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Abstract. Project Governance includes the elicitation of &ldar projects,
choosing the best ideas, initiating projects, assgy resources, and nurturing
the projects to success. In the third largest barikenmark — Jyske Bank — IT
project managers often became uncertain when these vassigned new
projects; their descriptions were either to vaguédmad or sometimes even
both. There was a need for better project scopind amproved idea
descriptions. In this paper we describe how we cittechourselves to solve
this problem. Based on a literature study on inriomaand using an existing
creative space (room) called the "land of oppofitinive used a design science
approach to formulate a new idea maturation condégate two years later, we
have developed and evaluated our concept on sepeogct ideas. The
uncertain project managers are now very enthusjasey really feel that they
have a much clearer scope and idea descriptiorelissvan early prototype of
the idea. After four design iterations, the concgabilized. In this paper we
present the idea maturation concept and the org@mial design science
research process we have used.

Keywords: Governance, project idea, design science reseanaject
management

1 INTRODUCTION

Peter Weill & Jeanne Ross (2004) talk about fivey k& decisions in IT
governance: (1) IT principles decisions, (2) IT hiecture decisions, (3) IT
infrastructure decisions, (4) Business applicati@eds, and (5) IT investment and
prioritization decisions. As part of the last démisarea project governance is a major
part. Project Governance includes the elicitatibrideas for projects, choosing the
best ideas, initiating projects, assigning resasyjrand nurturing the projects to
success. Only then can the investment represemtttelprojects be “harvested'.

Jyske Bank is Denmark's third largest bank, formedugh a merger of smaller
banks in 1967 and headquartered in Silkeborg. Tiestill a long way to the two
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largest banks in Denmark, so Jyske Bank is verysadons of differentiating
themselves. "Make a Difference" is their mantra. deir homepage Jyske Bank
presents themselves as the (social) climber inbweking industry who "always
treads new paths." Innovation has, for many ydaesn an important parameter to
differentiate Jyske Bank from others. In order tiffedentiate oneself and be
innovative, one must constantly come up with neaagl In Jyske Bank, the effort
towards this has been very conscious. Among otligey, have designed a large room
on the ground floor in the Silkeborg headquartdtgbed "the land of opportunity.”
The room is furnished as a fantasy world based orsé&l mythology, with a large
painting in one end of the room and a wide canmahé other. Colours, soft shapes
and flexible partitioning is part of the design.efvthe coffee mugs and the cutlery
are "different”. The room's purpose is to promdte treative process, by bringing
humans into other environments than those theyuswvally surrounded by in their
work.

Many good ideas arise around Jyske Bank, but theyhat always presented or
described well enough. In autumn 2007 an intervéenwey among project leaders
revealed that the individuals often felt that thiejgct descriptions they were given
were too vague and superficially described, so fieélyuncertain about the projects
they were responsible for. The survey led to theation of a new project, with the
definition that Jyske Bank did not need more idéag, better descriptions of the
ideas. Focus was thus the transformation from dpaffposals to better project
descriptions. We formulated the central questiorthas: What does a concept for
better project descriptions look like?

How isthe remainder of the paper organized?

The remainder of the paper is structured as follokisst, we talk about the
theoretical anchorage of the concept, both in iatiom theory, and in situational
theory. Then we briefly describe our approach amixure of action research and
design science. Thereafter follows a long sectitvere we describe the concept in
detail. This is followed by a series of selectedraples of the use of the concept.
Finally, we summarize the points of the article distuss further research.

2 CREATIVITY AND INNOVATION

"Creative" comes from the Lati@reare which means to create. As a starting
point, "Creative" is a positive word, (somethingegtbody looks positively on). A
usable definition of creativity is: "A systematio break the habit of thinking".
Innovation is the deployment of an idea or an apghothat relates to a product,
service, device, system, policy or program thaiei& to the organization deploying it
(Damanpour & Gopalakrishnan, 2001). Coming up widw ideas is creative. To
implement it is innovation - when it is experiencxzinew and creates something of
value.

