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Goal

- A prioritized map
of ideas for solving
each challenge
statement
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Design Thinking Process
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Solution Session Flow for each HMW Challenge

Time Workshop Purpose

5 minutes  Welcome/Intro

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

Break
10 Ideation on HMW Get as many ideas out there as possible
minutes
60 Idea Wall + Voting Share and cross pollinate ideas
minutes
45 Prioritization (Impact vs. Feasibility) — Now / Structure ideas by impact and feasibility
minutes How / Wow Matrix (easiest to hardest and least impact to most

impact)
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HMW Challenge Statements

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?
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Teams

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

Team A

3. HMW Continue to
evolve and differentiate
the VT program in a
virtualized model?
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2. HMW grow and
scale cross-architectural
selling?

Team A+B

Team B

Solution
Session
(3 hours)

Solution
Session
(3 hours)
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Instructions
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Step 1 — Shared Perspective

1 hour

so STRATEGY & OPERATIONS



¥

Fishbone Diagram ) l
Good for: exploring our collective top of mind regarding |
potential root causes for our Challenge L: * .

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



Part Two — Ideation +
Prioritization

2 hours
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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
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Good for: explore and converge Process ‘.
What 1. beginning with #1 HMW, everyone contributes their
) post-its for HMWSs to Wall
Goal: understand everyone’s ideas for - 15 seconds per idea (no “pitching”)
solving the Challenge Statement - Facilitator will assist in grouping similar ideas

- same ideas physically touch on 1 side
: - similar ideas are in close physical proximity
Time: 60 minutes - space groups so they are easy to distinguish

People: with your Team

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

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 alighnment and convergence

Yields: shortlist of ideas generated through a good understanding of process, people, and constraints



NOW-HOW-WOW Matrix .

WOwW

Prioritization

- Feasibility +

Good for: convergent thinking, processing your ideas

- Impact to Challenge +

What Process
Goal: structure ideas by feasibility and 1. agree together the placement of each dot-voted
impact to the Challenge and : idea or solution on the NHW Matrix by way of:
Business - feasibility: resources, time, capabilities...
_ all depending on an idea’s context
People: with your Team - impact: goal achievement
Time: 20 minutes - 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



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?

Recognition
Our current
special sauce:
Technical training
that's applicable

Keep the
"Prestige"

Differentiate
between
internal
competitors

Competitive
advantage
Don't want to
be "just
another
biweekly
webinar"

Innovative

Best in Class

L —
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Justin Time is the
new norm

Enable Cisco sellers
to their full potential
with dynamic right-
sized content,
optimized for virtual
consumption

Just the right
amount and just
the right content

How do we get closer to
the people that really

matter (SEs)?

Serve the dynamic
needs of our technical

customers
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What are challenges SEs face when it
comes to training, especially in a
virtualized environment?

GSO e
Strategy and Operations



Brainstorming/voting done as a Fishbone chart focusing on People, Process, Tools, and
Things (7 Go-to-Market

trategy and Operations




People

e
. ‘ y L Too much
Attendee Teaching Blocking training, R,
i too little
staying people how ti 00
. ime for
gaged and to find .
retaining info content learning &
— . — Toskig done LAck of SE .
r-hrs leader @
support for
Comfort Having Bite-sized waining ime .
Celvenns time to learning vs. —
contentto a
consume 60-90m
remote §
audience contem. videos
S—— — Engagement
Delivery -
Maintaining
- E Recognizing
octs Micro TMES/ BU &
Same consistet learnin Content
contributors, —— g Dev. Teams
can be
overtaxed
= Dialogues
unlimited
FA don't get Some Vs
recognized dominated by Peer
for BG's needs not ihteraction
contributions field
s o Meeting —
BU experts
in person
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Process
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Providing
feedback to
the vT
program

Create justin
time learning
blocks that can
be assembled

Ensuring
content is
at right
level

. Review

content more

before delivery
o

tune/optimize

as needed
Agile
delivery
of content
Relevancy
of
Content

Process

Self- Feedback
loop to
paced improve
learning content
. Program
Richer metrics .
feedback loop
to assess value
to optimize
of content i
5 next delivery
delivered !
(agile model)
Avoiding
scheduling
conflicts with
other
programs
Timing
and Timezone
scheduling challenges

Time zones
vs. expert

. availability

Fractured
Training Dev -
what are the
trusted
sources?

