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CHAPTER

The third step in the Creativize Process is to Take Multiple Shots  
on Goal.

It’s a seemingly simple concept that many people don’t get: try a lot 
of things a little bit. There are too many people who make a big plan 
and put everything into following that plan only to find that it doesn’t 
work out that way. The obvious—and useful—metaphor here is an 
athletic one. In any sport, the more shots you take, the more likely 
you are to score and the less time and energy you have to spend 
defending yourself, because your opponent is defending against 
you. The goal here is the constant generation of new ideas and rapid 
experimentation. It’s a game of numbers. You need enough diverse 
attempts to yield the highest score.

Taking multiple shots on goal accelerates the failure cycle. Failure is inevitable. The point is 
to fail in the early stages of innovation, when the stakes are low, and to learn from those initial 
failures.

The objective is to come up with as many ideas as you can in a relatively short period of time. 
As you bounce around ideas with your team, create energy in the room and suspend your 
voice of judgment, so you’re not derailing the ideas of others. Don’t just choose one scribe to 
record the brainstorming sessions. Instead, encourage everyone to write.

There are four attributes associated with structured brainstorming—the Four F’s: fluency, 
flexibility, freedom, and flow:
1.  Fluency is the ability to come up with many ideas. Whoever said one good idea is better 

than one hundred bad ideas was wrong. One hundred bad ideas are much better than one 
good idea—because out of them will come three good ideas. Never fall in love with the first 
idea you have. 

2.  Flexibility is the ability to see something in one place and apply it to another. For example, 
the practices of a great hotel can be adjusted to improve patient experience in a hospital.

3.  Freedom means going beyond mere open-mindedness and allowing your mind to wander in 
directions you would’ve never looked before. 

4.  Flow is about the dynamism of high energy, getting talented and vigorous people together 
and seeing what happens. Pay attention when this is happening. Take notes on how it 
happens and the environmental condition in which it happens so you can replicate it.
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Start with one of the four colors and brainstorm ideas that might fit that dominant logic. Use 
trigger words associated with each quadrant to stimulate new thinking.

• Search and reapply best practices
• Collaborate with customers
• Run focus groups
• Mentor and coach
• Build balanced teams
• Establish shared values
• Hire and train lifelong learners
• Develop a strong cultural identity

• Create breakthrough new products
• Start up a new organization
• Brainstorm novel solutions
• Forecast the future
• Enlist radicals
• Spin off an existing unit
• Diversify experiments
• Build a virtual organization

• Improve processes
• Benchmark best in class
• Remove unnecessary parts
• Run simulations
• Mine the information
• Connect the systems
• Reorganize
• Work with suppliers

•  Eliminate unprofitable products and services
• Merge with another organization
• Introduce pay-for-performance
• Build a strong brand
• Reward strong sales
• Invest in proven winners
• Outsource non-essential services
• Maximize the value of the product portfolio

Once you have many ideas from all four points of view, it’s time to decide which ones are the 
best. The best ideas have three qualities. First, they provide a real solution to the challenge 
at hand. Two, they are feasible. Feasible does not necessarily mean easy. Rather, it refers to 
something that, given your resources and constraints, you can actually achieve. Third—and 
most importantly—the best ideas have that “wow” factor. Wow means different things to 
different people. For yellows, wow is harmonious. For greens, wow is radical. For blue, wow is 
profitable. For red, wow is turn-key. You know an idea has that wow factor when it’s something 
you normally wouldn’t have thought of or something you couldn’t have thought of on our own. 
Courage is a key quality here. The biggest problem is that people will often have great ideas on 
the board, but they’ll be afraid of them. Wow can be scary. This is why you need to be fearless.

Now that you’ve identified the best ideas, it’s time to make those ideas even better.
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These questions will help you with an idea that just doesn’t feel special enough—an ordinary 
idea that’s missing something extraordinary:

Combine: What if we combined this with something else?
Reverse: What if we did the opposite?
Expand: What if we made it larger?
Adapt: What if we changed some part of this?
Trim: What if we made it smaller?
Exchange: What if we traded places with something else?

These questions will help you with an idea that feels too weird—a potentially great idea that 
needs to be brought back down to the real world:

Credibility: How would we get stakeholders to believe we can make this idea a reality?
Resources: What money and other resources are required to pursue this idea?
Interest: What do we personally want from pursuing this idea?
Time: What are the timelines for pursuing this idea?
Information: What facts and data should we apply to this idea?
Qualifications: What expertise do we have to pursue this idea?
Understanding: What do we know about this idea?
Effect: What result will this idea produce?

Take ideas from opposite quadrants—red and green or yellow and blue—and combine 
them. This is not to ask you to bolt one idea to another. Your task is much more challenging: 
to create a totally new idea from two old ones. How can I have the experience of reading 
delivered to my house? How can I communicate with my friends and everyone else in the world 
simultaneously? This is being creative a second time. This is the ultimate goal. Push yourself 
and push others. Synthesis is where true originality happens.

The next step is to convert these ideas into real executable action plans for a set of 
experiments. Create a prototype or proof of concept for each of them. Get momentum and see 
which shots go in and which do not.
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1. What are our best solutions? Why?

2. What experiments will we launch? How will we get momentum on these?

3.  How will we measure success? How will we institutionalize these solutions throughout the 
organization?

• Inclusive
• Value aligned
• Cooperative

• Radical
• Game changer
• Future centric

• Turnkey
• Fail safe
• Scalable

• Profitable
• Fast
• Competitive
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