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The Creative Regression within the Design Processes in Enterprises 

There has been a lot said about the possibilities and the danger of designing in organization.  When we use metaphors such as differentiation versus integration or routines and rules (Managing as Designing, Rethinking Organizational Design 39), 

here lies the danger ─ misconstruing the conceptualization of an organization. Let me use the following similitude to illustrate the need to conceptualize an organization organically instead of mechanically. Organizations can be compared to, or seen as like living beings with skeletal, nervous and circulatory systems.  Whether we conceptualize or use metaphors to compare, it is never a statement about truth.  It becomes a statement about language and understanding.  A connotative meaning for the structure of an organization is by definition that an organization is a structure. 

Even when we are aware of the fact that we are using language with connotative meaning, secondary problems arise.  A practicing manager, designer or artist lives the semantic meanings, we tend to look at the metaphor and not at the entity which generated the model or metaphor or we use the metaphor or model as the true entity instead of thinking generatively.  

I recall the story of how me and my team were able to solve a building problem for a private school of art and design, state accredited at a University of Applied Science (which I co-founded in Germany).  Using an organic metaphor, I describe it as an entity moving through several chrysalis stages of an insect that changes its chitin armor in order to facilitate its growth. One of these metamorphoses accompanied a very complicated move from one building to another. The city where the institution was located, offered a building, a former transformer station located outside of the limits of the land-mark as its new domicile. It seemed to be no other solution than to take the offered building because of real estate market conditions at that time. German law at this time stipulated that you could not build or even use an existing building outside of these limits of the landmark. The state government and its administration were very supportive of our organization and did not suggest a solution to make this building available for us. The law controlled urban sprawl and clearly stated there was no way to build or use a building outside of the limits of a land-mark.  Nobody within the government could imagine anybody could change the law.   We met and sat with the state representatives around a table looking at the facts which stated there was a building we could not use and not another building available.  Without a building in city the private art and design school would have to close. 

Facing the facts, people gathered experienced a kind of depression merged with silence for an unusual length of time. Nobody seemed to have a solution (although everybody in the room would have liked to have had one).

The unusual silence inspired a representative from the private art and design school to solve the problem another way.   The new solution had no intention to convince the people on the other side of the table (government representatives) to change the law.  This approach described the beauty of the power station outside of the limits of the landmark which created a new awareness.  The building was constructed before WWII in historical Bauhaus style a very radical and simple construction of shapes and forms in concrete.  Introducing the description of architectural beauty based on pure observation made it possible for everybody at the table to take part in the development of a new solution, and over the timeframe of a just a few minutes the group suddenly had a new solution.  The new solution encompassed the historical monument which was created from an architect influenced by (or even a member of) the Bauhaus movement and focused on the importance of preserving this building outside of the limits of the landmark because of its architecture and history.  The historical preservation of the building became the focus and was reinforced by governmental law. Realizing the contradictory situation, the law had to favor the defendant.  We received advice from the government representatives to research the history and to file an application to protect the power station as a historical landmark. It took only a few weeks to get the building protected. Shortly thereafter, renovation started and the art and design school began its use of a newly, renovated historical landmark.

A moment of creation occurred in the scenario of the private art schools dilemma where this group of people with different interests and agendas construct a solution for a seemingly unsolvable problem.  The intrinsic moment when we think and when we think generatively occurs during a “moment of silence”, “moment of not knowing”, “moment of emptiness” a “creative moment” or a “springboard for change”.

A solution was created through the construction of a story which included a solution by itself.  Focusing exactly on the very moment of creation, (which is necessary for all design processes) in this room there was:

1. 
Intention. 

- to solve a problem 

2. 
Creative Regression.

- acknowledgement and confession of emptiness, not knowing

3.
Contemplation

- cautious description of facts, based on 

4.
Generative Thinking

- a weaving of a story where everybody took part and ownership 

These are the conditions of creative design process in a team. 

Creative design processes in a team with different audiences and teams in various situations learn to live the moment of “creative regression”, a necessary part of an artist’s and designer’s generative thinking. It is key is to overcome past judgments and the possibility to be trapped in a former judgment, which can be a model, as well as a metaphor. 

The human mind holds schemas and conditions.  When we look at an image, even at a very basic image we immediately find entities ─  “Gestalt”, we name a rectangle -  yes, it is red… and then we have an abstract entity we communicate.  Do you see the red rectangle?   We answer, yes.  But the rectangle is immediately a preconceived notion which prevents us from seeing/construction another possible form: a cuboid the rectangle is a part of.

Only abstract thought allows us to communicate.  If we look and perceive we have endless possibilities to construct, model and conceive what is out there.  Knowledge is a recollection of past creations, models or metaphors… it is the opposite of looking (perceiving) creatively in the presence. Knowing allows us to make judgments and we can start to act.  Moments of not knowing are the creative presence, the moment of originating thought and at the moment where we create solutions not known before. 

This moment where we incorporate design in our environment and where we manage that the future can float into our thinking. It is possible for an individual and also possible for a team for a group of people.

How can we cultivate these processes in a managerial environment? 

How can we cultivate a team to accept moments of creative regressions?

