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NOW to NEW

A framework for designing and
implementing projects to do with
problem solving, development,

change and innovation

Created by
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Important note
The 10 stage Now to New framework
described in this document has been

superseded by the five stage
Creativator process

More info from Martin Leith (see page 18)
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NOW to NEW

The  four categories of 'Now to New' project

1. Problem solving Taking action to return the situation to normality.
2. Development More fully realising potential by leveraging existing resources and

capabilities, or by acquiring new resources and capabilities.
3. Change Moving from an existing state of affairs to a preferred state.
4. Innovation Creating something new that generates value.
Each of these four categories is an example of a shift from NOW to NEW. This document
describes a generic process for any Now to New activity: solving problems (particularly complex
or intractable ones), doing developmental work and addressing strategic issues, designing and
implementing change programmes (including complex, system-wide changes), and innovating.

The concepts and methods described in this document were gathered and developed by Martin
Leith during an odyssey of enquiry, exploration and experimentation that began in the late
1960s.

The document was originally created as part of the course notes for the Creative Problem
Solving module of University of Brighton’s MA Change Management, taught by Martin and
colleagues between 1995 and 2001. This explains the slightly academic flavour of the writing.

The odyssey continues, and the 10 stage Now to New framework described in this document
has been superseded by Martin Leith’s five stage Creativator process. The main changes are as
follows:

1. In common with many ideas-to-action methodologies, the old 10 stage approach relies
heavily on idea generation and evaluation techniques.  Evidence of this can be found on
pages 9 to 14 of this document. Creativator, on the other hand, is based on design
principles. Brainstorming is only used during the early stages, to create a robust specification
and to start uncovering the opportunity to create widespread value. When the groundwork is
complete, participants open themselves to inspiration then work in pairs using concept
sheets to describe and illustrate a small number of concepts that meet the specification and
harness their passion.

2. Creativator places strong emphasis on creating and preserving value for as many
stakeholders as possible: customers, employees, shareholders, suppliers and so on.

3. When using the old 10 stage framework, getting the whole stakeholder system together early
on is optional. When using Creativator, it is essential.

4. Customers are brought into the Creativator process twice: the first time to have
conversations about their needs, and the second time to evaluate pre-prototypes and
suggest improvements. When real customers cannot be present, proxies take their place.

For more information about Creativator, please contact Martin Leith (see page 18 for contact
information).
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The Now to New framework
A framework for initiating and managing projects to do with problem solving, development, change and innovation.

DO
(implement
the plan)

DEVELOP
selected idea

GENERATE
ideasREVIEW

ADOPT
the plan

EVALUATE
ideas;

select one

DEFINE NOW

If ‘No go’If adjustment
needed

2
1 3

4

7

5

6

9

8

10

!

!

!
!

! !

!

DEFINE NEW

Stage 1 Define Now – map your current reality
Stage 2 Define New – determine your desired outcome
Stage 3 Generate ideas (strategies, solutions, interventions) for moving from Now to New
Stage 4 Evaluate ideas, select one
Stage 5 Develop selected idea (through experiments etc.)
Stage 6 Go / no go decision. If no go, return to Stage 3
Stage 7 Plan to implement the idea (or modify the plan)
Stage 8 Adopt the plan (If you wait until Stage 8 to seek adoption, it’s probably too late)
Stage 9 Do – implement the plan
Stage 10 Review progress – return to Stage 7 if necessary (post-completion project review

when implementation work is complete)

Martin Leith’s five stage Creativator process (successor to the 10 stage
Now to New framework) is summarised here so that you can compare the two approaches.
1. Discovering what's needed
2. Thinking up a response to the needs
3. Trying out the response
4. Planning to make the response
7. Making the response

GO / NO GOPLAN / MODIFY
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An overview the Now to New framework
(Applies to all four categories of project)

1. Define “Now” (Map your current reality)
! Where are you right now? Create a detailed map of current reality
! Either do an I–Scan …

! Indications What are the signs that action is required?
! Interests Who has an interest in things changing? And in things staying the

same?
! Influences What are the contributing factors?
! Implications What are the likely consequences?
! Impulses What might help the change process?
! Impediments What might hinder the change process?
! Inter-related issues How does the issue under consideration connect with other issues?
! Inconsistencies What are the exceptions to the problem pattern? When does the

problem not happen?
! Inefficacies What has been tried that hasn’t worked? Is there a pattern?
! Injunctions What are the specifications? What is non-negotiable?
! Intuitions Do you have any unexplained insights or gut feelings about this

project?
! Inventory What resources do you have? What resources are missing?

