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Innovation Design Process 
Stanford School of Design 

Empathize	 Define	 Ideate	 Prototype	 Test	

Human-Centered Design 
INSPIRE  IDEATE  ITERATE 
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Define the Projects: Welcoming 
1.  Everyone’s responsibility vs. a greeter/particular group 
2.  Hospitality – how can they picture this  
3.  Welcome people who have been away – how? 
4.  “New church” is better at this / wondering? 
5.  You have a place/home 
6.  Long time members vs. new members (breaking in) 
7.  Attitude – pervasive throughout parish 
8.  How to do with a Catholic context (space, worship, etc.) 
9.  Other churches: going to a “show” / attractional / 

engagement / accessible – to God  
10.  Entertainment is now a means of communication  
11.  Connection to real life  

Define the Projects: Engaging 
1.  Reaching people in new ways / social media 
2.  How do we engage more people – find more ways to involve 

people in leadership / help people recognize that they have gifts to 
contribute  

3.  How to get people to come to … worship, gatherings 
4.  Adult living out of faith – discipleship – fully living  
5.  What’s going at church is important for their lives / can’t live without 

it 
6.  Difference between involvement and engagement (giving your 

whole self) – more than showing up  
7.  Challenging to get involved / invited with an expectation to 

participate/lead  
8.  Group we would like to welcome (target audience) & who are the 

people who are core to the community (already engaged) 
9.  Different levels of spirituality  
10.  Impact of consolidation process – different parish cultures – 

merging  
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Define the Projects: Community 
1.  Consolidations are not just about welcoming – they are still distinct 

communities because of distance, history, etc. – how to form one 
community or not 

2.  Diversity – celebrate diversity  
3.  Community does not mean conformity 
4.  Small parishes – how to keep ourselves alive and vibrant 
5.  What does it mean to become one community with 2 linked; what does 

it mean to be a Catholic community in the neighborhood; what does it 
mean to be immersed and engaged in the wider community as 
Catholics 

6.  Younger families looking to the church as a place to help them with 
their children / more family-centered things 

7.  Finding a few niches to build community / small scale / community of 
communities  

8.  Most parishes talk in terms of a parish becoming a community for the 
family; a parish community that embraces the family; family feels a part 
of the community  

9.  Individuals need a sense of belonging  

Community Ideas  
1.  Social activities for families on a regular basis   
2.  More nourishing liturgical experiences + Honest review of liturgy and parish life XX 
3.  Workshop/webinar: how to learn from the mega churches  
4.  NEWCOMERS Review of welcoming new parishioners ministry (registration form-gifts to share, 3-6 month new 

parishioner coffee, visit home) + Newcomer visit – show them what the parish has to offer based on their needs 
+ invite them to choose among 3-5 ministries that will connect with other people XXXXX 

5.  Training a hospitality team XXXXXX 
6.  Coaching the community to be welcoming XXXX 
7.  New awareness of why we need to change; help people appreciate need/desire to change XX 
8.  Acknowledging presence of who are involved + Acknowledging stewardship already taking place; encouraging 

others to share gifts  
9.  Identifying gifts + ongoing way for people to explore gifts and use in collaboration XXXXX 
10.  Parish covenants: what we do and what you do; ok with taking on leadership XXX 
11.  Developing servant leadership programs X 
12.  Celebrating diversity: prayer, potluck, talent show X 
13.  Create new opportunities to engage mature adults, could be mentoring role / apprenticing role; “young at heart” 

ministry; new service projects XXXXX 
14.  Learning more about the community + show how to use manual (“Mission INsight”)  
15.  Discover ways for the older members of the parish to talk with the younger ones; sharing across generations 

