards lateral th.inking as havirq the potential to have 

" ••• a permanent effect on that person I S attitude tcMards creativity." (De Bono, 

1985b, p. 162). Furthermore, while de Bono has ac.k:nowledged that there will be 

individual differences in capacity to learn lateral th.inking, he appears to 

assign little inporta:nce to contextual issues which may inhibit the practice of 
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lateral t.hinki.ng. It does appear that de Bono perceives the individual's skill 

at lateral t.hinki.ng as ]::)eirg the key to increasing the frequency of initiating 

behaviour in an organisation, whereas Kirton perceives personality am cogni­

tive climate as being key. 

If lateral t.hinki.ng had been described as a series of tec.hniques to facilitate 

the generation of new ideas, the prooess would be congruent with adaption­

inrlcwation theory. However, because it has been suggested that lateral 

t.hinki.ng results is a habit of thought which can beca:ne a permanent feature of 

an individuals t.hinki.ng this suggests that cognitive style can be ch.anged. 

lateral 'lhi.nking Training am Cognitive style 

If lateral t.hinki.ng training is effective am results in a ch.ange in attitude, 

am if lateral t.hinki.ng becc:Ines a habitual way of t.hinki.ng rather than a series 

of responses to a specific st:i.:rmJlus, then one would expect a change in cogni­

tive style. Should there be no observable change in cognitive style, this 

would suggest one or more of at least four alternative explanations. 

Firstly, there may have been a passive chan;;re in attitude to "creativity". In 

other words, the subject may have acquired a more favourable view t.o\r.7an:ls the 

topic but does not. act differently. SUch a chan;;re would mean that lateral 

t.hinki.ng training is of value to the organisation in as much as it p:ranotes an 

urrl.erst.an:ti of the need. for more initiating behaviour, but does not. necessari­

ly facilitate increased frequencies of occurrence of initiating behaviour in 

the individual. 
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Secondly, charge may have occurred but it is not of sufficient magnitude to 

register a charge in cognitive style. In such a case the value of the training 

as a solution to insufficient initiatirg behaviour must be questioned. 

'lhirdly, skills and. attitudes may have been acquired, but these behaviours are 

only manifest in response to specific discriminant stimuli with particular 

sc.'hErlules of reinforcement. In this case value fran an increase in initiatirg 

behaviour can only be derived if a series of specific stimuli and. sc.'hErlules of 

reinforcement are introduced in conjunction with the lateral thinking train­

irg. 

Fcmthly, there may have been the predicted acquisition of lateral thinking 

skills, but failure to practice th9 skills resulted in the skills extirguish­

irg. '!his would be the consequence if no sc.'hErlule of reinforcement was intr0-

duced subsequent to :the training. 

Possible ConsegJlences of Changes in Cognitive Style 

Should cognitive style show a significant change after lateral thinking train­

irg, then it can be assumed that either personality has been affected, or that 

cognitive style is not totally a oc::mponent of personality. 

While such charges would apparently reinforce the value of lateral thinking 

training to the organisation, the implications of this powerful form of train­

irg has to be considered as well. '!be in:lividual's performance, with its par­

ticular combination of adaptive and. innovative behaviours has benefits for the 

oIganisation. Permanent changes to behaviour patterns could negatively impact 

the positive aspects of performance. More :ilrp:>rtantly, suc::h changes could 
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inqJact on relationships outside the 'WOrkplace. Innovators an::! adaptors can 

have negative perceptions of each other which inqJact on relationships (Kirton, 

1977a). Hat.lever, it is likely that a level of UI'rlerstan:lir is ultimately 

reached an::! the relationship achieves a stability. A chan;Je of the prevailing 

cognitive style of one or more parties wruld destabilize the relationship af­

fectirg family an::! social groups. 

Clearly, there is an incon;J.ruence between the philOSCJIiries 'U1"rlerlyirg lateral 

~ an::! the theo:ty of cognitive style. '!his incon;J.ruence needs to be 

resolved for the benefit of human resource practitioners who need to determine 

awropriate strategies in awlied settings an::! for the benefit of further re­

search into the subject of trainirg an::! initiatirg behaviour. 
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'!HE S'IUDY 

Objectives of the study 

'!be literature suggested that trai.nin;J aimed at improvin;J initiatin;J behaviour, 

such as lateral t.hinkirg training, can :result in the acquisition of skills 

(Basadur et al., 1982~ Mansfield et al., 1978). Kirton (1977b), however, has 

argued that training will not :result in a chan;Je in cognitive style, a chan;Je 

which is essential for skills to becane an en::iurin;J aspect of the in:iividual's 

behavioor and consequently to impact performance and that cognitive climate 

(Kirton and McCarthy, 1988) cannot be readily c::han;Jed through acute interven-

tions such as training seminars. 

