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Topics	
  

1.  Interpre�ng	
  the	
  Spiritual	
  and	
  Religious	
  
Needs	
  of	
  People	
  Today	
  &	
  Envisioning	
  the	
  
Possibili�es	
  

2.  Addressing	
  Adap�ve	
  Challenges	
  

3.  Entering	
  the	
  Innova�on	
  Design	
  Process	
  	
  

ì	
  Part	
  1.	
  Interpreting	
  &	
  
Envisioning	
  

Scenario	
  4	
  
Uncommi�ed	
  

&	
  
Par�cipa�ng	
  

Scenario	
  1	
  
Vibrant	
  Faith	
  

&	
  Ac�ve	
  
Engagement	
  

Scenario	
  3	
  
Unaffiliated	
  

&	
  
Uninterested	
  	
  

Scenario	
  2	
  
Spiritual	
  but	
  
Not	
  Religious	
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The	
  
Changing	
  
Landscape	
  

No	
  Religious	
  
Affilia�on	
  

Spiritual,	
  not	
  
Religious	
  

Declining	
  
Church	
  

Par�cipa�on	
  	
  

Increasing	
  
Diversity	
  &	
  
Pluralism	
  

Changing	
  
Marriage	
  &	
  
Family	
  Life	
  

Declining	
  
Religious	
  

Socializa�on	
  

Aging	
  Baby	
  
Boomers	
  

The	
  Rise	
  of	
  
Digital	
  Media	
  

&	
  the	
  
Internet	
  

Four	
  Scenarios	
  for	
  the	
  Future	
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4	
  Scenarios	
  for	
  the	
  Future	
  	
  

Scenario	
  4	
  
Uncommi�ed	
  

&	
  
Par�cipa�ng	
  

Scenario	
  1	
  
Vibrant	
  Faith	
  

&	
  Ac�ve	
  
Engagement	
  

Scenario	
  3	
  
Unaffiliated	
  

&	
  
Uninterested	
  	
  

Scenario	
  2	
  
Spiritual	
  but	
  
Not	
  Religious	
  

Thinking	
  about	
  Session	
  1	
  

ì What	
  are	
  2	
  or	
  3	
  “take-­‐aways”	
  (insights,	
  
feelings)	
  from	
  yesterday’s	
  look	
  at	
  the	
  
changing	
  context	
  that	
  are	
  especially	
  
important	
  for	
  you?	
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Assessing	
  	
  

Viewed	
  through	
  the	
  lens	
  of	
  the	
  4	
  Scenarios…	
  

ì  Who	
  is	
  your	
  outdoor	
  ministry	
  programming	
  	
  
serving	
  today?	
  	
  

ì  Who	
  do	
  you	
  need	
  to	
  reach	
  and	
  engage?	
  	
  

ì  Whose	
  spiritual	
  and	
  religious	
  needs	
  are	
  your	
  
programs	
  addressing?	
  

ì  Whose	
  spiritual	
  and	
  religious	
  needs	
  do	
  you	
  need	
  
to	
  address?	
  	
  	
  	
  

	
  

Approach	
  1.	
  Targeting	
  Audiences	
  &	
  Needs	
  

Scenario	
  #4	
  
	
  

Scenario	
  #1	
  

Scenario	
  #3	
  
	
  

Scenario	
  #2	
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Scenario	
  #4	
  
+	
  Marriage	
  &	
  FF	
  
+	
  Bap�sm	
  &	
  FF	
  
+	
  Family	
  faith	
  forma�on	
  in	
  the	
  

1st	
  decade	
  of	
  life	
  
+	
  Milestones	
  faith	
  forma�on	
  
+	
  Pathways	
  to	
  deepen	
  faith	
  &	
  

engagement	
  

Scenario	
  #1	
  
+	
  Millennial	
  Genera�on	
  
+	
  Marriage	
  &	
  FF	
  
+	
  Bap�sm	
  &	
  FF	
  
+	
  Baby	
  Boomers	
  FF	
  
+	
  Empowering	
  people	
  to	
  

share	
  their	
  faith	
  

Scenario	
  #3	
  
+	
  Third	
  Place	
  se�ngs	
  
+	
  Family	
  life	
  center	
  
+	
  Events	
  (movie	
  nights,	
  

concerts,	
  fes�vals)	
  
+	
  Community-­‐based	
  ministry	
  

(service,	
  recovery	
  ministry)	
  

Scenario	
  #2	
  
+	
  Third	
  Place	
  se�ngs	
  
+	
  Targe�ng	
  20-­‐30	
  year	
  olds	
  
+	
  Service:	
  local	
  -­‐	
  global	
  
+	
  Spiritual	
  forma�on	
  
+	
  Pathways	
  to	
  deepen	
  faith	
  

&	
  engagement	
  

Example:	
  Targe�ng	
  Audiences	
  &	
  Needs	
  

Approach	
  2.	
  Diversify	
  Formats	
  	
  

Face-­‐to-­‐Face	
  
&	
  Virtual	
  

On	
  Your	
  
Own	
  

Mentored	
  

@Home	
  

Small	
  
Group	
  

Large	
  
Group	
  

Church	
  
Community	
  

Community	
  
&	
  World	
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Example:	
  Extended	
  a	
  Program	
  

Gathered	
  
Program	
  

Talk	
  About	
  It:	
  
Conversa�on	
  

Ques�ons	
  	
  
Learn	
  More:	
  

Watch	
  a	
  Video,	
  
Listen	
  to	
  a	
  Talk,	
  
Read	
  an	
  Ar�cle	
  	
  

Live:	
  