! Time ! Money
! People ! Training
! Support ! Specialist knowledge
! Information ! Equipment
! Accommodation ! Other resources (specify)

! … or do a quick Ins and Outs analysis (Ins = what you know; Outs = what you need to know)
2. Define “New” (Determine your desired outcome)

! Where do you want to be? Articulate a compelling vision of your desired outcome
3. Generate ideas

! Ask: “In how many ways might we get from here to there?”
4. Evaluate the ideas; select one to develop

! Evaluate the different possibilities against explicit agreed criteria
! Select the one with the greatest chance of success

5. Develop selected idea
! Develop the selected idea further
! Develop a prototype or simulation and do a small scale experiment to try the idea out and get

feedback
6. Go / no go decision

! Perform an analysis of the probability and likely impact of risks
! Consider how to reduce probability of risks and limit their impact
! Assess likelihood of obtaining resources and enlisting necessary support
! Decide: go / no go
! If no go, either select next-best idea, or go back to Stages 3 and 4 (generate and evaluate new

ideas)
7. Plan to implement the idea

! Create a project plan, mapping how you will get from here to there, in broad terms and in detail
8. Adopt the project plan

! Make sure everyone is on board – if possible by involving them from the very beginning
9. Do (implement the project plan)
10. Review progress

! Check constantly that you are on course and that your destination is still valid
! On arrival at your destination, look back at what you have learned – not just about initiating and

managing this Now to New project, but about Now to New work in general
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Stage 1: Define ‘Now’  – map your current reality

Where are you right now? What is your current reality?
Your task is to conduct a comprehensive analysis to determine your current position.
The emphasis here is on the word comprehensive. A map of current reality can never be
truly comprehensive. However, your goal is for it to be as comprehensive as possible.
All members of the stakeholder system should be invited to contribute to making the map,
including bosses, subordinates, people from other departments, customers, suppliers and
members of the local community. You will end up with a database of strategic information
that should be kept up to date and made available to all concerned. This database is to
include information about matters previously considered undiscussable. By having a clear
and complete picture of current reality, wise strategic and operational decisions can be
made. And with information widely available, power games are minimised.
A useful tool for creating this database is the I-Examination, which is described on the
following page.
If there is insufficient time to complete an I-Examination, you have two other main options:
• Work with stakeholders to create a large, wall-mounted mind map showing all factors

having an influence on the matter in hand. Use sticky dots to identify the key factors.
• Conduct an Ins and Outs analysis: What do we know? (Ins) What do we not yet know

that we need to know? (Outs)

OutsIns
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The I–Scan

Unlike most other models of problem-solving and change, the Now to New framework is systemic and
does not rely solely on a linear cause-and-effect view of the world. While cause identification can be
useful for dealing with simple problems, when faced with complex systemic problems – particularly
human ones – it is usually necessary to identify patterns.
Not only is the I–Scan a valuable information-gathering tool – it can sometimes help problems dissolve
without any further effort. The 12 sets of questions do not need to be answered in any particular order,
which is why they are not numbered. Depending on the project category (problem solving, development,
change, innovation), some sections may not be relevant. For example, those marked ‡ do not apply to
the innovation category.
! Indications
In the conventional problem solving approach these would be called symptoms. Using the Now to New
framework we ask: What are the signs that action is required? A key question is this: If, while you were
sleeping tonight, a miracle were to occur and the problem were to clear up instantly, how would you know
when you woke up that the miracle had happened?
! Influences
In the conventional problem solving approach these would be called causes. Here we ask: What are the
contributing factors and antecedents?
! Implications
In the conventional problem solving approach these would be called effects. The questions here are:
What are the likely consequences? What benefits are gained as a by-product of the problem remaining
unsolved?
! Interests
Who has an interest in things changing? Who has an interest in things staying the same? Who will be
affected to a greater or lesser extent by the change? Who is the owner of the problem or the initiator of
the change programme? Who else is involved?
! Impulses
In Force Field Analysis these are called driving forces. We prefer to ask: What might help the innovation
or change process?
! Impediments
In Force Field Analysis these are called restraining forces. Here we ask: What might impede, inhibit or
hinder the innovation or change process?
! Inter-related issues
How does the issue under consideration connect with other issues? If you are in problem solving mode,
what is the problem costing? Consider actual cost and opportunity cost, past and future. Also consider
non-monetary costs: time, emotional energy, etc.
! Inconsistencies ‡
What are the exceptions to the problem pattern? What conditions are present when the problem does not
happen?
! Inefficacies ‡
What has been tried that has not worked? What do these attempts have in common? Is there a pattern?
! Injunctions
What are the givens, the positive and negative specifications, the parameters, the musts and must nots?
What is non-negotiable?
! Intuitions
Do you have any hunches or gut feelings about this project?
! Inventory
What resources and capabilities do you have at your disposal? What resources and capabilities are
missing?
! Time ! Money
! People ! Skills
! Support ! Specialist knowledge
! Information ! Equipment

• What information do you already have? ! Other resources (specify)
• What information do you need?
• What ideas have already been considered?

