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• A prioritized map 
of ideas for solving 
each challenge 
statement

Goal
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Divergent Thinking

Divergent ThinkingConvergent Thinking

Convergent Thinking

Design Thinking Process



© 2019  Cisco and/or its affiliates. All rights reserved.   Cisco Confidential

Time Workshop Purpose

5 minutes Welcome/Intro

55 
minutes

Root Causes Fishbone Diagram Create a shared perspective on experience with 
the HMW challenge; Refocus team on the 
challenges of our audience

Break

10 
minutes

Ideation on HMW Get as many ideas out there as possible

60 
minutes

Idea Wall + Voting Share and cross pollinate ideas

45 
minutes

Prioritization (Impact vs. Feasibility) – Now / 
How / Wow Matrix

Structure ideas by impact and feasibility 
(easiest to hardest and least impact to most 
impact) 

Solution Session Flow for each HMW Challenge 
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How might we … 

1. Evolve our existing program to systematically reinforce lifecycle sales 
training? 

2. Grow and scale cross-architectural selling?  

3. Continue to evolve and differentiate the VT program in a virtualized 
model? 

HMW Challenge Statements
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Teams
Team BTeam A

1. HMW Evolve our 
existing program to 
systematically reinforce 
lifecycle sales training?

2. HMW grow and 
scale cross-architectural 
selling? 

Team A+B

3. HMW Continue to 
evolve and differentiate 
the VT program in a 
virtualized model? 

Solution
Session
(3 hours)

Solution
Session
(3 hours)
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Instructions
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Step 1 – Shared Perspective
1 hour



Fishbone Diagram
Good for: exploring our collective top of mind regarding  
               potential root causes for our Challenge

What
Goal: create a shared perspective on 
         our experiences with Challenge

People: alone, then with your Team 
            (1 round)

Time: 60 minutes

Process   
1. working alone, everyone types at least 1 post-it per part
    - what is a Challenge root cause to End Users re: part? 

2. when time is called, everyone drags their post-its into the 
    corresponding part of the shared Fishbone workspace 

3. one part at a time, everyone reads/shares their post-its 
    contributions (~20 seconds, no need for ‘pitching’)

4. dot-vote to determine your favorite post-its:                                
    - 6 votes per person => 1 vote per part + 2 anywhere

Why: reveals to each other our ideas about the problem and causes
Yields: shared understanding of problem components, complexities, root causes

Challenge 
Statement
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Part Two – Ideation + 
Prioritization
2 hours



Ideation on HMW challenge

Good for: divergent thinking, creativity, solutioning

What
Goal: come up with as many ideas as 
         possible for answering a HMW 
 challenge statement

People: alone

Time: 10 minutes

Process   
1. working alone with a view on your Team’s HMW, generate 
as many ideas as you can
    - quantity over quality
    - aim for ~20 seconds per post-it note 
    - type the number of your HMW on your post-it

2. as ideation slows, your Facilitator may introduce 
    some constraints to help you generate even 
    more solution ideas
   

Why: we have been primed by previous exercises to finally generate lots of ideas for Challenge solutions
Yields: a quantity of ideas or even whole conceptual solutions



Idea Wall + Dot Voting 

Good for: explore and converge

What
Goal: understand everyone’s ideas for 
         solving the Challenge Statement

People: with your Team

Time: 60 minutes

Process   
1. beginning with #1 HMW, everyone contributes their   
    post-its for HMWs to Wall
    - 15 seconds per idea (no “pitching”)
    - Facilitator will assist in grouping similar ideas 
       · same ideas physically touch on 1 side
       · similar ideas are in close physical proximity
       · space groups so they are easy to distinguish

2. as new ideas emerge, write them down & add to Wall
    - you will naturally move away from grouping by HMWs 

3. everyone dot-votes for their favorite ideas
    - # of groups created = total # dots per person (8 max)
    - first, take 6 dots and vote for ideas of others
    - use the remaining 2 dots to vote for your 2 favorite ideas

Why: share and cross-pollinate ideas, allow for idea alignment and convergence
Yields: shortlist of ideas generated through a good understanding of process, people, and constraints



Prioritization

Good for: convergent thinking, processing your ideas

What
Goal: structure ideas by feasibility and 
         impact to the Challenge and     
         Business

People: with your Team

Time: 20 minutes

Process   
1. agree together the placement of each dot-voted 
    idea or solution on the NHW Matrix by way of:
    - feasibility: resources, time, capabilities…                  
       all depending on an idea’s context
    - impact: goal achievement

      · is a short group conversation about idea viability
      · when inspired, add new ideas to Matrix
      · note where you see multiple ideas coalescing
        into a single solution 

Why: helps us understand which ideas are quick wins, surefire wins, gamechangers, and combinations 
Yields: solutions with context from which to determine next-steps
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Results: HMW #3
Continue to evolve and differentiate the VT program in a virtualized model? 
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How might we … Continue to evolve and differentiate 
the VT program in a virtualized model?  
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Root Cause Summary:
What are challenges SEs face when it 
comes to training, especially in a 
virtualized environment? 



© 2019  Cisco and/or its affiliates. All rights reserved.   Cisco Confidential
Brainstorming/voting done as a Fishbone chart focusing on People, Process, Tools, and 

Things
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People
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Process
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Tools or 
Data
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Things
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Prioritized 
Recommendations:
How might we … 
Continue to evolve 
and differentiate the 
VT program in a 
virtualized model?
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Full Post It Board Reference
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