Ac�on	
  Project	
  for	
  

the	
  Month	
  
Pray	
  

Devo�ons,	
  Bible	
  
Reading,	
  Table	
  

Prayer	
  

Family	
  &	
  Parents	
  
Center:	
  	
  

How-­‐to	
  helps	
  (video,	
  
audio,	
  print)	
  
Family	
  Faith	
  

Prac�ces	
  

Share	
  What	
  Your	
  	
  
Learning:	
  Write	
  a	
  Blog	
  
Entry,	
  Create	
  &	
  Share	
  a	
  

Video	
  or	
  Project	
  

Example:	
  1	
  Theme	
  +	
  Variety	
  of	
  Formats	
  

Whole	
  
Church	
  
Theme	
  

On	
  Your	
  Own	
  	
  
(Print,	
  Audio,	
  
Video,	
  Online	
  
Resources	
  &	
  

Courses)	
  

Small	
  Group	
  
Course	
  	
  

(online	
  &	
  physical	
  
se�ngs)	
  

Family	
  @Home	
  
(Online	
  

Resources)	
   Adult	
  4-­‐Week	
  
Lecture	
  Series	
  @	
  

Church	
  
(Videotaped	
  &	
  

online)	
  

Age	
  Group	
  
Programs:	
  

Children	
  &	
  Youth	
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Approach	
  3.	
  Differentiate	
  Faith	
  Formation	
  

Core	
  Content	
  	
  
&	
  Experiences	
  

Op�on	
  1.	
  Program	
  	
  
(current	
  model)	
  

Op�on	
  2.	
  	
  
Small	
  Group	
  

Program	
  

Op�on	
  2.	
  	
  
Online	
  Small	
  

Group	
  Program	
  
using	
  Skype	
  

Op�on	
  3.	
  
Mentored	
  	
  

Op�on	
  4.	
  Online	
  
Program	
  (print	
  &	
  

video)	
  with	
  
Regular	
  Check-­‐in	
  	
  	
  

Online	
  
Projects	
  	
  

(everyone)	
  

Social	
  Networking	
  
Space	
  for	
  a	
  Blog,	
  
Project	
  Sharing	
  

Example:	
  Confirmation	
  

All	
  Youth	
  
ì  Sunday	
  Worship	
  
ì  Service	
  projects	
  
ì  Confirma�on	
  blog	
  &	
  online	
  confirma�on	
  projects	
  
ì  Celebra�on	
  of	
  confirma�on	
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Example:	
  Confirmation	
  

Scenario	
  1	
  (In-­‐Depth	
  Experience)	
  
ì  In-­‐depth	
  faith	
  forma�on	
  in	
  theology,	
  Bible,	
  

spirituality,	
  and	
  Chris�an	
  prac�ces	
  offered	
  in	
  
different	
  formats,	
  customized	
  to	
  the	
  needs	
  of	
  the	
  
young	
  people:	
  small	
  group	
  program,	
  online	
  
courses	
  and	
  resources,	
  and	
  mentors	
  

ì  Spiritual	
  forma�on	
  experience	
  (retreat)	
  on	
  
spiritual	
  prac�ces	
  and	
  disciplines	
  

ì  Whole	
  group	
  confirma�on-­‐specific	
  content	
  	
  

Example:	
  Confirmation	
  

Scenario	
  4	
  (Founda�ons	
  Experience)	
  
ì  Founda�onal	
  program	
  in	
  Chris�an	
  life	
  essen�als	
  

offered	
  as	
  a	
  whole	
  group	
  experience,	
  integra�ng	
  
confirma�on-­‐specific	
  content	
  

ì  Experience	
  of	
  Chris�an	
  prac�ces	
  and	
  spiritual	
  
disciplines	
  

ì  Ac�ve	
  par�cipa�on	
  in	
  the	
  ac�vi�es	
  of	
  church	
  life	
  and	
  
ministries;	
  appren�ceships	
  with	
  ministries	
  and	
  leaders	
  
to	
  experience	
  church	
  life	
  as	
  “insiders”	
  

ì  Mentors	
  to	
  guide	
  growth	
  and	
  par�cipa�on	
  in	
  church	
  
life	
  

ì  Whole	
  group	
  confirma�on-­‐specific	
  content	
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Example:	
  Confirmation	
  
Scenarios	
  2	
  and	
  3	
  (Explora�on	
  Experience)	
  

ì  Explora�on	
  experience	
  to	
  inves�gate	
  the	
  claims	
  of	
  the	
  
Chris�an	
  faith	
  in	
  an	
  informal,	
  no	
  pressure,	
  non-­‐
judgmental,	
  and	
  friendly	
  environment,	
  offered	
  in	
  small	
  
group	
  se�ngs	
  with	
  a	
  meal	
  and	
  including	
  topics	
  such	
  as:	
  
Who	
  is	
  God?	
  Who	
  is	
  Jesus?	
  Why	
  did	
  Jesus	
  die?	
  Who	
  is	
  
the	
  Holy	
  Spirit?	
  How	
  can	
  we	
  have	
  faith?	
  Why	
  and	
  how	
  
do	
  I	
  pray?	
  Why	
  and	
  how	
  should	
  I	
  read	
  the	
  Bible?	
  How	
  
does	
  God	
  guide	
  us?	
  How	
  can	
  I	
  resist	
  evil?	
  What	
  about	
  
the	
  Church?	
  How	
  can	
  I	
  make	
  the	
  most	
  of	
  the	
  rest	
  of	
  my	
  
life?	
  

ì  Introductory	
  experiences	
  of	
  Chris�an	
  life	
  through	
  
par�cipa�ng	
  in	
  Chris�an	
  prac�ces,	
  service,	
  worship,	
  
and	
  so	
  on.	
  