Nevertheless, even th.ough lateral t.hinkirg trai.nin;J may not be of value as a 

means of i.ncreasin;J the frequency of initiatin;J behavioor, the question re­

mains, heM might such trai.nin;J be employed m::st gainfully? Moreover, lateral 

t.hinkirg trai.nin;J may be of more value to sane styles of t.hinkirg than others. 

An association between innovators (Kirton, 1976) and lateral thinkers may be 

expe.cted, if qualitative descriptions of the respective styles of t.hinkirg are 

o:::mpared. SUch an association may be of :ilrp:>rtance to trai.nin;J in initiatirg 

behavioor as it suggests that a greater return on investment would be made by 

trainin;J certain types of :people, as opp::>Sed to a strat.e:y of across the board 
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'!he p.n:pose of this study is to determine the value of lateral thinking train­

ing in altering the frequency of initiating behaviour within a given cc::mpany. 

consequently, this researd:l focuses on three cbjectives: 

'Ib determine whether subjects who have complete:i lateral thinking training 

have acquired relevant skills. 

'Ib detennine what effect, if any, the acquisition of these skills would 

have on o::gnitive style. 

'Ib detennine if "innovators" perform better in lateral thinking training 

than "adaptors". 

Design of the Experiment 

A quasi-field experiment (Cook and canpbell, 1976), with experimental and con­

trol grcups, and pre- and posttests was used. 

Two tests were enployed., one, the lateral 'Ihi.nk:i.n:.;r I<i'lowledge Test (IlI'RT), was 

used to assess the acquisition of lateral thinking skills and knowledge, the 

other, the RAI (Kirton, 1976), to determine charges in cognitive style. '!he 

~ was adm.in:istered immediately before and after training in the case of the 

experimental group, and with a three day interval between administration of the 

pre- and posttests, in the case of the control group. '!he RAI was administered 
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with the I.lI'RT before the cammencement of traillin; am then six nonths later. 

'!be experimental group attended a two day lateral think:i.x:g seminar, 'While the 

control grcup received no treatment. Me.nibers of both groups attended various 

other trainin:1 procJrcnmrteS durirg the six nonths between first administration of 

the l<AI am last. 

Participants 

Participants were drawn fran a subsidicuy of the :rm.1l tinational o:xnpany de­

scribed in the introductory chapter. '!be cc::mpany employs 160 people on aver­

age, am the participants represented a cross section of employees fran manage­

ment, professional am clerical ranks. 

A sample of 'convenience' (Kerlirger, 1986) was used. for the experimental 

group. !hree lateral think:i.x:g seminars had been scheduled am those att.endirg 

were used. as subjects in the experimental group. None of the subjects att.e.rrl­

irg the trainirg had been chosen because of specifically diagnosed performance 

problems. 

A raman sample of 25 Wividuals who :rret the same criteria as those att.endirg 

the tra.inirg, that is, they had not received any trai.n:i.rg in initiatirg behav­

iour previously, they were literate (a miniIm..nn education of Std. eight was used 

as the criteria far literacy) am they were pennanent employees of the oc::mpany, 

was drawn fran the remainirg employees. 'Ibis sample constituted the oontrol 

group. 
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'!he Administration of Iateral 'Ihi.nking Training 

Because canpetence in lateral thinking requires both. skills in usirg lateral 

thinking techniques a:rd a specific attitude, this trainirg is conducte:i in a 

specific manner. 

Each technique is introduced very briefly after which delegates are assigned 

short exercises of five to ten mi.nutes in duration, (de Bono, 1971; 1985a). 

'!he exercises take the form of SIlg'gestions, ideas or provocations, on which the 

specific technique is to be practiced. For instance, delegates are asked. to 

fin:l the positive aspects, the negative aspects a:rd what is interestirg regard­

irg the suggestion that evezyone who wants to be prom:rt:ed should wear a yellCM 

shirt (de Bono, 1985a). 

'!he exercises may be oc::llpleted individually or in group discussion. Ext:.errl.ed 

effort in generatirg ideas is i:np::Irtant, as is deferred judgement. At the end 

of each exercise, individuals or groups, as the case may be, share their ideas 

with the other seminar delegates. Five or six exercises are oc::llpleted for each 

technique. 

De Bono (1971) has recanm:errled that most exercises should be unrelated. to the 

delegates 1::usiness requirements. Sane may be irrlirectly relevant, rut actual 

work related. prc:blems are not addressed until the final module in the train­

irg. By usirg exercises which are re.rrote fram the deman:::is of the job, the 

trainee is able to avoid emotional invol ve.ment in the prc:blem which may 0ther­

wise interfere with learnin:J the techniques a:rd acquirirg the appropriate atti­

tude. De Bono has proposed that through this approach to trainirg, people will 

beoane aware of the existence of alternatives a:rd hCM they may be ;uncovered 

through effective use of lateral thinking techniques. 
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De Bono (1985a) reoanmen::led. that theory ... """' ............. "'!I 

discllssed durirg the t.rainir:g sessions. He 

CDIll.L\.II:iitlli:= trainees. ~ main vehicle for leam.in;J late:ral 

thi.nk:i:rg not be 

14 ................ "" 

13 t.ec::hniques were acklresse!Cl 

agerrla.. All the techniques 

spJr:eaa. aver two days. :ourirg 

........ J .... "'" one contains the lateral thi.nk:i:rg 

are de Bono's (1985a) reoanmen::led. train-

irg • 

I:nna\1ation-Invent.ory (RAI), is a measure of cognitive style 

32 there is no time limit 

for the rec:amnen:ied that 5 - 10 :mirrutes is 

enough. to carplete the inventory. 