Edward de Bono (1968, 1969, and 1970) did reseanchow people think, be it
innovative and/or creative. De Bono notes that s&lif-organizing systems form
patterns - habits, we call it often. This meang the is forced to move across these
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patterns instead of just following them, if one w&gnmo think thoughts that are
different. De Bono calls this "Lateral Thinking".

If one is to think laterally - to the side - thenis necessary to put oneself in a
situation that changes ones starting point and gpéian of how things link, to
actually force one to think in a fundamentally di#nt way.

Another source of inspiration is IDEO (Kelley & tritan 2001, Kelley 2005) that
helps companies innovate. They create strategiesnfemvation and they design
products, spaces, services and experiences. Kekeio success as a design and
innovation firm are the insights they derive fromderstanding people and their
experiences, behaviours, perceptions and needs.

Donaldson (2001, p.5) defines contingency theoryhin following way: "At the
most abstract level, the contingency approach #atsthe effect of one variable on
another depends on some third variable ...” Thee auir the situational theory,
therefore, is that organizations that want to wapkimally need to take account of the
situation; it is the factors of the situation tdatermine what the best approach would
be. Contingent models have, for example, been egph vague and ambiguous
situations, where the information available could imterpreted in many ways
depending on perspective (Galegher & Kraut, 19929ntingency factors have
included leadership style (Hersey & Blanchard, 19681), communication support,
process structuring and information processing &g& Buckland, 1998; Zigurs,
Buckland, Connolly, & Wilson, 1999), as well askaomplexity and whether the
technology is appropriate for the task (Van de ¥ebrazin, 1985).

Contingency theory has been criticized for havingeacessively static view of the
relationship between structure and technology @ar1990). Nevertheless, we found
characteristic features in the situation, relatethe idea maturation context, that we
then used to develop a situation specific cond@pviously we can not rule out that it
is a very static picture we've seen, that wouldateeoutstripped by the dynamics of
reality; but it has simply not occurred here mdrant a year after we identified the
main situation specific factors.

3 RESEARCH METHOD

Herbert A. Simon (1996) defined in the book “ThaeBices of the Artificial”, a
science that focuses on design/construction ofamtie or human systems with the
"desired" properties. Simon defined design scieagthe counterpart to the (natural)
sciences that study given things (in nature oresgrand how they work.

Hevner et al. (2004) presents a definition of Desfgience Research (DSR) and
outline three key processes. First there is itenabietween building and evaluation.
Second is the relevance-process, i.e. once thgrdésis gone through a number of
iterations in the middle, it turns back and is mif¢ed to be used to meet the needs or
solve the problem. Third, we find the research gssq"rigor"), where the input from
the existing research knowledge base is obtaindlitas reported what contributions
to scientific knowledge the design allows. Whetttex knowledge is in the form of
theory, model, method, framework or something smilt is the researchers job to



36 Jan Pries-Hejd Ann-Dorte Fladkjaer Nielsen

take existing knowledge into account, and "standhenshoulders of it" i.e. to build

on the existing. Thus DSR relates to the needspanidlems with focus on satisfying

the needs or solving the problems. Design sciesgaréscriptive, or perhaps even
normative. Thereby, design science differs fromitally oriented sciences, where
the objective is to understand and describe.

We decided to use DSR as our approach for desigamidgbuilding a solution to
the problem at hand in Jyske Bank, for testintg#rning from it and becoming wiser,
built an improved concept, test it, learn from iitdabecome wiser, etc. The main
reasons for choosing DSR was the close engageninpractice, the iterative nature
of DSR that ensures that learning can be captuneduaed. Further the ‘scientific’
cycle of DSR ensures that what is designed is dona sound scientific state-of-the-
art foundation.

The first version of the idea maturation conceps wWaveloped after studying the
problem and its scope closely (relevance proc¥gs)interviewed around 10 project-
managers in the organization and dived into thepotjlect descriptions and business
cases to get insight into the content and qualityt.dt quickly became clear that
many immature ideas were launched. This was docigdein a presentation that
spawned our work on creating a concept that canfefave project descriptions.