(see 13) 
16.  Awareness raising series of stories/homilies – for all ages; lectionary season dedicated to this XX 
17.  150th anniversary of the diocese + historicizing as healing  
18.  Regularly celebrate past and history + remember who we are and were  
19.  How can physical environment be part of the welcoming; physical limitations and possibilities XXXXXXX 
20.  Evangelize church goers XX 
21.  Inviting people home X 
22.  Sacramental prep and faith formation that connects faith and life   
23.  How to get better at invitation to ministry and events X 
24.  Small community pods in parishes X 
25.  What kinds of structures need to be created to facilitate the changes; support parishes and leaders (change 

agents)  X 
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Community Projects 
1.  Review of welcoming new parishioners ministry (registration 

form-gifts to share, 3-6 month new parishioner coffee, visit 
home) + Newcomer visit – show them what the parish has to 
offer based on their needs + invite them to choose among 
3-5 ministries that will connect with other people 

2.  Training a hospitality team 
3.  Coaching the community to be welcoming 
4.  Identifying gifts + ongoing way for people to explore gifts and 

use in collaboration (parish covenants) 
5.  Create new opportunities to engage mature adults, could be 

mentoring role / apprenticing role; “young at heart” ministry; 
new service projects 

6.  How can physical environment be part of the welcoming; 
physical limitations and possibilities 

Define the Projects: Evangelize 
1.  Invitation to people / outreach / door to door  
2.  Who are members of the parish  
3.  Recognizing a changing demographic that they are trying to 

serve 
4.  Training “evangelizers”  
5.  Desire and need for evangelization is clear and upfront; 

desire to reach out to lost and uninvolved – esp. children and 
grandchildren (lots of action steps are focused on renewal)  

6.  How do you do evangelize – how to come up with an action 
step that people are comfortable with 

7.  Are we ready to invite people; what are inviting people into 
8.  Rejuvenation of RCIA process / apprenticeship / process for 

those already baptized / parishes don’t take advantage of the 
experience of catechumens (faith, learning, etc.) 
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Evangelization Projects 
1.  RCIA-Inspired Projects  

•  New Catholics / apprenticeships 
•  Expanding and enriching RCIA for whole parish renewal  
•  RCIA based sacramental prep (marriage, baptism, confirmation, 

Eucharist) 

2.  Develop an evangelization lens; discern the best 
response/programs/resources in our community (#1. 
develop the community as evangelizers, #2 evangelize 
community, #3. outreach to the unaffiliated/unchurched) 

3.  Defining ourselves as a parish community, 
demographics, census, neighborhood, etc.  

Define the Projects: Service 
1.  Learn more about their local needs 
2.  Learn what others are doing 
3.  Expanding and growing into our identity 
4.  Desire of each parish – who can we serve, how can we 

serve  
5.  Service as a way to engage new people and provide family-

centered service  
6.  How to actually do service, not just take up a collection 
7.  Connection between service and justice  
8.  Comprehensive: service, justice, peace-making, care for 

creation  
9.  Collaboration with other parishes/churches/interfaith (how 

and why) 



3/3/17	

7	

Service Projects  
1.  Creating a service ministry team in a parish or utilize service 

coordinating team 
2.  Parish Social Ministry 

•  Education on Catholic way of doing service: reflection, CST, scripture, prayer  
•  Become educated about parish social ministry: service, justice, peace-making, care for 

creation, advocacy (political)  
•  Integrate parish social ministry and CST throughout the parish and ministries and groups   

3.  Organize a regional team to collaborate on regional projects, create a 
model for regional collaboration on service; connect parish service 
coordinating teams in a region 

•  Plug into the needs assessment and response already be planned by human services in 
counties  

4.  Boomers grow in faith and be active in service; Ignatian Volunteer Corps  
5.  Service projects that bring people together – intergenerational and interfaith 
6.  Neighborhood outreach – how does this church fit into the neighborhood, 

engagement in the neighborhood, church as a hub for the community; gated 
communities 

7.  Service learning – people engaged in service sharing with the community, e.g., 
mission trips 

8.  Service as a way for parishes going out on a limb to engage and reach people  
9.  Communication of needs and responses – how to get involved – get the word 

out 
10.  Global projects for action and justice (CRS) 