Faith	
  
Forma�on	
  
Network	
  

Church	
  
Programs	
  

Small	
  
Groups	
  &	
  
Support	
  
Groups	
  

Mentors	
  

Community	
  
Programs	
  

Online	
  
Courses	
  &	
  
Ac�vi�es	
  

Online	
  
Resources:	
  

Print,	
  Audio,	
  
Video	
  

Video	
  
Conference	
  

Apps	
  

Blogs	
  &	
  
Social	
  
Media	
  

User-­‐
Generated	
  
Content	
  

Approach	
  4.	
  Build	
  A	
  Network	
  Approach	
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Bap�sm	
  

Mentors	
  

Faith	
  Prac�ces	
  	
  
@	
  Home	
  

Prayer,	
  Rituals,	
  Bible,	
  
Family	
  Conversa�on,	
  

Service	
  

Parent	
  Faith	
  
Forma�on	
  &	
  

Paren�ng	
  Skills	
  

	
  Workshops	
  Courses	
  
Online	
  Resources	
  
Support	
  Groups	
  

Milestones	
  
Bap�sm	
  Anniversary,	
  
First	
  Prayers,	
  Start	
  of	
  

School	
  

Family	
  Learning	
  
Programs	
  	
  

Church	
  Gatherings	
  
Small	
  Groups	
  
Workshops	
  

Parent/Family	
  
Online	
  Resource	
  

Center	
  

Example:	
  
Families	
  in	
  the	
  
First	
  Decade	
  
of	
  Life	
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Example:	
  Young	
  Adults	
  

Young	
  Adult	
  
Faith	
  

Forma�on	
  

Small	
  
Group	
  
Studies	
  

Weekly	
  
Gathering	
  
&	
  Worship	
  

Life	
  Issues	
  
Workshops	
  &	
  

Online	
  
Resources	
  

Prayer	
  &	
  Spiritual	
  
Prac�ces	
  (online,	
  

small	
  groups,	
  
retreats)	
  

Jus�ce	
  &	
  
Service	
  

Projects	
  (local	
  
and	
  global)	
  Online	
  

Courses	
  

Online	
  
Audio	
  &	
  
Video	
  

Programs	
  

Third	
  
Place	
  
Café	
  

Alpha	
  
Course	
  

Cross-­‐
genera�onal	
  
Experiences	
  
(worship,	
  
service,	
  

mentoring)	
  

Social	
  
Network	
  
&	
  Blog	
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LOM	
  Application:	
  	
  
Extended	
  a	
  Program	
  throughout	
  the	
  Year	
  

Camp	
  
Program	
  

Monthly	
  
Online	
  FF	
  
Ac�vity	
  

Monthly	
  
Project	
  

+	
  	
  
Online	
  

Repor�ng	
  

Online	
  
Conference	
  

(Webinar,	
  Live	
  
Conference)	
  

Online	
  
Community	
  

Social	
  Network	
  

Spiritual	
  Growth	
  
Center	
  
(prayer,	
  

devo�ons,	
  Bible	
  
reading)	
  

Family	
  @Home	
  
Ac�vi�es	
  

LOM	
  Application:	
  
	
  Differentiated	
  Experiences	
  

Discernment	
   Common	
  Core	
  
Experiences	
  

S1	
  
Experiences	
  

S2	
  
Experiences	
  

S3	
  
Experiences	
  

S4	
  
Experiences	
  

Core	
  “Curriculum”	
  Personalized	
  and	
  
Customized	
  around	
  the	
  Spiritual	
  &	
  

Religious	
  Needs	
  of	
  People	
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ì	
  
Part	
  2.	
  Adaptive	
  Leadership	
  

The	
  Challenge	
  of	
  Adaptive	
  Change	
  

“The significant problems we face 
today cannot be solved at the same 

level of thinking we were at when we 
created them.”  

 

Albert Einstein 
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Technical	
  Problems	
  -­‐	
  Adaptive	
  Challenges	
  

Problems	
  that	
  we	
  can	
  solve	
  through	
  the	
  knowledge	
  of	
  
experts	
  are	
  technical	
  challenges.	
  Problems	
  that	
  

experts	
  cannot	
  solve	
  are	
  called	
  adap�ve	
  challenges.	
  
Solu�ons	
  to	
  technical	
  problems	
  lie	
  in	
  the	
  head	
  and	
  

solving	
  them	
  requires	
  intellect	
  and	
  logic.	
  Solu�ons	
  to	
  
adap�ve	
  problems	
  lie	
  in	
  the	
  stomach	
  and	
  the	
  heart	
  

and	
  rely	
  on	
  changing	
  people’s	
  beliefs,	
  habits,	
  ways	
  of	
  
working	
  or	
  ways	
  of	
  life.	
  	
  	
  

(Ronald	
  Heifetz	
  and	
  Mar�n	
  Linsky)	
  	
  

Technical	
  Problems	
  

ì  Technical	
  problems	
  (even	
  though	
  they	
  may	
  be	
  
complex)	
  can	
  be	
  solved	
  with	
  knowledge	
  and	
  
procedures	
  already	
  in	
  hand.	
  

ì  Leadership	
  would	
  be	
  an	
  easy	
  and	
  safe	
  undertaking	
  if	
  
organiza�ons	
  and	
  communi�es	
  only	
  faced	
  problems	
  
for	
  which	
  they	
  already	
  knew	
  the	
  solu�ons.	
  Everyday,	
  
people	
  have	
  problems	
  for	
  which	
  they	
  do,	
  in	
  fact,	
  have	
  
the	
  necessary	
  know-­‐how	
  and	
  procedures—technical	
  
problems.	
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Adaptive	
  Challenges	
  
ì  Adap�ve	
  challenges	
  require	
  experiments,	
  new	
  

discoveries,	
  and	
  adjustment.	
  	