It was with these inputs, as well as our own exgreré and the knowledge that the
literature on innovation and creativity has given(the research process) that the first
version of the concept saw the light of day.

Alongside studying projects from their own orgatima, we read what others had
written about for example innovation. The literatgave us an overview and inspired
us to create a concept that could actually be tesedprove and mature ideas.

We worked with the concept in four design iterasio®ur first version of the
concept was ready in June 2008. In each iteratienhave received feedback from
users, and their comments for each step in theeps@ave rise to (many)
adjustments.

In general we have chosen a naturalistic examingfitenable, 2006) in a real
organization - Jyske Bank - with a perceived probl&he first evaluation trial took
place in June 2008. This evaluation gave rise toyntdanges in the first version of
the concept. The same happened after the secorttiiechévaluation of the concept.

4 THE IDEA MATURATION CONCEPT

Finally in 2009 we ended up with the concept pressthere with four steps:

» Step 1: A discussion of: How clear is your idea?

e Step 2: Determining what idea maturation processldvibe best suited for that
specific business idea?

» Step 3: Arrange idea maturation workshop

» Step 4: Secure results of idea maturation procesgding relevant reviews

The purpose of step 1 - How clear is your idea® toiuncover a focused phrase
that describes the idea. Experience from Jyske Bdokvs that it is often wasted
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work to pursue an idea if the wording is uncleahafTis similar to having been
through a phase with divergent thinking, but witholosing and deciding, similar to
the convergence phase (Jakobsen & Rebsdorf, 2003).

To be sure that the idea owner has the right starpoint for further idea
maturation, we have selected some questions frospifed by Pries-Heje et al.,
1999), which gives a clear indication of whethes ithea is sharp (= clear wording of
idea - convergent phase completed) or open (= anelerding of idea - convergent
phasenot completed).

The questions we use in the concept to be ansvimrélte idea owner is shown in
Figure 1. It takes approximately an hour to givd aceive answers to the questions
in Figure 1. We note the idea owner’s responseth&g are obtained. There are 3
possible outcomes of Step 1:

1. The idea owner has a concrete answer to the quedfigure 2) and is therefore
ready for step 2 of the concept.

2. The idea owner has been unable to respond to omeoce of the questions and
should therefore continue working to concretize ithea before it the idea is
pursued. (New meeting is planned)

3. Idea owner has found out that the idea is not madtée enough and the work on
the idea ends here.

The knowledge that is the result of questions amslvars session can be used
directly in various sections of the project destoip. As a result, the idea owner is no
longer left standing with just a blank and emptgatgtion.
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What is the idea? (focus sentences) Who is the target group?

-What are they doing different
and with what effect?

-How well do you know them?

-How often are they to use?

Who initiated the idea?

What is to

Be developed?
0 Product [] New
[] Process [] Improving existing
[] Service U Changing existing
[] other [] other

Isit? What is the

Customer expecting?

How did the idea arise? (problem/need)

How is the timing? What is it we want

(the desired situation)?
Why launch idea?

* Visibility

* Image Who is the owner of
+ Competition the finished idea?

+ Other

Fig. 1. Artefact from workshop used to give an overviewts questions in step 1 of
the idea maturation concept

The purpose of Step 2 is to get a characterizatfahe idea, so that we can find
the idea-process just sufficient enough to matheeitiea. The idea-owner will be
asked to decide which group of statements fromrei@ubest matches his idea.
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TYPE 1

« The idea may be vital for Jyske Bank

+ The idea may be a new business or 1/more
business areas seen in a whole new light

« The idea may be difficult to predict

+ The idea has not yet become a common
awareness among all key stakeholders

+ We will read about it in the newspaper when
this idea is realized

+ The idea may intervene with Jyske Bank's
strategy

TYPE 2

+ The idea requires that many different
experts give their input before the project
configuration can be written