Define the Projects: Faith Formation 
1.  Lifelong faith formation 
2.  Adult faith formation  
3.  Ongoing faith formation – inspire people  
4.  New formats / responsive to people  
5.  Honoring tradition while looking at new formats  
6.  Preparing catechetical leaders 
7.  Distinction between (adult) education and formation 
8.  Develop a desire/motivation 
9.  Different choices / levels for people (AFF) 
10.  Plan for each person / personalized  
11.  Get input from people: needs, interests, etc. / dialogue – parents, 

people in the community 
12.  All encompassing – look for opportunities everywhere through life 

of the community 
13.  Faith formation at home; engaging faith practices at home  
14.  Subject matter include Catholic Social Teaching  
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Faith Formation Projects 
1.  Catechetical leader formation: at all levels 

•  Getting parish leaders to know the wide range of resources that are 
available for different spiritual development levels  

2.  Life Cycle: New models, formats, approaches for 
age groups in a style that connects with each 
generation: Millennial, Gen X, Boomers; creative 
ways/activities to get into AFF; multiple 
opportunities 

•  Young adult project: re-articulate Catholic identity 
•  Ways for parishes to collaborate on faith formation 

3.  Family: Bridge between church and home (family 
faith formation plan with digital tool to help them 
progress) 

Define the Projects: Communication 
1.  If we just had… - without understanding target audience and 

how to make the new media engaging 
2.  How to maintain new communication approaches 
3.  Make our communication (bulletin) really interesting 
4.  Internal and external: among each other and then outward 
5.  Different group of volunteers – understand and use modern 

media 
6.  Best from marketing mindset with mission insight 
7.  How to pay attention to the church’s communication; create 

motivation to pay attention – actively looking  
8.  Reach all ages through communication strategies/tools 
9.  Everything we do communicates  
10.  Communication has to be engaging and easy to use 
11.  How can diocese provide more help – wide range of parish 

expertise  
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Communication Projects 
1.  Create a parish communication team and training for the team on 

communication methods and approaches 
•  Showcase/demonstration of communication methods, case studies, etc.   

2.  Design a communication plan for the parish to communicate 
internally and externally – with all ages, involved and not involved 
in the parish community  

•  MissionInsite – how parishioners choose to receive communication – 
assessment 

•  How to use social media effectively  
•  Reimaging the parish bulletin as a must read 
•  Best practices for internal and external parish communication + Diagnostic – 

how a parish diagnoses the way it communicates – internal and external  
•  How parishes market/promote/present  themselves; consistency in message 

and frequency in communication 
•  Orientation for parishioners on how to experience the reimagined format  

3.  Motivation for paying attention; two-way communication  

Innovation Design Process 
Stanford School of Design 

Empathize	 Define	 Ideate	 Prototype	 Test	



3/3/17	

10	

In the Face of These Challenges 

Technical Adaptive 

Challenges can be 
solved with the 
knowledge, skills, and 
tools already in hand 
Require change in one 
or two places 

Challenges can be solved 
through experimentation, 
innovation, adjustments 
through the organization 
Requires changes of heart 
and mind 

Develop Prototypes 
Create a Mind Map with a variety of ideas 
(initiatives and strategies) to address the 

challenges?   
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Empathy is the foundation of a human-centered design process.  To empathize, you:   
- Observe.  View users and their behavior in the context of their lives.   
- Engage.  Interact with and interview users through both scheduled and short ‘intercept’ encounters. 
- Immerse.  Experience what your user experiences.   

As a human-centered designer you need to understand the people for whom you are designing.  The 
problems you are trying to solve are rarely your own—they are those of particular users; in order to design 
for your users, you must build empathy for who they are and what is important to them. 

Watching what people do and how they interact with their environment gives you clues about what they 
think and feel.  It helps you to learn about what they need.  By watching people you can capture physical 
manifestations of their experiences, what they do and say.  This will allow you to interpret intangible 
meaning of those experiences in order to uncover insights.  These insights will lead you to the innovative 
solutions.  The best solutions come out of the best insights into human behavior.  But learning to recognize 
those insights is harder than you might think.  Why?  Because our minds automatically filter out a lot of 
information in ways we aren’t even aware of.  We need to learn to see things “with a fresh set of eyes” – 
tools for empathy, along with a human-centered mindset, is what gives us those new eyes. 