Administration. rrhe RAI was administered. to 

roams. Instructions on h<:Iw' to the 

the front page of each RAI response sheet, were :read the ~"'''''''''IJ 

administrator. 
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Table 1 

lateral rnrlnkirs Trainirq Agerrl.a 

Techniques ani Exercises 

Welcane ani i.nt.rcduction to lateral thinking 

Plus, Minus ani Interestirg 

Direct Alt.e:rnatives 

Concepts ani Functions 

Purpose ani Imp:)l:tance 

Dream Desire 

Movement ani Provocation 

Escape 

Ra.rrlan Input 

Ha:r:vestirg 

Shapirg 

Assessirg 

Implementirg 

General Awlications ani Practical 

SUmmary ani Conclusions 
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Each item is a statement to Wich subjects must respond indicating the 

degree of ease or difficulty fourd in confonninq with the statement. For 

example item 3 refers to a person who "enjoys detailed work" (Kirton, 

1977b, p.39). 

'!he I<1U is consb::ucted as a form of Likert scale. Alorgside each item is a 

line of 17 dots representing a scale ext:endi:rq frau "vmy easy" to ''very 

hard" • Responses are made by placing a cross over the dot correspon:ling to 

the subject's perceived degree of ease or difficulty experienced in conform­

ing with the statement. To avoid a response set, some items are reverse 

scored. 

Scoring. Tests are scored by assign,irg a value fram. one to five to each 

item according to the scoring key, printed on the second page of the re­

sponse sheet (Kirton, 1977b). '!he values are totalled to provide a score 

on each subsca.le. '!he subsca.le totals are SI.lI1'IIDed to provide the overall 

I<1U score. 

'!he I<1U has a theoretical mean of 96 ani a range of 32-160. '!be general 

population scores are set at a mean of 95.33 with a SD of 17.54 (Kirton, 

1976). 

Reliability. Kirton (1977b) re}X>rted that the I<1U has proved to be robust 

under varying conditions. Research has been conducted. on the I<1U in the 

U.K., Italy, U.S.A., New' Zealani, ani Irelani, in Wich cronbach Al];ila 

measures have been re}X>rted ranging fram. 0.76-0.91 indicating a high level 
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of inter:nal reliability. Moreover, test-retest studies in New Zealarrl, the 

U.S.A. ard Italy have revealed. measures of 0.82, 0.84 ard 0.86 respective­

ly. An assessment of the reliability of the I<AI for this South African 

resea.rdl sanple had to be made. 

'!he lateral 'Ihinking Knoirlledge Test 

De Bono (1971; 1985a) has provided clear guidelines on haw to train lateral 

t.h.ink.irg but has not offered any me.thcxi of assessing the efficacy of training. 

Ha+.7ever, it is important to establish whether or not skills have been learned 

in the training session. Failure to internalise or implement skills in work 

situations, may be due to poor schedules of reinforcement or a lack of opportu­

nity to use them, rut unless these skills have been learned. first, they camet 

be transferre::l. to the work place or becane a natural part of overt or covert 

behaviour. If skills are not leamed then it may be assmned that the training 

has not been successful. On the other har.d, if skills have been leamed but 

not transferre::l. to the work setting, then at least one source impeding the 

transfer of skill to the work place has been eliminated. 

In this study a means of assessing lateral t.h.ink.irg training was needed. 1.his 

process was not inten:ied to measure an urrlerlying psychological construct, rut 

the ability to demonstrate effective use of a skill. 

Torrance ard Presbury (1984) noted that while tests of creativity have frequent­

ly been used for the evaluation of creativity, other methods, such as the as­

sessment of the products of creativity or behaviours, have been used too. '!he 

essence of lateral t.h.ink.irg training is to teach the attitudes ard skills (De 

Bono, 1971) that facilitate lateral t.h.ink.irg. As this training converges its 
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efforts on short. exercises, it seemed logical that on c::arpletion of the train­

i.rg, in:iividuals shoo.ld be able to d.el.rDnstrate the movement idiom (an integral 

part. of lateral think.ing traini.rg) I to a greater or lesser degree, when present­

ed with a similar stimulus, that is, a short. exercise :remJVed fran the reality 

of specific jab demarrls. 

