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Organizations often have many goals and many practical demands on resources and time. New initiatives 

are critical to an organization’s evolution, but starting them can be costly and risky. So how does an 

organization identify and support new,unproven efforts that could make a lasting difference? This 

innovation framework provides a transparent approach for vetting and developing ideas with the most 

potential for success. It is an inclusive model that provides the opportunity for people at all levels in and 

out of an organization to contribute potentially transformative ideas. 

This model has four primary phases: 
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one, explore 

zoom in on SIFT – include spiral with ‘define, align, partner, transform’ 

two, sift 

zoom in on EXPERIMENT – include circle diagram with ‘plan, results, reflect, refine, try’ 

three, experiment 

zoom in on COMMIT – include large red arrow and ‘decide, allocate resources, determine owner’ 

and four, commit. 

zoom in on ‘learn…share…support…celebrate’ at bottom 

Innovation will be most effective when done within a context of learning, sharing, supporting, and 

celebrating each other, and the many insights and skills that everyone has to offer. A culture of respect, 

optimism, and collaboration can have tremendous impact on the entire organization. 
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While the path through this model has four sequential steps, the process itself is iterative. Ideas evolve as 

they are analyzed, revisited, combined with other ideas, and tested. 

zoom in on EXPLORE – include 3 circles ‘continuous ideas’ ‘call for ideas’ ‘idea bank’ 

The Explore phase includes early idea generation relative to an organization’s strategic goals, key issues, 

and ongoing expectations for innovative development. Ideas enter the process in one of three ways: 
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continuous ideas, call for ideas, or idea bank. 

zoom in – ‘continuous ideas’ circle 

While not intended to be a list of all brainstormed ideas, Continuous Ideas captures ideas that surface 

through the course of day-to-day work that are forwarded for possible development. For example, the 

idea that starts with a phrase like “wouldn’t it be great if we could do this….” 



zoom in – ‘call for ideas’ circle 

Call for Ideas refers to ideas that have been generated in response to a more formal request from an 

organization, seeking solutions to a specific challenge, such as a particular program or growth 

opportunity. 

zoom in – ‘idea bank’ circle 

The Idea Bank is the place where ideas that have been considered, but not executed at that point, are 

stored for future consideration. Ideas that move through later phases of the process sometimes land here. 
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Ideas move from Explore to Sift as there are resources and opportunities to enhance the idea. 
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The Sift phase is about working with an idea to develop it more fully. Ideas benefit from being sifted with 

other ideas and refined for clarity. Collaboration, discussion, and reflection are key in this phase. 

Further definition of the idea takes place through preliminary research, assessing how concepts align with 

strategic goals, identifying potential partnerships within or outside of the organization, and evaluating the 

potential impact and transformative nature of the proposed idea. 
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During Sift, it is likely that the initial idea will change as it takes shape. After this phase, ideas are either 

sent to the Idea Bank or forwarded to the Experiment phase. 

In order for an organization to adopt this Innovation Framework, it will need to establish a decision making 

process for advancing and implementing the ideas with the most potential. There is no one right decision 

making process, but the criteria and methods for decision making, and the decisions made, must be 

transparent, clearly communicated, widely understood and accepted, and consistently implemented. 
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The Experiment phase allows for testing and trying out ideas. Although ideas coming from the Sift phase 

are well defined additional planning is needed to organize constructive experiments so that learning can 

occur through early protyping, pilots, and trial and error, to see what methods work and what resources 

will be needed to execute the idea. An evaluation method should be built into the experiment so that 

results can be gathered and used to reflect upon the successes and challenges of the proposed idea. As 

with the Sift phase, refining a program or idea might include revisiting earlier concepts from the idea 

bank. 

After the Experiment phase, the idea either returns to a previous phase for further refinement [zoom in 

on gold star with left traveling arrow tail beneath circle diagram – show bottom of circle diagram and 

portion of lower sift phase for context], is put in the idea bank from the Explore phase, or is moved 

forward to the Commit phase [zoom in on red star with right traveling arrow at base of circle diagram – 

show bottom of circle diagram and portion of multi-colored stars and text for context]. 
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Entering the commit phase means that the organization supports the new initiative and has allocated the 

resources necessary to implement it. An idea that enters the Commit phase will look different from what 

entered Sift. The idea has had a chance to emerge into something more promising through an intentional, 

iterative, and inclusive process.  