Engaging with people directly reveals a tremendous amount about the way they think and the values they 
hold.  Sometimes these thoughts and values are not obvious to the people who hold them.  A deep 
engagement can surprise both the designer and the designee by the unanticipated insights that are 
revealed.  The stories that people tell and the things that people say they do—even if they are different 
from what they actually do—are strong indicators of their deeply held beliefs about the way the world is.  
Good designs are built on a solid understanding of these kinds of beliefs and values.  Engage to: 
•  Uncover needs that people have which they may or may not be aware of
•  Guide innovation efforts
•  Identify the right users to design for
•  Discover the emotions that guide behaviors

In addition to speaking with and observing your users, you need to have personal experience in the design 
space yourself.  Find (or create if necessary) experiences to immerse yourself to better understand the 
situation that your users are in, and for which you are designing. 

Empathize 
MODE 

::  1  :: 

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.”  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 actionable problem statement: your point of view.  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.   

More than simply defining the problem to work on, your point of view is your unique design vision that you 
crafted 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 creating a successful 
solution. 

The define mode is critical to the design process because it explicitly expresses the problem you are 
striving to address through your efforts.  Often, in order to be truly generative, you must first reframe the 
challenge based on new insights you have gained through your design work.  This reframed problem 
statement can then be used as a solution-generating springboard.   

As a test, a good point of view (POV) is one that: 
•  Provides focus and frames the problem
•  Inspires your team
•  Provides a reference for evaluating competing ideas
•  Empowers team members to make decisions in response to the high-level goals of the team
•  Fuels brainstorms by suggesting “how might we” statements
•  Captures the hearts and minds of people you meet
•  Saves you from the impossible task of developing solution concepts that are all things to all people
•  You revisit and reformulate as you learn by doing
•  Guides your innovation efforts

���� �" #�� ������ ����
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Define 
MODE 

::  2  :: 
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Ideate is the mode of your design process in which you aim to generate radical design alternatives. Mentally 
it represents a process of “going wide” in terms of concepts and outcomes—it is a mode of “flaring” rather 
than “focus.” The goal of ideation is to explore a wide solution space – both a large quantity of ideas and a 
diversity among those ideas. From this vast depository of ideas you can build prototypes to test with users. 

You ideate in order to transition from identifying problems into exploring solutions for your users.  Various 
forms of ideation are leveraged to: 
• Step beyond obvious solutions and thus increase the innovation potential of your solution set
• Harness the collective perspectives and strengths of your teams
• Uncover unexpected areas of exploration
• Create fluency (volume) and flexibility (variety) in your innovation options
• Get obvious solutions out of your heads, and drive your team beyond them

Regardless of what ideation method you use, the fundamental principle of ideation is to be cognizant of 
when you and your team are generating ideas and when you are evaluating ideas – typically keeping these 
two tasks separate, and only mixing the two intentionally. 

���� �" #�� ����#� ����
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Ideate 
MODE 

::  3  :: 

Generating Ideas: Mindmapping 
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Traditionally prototyping is thought of as a way to test functionality.  But prototyping is used for many 
reasons, including these (non-mutually-exclusive) categories: 
•  Empathy gaining: Prototyping is a tool to deepen your understanding of the design space and your user, 
even at a pre-solution phase of your project. 
•  Exploration: Build to think.  Develop multiple solution options. 
•  Testing: Create prototypes (and develop the context) to test and refine solutions with users. 
•  Inspiration: Inspire others (teammates, clients, customers, investors) by showing your vision. 
 
Many of the goals of prototyping are shared across all four of the above categories.   
We prototype to: 
Learn. If a picture is worth a thousand words, a prototype is worth a thousand pictures. 
Solve disagreements. Prototyping is a powerful tool that can eliminate ambiguity, assist in ideation, and 
reduce miscommunication. 
Start a conversation. A prototype can be a great way to have a different kind of conversation with users. 
Fail quickly and cheaply. Creating quick and dirty prototypes allows you to test a number of ideas without 
investing a lot of time and money up front. 
Manage the solution-building process. Identifying a variable to explore encourages you to break a large 
problem down into smaller, testable chunks. 

