Tool 4.1 BRAVE Innovation
Environment	- Where to play? (Context)
Start with a shared understanding of your organization’s innovation needs. 
Be clear on you need something new verses introducing existing inventions to your organization, market or the world. Think through the challenge you face. Do you seek revolutionary, disruptive, “LEAP” innovation or merely evolutionary, incremental, sustaining core innovation?

The introduction of something new and useful – meaningfully unique (worth paying for)
Revolutionary/disruptive/LEAP, evolutionary/incremental & sustaining/core
Values	 - What matters and why? (Purpose)
Reconfirm organization’s mission, vision and guiding principles to guide everything else you do.
In line with overall mission, vision, values
Attitudes - How to win? (Choices)
Aim your efforts at business concepts and models and not just product and service inventions and improvements. There’s more value in strategic innovation across the entire value chain than in one-off efforts. Look across products, processes, services, technologies and business models. Make sure you’re leading in a way that inspires and enables innovation.
Products, processes, services, technologies and business model
Relationships	- How to connect? (Communication)
“Unleash the talents and passions of the many from the stranglehold of the few”. (Linda Hill)	Comment by Julie Kerr: The names in this section are new to the chapter. Should they be removed and their quotes paraphrased? It seems odd to have names included without context.
Give people permission to explore “in the friction zone” (Will Travis)
Give people new stimuli to prompt new thinking – explore, experience, experiment. (Doug Hall)
Look at jobs to be done, domains, and innovation architecture. Manage constraints while moving from idea to business concept. 
Behaviors - What impact? (Implementation)
Innovation is inherently messy. Bring some order to the chaos with a define – discover/create – develop/iterate - assess - implement and scale approach combining IDEO’s Human-Centered Design, BAC’s Scratch and Doug Hall’s Innovation Engineering System approaches:

Define
· Define what you’re looking for and then use Hall’s Blue Cards to charter teams. These lay out your purpose, what you see as the “very important” opportunity or system improvement, clarity on whether you’re looking for “LEAP” or “core” innovation on a long-term strategic or project-specific basis, whether this applies to the entire organization or a specific division or department, your name for the effort, a narrative describing how you got here, the strategic mission, strategic exclusions (barriers), tactical constraints (like design, time, resources, investment, regulation,) areas for project exploration or long-term innovation.
Discover/Create
· Prepare by learning, listening, observing patterns of behavior, points of pain and inconvenience to gain insights across five dimensions: 1) Customer insights, 2) Market discontinuities, 3) Competencies and strategic assets, 4) Industry orthodoxies, 5) Seeing and mapping white space.
· Generate ideas - with champions to carry them through and the right level of innovation for each initiative: 1) Acquisitions (like Ebay acquiring PayPal,) 2) Sister companies (like Amazon keeping Zappos in the family but separate,) 3) Separate divisions (like Disney’s Imagineering or Procter & Gamble’s Miami Valley Labs,) 4) Skunk works (like Lockheed’s Skunk Works,) 5) Giving all specific amounts of time to innovate (like 3M and Google do,) 6) Special circumstances (like Hack-a-thons at Facebook and others,) 7) Not for us (like Dom Perignon.)	Comment by Julie Kerr: Add skunk works earlier in the chapter and explain what the approach is. Thus it will make better sense in this Tool.
· Use Hall’s Yellow Cards to capture idea headlines, customer/stakeholder, problem, promise, proof, price/cost, raw math, death threats (to the idea), passion (why we care.) They clarify whether the idea addresses a LEAP or Core opportunity or system in line with the Blue Card used to charter the group.
· This is the time for what Linda Hill calls “Creative Abrasion” or collaborative problem-solving to co-create ideas.
· Develop minimum viable products/rapid prototypes.
Develop/Iterate
· Get responses from different users, peers, others.
· Modify and test again with what Hill calls “Creative Agility” or discovery-driven learning/testing.
· Make sure to iterate your process as well in Plan – Do – Study – Act cycles.
Analyze
· Analyze, filter and decipher those responses as part of what Hill calls “Creative Resolution” or integrated decision-making and then

Deliver/Implement and scale across products, processes, services, technologies and business models through your point of inflection.
· A key part of your implementation will be locking in on the innovation positioning so all understand:
· Customer and problem (think target)
· Customer promise (think benefit)
· Product/Service/System proof (think reason to believe)
· Meaningfully unique (dramatic difference)
Manage through the system: 
DEFINE (Purpose – team charter)
DISCOVER/CREATE (Creative abrasion/collaborative problem solving) – leverage diverse strengths
DEVELOP/ITERATE (Creative agility/discovery-driven learning) – “Current Best Thinking”
ASSESS (Creative resolution/integrated decision-making) – drowning ugly ducklings
DELIVER/IMPLEMENT & SCALE