Based. on this a.ssunption, an instrument to assess the effect of lateral tb.ink­

i.rg traini.n;J on the acquisition of skill was develope:i. A number of short. 

exercises were extracted from De Eono I s lateral 'Ihink.i.rl;J traini.rg programme 

(1985a). '!bese were assembled in the form of an open errled questionnaire (see 

Apperrlix A) as a qualitative attempt to ensure oontent validity rather than 

construct validity while usi.rg an accepted method of evaluati.rg the acquisition 

of skills an:! kn<::Mledge (Kirkpatrick, 1976). 

A.dministration an:! SCoring. '!he instructions for c::arpleti.rg the test are 

printed on the front of each questionnaire. In addition, the administrator 

explained the purpose of the test to the respondents an:! dealt with voiced 

concerns. '!he administrator explained that researc!h was bei.rg conducted 

which was not concerned with right an:! WI'Orq answers, sinply the thoughts 

which the questions provoke::i. SUbjects were informed that the questions 

had been specifically selected so as to avoid any relationship to jab prob­

lems. '!he subjects were given forty-five minutes to c::arplete the test, but 

were informed that this time limit was to be seen as a guide as to how long 

it shoo.ld take to c::arplete the test rather than as a strict time limit. 

('!he time frame had been established in a pilot study) • 
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'!be test consists of eleven items. Each item may be assigned a maxi.nru:m of 

five points ani a minimum of one, thus resulti.rg in a :maximum p::ssible 

score of 55 ani a minimum of 11. '!be points are assigned to each item 

aooordi.nq to a scale based on the concept of behaviourally ardi.o:red rating 

scales (see ~ A) • 

In this study, two raters 'Were instructed. in the scori.rg procedure. First 

they received a briefi.rg on the basic principles of lateral t.h.inkir:g. 

Next, they were instructed. in the use of the anch.o:red scale ani asked to 

score a "dummy" protocol. The raters canpared scores ani discussed differ­

en:::leS. '!be raters 'Were then irrlepeniently presented with all the protocols 

in randall order ani asked to score each. 1m average of the two scores was 

use::l to represent achievement on the test. 
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RESUIlIS AND DISa.lSSlOO 

Introduction 

In order to facilitate readin;;l, the results of this research a.n:i the discussion 

thereof have been oanbined into a single chapter. 

!here are three areas up::m which to focus in order to evaluate empirical evi­

dence of changes in cognitive style, lateral thinking a.n:i associations between 

styles of thinking a.n:i performance on lateral thinking tasks. Firstly, it is 

important to establish that the samples employed in this research do not differ 

significantly fram each other on important dimensions. Secondly, the :psychomet­

ric properties of the instruments used must be reviewed to detennine the impli­

cations for i.nterpreting results. Finally, the experimental a.n:i control groups 

must be systematically canpared. 

Description of the sample 

In order to draw effective conclusions fram the results of this research it 

must be established that the exper:i:mental a.n:i control groups, which are both 

sanples of convenience, do not differ significantly on critical dimensions. 

Differences in age a.n:i education may be potential causes of variances in perfor­

mance where learning is a factor, while lerqth of service a.n:i type of work 
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perfonned, may explain observed similarities in cognitive climate (Kirton a.rrl 

McCarthy, 1988). 

Data on the educational levels a.rrl jobs occupied by subjects in the two re­

search groups is presented in Table 2. '!he data is expressed in tenns of ab­

se:tVed frequencies in different l1.CI'Iri.nal categories. D.le to the non-parametric 

nature of this data a.rrl to the small frequencies observed in some categories, 

the KolIrcgorov-Smimov test (K) was used to detennine if significant differenc .. 

es existed :between experimental a.rrl control groups. K values of 1.02 a.rrl 1.11 

were calculated for the differences in distributions :between groups on job a.rrl 

educational categories respectively, neither of which was significant at the 

0.05 level for two tailed tests (MAddls, 1975). 

Table J contains data on age a.rrl lenJth of service for subj ects in both the 

experimental and control grtR.lpS. Values of :t for i.rrlepen::ient grtR.lpS were calcu­

lated usjn;J the Epistat (Gustafson, 1984), a statistical softwa:re package, in 

order to compare the experimental and control groups. Neither the :t value for 

age nor lenJth of service proved. significant at the 0.05 level for two tailed 

tests. 

Conseq,uently, even though these groups represent samples of convenience, it may 

:be assumed that they are matched sufficiently to make COl't"parisons. 