  
ì  To	
  make	
  the	
  adap�ve	
  leap	
  to	
  survive	
  in	
  the	
  new	
  

environment	
  requires	
  people	
  to	
  learn	
  new	
  ways	
  of	
  
behaving	
  and	
  adopt	
  new	
  values	
  and	
  a�tudes.	
  
Sustaining	
  change	
  requires	
  the	
  people	
  with	
  the	
  
problem	
  to	
  internalize	
  the	
  change	
  itself.	
  Without	
  
learning	
  new	
  ways—changing	
  a�tudes,	
  values,	
  and	
  
deep-­‐seated	
  behaviors—people	
  cannot	
  make	
  the	
  
adap�ve	
  leap	
  necessary	
  to	
  thrive	
  in	
  the	
  new	
  
environment.	
  	
  

Adaptive	
  Challenges	
  

ì Adap�ve	
  challenges	
  call	
  for	
  changes	
  of	
  
heart	
  and	
  mind—the	
  transforma�on	
  of	
  
long-­‐standing	
  habits	
  and	
  deeply	
  held	
  
assump�ons	
  and	
  values.	
  

ì Leadership	
  is	
  “the	
  ac�vity	
  of	
  mobilizing	
  
people	
  to	
  tackle	
  the	
  toughest	
  problems	
  and	
  
do	
  the	
  adap�ve	
  work	
  necessary	
  to	
  achieve	
  
progress.”	
  	
  

(Heifetz	
  and	
  Linksy)	
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Adaptive	
  Work	
  as	
  Spiritual	
  Work	
  

What	
  Heifetz	
  describes	
  as	
  adap�ve	
  work	
  is,	
  at	
  its	
  heart,	
  
spiritual	
  work.	
  It	
  involves	
  the	
  central	
  dynamics	
  of	
  the	
  

spiritual	
  life	
  and	
  of	
  transforma�on,	
  which	
  includes	
  loss,	
  
risk	
  and	
  trust,	
  even	
  death	
  and	
  resurrec�on.	
  Our	
  sacred	
  
Scriptures,	
  sacraments	
  and	
  our	
  symbols	
  are	
  all	
  powerful	
  
resources	
  for	
  adap�ve	
  challenges	
  and	
  adap�ve	
  work	
  that	
  
we	
  face	
  at	
  this	
  �me.	
  No	
  program,	
  effort	
  at	
  restructuring,	
  
or	
  ‘right’	
  pastor	
  alone	
  will	
  meet	
  this	
  challenge.	
  It	
  involves	
  

our	
  own	
  changes	
  of	
  minds	
  and	
  hearts.”	
  	
  

(Anthony	
  Robinson,	
  Leadership	
  for	
  Vital	
  Congrega�ons)	
  

Process	
  of	
  Adaptive	
  Leadership	
  

1.	
  
Observe	
  

2.	
  
Interpret	
  

3.	
  
Intervene	
  

1.  Observing	
  events	
  and	
  
pa�erns	
  around	
  you;	
  	
  

2.  Interpre�ng	
  what	
  you	
  are	
  
observing	
  (developing	
  
mul�ple	
  hypotheses	
  about	
  
what	
  is	
  really	
  going	
  on;	
  and	
  	
  

3.  Designing	
  interven�ons	
  
based	
  on	
  the	
  observa�ons	
  &	
  
interpreta�ons	
  to	
  address	
  
the	
  adap�ve	
  challenge	
  you	
  
have	
  iden�fied.	
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Your	
  Adaptive	
  Challenges	
  	
  

ì What	
  are	
  the	
  greatest	
  adap�ve	
  challenges	
  
facing	
  ministry	
  &	
  faith	
  forma�on	
  in	
  your	
  
se�ng	
  that	
  you	
  must	
  address	
  to	
  make	
  
progress	
  into	
  the	
  future?	
  	
  

	
  
Leadership	
  is	
  “the	
  ac�vity	
  of	
  mobilizing	
  people	
  
to	
  tackle	
  the	
  toughest	
  problems	
  and	
  do	
  the	
  

adap�ve	
  work	
  necessary	
  to	
  achieve	
  progress.”	
  
(Heifetz	
  and	
  Linksy)	
  

Cycle	
  of	
  Adaptation	
  

Listen	
  to	
  the	
  
Environment	
  

Experiment	
  &	
  
Innovate	
  

Evaluate	
  &	
  
Learn	
  What	
  

Works	
  

Modify	
  
Programs	
  &	
  

Plans	
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Part	
  3.	
  Innovation	
  Design	
  Process	
  
Stanford	
  School	
  of	
  Design	
  

Empathize	
   Define	
   Ideate	
   Prototype	
   Test	
  

1	
  -­‐	
  Empathize	
  

Empathy	
  is	
  the	
  founda�on	
  of	
  a	
  human-­‐centered	
  design	
  
process.	
  To	
  empathize,	
  we:	
  
	
  

ì  Observe.	
  View	
  users	
  and	
  their	
  behavior	
  in	
  the	
  
context	
  of	
  their	
  lives.	
  

ì  Engage.	
  Interact	
  with	
  and	
  interview	
  users	
  through	
  
both	
  scheduled	
  and	
  short	
  ‘intercept’	
  encounters.	
  

ì  Immerse.	
  Experience	
  what	
  your	
  user	
  experiences.	
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Empathy	
  Map	
  

SAY	
  
What	
  do	
  you	
  hear	
  your	
  
target	
  group	
  saying?	
  	