! Accommodation
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• Force field analysis (Forms part of the I-
Examination: Impulses and Impediments.)

• Rich picture
• Spray diagram
• Input-output diagram
• Flow chart ‡, flow-block diagram, flow-

process diagram
• Check sheet ‡
• Pareto chart ‡
• Histogram ‡
• Scatter diagram ‡
• Control chart ‡
• Activity-sequence diagram
• Critical path network
• Control-loop diagram
• Relationship diagram
• Systems map
• Influence diagram
• Multiple cause diagram
• System archetypes (Peter Senge)
• SWOT analysis (Strengths, Weaknesses,

Opportunities, Threats.)
• Cause and effect diagram ‡ (aka

fishbone diagram, source: Professor Kauru
Ishikawa, University of Tokyo) Typical
major themes: (1) Methods, Machinery,
Manpower, Materials; (2) Equipment,
Policies, Procedures, People.

• Run chart ‡
• Why/why analysis (Two kinds – see note

below about the question “Why?”)

– – –
Resistance

leader

Key player or
specific stakeholder sub-system

Resistance leader (– – –) indicates those who are actively campaigning against the project
Active resister (– –) includes those who are overtly hostile towards the project
Passive resister (–) includes healthy sceptics and people who feel mildly negative about the project
Neutral (0) includes those who are undecided, apathetic or uninterested
Passive Supporter (+) indicates those who have ‘bought in’ but could just as easily ‘buy out’ again
Active Supporter (+ +) indicates committed activists
Passionate Advocate (+ + +) indicates activists who are wholeheartedly committed to the project – champions who, metaphorically speaking,
would be willing to die for the cause
For each key player or stakeholder sub-system, plot his or her current position and desired position using the following codes: 1 = Current
position 2 = Desired position

– –
Active

resister

–
Passive
resister

0
Neutral

+
Passive

supporter

+ +
Active

supporter

+ + +
Passionate
advocate

Some other useful analytical tools

• McKinsey 7–S Framework (Shared
Values, Staff, Style, Skills, Systems,
Structure, Strategy.)

• Hexagons (Magnetic, Post-it, computer
generated, plastic film.)

• Kipling’s Six Serving Men (Five Ws and
an H.)
What? Where? When? Who? Why? (Use
this question with care – asking it will
usually elicit a belief, a justification, a
rationalisation or defensiveness) and
How?

• Stakeholder system analysis
Who are the primary and secondary
stakeholder system members? Consider:
(1) those affected by the project, (2) those
who have information and (3) those whose
support is needed. Categorise each
stakeholder group as 'must have', 'nice to
have' or 'mustn't have'.

• Commitment analysis
Use the table below to plot the current and
desired levels of support required from
members of the stakeholder system.

• Context mapping (e.g. PESTER)
Consider the political, economic, social,
technological, environmental and
regulatory factors.

‡ Source: Memory Jogger, published by GOAL/QPC.
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Stage 2: Define ‘New’ – determine your outcome

What is the new situation that you want to achieve? What is your desired outcome? Some
other ways of saying outcome are objective, goal, aim, vision, result, target, desired future
state (we prefer to describe it as ‘preferred present’) or new something-or-other (product,
process, business, structure, etc.).
Guidelines for writing outcome statements
1. Keep your outcome statement short and simple.
2. Avoid multiple outcomes.
3. If you are in problem-solving mode:

• reframe your problem so that you are stating what you want rather than what you
don’t want;

• ensure that there is not a solution embedded in the outcome statement (e.g. not
‘How to …’)

4. Do not use comparatives such as ‘better’, ‘faster’, ‘cheaper’, ‘more profitable’. What
would ‘better’ look like? How much ‘better’? How will you know that you have achieved
‘better’?

4. Use the ‘well-formed outcomes’ model to ensure that your outcome respects personal
and organisational ecology:
5.1 State your outcome in the positive (i.e. state what you want, not what you don’t

want);
5.2 Determine your success criteria (evidence of successful completion) – what will

you and others see, hear, feel, taste and smell when your outcome has been
realised? If a miracle were to happen and your outcome were to be miraculously
achieved, how would you know?