Psycharetric Properties of the Measurjn;J Instruments 

In order to accurately interpret the observed results, the measurjn;J instru­

ments must de.rconstrate an acceptable degree of reliability. 
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Table 2 

of Experimental and COntrol G:r!:::Ups 

Variables 

Education 

10 years 

11 or 12 years 

Post SChool 

Certificate 

Post School 

Diploma 

Degrees 

Clerical/Sales 

SUpetvisory and 

Professional 

:Managerial 

Total 

3 

2 

3 

10 

7 

4 

Control 

6 

6 

4 

16 

13 

2 

1 

16 
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Table 3 

Age an::i length of SeJ:Viee Variables for 

Experimental an::i Control Groups 

Experimental 

Control 

N 

21 

16 

Age 

M SD 

33.71 4.27 

35.19 8.41 

0.70 

sendee 

M 

4.38 

5.25 

1.10 

SD 

2.22 

2.60 
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'!he Kirton Maption-Innovation Inventory 

'!he mean, the starrlan:l deviation, rarqe am Cronbach AlJ;ila \\1el:'e calculated for 

lx:rt:h pre- am posttest oon:litions (table 4). '!he:mean, standard deviation am 

rarqe for both pre- am posttests differ from Kirton I s general population 

statistics, rut this is not unoort'Il.OOn (Kirton, 1977b). '!he reliability as 

:measured. by the Cronbach AlJ;ila score on both test con::litions is at an 

acceptable level "Which means that results derived from these tests can be used 

without undue reservation. 

'!he lateral nrlnking Knc:Mledqe Test 

'!he mean, starrlan:l deviation, rarge am the cc.>efficient for the correlation 

between raters is contained in table 5. '!he correlation was obtained using 

Pearson's Product :tobDent am in::licates a high degree of agreement between rat­

ers on both pre- am posttests. Bearing:mind that the validity of the ~ has 

been qualitatively established, the consistency of scoring :between raters sug­

gests that the results may be safely used to detennine the efficacy of lateral 

thinking trainin:J. 

'!he performance of the research groups have been c::atpared in three ways. First­

ly, scores on the IQ\I for both experimental am control groups, pre- am 

posttest \\1el:'e analysed. Secon::lly, the results of the I.ll:'R'.r for both groups on 

pre- am posttests \\1el:'e canpared am finally the perfonnance on the I.ll:'R'.r pre­

am posttest was correlated with perfo:nnance on the IQ\I pretest. 
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Table 4 

Sanp1e Variables on Kirton Maption-Innovation 

Invento:ty Scores 

Test 

Pretest 

Posttest 

N M SD 

37 93.92 12.04 75-133 

26 89.91 9.99 72-114 

0.76 

0.66 
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Table 5 

sample Variables on the lateral 'Ihlnk.irs 

I<'now1edge Test 

N M SD Range 

Pretest 

Rater 1 37 20.19 4.95 11-32 

r 

Rater 2 37 20.22 5.05 12-32 0.96 

Posttest 

Rater 1 37 25.14 8.07 12-43 

Rater 2 37 24.54 8.18 12-42 0.99 
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Pre- an:i Posttest Perfonnance on the KAI 

Were lateral think.irx;J trainin:J to have resulted in a change in habitual ways of 

think.irx;J, a significant change in cognitive style should have been dbse:!::ved 

after the trainin:J. usirg the student's t-test for related sarcples, calculated 

by means of the Epistat (Gustafson, 1984), p:re- an:i posttest differences on the 

KAI means of the control an:i experimental groups respectively, were cc::arpared.. 

Similarly, usirg the student's t-test for i.n::iependent sarcples, between group 

differences on the KAI means were c:x:mpared. '!be results of this analysis are 

contained in table 6. 

No significant differences at the 0.05 level between the control an:i experimen­

tal groups' means, on either the pre- or posttest, were fourd, assessirg the 

value of t for two tailed tests (as no prediction of direction is made). Fur­

thermore, no significant differences at the 0.05 level between the means of 

pre- an:i posttests were fourd for either experimental or control group, usirg a 

one tailed test (the prediction in the direction of m::>re innovative scores is 

inplied) . 

As there was a six nonth i.nt.eJ::val between pre- an:i posttestirg, this result 

suggests that the cognitive style, as represented by KAI scores, are relatively 

stable an:i not easily iIrpacted by an acute i.ntel:vention such as lateral think­

irg trainin:J. rnris fin:ting is C()l1:Jn.lent with Kirton's (1976) theo:ry which 

purports that cognitive style is a relatively stable element of personality. 

However, there are other possible explanations for this observation. 

Durirg the inteJ:val between the initial an:i final testirg, there was a loss of 
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N M SD M SD t 

14 90.43 8.54 92.57 10.91 O. 

12 89.08 7.66 86.17 7.96 1.20 

0.42 1.68 
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subjects fran both the experimental ard control groups. 'Ihere were six 

subjects who could not be persuaded to cxmplete posttest response sheets ard 

five subjects who were transferred or who left the c::c:I'tplIly. It could be argued 

that these subjects may have been It'Ore receptive to lateral thinki.rg train:i.n:.:J 

ard c:::onsequently have chan;Jed cognitive style which would have impacted on the 

group mean. It does, however, appear unlikely that only those few subjects who 

left the experimental group would have shown significant chan;Jes in cognitive 

style. 