  

DO	
  
What	
  ac�ons	
  and	
  

behaviors	
  do	
  you	
  no�ce	
  in	
  
your	
  target	
  group?	
  

THINK	
  
What	
  might	
  your	
  target	
  
group	
  be	
  thinking?	
  What	
  
does	
  this	
  tell	
  you	
  about	
  

their	
  beliefs/convic�ons?	
  

FEEL	
  
What	
  emo�ons	
  might	
  your	
  
target	
  group	
  be	
  feeling?	
  	
  

Empathy	
  Map	
  

1.  Define	
  Needs	
  	
  (verbs	
  not	
  nouns)	
  

2.  Iden�fy	
  Insights	
  –	
  to	
  be�er	
  respond	
  to	
  a	
  
design	
  challenge	
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POV	
  –	
  Point	
  of	
  	
  View	
  

ì  A	
  point	
  of	
  view	
  (POV)	
  is	
  your	
  reframing	
  of	
  a	
  design	
  
challenge	
  into	
  an	
  ac�onable	
  problem	
  statement	
  
that	
  will	
  launch	
  you	
  into	
  a	
  genera�ve	
  idea�on.	
  	
  

ì  A	
  good	
  POV	
  will	
  allow	
  you	
  to	
  ideate	
  in	
  a	
  directed	
  
manner,	
  by	
  crea�ng	
  How	
  We	
  Might	
  (HWM)	
  
ques�ons	
  based	
  on	
  your	
  POV.	
  	
  

ì  Most	
  of	
  all	
  your	
  POV	
  captures	
  your	
  design	
  vision.	
  	
  

POV	
  –	
  Point	
  of	
  	
  View	
  

A	
  POV	
  MADLIB	
  

[USER]	
  needs	
  to	
  [USER’S	
  NEED]	
  	
  
because	
  	
  

[SURPRISING	
  INSIGHT]	
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2	
  -­‐	
  Define	
  

ì  The	
  define	
  mode	
  is	
  when	
  you	
  unpack	
  and	
  
synthesize	
  your	
  empathy	
  findings	
  into	
  compelling	
  
needs	
  and	
  insights,	
  and	
  scope	
  a	
  specific	
  and	
  
meaningful	
  challenge.	
  It	
  is	
  a	
  mode	
  of	
  “focus”	
  rather	
  
than	
  “flaring.”	
  	
  

ì  Two	
  goals	
  of	
  the	
  define	
  mode	
  are	
  to	
  develop	
  a	
  deep	
  
understanding	
  of	
  your	
  users	
  and	
  the	
  design	
  space	
  
and,	
  based	
  on	
  that	
  understanding,	
  to	
  come	
  up	
  with	
  
an	
  ac�onable	
  problem	
  statement:	
  your	
  point	
  of	
  
view.	
  	
  

2	
  -­‐	
  Define	
  
ì  Your	
  point	
  of	
  view	
  should	
  be	
  a	
  guiding	
  statement	
  

that	
  focuses	
  on	
  specific	
  users,	
  and	
  insights	
  and	
  
needs	
  that	
  you	
  uncovered	
  during	
  the	
  empathize	
  
mode.	
  	
  

	
  

ì  More	
  than	
  simply	
  defining	
  the	
  problem	
  to	
  work	
  on,	
  
your	
  point	
  of	
  view	
  is	
  your	
  unique	
  design	
  vision	
  that	
  
you	
  cra�ed	
  based	
  on	
  your	
  discoveries	
  during	
  your	
  
empathy	
  work.	
  Understanding	
  the	
  meaningful	
  
challenge	
  to	
  address	
  and	
  the	
  insights	
  that	
  you	
  can	
  
leverage	
  in	
  your	
  design	
  work	
  is	
  fundamental	
  to	
  
crea�ng	
  a	
  successful	
  solu�on.	
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2	
  –	
  Define	
  	
  	
  
In	
  order	
  to	
  be	
  truly	
  genera�ve,	
  you	
  must	
  first	
  cra�	
  a	
  specific	
  and	
  
compelling	
  problem	
  statement	
  to	
  use	
  as	
  a	
  solu�on-­‐genera�on	
  
springboard.	
  As	
  a	
  test,	
  a	
  good	
  point	
  of	
  view	
  (POV)	
  is	
  one	
  that:	
  
	
  

1.  Provides	
  focus	
  and	
  frames	
  the	
  problem	
  
2.  Inspires	
  your	
  team	
  
3.  Provides	
  a	
  reference	
  for	
  evalua�ng	
  compe�ng	
  ideas	
  
4.  Fuels	
  brainstorms	
  by	
  sugges�ng	
  “how	
  might	
  we”	
  statements	
  
5.  Captures	
  the	
  hearts	
  and	
  minds	
  of	
  people	
  you	
  meet	
  
6.  Saves	
  you	
  from	
  the	
  impossible	
  task	
  of	
  developing	
  concepts	
  

that	
  are	
  all	
  things	
  to	
  all	
  people	
  
7.  Is	
  something	
  you	
  revisit	
  and	
  reformulate	
  as	
  you	
  learn	
  by	
  doing	
  
8.  Guides	
  your	
  innova�on	
  efforts	
  

3	
  -­‐	
  Ideate	
  

ì  Ideate	
  is	
  the	
  mode	
  during	
  your	
  design	
  process	
  in	
  
which	
  you	
  focus	
  on	
  idea	
  genera�on.	
  

ì  Mentally	
  it	
  represents	
  a	
  process	
  of	
  “going	
  wide”	
  in	
  
terms	
  of	
  concepts	
  and	
  outcomes—it	
  is	
  a	
  mode	
  of	
  
“flaring”	
  rather	
  than	
  “focus.”	
  	