5.3 Ensure that any positive aspects of your current situation are retained, or that you
are ready to sacrifice them;

5.4 Make sure that progress towards your outcome can be initiated and maintained by
you;

5.5 Ask yourself if there any contexts in which your outcome would be inappropriate;
5.6 Consider if it is worth the cost (time, money, energy, hassle, etc.);
5.7 Check that your outcome consistent with personal or organisational values, culture

and identity.
5. Is your outcome at the right level? Ask yourself: “When I have this, what will it do for

me? What will it lead to?” It could be that you need to redefine your outcome at this
second higher level.

7. Use both rational and intuitive methods to create a compelling vision of your desired
future state. Consider your outcome from three perceptual positions: (1) from your own
point of view; (2) from someone else’s viewpoint; (3) from a detached or ‘meta’
position – that of a benign helicopter pilot, or a video camera with sound.

8. Minimum requirements
At the very least, make sure that you:
• State your outcome in the positive;
• Know your evidence of successful completion;
• Specify a completion date.
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Stage 3: Generate ideas

Stage 3 is concerned with: “In how many ways might we make the shift from Now to New?”. It
involves the generation of alternative strategies, solutions, possibilities and options. People with a
high Belbin team roles ‘Plant’ score are usually prolific generators of original ideas.
For many people ideas generation is synonymous with brainstorming, but this is not necessarily
the most effective method in every case. There are dozens of other methods and these are listed
below. Stage 3 is about divergent thinking, about opening up possibilities. When using any of
these techniques, premature evaluation must be avoided so that options are not closed down too
soon.

The 5Ws and the H
Sometimes referred to as Kipling’s Six Serving Men (What? Where? When? Who? Why? How?)
A more formalised version of this is called critical examination. This simple tool can produce a
wealth of information and valuable ideas. Use the question Why? with care; asking it will usually
elicit beliefs and the ’ations: rationalisations, justifications and interpretations.

6–3–5 method
This version of card writing is suited to teams of around six people. Each team member receives
three cards and writes one idea on each. The three cards are then passed to the neighbouring
team member, who writes a further idea on each card, triggered by the idea already provided.
The process is repeated until each of the 18 cards has six ideas on it, giving a total of 108 ideas.

Art gallery
Each group member makes a drawing or picture of some sort. (Each picture could be a group
effort, if required.) Put the pictures on the wall to create an art gallery. Now wander round and let
the pictures suggest connections, absurd solutions and new starting points for your problem. This
technique is useful as a mood creator, to access the inner child and stimulate the right brain.

Attribute listing
This is a useful method when you need ideas for extending, modifying or improving a product or
service. First, make a list of each component or feature of the product, using sensory-specific
language. Then produce a list of each attribute of each component. The purpose of the method is
to get beyond what the product or service is used for at present, and to discover what it is
capable of being used for.

Brainstorming
Invented by Alex Osborn (the ‘O’ in advertising agency BBDO) in 1938 and described in his book
Applied Imagination, this is the classic ideas generation technique, and it is one of the most
effective methods when you need to get a large number of ideas from a group of people in a
short time. The main drawback is that group dynamics and self-censorship often prevent group
members from sharing their more imaginative ideas. The process is as follows. Restate the
problem or outcome as a series of How tos and select the most promising one. Ask the group: “In
how many ways can we …?”. Guidelines: (1) suspend judgement; (2) freewheel; (3) go for
quantity; (4) build on others’ ideas.

Brainwriting
This is also called Cascade Sessions, and is similar to the 6-3-5 method. Each group member
writes down ideas silently on a piece of paper. These might be stimulated by an idea already
generated. After three minutes the person passes the paper to his or her neighbour, who uses
the ideas already written as triggers for, or stepping stones to, some new ones. The process is
repeated for as long as necessary, and the sheets are collected. Other techniques can then be
used to develop the most promising ideas.

Bunch of bananas
A spanner judiciously thrown into the works. An irrelevant or irreverent idea is deliberately and
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unexpectedly thrown into a group meeting or discussion. Its purpose is to move things on when
they have got stuck, to create perturbation, to get of mental tramlines and move the discussion
into more fertile areas. A trigger phrase might be: “We should stop thinking about new products
and hire a fire eater”.

Card writing
1. Restate the problem or outcome as a series of How tos; select the most promising one; ask:

“In how many ways can we …?”.
2. Each person is given six 5x3” cards: five white and one pink.
3. Ideas are written on the cards, one idea per card. The pink cards are for wacky and

outrageous ideas.
4. Group members announce what is written on their cards. Cards are clustered as themes

emerge.
5. The ideas presented (especially the “pink” ones) can be used to trigger further ideas.
6. Coloured stickers can then be used to score and prioritise ideas (see Ideas evaluation stage).