A further possible explanation is that the lateral thinki.rg training' either was 

ineffective ard did not result in a:tr:l learning or as much learning as could 

have occurred ard oonsequently there was insufficient acquisition of skill to 

inpact cognitive style. '!his explanation may be addressed through the findi.ngs 

of the performance of the groups on the IlI'!cr'. 

Pre- ard Posttest Perfo:rmance on the I.lI'Icr' 

Should lateral thinki.rg training' have been effective in imparting relative 

skills ard k:ncMledge, it WOJ.ld have been expected that the experimental group 

shCM a significant change on pre- ard postt.est SC:CreB ard that, unless such a 

change was due to maturation, the control group should not have manifest a:tr:l 

similar changes. 

Using the student 1st-test for related sanples the pre- ard posttest means for 

the exper.iment.al ard control groups respectively, were~. Table 7 con­

tains the results of this analysis which irxlicate that a significant difference 

between the experimental group I S pre- ard posttest SC:CreB was observed, while 
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no such difference was fourrl between the control group I S pre- ani posttest 

scores. 

M:>reover, while there was no significant difference between the means of the 

experimental ani control group on the pretest, a significant difference was 

fourrl to exist between groups on the posttest scores. 

rrhese results suggest that the lateral thinking traini.n;:r was at least effective 

in impartirg skills ani krlcMledge which could be applied in response to a given 

stimulus, the I.JI:m'. One alternative argmnent is that the abse:I:ved changes 

lNOUld have occurred in spite of the trainin:], however, this argument seems to 

be negated as the control group showed no similar chan;;re. 

Had there been a significant difference between experimental ani control group 

means on the pretest, there may have been support for the argument that the 

experimental group was predisposed to learn more about lateral thinking than 

the control group. fb..Jever, no such differences 'Were observed. 

'1bere are t\\lO broad limitations on the degree to which these results can be 

generalized. Kerlirger (1986) has ~ that this :aethod of assessirg the 

efficacy of trainirg may nat measure an.yt:hir'q other than the respon:lents abili­

ty to answer a questionnaire in a predetennined fashion. Acco:rdir:gly, the 

results obtained fran the IlI'J.{[' cannot be interpreted to support de Bono I s 

(1971) contention that lateral thinking trainirg results in a change in 

attitude towaJ::d lateral thinking. 'Ihese results sinply SUWOrt the proposition 

that lateral thinking training can result in the acquisition of specific 

skills. 
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Table 7 

Pre- and Fosttest Scores on the lateral 'lhinJdrg 

R'now1edqe Test. 

Pretest 

Groups N M SD M SD j; 

Experimental 21 21.02 5.52 29.26 7.68 5.72* 

Control 16 19.13 3.99 19.03 3.95 0.12 

1.16 4.85* 

* p<0.05 
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Sec:xJrrlly, the generalizability of these results are limited by the size and 

homogeneity of the sample used. '!his means that the conclusions about the 

efficacy of lateral thinking training pertain to the smrq;>le within this study. 

Co;mitive Style and Performance on the I.lI'KT 

De Bono (1971) has suggested that anyone can learn lateral thinking, despite 

differing personalities. SI.ldl learnirg'may be mediated or ha.np!red by a mnnber 

of variables such as level of education, intellectual ability and mtivation to 

learn. Consequently, not everyone acquires an equal degree of ca:npetence in 

the use of lateral thinking. 

Cognitive style, on the ather hard, is a relatively stable trait. This:means 

that in::lividuals cane to lateral thinking training with differing cognitive 

styles and hence different preferences for generat.hg ideas, differing levels 

of :readiness to ignore conventional m::x:les of behaviour and terrlencies for sys­

tematic analytical thinking (Kirton, 1976). 

As characteristic innovator (Kirton, 1976) behaviour and lateral thinking shOil 

qualitative similarities, it may be expected that innovators would more readily 

learn lateral thinking than adaptors and hence terrl to perfonn better on the 

I.lI'KT than adaptors, particularly as the l:.lml' does not attempt to measure the 

quality of ideas generated. In essence it may logically be expected that high­

er l<AI scores would p:redict performance on the I.lI'KT. 
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Table 8 

COrrelations between lateral 'lhi.nkim Knowledge 

Test (IJl'.tcr') Scores am Kirton Adaption-Innovation 

Inventory (RAIl Scores 

Total4 

Pretest 

Posttest 

0.13 0.27 0.26 0.33 

0.09 0.34* 0.49* 0.47* 

* p<0.05 

lSUfficiency v proliferation of originality. 

2Efficiency • 

3Rl.lle/grcRlp conformity. 

4Total score on the RAI. 
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To test this expectation pre- an:i posttest sc:ores on the I.lI'Rr were correlated 

with total !<AI sc:ores an:i the sc:ores on the !<AI subfactors (Kirton, 1977b) , 

sufficiency v proliferation of originality (SO), efficiency (E) an:i rule/group 

confonni ty (R), usirg Pearson I S Product Manent. '!he table of correlations is 

contained in table 8. 