Lack of laser-
focused
structure for
training

Demo
facilities

Too many
groups
developing
training

Don't tie
sessions to
business
impact

hard to get
people to adapt
to new process /
content
development

Lack of
micro-
learning
content
Lat of JIT
training
applied to
sales cycle
needs

don't
publicly
recongmize
success

Lack of
consistency of
process &
eperiencex-VT

Planning
uninterrupted
learning
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Tools or
Data
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Hard to Hard to
Ability to search S e S know what
VT content for a W'th find in is still valid
given checkpoints to SC IS stl vCa I
o ensure inS
i ord. comprehension o Rl
Easy search Quality . Lack of a
of relevant video ’/\f”\ true LMS
learning dElNEEe system
: scale My .
online & Webex EC
S Clsco tv cost
— not sufficient S
. - prohibative &
for high end

A cumbersome

video 1)
Don't track per 4
e Scheduling
partipation
comprehensively
War Room
- Win/Loss -
. Gamification
Insights

Data or
Tools

& OPERATIONS
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Lack of lab
/ dCloud
resources
More resources —
to help
shape/optimize
content
Getting Focus on
people to pay
for virtual Iong form
training content
scale
workshops
/ smaller
sessions

Things

Lack of foundaton —
/ technology
training - e.g. Not
Cisco product
training

®

Knowledge
depth - Too
deep/not
deep enough

interactivity
virtually is
challenging

Interpersonal
Networking
lost in virtual

GY & OPERATIONS




How might we ...
Continue to evolve
and differentiate the
VT program in a
virtualized model?
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Easy

Feasibility for Team / Ease

Difficult

ECHOmIY

Incorporate
dCloud team

recognition

Reward top

presenters

Create

program for.

into VT Fiel
planning cycle

Review Field
Advisors
and
Prune/Add
Update FA
teams to bring H .
new ideas to anESt n A
every VT .
program video
streaming
platform S— _

Invest in tools
to make virtual
experience
more
interactive

Formally track

/ measure
2 Consolidate tool
content

consumed sets used by
asynchrously GST/CL/IMPAACT
(e.g.- scheduling,

content
management,

survey platform)

3.more
lab/dCLoud gear.
Include
edipre-
solutions

id Advisors

Create tighter
alignment with
Sales
Management
(SEM/SED/RM)

erET
resources to
develop &
scale
workshops

Scheduling

Impact/Value to SEs

rewards for
real world
tech use
case pres

Teach presenters
how to better
engage with
remote audiences
(formal training)

Dedicated
Training
Day's - No
Distractions

Don't let
1. True anyone
LMS else build
training
Aspirational

networking

This ranked as high
value from VT survey

is live VT
dead
forever???

We'll just keep
this out here for
now




Full Post It Board Reference




Provide full texs.

1.True
improve

i . teams QBA
‘ experience

Tools

Advisors
and
Prune/Add
between Let VT audience
leadership voteona
& sales percentage of
sessions to
prioritize to their
needs

Chosen
earning
days

. on ipad pro

4.Virwal
whiteboard
application

@ Virtual Delivery
Consistency
& Relevancy
Of training
. Q b — 4.don't let
T T Be known for
eS| | Coren that makes anyone
engage with i else build
te audi 5 Py
"forma waining soluions training
more
®

Content

2. Guaranteed
Day off for
Primary VT

Training

workshops

Formal
recognition
for
exellence
L] L
rewards for amtendeas for
2Use CML realworld  [IEEEREe
asan tech use
option for case pres S—
SE labs —

rec
program for
Field Advisors

. .Cmu w
sm-

Management
(SEM/SED/RM)

SE Management

Provide atslity for
studios to dd live
overtuy conent i

3. Vbrick for
High
quality
video -\
— Lightboard
Studios for
Everyone!
Studio
o track attendees
an
oo growth
—_— Survey
more granuler
for
- Formally track —
— / measure
content
consumed
asynchrously

— Tracking &
Measurement
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