Catalogue technique
A catalogue, trade directory or Yellow Pages is used to spark off ideas. Books, videos, films and
so on can be used in a similar way. These ideas may act as stepping stones to further ideas, or
trigger new approaches.

Change the setting
Either visualise a peaceful setting such as a beach or a mountain, or visit a favourite café, art
gallery or other inspiring place.

Circular response
The problem-as-given (PAG) is discussed openly within the group, with the client or problem
owner present. Points of clarification are made. The client then writes down his or her present
perception of the problem on a piece of paper, which is then circulated among the group
members who add their comments as they wish. More than one comment per person may be
added. The discussion continues freely as the paper is passed round. Typically this process
would continue for 15–20 minutes. When the time is up, or when interest has waned, the paper is
returned to the client who reads out all the comments and selects certain ones for development.
Other techniques can be used to further develop the selected points.

Concept challenge
Another form of lateral thinking that was not invented by Edward de Bono. The technique
operates by challenging the fundamental assumptions which underpin assertions of fact and
belief. Trigger phrase: “I have written down what you claim to be conclusions. Now I want us to
challenge everything we can”.

Crawford blue slip method
Here you write a single idea on a slip of blue paper, such as a Filofax page, whenever it occurs.
The colour signifies blue sky and acts as an anchor for the creative state. The accumulated slips
of paper show how many ideas one has, and allows for their grouping.

Delbecq and van de Ven method
This is also known as blocks and barriers. It is useful in situations where different interest groups
have different perceptions of the same problem. The group can contain up to twelve members.
Each member brainstorms blocks and barriers which contribute to the persistence of the problem
in hand. This is done privately and anonymously. The statements are collected and a special
voting procedure is followed – anonymous, if necessary – whereby each member allocates ranks
to each problem statement. This leads to clusters of problem for subsequent attention.

Delphi technique
This uses a panel of experts which meets to predict the future of a particular issue. Each panel
member makes his or her own forecast, and the different forecasts are assembled in a composite
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report. This is given to the panel for comment. The process is repeated until a workable
consensus of the likely future emerges.

Excursion techniques
Popularised by Synectics Ltd., the various excursion techniques are all processes for getting
away from a problem in order to return with fresh insights. Metaphors are used to provide new
thinking about a problem, and the ideas are then force-fitted back to the original problem.

Street excursion
This simply means taking a walk and using whatever you see to trigger new associations.
Certain environments can be particularly rich sources of ideas: high streets, parks, zoos,
industrial areas, and so on.

Example excursion
A technique which involves finding examples or parallels from other contexts, such as geology,
electricity or the weather.

Career excursion
Here you look at the problem through the eyes of someone who does a completely different
job, such as a nurse, an astronaut or a ballet dancer.

Imaging excursion
Take a random word … get comfortable … ‘go inside’ and take a few deep breaths … let your
chosen word trigger a picture in your mind’s eye … allow the picture to take its own course, like
a movie in your head … after a few minutes, replay the movie and, as you do so, let it suggest
ideas for the problem you are working on (these can be as absurd as you like) … then capture
the ideas.

Force fit
Also called forced relationships. It involves creating a new idea out of two partially-connected or
totally unconnected ones.

The Gordon technique
The leader starts the discussion with some of the concepts basic to, or closely associated with,
the problem under consideration. He or she then stimulates the discussion and only reveals the
true situation when the group is close to a satisfactory solution.

Idea farm
Method developed by one of our associates, Jeffrey Hyman, director of The Innovation
Exchange, the innovation conultancy of Rank Hovis McDougall.

Intermediate impossible
Although this name was coined by Edward de Bono to describe an aspect of lateral thinking, it is
the essence of many ideas generation techniques, and involves using a crazy or impossible idea
as a stepping stone to a practical solution. The most valuable intermediate impossibles are often
those that break taboos, so do not let your inhibitions stop you from proposing ideas which are
immoral, illegal or otherwise socially unacceptable. A useful trigger phrase is: “Let’s forget about
the rules and being logical for a moment”.

Knight’s move
Another lateral thinking approach, although not one of Edward de Bono’s. It is useful when
caught on the horns of a dilemma. By asking “What do we really want?”, the Knight’s Move
method enables you to move to escape from either/or thinking by viewing the situation from a
higher perspective. Trigger phrase: “We don’t like the either and we don’t like the or – what we
need is a how to”.

Metaphor and analogy
There are many versions of this technique. One approach is to find a parallel from the world of
nature. An example would be the nozzle of a tube of superglue, which is based on the design of
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the elephant’s anus.