'!here was n::> significant correlation l.:le'tween the total !<AI sc:ore an:i the I.lI'Icr' 

pretest sc:ores while a moderate but significant correlation between the total 

!<AI sc:ores an:i I.lI'Rr posttest sc:ores was fami. 'Ibis may be explained in as 

Im.lCh as the initial presentation of the I.lI'Icr' represents a situation in which 

there is the presentation of a stimulus to which the app:rq;>riate response is 

unknown. Once the app:rq;>riate response set is lea.med innovators respond more 

readily than do adaptors. 

On neither the pretest nor posttest did the subfactor SO correlate significant­

ly with performanc:::e on the I.lI'Rr. '!his supports Kirton's (l977b) observation 

that while innovators s.h.c:M a prefere:nce for generatirg ideas, adaptors can 

generate new ideas when called on to do so. 

Notably, there were significant correlations l.:le'tween the I.lI'Rr posttest an:i the 

E an:i R subfactcrs of the !<AI. As higher sc:ores on these subfactars indicate 

less of a prefere:nce for systematic thinki.ng an:i confonnity, this observation 

sugg-ests, within the confines of this study, that cognitive styles which teni 

to be irdeperrlent of group norms an:i pressures an:i which show less ooncem for 

accuracy an:i precision will ll'Ore easily learn lateral thinki.ng. 
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Ferguson (1959) has warned that the existence of a significant correlation is 

not sufficient to irdicate causality between the two correlated. variables. 

However, as the acquisition of lateral thin:Id.rq skills oould not be associated. 

with significant cl'lan:Jes in cognitive styles, yet a significant positive corre­

lation between cognitive style an:i lateral thin:Id.rq leanrl.n:1 has been fourrl, 

the irdication is that certain cognitive styles have a predisposition for later­

al thin:Id.rq carprred to others. 

'!his raises an i.n'portant question vis a vis de Bono's (1971) prcp:sal that 

lateral think.in;J can becare a habitual way of thin:Id.rq. It suggests that later­

al thin:Id.rq training may not result in a cl'lan:Je in habit of thought, but rather 

that the reverse occurs: those with a particular habit of thought, or cognitive 

style, lIDre :readily acquire lateral thin:Id.rq skills. '!his would constitute a 

similar paradigm to the p:rooess of acquiring any other skill, for exanp1e the 

acquisition of sports skills. Playing golf is not a dichotcm:Jus variable. 

While anyone can learn to play golf, sane peq:>le play better golf than others. 

However, it would seem that those with particular psychom:ltor abilities tend to 

more readily acquire golfing skills an:! improve their competence. In other 

words skills training improves a "raw" ability. 
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SUMMARY AND CONCWSICNS 

Ole to the small relatively hcm:qeneous sample used, the results cannot be 

safely generalized beyond the limits of this study. Nevertheless, this field 

experiment points to a number of pertinent issues, particularly as rega:rds the 

use of lateral think.ir¥.J training within this organisation, and w.hich, if re­

searched on a larger scale, :may:may be of value on a broader scale. 

within the groups that were studied, lateral think.ir¥.J training was effective, 

in as much as relevant skills and knowledge were learned. HarIever, the aoquisi­

tion of these skills and knowledge does not appear to have affected any signifi­

cant d'lan;Je in cognitive style. 

F\lrthen'oc>re, it does seem that within the groups studied, cognitive styles 

associated with behaviour w.hich appears indepernent of group influences and 

which shows less conoern for accuracy, prec:ision and system, have a predisposi­

tion for learrU.rg lateral think.ir¥.J skills. 

'!his has implications for the use of lateral think.ir¥.J training. 

Inplications for the Use of lateral rrhi.n'Jd.rs Training 

If it has been determined that the current cognitive climate is inawropriate 

in terms of the del:nan:is which the organization must address, and that a greater 

frequency of initiatin;J behaviour is needed, then lateral think.ir¥.J trainin;J, 
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I • alone, is not a solution. In::leed, trainin;r as many in:tividuals as possible 

\ within the organisation in lateral t:J:rlnki.n;J aPJ;)earS to be an exercise in which 

il the costs outweigh the benefits. 

I 

II Hovlever, lateral t:J:rlnki.n;J training may play a ~ role if it is used to 

\ address specific issues. 

\ Quite clearly certain jobs demand the use of initiating behaviour. Ideally 

I these positions shruld be filled by people with a cognitive style suited to 

\ initiatir:g behaviour. lateral t:J:rlnki.n;J trainin;r could be appropriately used 

I to develop the abilities of incumbents of these positions given that con:litions 

\ reinforce such behaviour an::i that in:tividuals have not yet realized their full 

II potential. 

