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	Project Name
	Solution Generating Process for Innovation

	Required or optional?
	Optional 

	Number of points
	4 

	Due 
	1 week before next session


1. Define the desired solution.
A.
List relevant goals to achieve for the major stakeholders: owners, customers, employees, etc. Make your goals positive (what you want to make happen vs. avoid).
	

	

	

	

	


B.
What measurable criteria will prove the goal has been reached? Brainstorm and prioritize on a separate piece of paper and then put final responses below in order of priority, with 5 being the most important.

	5.

	4.

	3.

	2.

	1.


C.
What constraints must the solution satisfy? For example, time and budget constraints, legal issues, etc. Brainstorm and prioritize on a separate piece of paper and then put final responses below in order of priority.

	5.

	4.

	3.

	2.

	1.


D.
Determine the consequences for exceeding constraints. Prioritize and write final answers below. 

	5.

	4.

	3.

	2.

	1.


E.
To save time and prevent conflict, make sure everyone involved agrees to a common understanding of the Goals, Criteria, and Constraints BEFORE moving on to the next stage.

2. Gather information. (Research and Experimentation)
A. What knowledge and experience in this group can we tap into?

· What knowledge and experience within our organization can we tap into?

· What knowledge and experience outside of our organization can we tap into?

· Can we test our ideas before choosing a final solution? If so, how?

	

	

	

	

	

	

	

	

	

	

	

	


3. List Resources. Brainstorm and prioritize them elsewhere, and then list them here.
· What resources will we have to apply to our solution? This includes people, money, technology, knowledge, and outside assistance. Try to think about unusual resources as well as listing the commonly used resources. 

	

	

	

	

	

	

	


4. Brainstorm potential solutions (on different paper).
a) Brainstorming Guidelines

· Focus. Try to come up with creative ideas that really might achieve the goal and criteria listed.

· No critical remarks allowed. Remember, the basic principle of brainstorming is deferred judgment.

· Evaluation comes later. Hold a screening and evaluation session after the brainstorming session.

· Start solo. Start as individuals to list ideas to gain diverse perspectives and avoid group-think.

· Quantity is desired. The percentage of usable ideas that comes out of the average brainstorming session typically is quite small. Out of quantity comes quality.
· Wild ideas are welcomed. The wilder the ideas, the better. Often, these wild ideas can be altered to be usable. Freewheeling also keeps the group energized.

· Adding to ideas is okay. Improve on previous ideas and combine two or more fragments of ideas that others have offered. List the combination ideas in addition to the inspiring ideas.

· Facilitator keeps group on task. One person’s primary role is to help the brainstormers adhere to these guidelines and to find ways to encourage the group to produce a volume of ideas.

· Record everything. Record every idea so all the brainstormers can read them as you go.

5. Choose a solution (or combination of solutions) for the goal from the list of ideas that will best meet the criteria and not violate the constraints.
a) Prioritizing

· Preliminary Voting: Looking at the criteria, each person places a checkmark next to the 3 he/she believes will best achieve the goal. Circle the top 3 – 5 voted ideas. The number of checks per person and the number circled will vary. There is no fast rule about this, but the goal is to take the cream of the crop right up front, rather than waste time debating ideas that wouldn’t be chosen anyway.

· Cautionary Reflection: Each person looks back over the list of ideas that wasn’t circled to see if there is any that someone feels strongly that should be circled. If so, allow that person to give his/her reasons. Then, if the group agrees it should be a potential idea, circle it too.

· Labeling Top Ideas: Give each idea a letter. This is not prioritizing, but just to make it easy to use the following Criteria Grid.

b) Criteria Grid (This can be done on a large piece of paper with the actual criteria and ideas written on it as well.)

· The numbers along the vertical axis represent the criteria. The letters along the horizontal axis represent the top chosen solutions.

· For each solution, rate how you think it fulfills each criterion (on a scale of 1-5, with 5 as the highest) in the intersecting box – on the left hand side. This can be done a variety of ways:

· Consensually: The group agrees together on each number.

· Individually: After discussing pros and cons to each idea, each person rates each idea individually. The individual numbers are then averaged.

· Multiply each criterion score by its criterion number (the far left column) and put the result in the right hand column under that idea.

· Put the total of all right hand column results for each idea in the total row. This can be used as helpful data in your decision making.
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6. Create a plan for implementing the solution. (There are many project management processes that can be used during this stage.)
a) Use Thinker’s Positive Change Questions to brainstorm action steps.
· Brainstorm: “What do we currently have in place that can be action steps towards our goal?” (This builds on probably easier to apply process and resources.)
· Brainstorm: “What additional ideas that will help you to bridge from what you have in place to your goal.
· Prioritize the ideas from these two lists, and put the top ideas in a draft sequence.

· Look for gaps that need additional steps, and come up with them.
b) Input your Action Steps below
· List them in the chronological order in which they need to begin, and who is responsible for ensuring that step is accomplished. (Note: the end times will rarely order so neatly. A more complex process map may be helpful for bigger projects.)

	Action Steps
	Done By When
	Who’s Responsible 

	1.
	
	

	2.
	
	

	3.
	
	

	4.
	
	

	5.
	
	

	6.
	
	

	7.
	
	

	8.
	
	


7. Make midcourse adjustments or go back to Stage 4 if the solution is not satisfactory.
Schedule these review and adjustment times with the appropriate people now.

8. Learn from the results. Once the project is over, discuss its success. Record actions and processes that should be changed and those which should be used again.
Schedule these reviews and feedforward (ideas for next time) meetings with the appropriate people now.
To earn your points:

1. Complete at least stages 1-6.

2. Send your notes to Michael in an attachment to an email

3. Do this by 1 week before the next session (but today is not too early)

For 1 extra point per topic (once you have completed this project) do the 6 steps outlined on the brainstorming project by yourself.
For 2 extra point per topic (once you have completed this project) complete stages 1-6 outlined above, by yourself.
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