Metaplan
A commercial (and often very effective) version of card writing with special equipment and a
trained facilitator.

Multi-choice matrixes
Often referred to as morphological analysis. Although any number of variables can be combined
and explored, the most common method involves drawing a three-dimensional framework of
cubes. The three axes represent key variables such as manufacturing process, packaging and
target market. Existing products might then be slotted into the cubes, and empty boxes would
indicate possible opportunities for new products. An example would be extruded material in a
tube for pregnant women.

Other people’s shoes
How would the following characters solve the problem? A Martian … a benevolent millionaire … a
child … a court jester … Rambo?

Paradoxical book title
Capture the essence of the problem in a paradoxical or oxymoronic two-word book title, such as
Spontaneous Strategy; Devil’s Heaven; Empty Crowds.

Personal analogy
This is a role-playing process. You imagine that you are the problem or some part of it, and
explore the feelings you experience.

Proverbs and clichés
A box or hat is filled with proverbs and clichés, each written on slip of paper, such as a watched
pot never boils. Participants are asked to relate this proverb to the problem or innovation project
they are working on, to see what new ideas and perspectives emerge.

Random juxtaposition
Another lateral thinking approach. One variant is word association, where you take a random
word from a book or dictionary and experiment to see if it can be used as a springboard to
escape from fixed patterns of thinking. In A Kick in the Seat of the Pants, author Roger von Oech
provides a list of 400 one-word trigger concepts, together with a random number generator. An
example of the technique would be: How is a crab like looking for a job? A handy trigger phrase
is: “We could do with a complete break from our thinking … here’s a random word to play with’.

Relevance tree (how/how diagram)
As an example, let’s say the outcome is to increase the number of clients. A hierarchy of ideas is
drawn, rather like a family tree or organisation chart. There might be two major divisions: (1)
improve existing methods, and (2) develop new methods. These could be sub-divided into (1.1)
faster replies, (1.2) follow up lost clients; and (2.1) increase mailing list, (2.2) attend conferences,
(2.3) hire PR person. Still smaller divisions could be (2.1.1) trade journals, (2.1.2) conference lists;
(2.2.1) conference lists again, (2.2.2) write and present papers, (2.2.3) newsletter; and (2.3.1)
newsletter again, (2.3.2) image change.

Reversals technique
This is another way to break out of stuckness, and is similar to playing devil’s advocate. Tudor
Rickards has defined three types of reversals technique: (1) problem challenge, (2) problem
swotting, and (3) amplifying SOS (signs of stuckness) signals. A trigger phrase here might be: “If
we turn it upside down and take the opposite view we might get …”.

SCAMPER

A useful tool developed by Bob Eberle to use when all else has failed. The acronym stands for
Substitute/Simplify, Combine, Adapt, Modify, Put to other uses, Eliminate, Rearrange/Reverse.
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Scenario planning
A corporate planning method pioneered by Royal Dutch/Shell, in which different possible versions
of the future are explored using a mixture of research and left/right brain thinking.

Sentence writing
This technique is not as crazy as it may seem. Start by taking a random word (use Roger von
Oech’s random word generator) and spend ten minutes writing sentences that can be about
anything as long as they contain that word. When the time is up, review the sentences and use
some of them to trigger absurd solutions to your problem.

Springboards (‘How to’ sessions)
In The Innovator’s Handbook, author Vincent Nolan of Synectics describes Springboards as:
“Pathways leading into unexplored territory”. A Springboard is a constructive response to a
problem, without being itself a solution. It usually starts with the words: “I need to find a way to
…”, “I wish (I could) …” or “How to …”. The How to approach is a key component of
brainstorming, card writing and the Synectics approach.

Synectics
A diverge-converge method developed by Bill Gordon and George Prince, and marketed by
Synectics Limited. It is implementation-focused and makes frequent use of excursion techniques
(see below).

Think tanks
There are several different ways of running think tank sessions. One way is to bring together
creative thinkers from different fields, such as zoology, law, the music business, graphic design,
and so on.

Wildest idea session
Also known as wishful thinking. Group members propose ideas on the basis that anything goes
and there are no limitations. The trigger phrase is: “Wouldn’t it be wonderful if …”.

Working backwards
This highly effective method is missing from most textbooks on problem solving, change,
innovation and development. You imagine that the future has arrived and the problem has been
solved or the outcome has been achieved. Then you look back at the steps you took to arrive
there.