Prototyping is getting ideas and explorations out of your head and into the physical world. A prototype can 
be anything that takes a physical form – be it a wall of post-it notes, a role-playing activity, a space, an 
object, an interface, or even a storyboard.  The resolution of your prototype should be commensurate with 
your progress in your project.  In early explorations keep your prototypes rough and rapid to allow yourself 
to learn quickly and investigate a lot of different possibilities. 
 
Prototypes are most successful when people (the design team, the user, and others) can experience and 
interact with them.  What you learn from those interactions can help drive deeper empathy, as well as 
shape successful solutions. 
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Prototype 
MODE 

::  4  :: 

Launch the Prototype  
Be sure to pay careful attention to the titles and 
descriptions so that they capture people’s interests. 
Develop descriptions that are positive in tone, indicate 
clearly the content or focus of an activity.  
1.  Describe how your offerings respond to something 

within the lives of people. Highlight the relationship 
between the content and the particular spiritual or 
religious needs, interests, passions, concerns, or life 
issues of people.  

2.  Describe the 2-3 benefits of participating or engaging 
in faith formation. 

3.  Explain to people how to use the prototype and how to 
access the activities and resources. 
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To refine your prototypes and solutions. Testing informs the next iterations of prototypes.  Sometimes 
this means going back to the drawing board. 
To learn more about your user. Testing is another opportunity to build empathy through observation and 
engagement—it often yields unexpected insights. 
To test and refine your POV. Sometimes testing reveals that not only did you not get the solution right, 
but also that you have failed to frame the problem correctly. 

Testing is the chance to get feedback on your solutions, refine solutions to make them better, and continue 
to learn about your users. The test mode is an iterative mode in which you place your low-resolution 
artifacts in the appropriate context of the user’s life. Prototype as if you know you’re right, but test as if you 
know you’re wrong.  

���� �" #�� #�"# ����
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Test 
MODE 

::  5  :: 

Test 
1.  Let your user experience the prototype. Show don’t tell. 

Let them review the prototype. Just the minimum 
context so they understand what to do.  

2.  Have them talk through their experience, e.g., “Tell me 
what you are thinking as you are doing this.” 

3.  Actively observe. Watch how they use (and misuse!) 
the prototype. Don’t immediately “correct” what your 
user is doing. 

4.  Follow up with questions, such as: “Show me why this 
would (or would not) work for you.” “Can you tell me 
more about how this made you feel?” “Why? “ “Do you 
find things that interest you and connect with your life?” 
“Are there things you would have liked to see?”  
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Marketing in Four Steps – Seth Godin 
1.  The first step is to invent a thing worth making, a story 

worth telling, a contribution worth talking about. 
2.  The second step is to design and build it in a way that 

people will actually benefit from and care about. 
3.  The third one is the one everyone gets all excited about. 

This is the step where you tell the story to the right 
people in the right way. 

4.  The last step is so often overlooked: The part where you 
show up, regularly, consistently and generously, for 
years and years, to organize and lead and build 
confidence in the change you seek to make. 

 
(http://sethgodin.typepad.com/seths_blog/2016/08/marketing-in-four-steps.html) 

Feedback Capture Grid 
METHOD 
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Use a feedback capture grid to facilitate real-time capture, or post-mortem unpacking, of feedback on 
presentations and prototypes – times when presenter-critiquer interaction is anticipated.  This can be used 
either to give feedback on progress within the design team or to capture a user’s feedback about a 
prototype.  You use the grid because it helps you be systematic about feedback, and more intentional about 
capturing thoughts in the four different areas.  

1. Section off a blank page or whiteboard into quadrants. 
2. Draw a plus in the upper left quadrant, a delta in the upper right quadrant, a question mark in the lower  
left quadrant, and a light bulb in the lower right quadrant. 

It's pretty simple, really.  Fill the four quadrants with your or a user’s feedback.  Things one likes or finds  
notable, place in the upper left; constructive criticism goes in the upper right; questions that the experience  
raised go in the lower left; ideas that the experience or presentation spurred go in the lower right.  If you  
are giving feedback yourself, strive to give input in each quadrant (especially the upper two: both “likes” 
and “wishes”).  

::  40  :: 