  

ì  The	
  goal	
  of	
  idea�on	
  is	
  to	
  explore	
  a	
  wide	
  solu�on	
  
space	
  –	
  both	
  a	
  large	
  quan�ty	
  of	
  ideas	
  and	
  a	
  diversity	
  
among	
  those	
  ideas.	
  From	
  this	
  vast	
  depository	
  of	
  ideas	
  
you	
  can	
  build	
  prototypes	
  to	
  test	
  with	
  users.	
  	
  

ì  You	
  ideate	
  in	
  order	
  to	
  transi�on	
  from	
  iden�fying	
  
problems	
  into	
  exploring	
  solu�ons	
  for	
  your	
  users.	
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Generating	
  Ideas:	
  Mindmapping	
  

4	
  -­‐	
  Prototype	
  
ì  Prototyping	
  is	
  ge�ng	
  ideas	
  and	
  explora�ons	
  out	
  of	
  your	
  head	
  

and	
  into	
  the	
  physical	
  world.	
  	
  
ì  A	
  prototype	
  can	
  be	
  anything	
  that	
  takes	
  a	
  physical	
  form	
  –	
  be	
  it	
  a	
  

wall	
  of	
  post-­‐it	
  notes,	
  a	
  role-­‐playing	
  ac�vity,	
  a	
  space,	
  an	
  object,	
  
an	
  interface,	
  or	
  even	
  a	
  storyboard.	
  The	
  resolu�on	
  of	
  your	
  
prototype	
  should	
  be	
  commensurate	
  with	
  your	
  progress	
  in	
  your	
  
project.	
  	
  

ì  In	
  early	
  explora�ons	
  keep	
  your	
  prototypes	
  rough	
  and	
  rapid	
  to	
  
allow	
  yourself	
  to	
  learn	
  quickly	
  and	
  inves�gate	
  a	
  lot	
  of	
  different	
  
possibili�es.	
  

ì  Prototypes	
  are	
  most	
  successful	
  when	
  people	
  (the	
  design	
  team,	
  
the	
  user,	
  and	
  others)	
  can	
  experience	
  and	
  interact	
  with	
  them.	
  
What	
  you	
  learn	
  from	
  those	
  interac�ons	
  can	
  help	
  drive	
  deeper	
  
empathy,	
  as	
  well	
  as	
  shape	
  successful	
  solu�ons.	
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4	
  -­‐	
  Prototype	
  

Tradi�onally	
  prototyping	
  is	
  thought	
  of	
  as	
  a	
  way	
  to	
  test	
  
func�onality.	
  But	
  prototyping	
  is	
  used	
  for	
  many	
  
reasons,	
  including	
  these:	
  

ì  Empathy	
  gaining:	
  Prototyping	
  is	
  a	
  tool	
  to	
  deepen	
  
your	
  understanding	
  of	
  the	
  design	
  space	
  and	
  your	
  
user,	
  even	
  at	
  a	
  pre-­‐solu�on	
  phase	
  of	
  your	
  project.	
  

ì  Explora�on:	
  Build	
  to	
  think.	
  Develop	
  mul�ple	
  
solu�on	
  op�ons.	
  

ì  Tes�ng:	
  Create	
  prototypes	
  (and	
  develop	
  the	
  
context)	
  to	
  test	
  and	
  refine	
  solu�ons	
  with	
  users.	
  

ì  Inspira�on:	
  Inspire	
  others	
  (teammates,	
  clients,	
  
customers,	
  investors)	
  by	
  showing	
  your	
  vision.	
  

4	
  -­‐	
  Prototype	
  
We	
  prototype	
  to:	
  

ì  Learn.	
  If	
  a	
  picture	
  is	
  worth	
  a	
  thousand	
  words,	
  a	
  prototype	
  is	
  
worth	
  a	
  thousand	
  pictures.	
  

ì  Solve	
  disagreements.	
  Prototyping	
  is	
  a	
  powerful	
  tool	
  that	
  
can	
  eliminate	
  ambiguity,	
  assist	
  in	
  idea�on,	
  and	
  reduce	
  
miscommunica�on.	
  

ì  Start	
  a	
  conversa�on.	
  A	
  prototype	
  can	
  be	
  a	
  great	
  way	
  to	
  
have	
  a	
  different	
  kind	
  of	
  conversa�on	
  with	
  users.	
  

ì  Fail	
  quickly	
  and	
  cheaply.	
  Crea�ng	
  quick	
  and	
  dirty	
  
prototypes	
  allows	
  you	
  to	
  test	
  a	
  number	
  of	
  ideas	
  without	
  
inves�ng	
  a	
  lot	
  of	
  �me	
  and	
  money	
  up	
  front.	
  

ì  Manage	
  the	
  solu�on-­‐building	
  process.	
  Iden�fying	
  a	
  
variable	
  to	
  explore	
  encourages	
  you	
  to	
  break	
  a	
  large	
  problem	
  
down	
  into	
  smaller,	
  testable	
  chunks.	
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5-­‐	
  Test	
  

Tes�ng	
  is	
  the	
  chance	
  to	
  refine	
  our	
  solu�ons	
  and	
  make	
  them	
  
be�er.	
  Prototype	
  as	
  if	
  you	
  know	
  you’re	
  right,	
  but	
  test	
  as	
  if	
  
you	
  know	
  you’re	
  wrong.	
  

ì  To	
  refine	
  our	
  prototypes	
  and	
  solu�ons.	
  Tes�ng	
  
informs	
  the	
  next	
  itera�ons	
  of	
  prototypes.	
  Some�mes	
  
this	
  means	
  going	
  back	
  to	
  the	
  drawing	
  board.	
  