Some other techniques
Accessing altered states, using hypnosis,
rebirthing, etc.
Astrology
Card decks

Angel cards
Creative Whack Pack
Medicine cards
OH! cards
Psycards
Tarot cards (e.g. Voyager tarot)
Zen Koan Cards

Decision process
Etymology
Folk music and ballads
I Ching
IdeaFisher computer program

Inflatable light bulb
Intuition
Meta mirror
Myths and fairy tales
Poetry writing

Bonto
Haiku

Relaxation methods (e.g. float tanks)
Pocket Innovator
Robert Bly method
Role playing, psychodrama, sociodrama and
improvisation
Runes
Thesaurus browsing
Timeline work
TRIZ (theory of inventive problem solving)
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Stage 4: Evaluate ideas; select one

Stage 4 is about using convergent thinking to evaluate the ideas generated during Stage
3, and to select the one with the greatest likelihood of taking you to your destination.
People with a high Belbin Monitor-Evaluator score come into their own here.
Listed below are the most commonly-used techniques for evaluating ideas. Key methods
are indicated "

Informal discussion
Clustering
Criteria (weighted/unweighted) "
Hurdles/survival of the fittest
Consensus
Voting / awarding points "
Voting with sticky dots "
Ehama Institute 'ten stones' method (4-3-2-1 voting) "
3-2-1 and other elimination methods
T chart (pros and cons) or PMI (plus, minus, interesting points)
Weighing against goals
Weighing against consequences
Ranking (pairs comparison; card sort)
Intuition, gut feel, comfort zone, “do we like this idea?”
Simon Majaro algorithm (Simon Majaro: Managing Ideas for Profit)
Simon Majaro screening matrix
Simon Majaro idea screening tool
Risk analysis
Cost/benefit analysis
SWOT analysis
Decision matrix
Kepner-Tregoe system
Richard Bolles Prioritizing Grid
MFI method (Merits, Flaws, Ideas for addressing flaws) to improve ideas and find the
idea that makes the idea work "
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Stage 5: Develop selected idea

During this stage you take your chosen idea, which is probably still very raw, and develop
it further. This will often involves a lot of data gathering, and it will probably be useful to
revisit the I–Examination and flesh it out in more detail.
Ask yourself what you need to do to improve the likely effectiveness of your chosen idea.

Stage 6: Go / no go

When you have done your development work and used a prototype in a small-scale
experiment to test the concept (either in a real situation or through a simulation) you will
need to make a go / no go decision about your idea.
Risk management tool
You first need to ensure that you and your
colleagues are in agreement about the level
of outcome under consideration. Are you
talking about the successful implementation
or launch of the creation (initial outcome), or
successful value creation (ultimate
outcome)? Both are equally legitimate. Next,
brainstorm the risks by asking: In how many
ways might our idea fail? Plot each risk onto
the matrix below.  You are not seeking to
eliminate the risk altogether. Rather, you
want to make it more acceptable by reducing
the probability of the risk, limiting its impact,
or both. Your aim is to move to a lower
number on the matrix.

Risk Reduce probability Limit impact
1. ...........................................................................................................................................
2. ...........................................................................................................................................
3. ...........................................................................................................................................
4. ...........................................................................................................................................
5. ...........................................................................................................................................
6. ...........................................................................................................................................
7. ...........................................................................................................................................
8. ...........................................................................................................................................
9. ...........................................................................................................................................
10. .........................................................................................................................................

Now state the likelihood (H=high, M=medium, L=low) of obtaining each of the following:
Money Time People
Skills / training Information Specialist knowledge
Equipment Accommodation Other resources
Finally, rate the overall likelihood of success (remember: outcome level 1 or 2) of your
chosen idea on a scale of 0 to 10 (0 = no chance; 10 = can’t fail).
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Stage 7: Plan to implement the idea

What is the difference between a strategy and a plan? If you were to ask six management
experts this question you would almost certainly get six very different answers. We see
strategy as a very general answer to the question: How will we get from here to there?
A number of different strategies for getting from Portsmouth to St. Malo might be:

1. Hire a boat;
2. Steal a boat;
3. Sail with Brittany Ferries;
4. Hire a plane.

If we were to choose the strategy of sailing with Brittany Ferries, the action plan might be
as follows:

1. Phone Brittany Ferries to find out price and departure times;
2. Get cash from cash machine in High Street;
3. Take a taxi from the taxi rank to the docks;
4. Catch the ferry at 1800.

We do not need to say very much more about strategy as the idea you generated,
evaluated, selected and developed during Stages 3, 4 and 5 is actually a strategy. We will
now look at project planning and the steps you need to take to manage your change
programme in order to minimise any negative effects (resistance, fear, low morale,
absenteeism, sabotage, etc.) and maximise your chances of success.

