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At the heart of 
innovation



How much 
money can you 
make with $5 
and 2 hours?



$65



$255



$6,000!



At the heart of 
innovation is the 
ability to frame 
and reframe the 
problem to be 
solved



Laddering to 
generate frames



If I asked you 
to build me a 
bridge…



The ongoing 
role of framing 
and 
reframing…



Ladder up by 
asking why…

Original 
“how might we?”

Why?

Why again?

Why else?

Why again? … Etc.

… Etc.

Etc.



Ladder up by 
asking why…

How might we 
increase innovation 
in the construction 

industry?

To create better 
infrastructure

To make it 
safer

Why else?

Why again?
To make it 

less 
expensive

To make it 
more usable



You can state 
your answers 
as “how might 
we?” 
questions

Original 
“how might we?”

Why?

HMW….?

Why again?

HMW….?

Why?

HMW….?

Why again?

HMW….? … Etc.

… Etc.

Etc.



Ladder up by 
asking why…

How might we 
increase innovation 
in the construction 

industry?

To create better 
infrastructure

HMW create better 
infrastructure?

To make it 
safer

HMW make 
our 

infrastructure 
safer?

Why else?

Why again?

To make it 
less expensive

HMW make 
infrastructure 

less 
expensive?

To make it 
more usable
HMW make 

infrastructure 
more usable?



Ladder down 
by asking 
“what’s 
stopping 
them?”

Original 
“how might we?”

What’s stopping 
you?

What’s stopping 
you?

What else is 
stopping you?

What’s stopping 
you?



Ladder down 
by asking 
“what’s 
stopping 
them?”

How might we 
increase innovation 
in the construction 

industry?

Lack of cross-sector 
collaboration

Lack of aligned 
incentives

Lack of 
understanding of 

technology

Lack of connection 
to the technology 

industry



You can state 
your answers 
as “how might 
we?” 
questions

Original 
““how might we?”

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?



Ladder down 
by asking 
“what’s 
stopping 
them?”

How might we 
increase innovation 
in the construction 

industry?

Lack of cross-sector 
collaboration

HMW enable 
cross-sector 

collaboration?

Lack of aligned 
incentives

HMW better align 
incentives?

Lack of understanding of 
technology

HMW better 
understand 
technology?

Lack of connection to the 
technology industry

HMW forge 
alliances in the tech 

industry?



You try it.
Start with…

How might we enable cross-industry collaboration?



Ladder up by 
asking “why”.

Ladder down by 
asking “what’s 
stopping us?”

Get creative in 
generating new 
HMW 
questions.

How might we enable cross-industry collaboration?

Why?

HMW….?

Why again?

HMW….?

Why?

HMW….?

Why again?

HMW….?

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?

HMW? 
What’s stopping you?



What have 
you learned?

Which “how might we?” would 
you start with?

How do the different “how 
might we?” questions help you 
think of different solutions?



Seeing others’ 
perspectives to 
generate frames



Observation
Write a one-paragraph description of this photograph

Try to describe what you see in such a way that your readers will 
be able to visualize without having the picture before them





Observation

Read your descriptions to one another

As you listen, notice in what details your descriptions are similar 
or different

How can your differences be explained?
How can we know what is correct and what is not?



Assumptions
What were the assumptions 
at play in your descriptions 
of the photo?



Suppose that 
were an image 
of your 
customer…



How do you 
see the 
water?



1. Get out of your 
water.

2. Look more closely 
at the water and all 
that goes on in it.

3. Talk to other 
creatures that live 
in the water.

4. Perturb the water.

5. Chase down the 
old fish and ask 
him what he 
meant.



Stakeholder 
maps help



CIDCI Innovation 
Lab:
Innovation 
Capabilities



Innovation cycle: a learning process
Abstract 

Conceptualization

Concrete Experience

Reflective Observation
(Getting to Why?)

Active Experimentation
(Discovering How?)

Observe and 
Notice



Create empathy for customers by 
deeply understanding their “jobs to 
be done”



Innovation cycle: a learning process
Abstract 

Conceptualization

Concrete Experience

Reflective Observation
(Getting to Why?)

Active Experimentation
(Discovering How?)

Observe and 
Notice

Frame and 
Reframe



Communicate customer understanding in 
ways that help the rest of the organization 

understand new possibilities



Innovation cycle: a learning process
Abstract 

Conceptualization

Concrete Experience

Reflective Observation
(Getting to Why?)

Active Experimentation
(Discovering How?)

Observe and 
Notice

Frame and 
Reframe

Imagine and 
Design



Design customer 
experiences (or 
transformations)

● Integrating physical, digital and service design

● Customer journey mapping as starting point for design work

https://www.mckinsey.com/business-functions/mckinsey-design/our-insights/the-business-value-of-design



Innovation cycle: a learning process
Abstract 

Conceptualization

Concrete Experience

Reflective Observation
(Getting to Why?)

Active Experimentation
(Discovering How?)

Observe and 
Notice

Frame and 
Reframe

Imagine and 
Design

Make and 
Experiment



Learn through experimentation



And collaborate in the process
Gen. Stanley McChrystal, Team of Teams



Watch the CIDCI website for dates in early 
2020