ì  To	
  learn	
  more	
  about	
  our	
  user.	
  Tes�ng	
  is	
  another	
  
opportunity	
  to	
  build	
  empathy	
  through	
  observa�on	
  
and	
  engagement—it	
  o�en	
  yields	
  unexpected	
  insights.	
  

ì  To	
  test	
  and	
  refine	
  our	
  POV.	
  Some�mes	
  tes�ng	
  reveals	
  
that	
  not	
  only	
  did	
  we	
  not	
  get	
  the	
  solu�on	
  right,	
  but	
  
also	
  that	
  we	
  have	
  failed	
  to	
  frame	
  the	
  problem	
  
correctly.	
  

The	
  8	
  “ations”	
  of	
  Innovation	
  
(Rick	
  Warren)	
  

1.  Termina�on:	
  What	
  do	
  we	
  first	
  need	
  to	
  stop,	
  before	
  we	
  can	
  have	
  
room	
  for	
  new	
  ideas?	
  	
  

2.  Collabora�on:	
  How	
  can	
  we	
  do	
  what	
  we	
  are	
  already	
  doing	
  faster	
  and	
  
on	
  a	
  larger	
  scale	
  by	
  incorpora�ng	
  a	
  team?	
  

3.  Combina�on:	
  What	
  great	
  ideas	
  or	
  programs	
  do	
  we	
  already	
  have	
  that	
  
we	
  could	
  mix	
  together	
  to	
  make	
  something	
  new?	
  

4.  Elimina�on:	
  What	
  part	
  could	
  we	
  take	
  out	
  to	
  make	
  an	
  idea	
  or	
  process	
  
simpler?	
  

5.  Reincarna�on:	
  What	
  has	
  died	
  that	
  we	
  could	
  resurrect	
  in	
  a	
  new	
  form?	
  
6.  Rejuvena�on:	
  How	
  could	
  we	
  change	
  the	
  purpose	
  or	
  mo�va�on	
  for	
  

what	
  we	
  do	
  to	
  bring	
  new	
  energy	
  and	
  new	
  life	
  to	
  an	
  idea?	
  
7.  Illumina�on:	
  How	
  can	
  we	
  look	
  at	
  this	
  idea	
  in	
  a	
  new	
  light,	
  from	
  a	
  

different	
  angle?	
  
8.  Fascina�on:	
  How	
  can	
  we	
  make	
  this	
  idea	
  more	
  appealing	
  and	
  fun?	
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Design	
  an	
  Implementation	
  Plan	
  

1. What	
  are	
  the	
  dates	
  and	
  �mes?	
  
2. What	
  is	
  the	
  loca�on:	
  physical/facility	
  and/or	
  

online/website?	
  
3. What	
  are	
  the	
  implementa�on	
  steps	
  and	
  target	
  

dates	
  (�meline)	
  for	
  comple�ng	
  each	
  step.	
  	
  
4. What	
  resources	
  will	
  you	
  need	
  to	
  implement	
  the	
  

ini�a�ve.	
  
5.  How	
  much	
  will	
  the	
  ini�a�ve	
  cost?	
  	
  
6.  How	
  many	
  leaders	
  will	
  you	
  need	
  to	
  implement	
  

the	
  ini�a�ve,	
  how	
  you	
  will	
  find	
  them,	
  and	
  how	
  
you	
  will	
  prepare	
  them?	
  

	
  

ì	
  

John	
  Roberto	
  
LifelongFaith	
  Associates	
  

(jroberto@lifelongfaith.com)	
  

Facilitating	
  Change	
  
Lutheran	
  Outdoor	
  Ministries	
  Conference	
  

(Thursday	
  Session)	
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A	
  Framework	
  for	
  Change	
  

Direct	
  the	
  Rider	
  (the	
  conscious	
  mind),	
  elimina�ng	
  what	
  
looks	
  like	
  resistance	
  but	
  is	
  more	
  o�en	
  a	
  lack	
  of	
  clarity	
  by	
  
providing	
  crystal-­‐clear	
  direc�on.	
  	
  

ì  Following	
  the	
  bright	
  spots:	
  inves�gate	
  what’s	
  
working	
  and	
  clone	
  it.	
  

ì  Script	
  the	
  cri�cal	
  moves:	
  don’t	
  think	
  big	
  picture,	
  
think	
  in	
  terms	
  of	
  specific	
  behaviors.	
  

ì  Point	
  to	
  the	
  des�na�on:	
  change	
  is	
  easier	
  when	
  
you	
  know	
  where	
  you’re	
  going	
  and	
  why	
  it’s	
  worth	
  
it.	
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A	
  Framework	
  for	
  Change	
  

Mo�vate	
  the	
  Elephant	
  (the	
  subconscious),	
  elimina�ng	
  
what	
  looks	
  like	
  laziness	
  but	
  is	
  more	
  o�en	
  exhaus�on	
  by	
  
engaging	
  emo�ons	
  to	
  get	
  people	
  on	
  the	
  same	
  path	
  as	
  
you.	
  	
  

ì  Find	
  the	
  feeling:	
  knowing	
  something	
  isn’t	
  enough	
  
to	
  cause	
  change.	
  Make	
  people	
  feel	
  something.	
  

ì  Shrink	
  the	
  change:	
  break	
  down	
  the	
  change	
  un�l	
  it	
  
no	
  longer	
  spooks	
  the	
  Elephant.	
  

ì  Grow	
  your	
  people:	
  cul�vate	
  a	
  sense	
  of	
  iden�ty	
  
and	
  ins�ll	
  the	
  growth	
  mindset.	
  