* The idea should be studied from many
viewpoints

+ The idea has many interfaces

+ The idea will lead to more 50% renewal as
seen from the farget audience's point of view
+ The idea is an expression of something need
to have compared to Jyske Bank's overall
strategy

An important pa rt of Governance 39

TYPE 3

+ The idea can be compared to anything we
know (everyday situations)

* The idea stems from an easily
understandable, everyday need (something an
advisor / client is missing in their everyday
life)

« Realization of the idea requires no new
knowledge at Jyske Bank

+ The idea is already fully or partially on the
market but not at Jyske Bank

TYPE 4

» The idea is based on something already
known at Jyske Bank, but must be extended,
renewed or corrected

+ The idea must be resolved by Jyske Bank's
own specialists

« The idea must fit into the existing set up

+ The idea is an expression of something need
to have viewed from the target audience's
point of view

+ The idea did not change significantly in the
target group's way of thinking and acting

Fig. 2. The four innovation types included in step 2 & ithea maturation concept

The type with the largest amount of fitting stateiseis the type that forms the
basis for further work on the idea. Each groupiag & corresponding idea maturation
process, a number of techniques, proposition ofigiggants, etc. The four types
represent the contingency factors that we foundrakim idea maturation at Jyske
Bank. Radical innovation connotes groundbreakingpiation: the surprisingly new,
that in a radically new concept links technologyd aralue from use. Incremental
innovation connotes innovation in small steps westisting concepts are linked in a
new way. Often, it is a question of continuous ioy@ments and adaptation of
existing products. We could have done far more tfoam types, but to ensure its
practical applicability we ended up restricting selwves to four main groups.
Together, the four types cover the entire innoeatspectrum, from radical to
incremental innovation (Dewar & Dutton, 1986)

5 THE FOUR INNOVATION TYPES IN THE IDEA
MATURATION CONCEPT

In Figure 3 we have shown the four innovation psses that are implicit in the
four innovation types covered by our concept. Témult of a workshop is always a
prototype that visually describes the ideal solutio solution elements.

Radical innovation often has a very divergent aodvergent phase. In Figure 3,
the divergent part is illustrated as a lateral "Which opens from left to right.
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Similarly, the convergent part is illustrated asisterim “V”, which closes from left
to right. The difficulty of an idea maturation watop for radical innovation is that
the uncertainty is very high. Some workshop pgénis won't be comfortable with
very high uncertainty. It may also be that the ipgrants at the workshop are okay
with it, but it is as much about the organizatiogsgectations: "Will we get some
answers to our questions soon?" rather than jurgrgée more questions. Therefore, it
has to be a very 'strong' idea-owner to be resptngor an idea of this nature.
Otherwise, you risk the process being closed tqidha - it travels too fast from
divergent to convergent - and then the result woe'tadical innovation anyhow.

1 Radical innovation Experimental innovation 3
"\‘\
~ ~
~.>
~. .-7 -
360 degree innovation Quick innovation
2 4

Fig. 3. How the process runs dependent on innovation type

360 degrees innovation, corresponding to drawingRigure 3, is special because
each of the divergent and convergent phases neede table to handle several
different opinions and angles. There might, forregke be several target groups that
have to be evaluated at the same time. Or it cbaldeveral sources of inspiration
that are used in parallel. Idea maturation workshopthis nature are often more
complex, and require more advanced techniquesxednal contributions. We spend
from 1-2 days on workshops of this type.

Experimental innovation, equivalent to drawing 3Figure 3, has a lot of small
and rapid divergent and convergent phases. Thigshop is about developing some
ideas and getting them translated into a prototiipecan be assessed and improved.
The improvements should in turn be incorporatethenprototype and evaluated, etc.
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This process is repeated until the user acceptpritetype. Often we use 1 day on
the idea maturation workshop.