\ 

I Frequently adaptors an::i innovators (Kirton, 1976) are required to work togeth-

\ ere Where these in:tividuals differ noticeably in their respective cognitive 

I styles, i.nte:personal conflict may arise (Kirton, 1980). lateral t:J:rlnki.n;J 

I training may be used as part of an effort to I."educe such conflict by facilitat­

I in;! urxlerst:aniin; of different styles of t:J:rlnki.n;J am the iDp>rtanoe of these 

\ styles to the total group. 

\ Finally , sane positions demarrl oo:::asional lateral t:J:rlnki.n;J efforts, which may 

iimearl that an individual is required to meet infrequent job demands for which he 

lor she does not have the relevant skill or predisposition. In this case later­

Ilal t:J:rlnki.n;J trainin;r may provide the necessary skills to cope with these de-

~. 
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Areas far F\1rt:her Research 

Quite clearly this total study needs to be substantiated. by research on a scale 

which allarNS broader generalization. Certain other questions do arise in addi­

tion, though.. 

Firstly, lateral th.ink.i.rg trai.ni.ng is only one method of t.rainirq initiatin:;J 

behaviour. other methcds must be researdled as 'Well. While it appears unlik.e­

ly, there may be m:>re pa.erful tecJ:miques which can result in a charge in a:::gni­

tive style. '!his gives rise to a question of ethics. 

If there are methods which can result in charges in cognitive style, should 

they be utilised. Pec::ple have private lives which exist bayard the parameters 

of their involvement at work. Any pennanent charge to an element of personali­

ty therefore affects not only their performance at work but the way in which 

they interact outside of the work context. 

It would seem that matching an in:tividual's strengths to deman::Is in the workin:;J 

erwironment am then developin:;J these strengths is the appropriate answer. 
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Apperdix A 

lateral 'Ihink.ing Kl'lcMledqe Test: Questionnaire and Anchored Rating Scale 



Univ
ers

ity
of

Cap
e Tow

n

- 66 -

lateral 'Ihinking Questionnaire 

Name: ------ Exercise: IIII 

Date: _____ _ 

'Ihi.s exercise constitutes part of the research being done by the ccmpmy on the 

effectiveness of lateral thinking training. You have 45 minutes to carrq;>lete 

this exercise. We're really only interested in the way you think, not in right 

or wrong answers. COnsequently, it is .i.nq;)ortant for you to explain how you 

arrived at your ideas, su.gg'estions or camnents for each question. If some 

questions seem odd, please bear in mind we have tried to avoid drawing respons­

es about work related issues in order to avoid biases or prejudices. 

1. What are your thoughts on the following su.gg'estions? 

a) I1mch breaks should be reduced by 15 minutes. 

b) arildren should receive a weekly wage for atterrling school. 
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2. What ideas do you have on the following situations? Try to briefly explain 

hc::M you arrived at these ideas. 

a) Ideas on why a 13 year old boy who starts coming home late at night 

and refuses to say where he I S been. 

b) Alternative ways of rewardin;;J people for workin;J harder. 

3. Explain what substitutes we could introduce for: 

a) Technikons. 

b) Till receipts. 

4. Select an aspect of your jab. Describe a vision, dream or desire of what 

it should be like. Describe ways of achievin:l this. 

\ 
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5. What ideas do yru have on the following t:hough.t provoca.tion? "'!he price of 

petrol is to be doubled." 

6. Provide sane solutions for the following situation. 

We sell office equipnent. We provide after sales service. Recently 

we have received many (genuine) CCIl1plaints on delays in respon:ti.nJ to 

calls for service. 

7. What are your t:hough.ts on the following suggestion. Policemen are rewarded 

for the number of offen::iers they catch. 

8. :HoINcan we make hotels more attractive to people who wish to conduct confer­

ences? 
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lateral 'Ihin1dn:!: Anchored Rating Scale 

5. '!he individual responds in a 
manner which clearly indicates 
that he or she searches beyond. 
the conventional an:i tries to 
firrl escapes fran the 
limitations imposed by social 
values an:i norms. For exemple, 
a snack is an illusionary meal. 

3. '!he individual supplies a 
number of alternative responses 
to an item al~ they are 
nat necessarily conceptually 
different. (1Jlley may be 
different elements of the same 
set, for exemple, a fruit is an 
oran;Je, pear or apple) . 

1. No response is given to an 
item or a sin;Jle response is 
provided, aocaIpa.nied by an 
evaluative canment explainin;J 
why limited responses only are 
possible, (such as good, bad, 
right or wrong). 

4. Responses on items are charac­
terized by numerous alterna­
tives which are conceptually 
different from each other. 
For exemple, snacks could be 
fruit, savouries or sweets. 

2. '!he response is typified by a 
limited number of alterna­
tives. '!he writer appears to 
see only one mea.ni.rq in the 
item presented. Responses are 
governed by values. (Should 
or shouldn Its, ought an:i 
oughtn Its) • 
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