A	
  Framework	
  for	
  Change	
  
Shape	
  the	
  Path	
  (the	
  situa�on),	
  elimina�ng	
  what	
  looks	
  
like	
  a	
  people	
  problem	
  but	
  is	
  more	
  o�en	
  a	
  situa�on	
  
problem,	
  by	
  making	
  the	
  environment	
  more	
  conducive	
  to	
  
the	
  change	
  you	
  seek.	
  

ì  Tweak	
  the	
  environment:	
  when	
  the	
  situa�on	
  
changes,	
  the	
  behavior	
  changes.	
  So	
  change	
  the	
  
situa�on.	
  

ì  Build	
  habits:	
  when	
  behavior	
  is	
  habitual,	
  it’s	
  
“free”—it	
  doesn’t	
  tax	
  the	
  Rider.	
  Look	
  for	
  ways	
  to	
  
encourage	
  habits.	
  

ì  Rally	
  the	
  herd:	
  behavior	
  is	
  contagious.	
  Help	
  it	
  
spread.	
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Making	
  Change	
  Stick	
  

1.  Understand	
  and	
  spell	
  out	
  the	
  impact	
  of	
  the	
  change	
  on	
  
people.	
  

2.  Build	
  an	
  emo�onal	
  and	
  ra�onal	
  case	
  for	
  change.	
  
3.  Ensure	
  that	
  the	
  en�re	
  leadership	
  team	
  is	
  a	
  role	
  model	
  

for	
  change.	
  	
  
4.  Mobilize	
  people	
  to	
  “own”	
  and	
  accelerate	
  the	
  change.	
  
5.  Embed	
  the	
  change	
  in	
  the	
  fabric	
  of	
  the	
  organiza�on.	
  	
  

How	
  Do	
  We	
  Make	
  Change?	
  
(Transforming	
  Congregational	
  Education	
  Project)	
  

	
  

1.  Substan�al	
  change	
  takes	
  �me	
  and	
  does	
  not	
  proceed	
  smoothly.	
  
2.  Take	
  ac�on	
  and	
  be	
  ambi�ous:	
  “boldly	
  go…”	
  	
  
3.  Vision,	
  ac�on,	
  reflec�on,	
  and	
  conversa�on	
  feed	
  off	
  one	
  another	
  

to	
  drive	
  the	
  process	
  forward.	
  
4.  Ge�ng	
  the	
  right	
  people	
  engaged	
  and	
  empowering	
  them	
  is	
  

cri�cal.	
  “Get	
  the	
  right	
  people	
  on	
  the	
  bus…”	
  
5.  The	
  change	
  process	
  is	
  powered	
  by	
  and	
  largely	
  about	
  learning.	
  
6.  Quality	
  outside	
  assistance	
  can	
  help	
  the	
  process	
  tremendously.	
  
7.  Because	
  change	
  is	
  complex,	
  a	
  mul�-­‐pronged	
  support	
  system	
  is	
  

needed.	
  	
  
8.  Financial	
  resources	
  can	
  help	
  “lubricate”	
  change.	
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Increasing	
  a	
  True	
  Sense	
  of	
  Urgency	
  

Strategy	
  
Create	
  ac�on	
  that	
  is	
  excep�onally	
  alert,	
  externally	
  
oriented,	
  relentlessly	
  aimed	
  at	
  winning,	
  making	
  
some	
  progress	
  each	
  and	
  every	
  day,	
  and	
  constantly	
  
purging	
  low	
  value-­‐added	
  ac�vi�es—all	
  by	
  always	
  
focusing	
  on	
  the	
  heart	
  and	
  not	
  just	
  the	
  mind.	
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Increasing	
  a	
  True	
  Sense	
  of	
  Urgency	
  

1.  Bring	
  the	
  Outside	
  In	
  
ì  Reconnect	
  internal	
  reality	
  with	
  external	
  

opportuni�es	
  and	
  hazards	
  
ì  Bring	
  in	
  emo�onally	
  compelling	
  data,	
  people,	
  

video,	
  sites,	
  and	
  sounds.	
  

Increasing	
  a	
  True	
  Sense	
  of	
  Urgency	
  

2.	
  	
  Behave	
  with	
  Urgency	
  Every	
  Day	
  
ì  Never	
  act	
  content,	
  anxious,	
  or	
  angry.	
  
ì  Demonstrate	
  your	
  own	
  sense	
  of	
  urgency	
  

always	
  in	
  mee�ngs,	
  one-­‐on-­‐one	
  interac�ons,	
  
memos,	
  and	
  email,	
  and	
  do	
  so	
  as	
  visibly	
  as	
  
possible	
  to	
  as	
  many	
  people	
  as	
  possible.	
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Increasing	
  a	
  True	
  Sense	
  of	
  Urgency	
  

3.	
  Find	
  Opportunity	
  in	
  Crises	
  
ì  Always	
  be	
  alert	
  to	
  see	
  if	
  crises	
  can	
  be	
  a	
  

friend,	
  not	
  just	
  a	
  dreadful	
  enemy,	
  in	
  order	
  to	
  
destroy	
  complacency	
  

ì  Proceed	
  with	
  cau�on,	
  and	
  never	
  be	
  naïve,	
  
since	
  crises	
  can	
  be	
  deadly.	
  	
  

Increasing	
  a	
  True	
  Sense	
  of	
  Urgency	
  

4.	
  Deal	
  with	
  the	
  NoNos	
  
ì  Remove	
  or	
  neutralize	
  all	
  the	
  relentless	
  

urgency-­‐killers,	
  people	
  who	
  are	
  not	
  skep�cs	
  
but	
  are	
  determined	
  to	
  keep	
  a	
  group	
  
complacent	
  or,	
  if	
  needed,	
  to	
  create	
  
destruc�ve	
  urgency.	
  	
  