Developing the project plan

In developing your project plan you will need to consider:
• Contingency planning: what could still go wrong? What will you do if it does?
• What objections can you foresee and forestall?
• Who do you need to win over? How will you do this?
• What are the critical success factors? These are the five or six things that anyone

in this market or situation needs to do well in order to succeed. You have probably
already addressed them during the risk management activity. If not, attend to them
now.

• What resources do you still need, and how will you obtain them?
• How can you chunk the project down into more manageable pieces?
• What is the detailed timetable? (Named individuals and success measures for

each item.)
• What is the final budget, with breakdown?
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Stage 8: Towards adoption of the project plan

It is not enough to choose an idea, develop an action plan and then implement it. You will
need to make sure that the project plan is adopted by all the relevant people within the
organisation – not just the members of the project team.
There are five main strategies for moving towards adoption (see The Fifth Discipline
Fieldbook).
1. Telling (generally the least effective strategy)

What the leaders do: demand compliance.
“This is the plan. Everyone has got to adhere to it without deviation, or there will be
trouble.”

2. Selling
What the leaders do: seek buy-in.
“This is the plan, the benefits of which are as follows …”

3. Testing
What the leaders do: invite response.
“This is the plan. Tell us what you think about it and we will consider incorporating your
ideas.”

4. Consulting
What the leaders do: request input.
“We are developing a plan and would like to solicit your ideas and opinions before
putting pen to paper.”

5. Co-creating (generally the most effective strategy)
What the leaders do: collaborate.
“We’ve got a blank sheet of paper. Let’s sit down and create the plan together.”
This strategy normally produces the best results, particularly in the case of
organisation-wide change efforts.

The implications of these five strategies should be considered during Stage 1 of the Now
to New framework (refer back to the grid on page 7). If the framework is used in a linear
fashion, you will have no choice but to use either the Telling or Selling strategy when you
arrive at Stage 8. However, these are generally the least effective strategies and are likely
to generate low levels of commitment to the implementation process and high levels of
resistance. Testing can be introduced into the model at Stage 6. Consulting fits into Stage
1 of the model. Co-creating is likely to produce the highest levels of involvement and
ownership. It requires that all members of the whole system be involved in all ten stages
of the framework.
There is a range of participative processes called large group intervention (LGI) methods
that can be used when employing strategies 3, 4 or 5 (testing, consulting or co-creating).
The most common LGI methods are listed below.
• Future Search (co-creating)
• Open Space Technology (co-creating)
• Real Time Strategic Change (testing, consulting or co-creating)
• Search Conferences (co-creating)
For more information about these methods please consult Leith’s Guide to Large Group
Intervention Methods, available free of charge from Martin Leith (see next page for contact
information).
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Stage 9: Do – implement the project plan

You are now ready to implement the project plan.

Stage 10: Review progress

The implementation programme should be monitored constantly to ensure that it is on course. This
ongoing monitoring process needs to be linked to a programme of formal review sessions, which
are usually held at monthly or quarterly intervals. In some organisations they form part of a stage-
gate system (also known as a tollgate system, pipeline or funnel), in which a concept must pass
through a gate before entering the next stage in the innovation process. The concept is not
allowed to move to the next stage until the gatekeepers are satisfied that the pre-defined criteria
have been met.
Questions to ask in review meetings include:

• Where are we right now?
• Is this where we want to be?
• If not, how can we get back on course?
• Are the strategy and plan still appropriate, or do we need to revise them?
• Is the outcome still relevant, or do we need to redefine it?
• Is everyone still on board? If not, how can we address this?

Ensure that everyone who has an interest in the problem solving / development / change /
innovation programme is kept informed of the results of the monitoring and review process.
It may be necessary to loop back to Stage 7 and make modifications to the project plan. If so,
make sure that this is done in such a way that the revised plan will be adopted by all
concerned.
If your review indicates that circumstances have changed and the outcome is no longer
relevant, you will need to start a new iteration of the Now to New framework (Stages 1 and 2).

Post-completion project review
The purpose of this after-the-event process is to distil the learnings from the problem solving /
change / innovation / development programme.
When the programme is complete and the outcome (level 1 or 2, as described earlier) has
been achieved, hold a debriefing meeting or final review to address these questions:
1. What worked?
2. What will we do differently next time?
3. What general patterns and principles about problem solving / development / change /

innovation have we discovered that we can put to profitable use in the future? This is a
generative question, and is a fundamental part of The Learning Organisation philosophy.

For more information about Now-to-New work, please contact
Martin Leith, 17 Bedford Street, Brighton BN2 1AN, United Kingdom
Phone 01273 675322 (+44 1273 675322)  email martin@martinleith.com
Website www.martinleith.com | www.nowtonew.com