Quick innovation (drawing 4 in Figure 3) is a simgimall process, where we get
through both a divergent and a convergent phasevery short time span. We use
simple techniques that are known to many in theamimation. An idea maturation
workshop of this type often takes 2-4 hours. Tothetparticipants in a workshop to
identify with the activities related to the situatispecific group, we decided to use
metaphors. Something similar has been done witly gerod results in systems
development (Kendall & Kendall, 1993 & 1994).

More specifically, in the workshop we have chosenuse a travel metaphor
corresponding to the four types as follows:

Type 1 is 'The journey into space'
this means that we are going to face the completeknown. It is essential to think
in a totally new way. We need to create somethiag ho one has seen before

Type 2 is a trip 'Around the world'

this means that we need to examine varied soufdesmiration, look elsewhere, try
to work in a different way, etc., to conceive cosatply new ideas into the existing
situation. We know what the job is, but can it loael in another way?

Type 3 is a 'fieldtrip to a science lab in Silicdalley'

this means that we must experiment our way to atisol. We need to work with
prototypes, assessments, improvements. We stealanits and legs! We need not
reinvent the wheel again.

Type 4 is a 'Shopping trip to London'

this means that what we are looking for are easgllsand fast methods to get a lot
of ideas out in the open and then select the besie-or more. We're short on time,
but we would like to spend some of it getting tlood ideas out. Maybe a slightly
more modern product will cover more needs. Oftefsdiaits to something existing.

Travel metaphors have proven to work really welyiatng participants a sense of
how much innovation is required for idea maturatistoreover, the travel metaphor
gives inspiration to the staging of the workshope &iim to adjust the staging to fit the
idea. If we are to mature an idea that falls intoug 4: 'Shopping trip to London' we
aim to create a workshop environment with shopstHe right age group and market
segment.

As part of the concept, step 2, we co-operate withidea-owner to asses who
should participate in the workshop. The purposestepp 3 - arranging the idea
maturation workshop - is to get a group of well-s#o people to specify the idea and
generate proposals for the first draft of the solutThe result of step 3 is a clear
description of which solution proposals or solutiefements to pass on to a
development project - including a clear definitioh what to include and what to
exclude. Also step 3 results in a simple prototypat visualizes the product or
process being generated by the idea.

Many different creativity increasing techniques ¢@nfound in the literature. We
have tested many but have no final set of techsigoeecommend. We can only say
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that it is contingent on the experience of theipigdnts and the facilitator. We use
the travel metaphor to plan the progression ofstbekshop. First we’re going out and
then were returning home - we must first open, ttlese the idea generating process
- divergence and convergence.

The prototype developed at the workshop need nota beorking functional
prototype. It may be a simple drawing of a processsketch of a product or
something similar. For the workshop we use "thedlaf opportunity". Figure 4
shows an example of the workshop setup from “a fikéhe Alps”; the idea is to
imagine being in a tent camp in the mountains.

Fig. 4. Tent camp in the Alps; a travel metaphor implemeiethe "land of opportunity"

We have also found that things like appropriateriag, music and effects that the
participants can touch and play with are importard help them live themselves into
the fantasy.

At the beginning of a workshop we have found itbt a good idea to have an
employee from the business area of the idea tditdeaabout how the new idea fits
into the overall strategy of the company, the thdsdehind the idea, if the idea is
part of a larger context etc. We have also hadriaspnal presentations from external
specialists. If the purpose is, for example, to eamp with ideas for the customer
segment from 18 to 24 years, it might be appropriathave a futurologist talk about
current or upcoming trends for this segment.
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Table 1.Four examples of projects and innovation types

No. Project & Type Result

1 Strategic concept for A strategic concept for corporate
corporate customers & customers. Many bank products require
360 degree that corporate customers can produce a
innovation strategic plan. However, many small and

medium corporate customers do not have
the ability to develop a proper strategic
plan. Therefore Jyske Bank will offer to

help with it expertise; a kind of add-on

banking product offered to clients.

2 iVenture &Radical Financial guide to a Jyske Bank advisor
innovation when he is in dialogue with customers. For
risk assessment of clients' securities

composition.

3 Budget zone in online New feature included in online banking as
banking &Quick an application for private customers.
innovation

4 Secure buy& A new banking product for securing
Experimental corporate clients, when trading with
innovation foreign countries.

In Table 1 we have given four examples of usingidaa maturation concept for
four different types of innovation.

6 AN EXAMPLE OF AN IDEA MATURATION WORKSHOP

To convey the core of how the idea maturation wooksis held, we give an
example from one of our evaluation. In the exanfpte 1 in Table 1) the problem to
address was the fact that many SMEs are requirpdeent a strategic plan to Jyske
Bank to obtain a loan or another Baking productweheer, this requirement can
sometimes be difficult to meet for SMEs becausg the not have the expertise in-
house to develop a strategic plan. Thus the idestaréed out from was that the bank
could offer customers expertise to help them whikirt strategy process. This would
create a win-win situation in that the companiesuldet assistance and the Bank
would get insight into the company and thereby ble & offer customers the right
banking products.

Our focus in this example is on process rather thanome (the product that was
matured). In this example, we will discuss an ifi®en group 2, so we needed to
build an idea workshop with 360-degrees innovatiaririp around the world.

The day began at a check-in counter at the airparticipants were each provided
with a travel suitcase, a boarding pass, a brekdnra paper bag and a newspaper.
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Then they were allowed to check in and go aheal thi¢ workshop. This start-up
was created so the participants could become athatethere would be something
different going on - not the usual meeting, nooamal meeting room.

In the room where the participants entered, we tededour different "client
countries", in the form of staging of 4 differegpés of businesses which participants
would go to. For each country, participants weneegithe task to discover what the
customer’s thoughts about the product/service weréhe carpentry workshop, they
literally sat amongst wooden boards, laths and macy, and tried to imagine how a
carpenter thought and felt about the particulajestib

The next process of the workshop was a presentéayoan outside consultant.
From what he told me and from the inputs the pipditts had gotten from their
travels to different types of businesses, we predube first draft of a prototype. A
process, where the facilitator tried to assembderttany inputs into a drawing, they
could all say yes to.

Thereafter, the first prototype had to be made etatke, so the next task was
called "How do the advisers work with this model tke customers experience Jyske
Differences?" To get participants to think "diffetly", we chose to let them work in
different cities. We made a scene setup with tki#ferent cities (Paris, London and
New York). For this, we used images, sounds anggtioat characterized each of the
big cities. Participants would then in turn go ke three cities and gather inspiration
on how to market the product. With the combinedaeisgions they had created on
their journeys, we developed the next version pfaotype. This prototype was then
tested against the different types of customerainaim the form of a journey to the
four "customer countries"”.

The above is an example where we constantly "fotise"participants to see the
problem from different angles. We tried to bringihinto realistic environments and
environments which could hopefully create veryetiént connotations than the usual
ones. We believe that both parts were successfsib, & should be emphasized that
this is only one example. For other idea workshaps,will probably create quite
different destinations, tailored to the specifiead As the example shows, the
organization of the idea workshop is contingenttlos chosen innovation type. The
trip is never a "standard trip".

The outcome related to the idea that has come &teyps 1, 2 and 3 needs to be
secured and described in a project descriptionreThee several target groups for the
project description, which is extremely importaatkeep in mind when the writing
process starts. The target groups are decision mhakethe organizations and the
upcoming projects and project teams. These twopgrdwave widely varying needs.
The decision makers require a project descriptia tlescribes the project idea in a
clear and concise manner with just enough inforomato enable them to make the
decision of whether the project idea is to be realior rejected.

It is in the interest of the future project -managed group to have the project
presented in such a way, that they are not foroestiart from scratch, but can draw on
the information that has already been studied asdribed in the project description.

When the project description has been written halt the details of steps 1, 2 and
3 — it is ready to be enriched. The idea-owner ltave two needs of enrichment -
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they may need, some people who can contribute ledye directly to the project
description, or they may need to have internal ggpeview the resolution, to make
sure it is sound and in accordance to Jyske Baaki®s and strategies.

7 CONCLUSION AND LEARNING POINTS

We believe we have designed a successful idea atiaturconcept in four steps,
which Jyske Bank has benefited considerably frore Targest benefit is when
starting a project, as the project group gain a&laari start because the idea is better
described and documented through an idea protofipis. means that the project
group doesn’'t waste time getting acquainted with thsk, but instead can ‘dive’
directly into its solution.

The process we designed ensures that you focier lagid think the right thoughts
before writing the project description. The conitibn is the contingent grouping of
business ideas, and the consistent use of the graag well as metaphors, to
determine the actual idea maturation process.

One criticism that we have encountered is thaidats "swell" with the use of the
described concept. To counter this, we can onlytsal/in practical use, the concept
has proven not only to get ideas to "swell" upnas also put ideas to death!

The main adjustments in the four design iteratamessummarized in the following
ten detailed learning points, structured by the fiages of the concept:

1. Questions should be good enough, to determine whelie idea is viable. The
first time around, our questions (see Fig. 2) witemmad enough and lacked focus
on how the idea fit with the bank's overall stratehe target group’s expectations,
etc.

2. Reduce contingent groups as much as possible toeenkrity. We started with 6
contingency groupings with a corresponding travetaphor, but it soon became
apparent that it was too difficult to ask questitimst accurately characterized the
group; they overlapped to easily.

3. Metaphors may be a hindrance. We found that Innmwvalypes were easier to
understand than the travel / journey metaphor. lation types proved to be more
understandable for the idea owner. But the jounmeyaphor is still important to
use, to bring about a framework and thereby thgirsaof the idea maturation
workshop.

4. Design presentation style needs adaptation to tergeup. We evaluated the
production of the idea characteristics in thrededéint ways. They were: (1) XY-
axes with statements for given situation facto®y. Groupings of statements to
cross off. (3) A matrix of key statements, whiclgdther made a room. As
described earlier participants preferred (2), sis ik the approach we have
presented here.

5. Transformation processes are hard! Generally jygatiog in a creative process
such as our idea maturation workshop requires sungetompletely new for the
vast majority of our employees. You have to overe@mme resistance.
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6. It is very important to have the right people mpatticipate in the workshop. In
the beginning, we were not focused enough on ggttie right people invited to
the workshops. After the first two pilot tests weslized the importance; and it
made a (positive) difference to have them joining.

7. Very difficult to escape the everyday life and ¢hagjes. We have learned that our
participants have difficulty getting away from thdaily life in the organization. In
the first pilot we were not sufficiently aware tlibé choice of travel metaphor had
to be placed in the participants' consciousnessrakiimes during the workshop.

8. People are different. Some are better than othiesisssciating, brainstorming and
living themselves into a (travel / journey) metaphithe concept needs to allow for
this difference.

9. Some people are very solution-oriented. Some ppatits find it very hard to
work for period of time in the open phase. They iedately start evaluating ideas
and discard some ideas as unrealistic. Thus yod faaditation to “keep” people
in the creative mode. In the concrete we have floeetdistinct types of people:

1. Those who just throw themselves into deep waterpdanlalong

2. Those who can participate well in the creativekirig games, but have a strong
need for a facilitator to manage the process

3. Those who might feel as group two, but let’s it eleg on the rest of their group

4. Those who think stuff like “creative processeséaisomplete waste of time

Groups 2 and 3 have in this case been by far tigedagroups and roughly equal

in size.

10. Continuous adjustment of the project descniptemplate has been needed. Thus
we have not only designed a new process for ideratson but also the artefact
coming out of idea maturation.

Finally, we have written this paper in the hope ththers can use or be guided by
our concept. We have emphasised details to antewtere it should be possible to
learn from our example. Further, we have given dbtils of our design science
research method thereby giving the academic rembetter insight into our work and
giving the opportunity of judging the quality.
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