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Gear 1: Empathy and Need Finding

Empathy is the ability to understand the thoughts and 
feelings of other people, as different from one’s own.

Need finding is the ability to identify the unmet needs of 
others. Need finding is a key step in defining the problem or 
challenge to be solved. 
 

what often happens is that a 
team gets together and starts 
brainstorming…

WE NEED A 
BREAKTHROUGH IDEA 

BUT I’M STUCK!

I KNOW! ME TOO...

...MAYBE WE
JUST HAVE TO THINK 

HARDER!

sometimes this approach is successful, 
but often we’re surprised when we end up 
with solutions that miss the mark…

Despite our creativity, intelligence
and hard work, we can too easily
produce products and services
that the world doesn’t need or
want…

WHAT’YA THINK?

...and eventually the team will 
probably come up with an idea: 
which is then produced, packaged, 
and presented to the world... 

THAT WAS A LOT
OF WORK...

I SURE HOPE
IT SELLS!

i don’t get it...
and i certainly don’t 

need it.

where did we
go wrong?

Potential 
Innovator

Potential
Customer
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Mindset: 
•  I have a responsibility to create new 

ideas that meet needs in the world.
•  I can see the value in understanding 

the world from another person’s 
perspective.



The ICE TRAINING PROCESS flips 
this approach around…

WE NEED A 
BREAKTHROUGh

idea!

…we can use that understanding of customers 
to brainstorm solutions that actually matter 
to them…

what about 
this?

By observing, interviewing and
experiencing what users experience…

we can develop
empathy...

...and once
we begin to
understand 
customer
needs...

okay, but this time 
we’re going to start 

by indentifying
unmet needs.

it’s perfect!

you totally
get me...

Identify a product or service that seemed well-designed to meet the needs of users.

Identify a product or service that seems to be designed without the user in mind:

Innovator Customer
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Which need finding activity did you complete? 

What did you discover?

Observation

Identify 1-3 needs you identified during your need finding activity:

What was unexpected?

What was interesting?

Open-ended
interviews

Experience Other

        Check one or more. 
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by observing, interviewing and 
experiencing what users 
experienced...

...we could use that understanding to 
brainstorm solutions that actually 
matter to users...

we were able 
to develop
empathy...

...and once
we began to

understand their
needs...

to prepare for 
brainstorming, we 

began by translating 
those needs into a 
“how might we...?” 

question.
what “how 

might we...” 
question is 

your team using 
to fuel your 

brainstorming?
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Summarize your challenge statement:

Shifting Gears: Transitioning from Gear 1 to 2.



Observation

What do I see and hear? What do I think is going on?

Observation location: Our challenge is:

What was surprising or unexpected?Who is around you? 
What are they struggling with?
What objects do you see?
How does the space feel, smell and sound?
How are people interacting with each other?

Open-Ended Interviews

Tell me about 

What I heard:

Things that surprised or interested me:

Our challenge is:

This interview is with: 

Tell me more... 
  Why?
   How did that make you feel?

Gear 1 Notes:Observation

Interviewing

Experience
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Gear 2: Ideation and Prototyping

Ideation is the generation of new ideas.

Prototyping is a method for visualizing an idea, 
for the purpose of gaining feedback and further 
developing the idea. 

because we 
completed 
gear 1...

the next step
is actually answering
our “how might we...?” 

question...
your brainstorming 

will generate dozens of 
diverse ideas.we’re pretty

sure we understand
our user’s 

needs. ...in other words,
answering those 

needs.

YOU’LL SELECT 
ONE OR TWO TO 

PROTOTYPE.

Your team came up with many ideas. Which one did your 
team decide to prototype, and why?

WE’LL START BY BRAINSTORMING

Which techniques did you use to brainstorm?

Individual Pairs Group Lotus 
Blossom

        Check one or more. 
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Mindset: 
•  I believe that there are multiple possibilities and 

that I am capable of creating them. 
•  I am willing to take smart risks and learn from 

them.
•  I believe I can learn from the ideas and 

strategies that I build, regardless of their 
success.



Prototyping is a method for visualizing an idea, for the purpose of gaining feedback and further developing the idea. 

Your idea 
might be 
great, but 
prototyping 
will make it 
better...

your prototype will
start with one of 

the ideas you 
brainstormed.

this is a 
Great idea!

Identify two ways prototyping can improve 
an idea:

1. 

2. 

Which techniques did you use to prototype?

When you shared it with others, you received feedback. 

Mash Up Sketching Build Role Play

What happened to your idea as you created your prototype? Did it improve? Change?

How did the feedback help improve your idea?

What’s the advantage for innovators to seek feedback early in the design process, even though 
their ideas and prototypes are rough?
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Role Play

Gear 2 Notes:

Brainstorming

Lotus Blossom

Mash Up

Build and 
Feedback

Role Play and
Feedback

Sketch and 
Feedback
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Shifting Gears: Transitioning from Gear 2 to Gear 3
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What was your “How Might We....?” question?

In one or two sentences, describe your idea.

Draw a picture of your idea.

Mindset: 
•  I have a responsibility to create new 

ideas that meet needs in the world.

before moving on to
gear 3, synthesize your 

thinking so far.



Mindset: 
•  I believe that there are multiple possibilities 

and that I am capable of creating them. 
•  I have the confidence to develop strategies to 

implement and sustain my idea(s).
•  I am willing to take smart risks and learn from 

them.
•  I believe I can learn from the ideas and 

strategies that I build, regardless of their 
success.

•  I seek to understand and consider the impact 
and consequences of my innovations on the 
world.

Gear 3: Strategy and Testing

Strategy is a set of choices made to achieve a desired outcome.

Testing is a process of exploring the assumptions of a given 
strategy so that entrepreneurs can take action to make their 
innovation successful. 

Gear 3 activities help us to think strategically about how to make our ideas come to life. The process of moving 
from idea to a successful enterprise is all about making choices and building a strategy for sustainability.

yeah, but where are
all the customers?

the 
concept

needs to be
made...

this is a really
good idea!

...real in 
the world.

we finished gears 1 & 2 feeling 
pretty good about our idea...

remember: an innovation only truly happens 
when an idea is actually put to use.

Value Exchange Strategic 
Choices

Testing

Where to play? How to win?

Which Gear 3 activities did you use?
        Check one or more. 
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Where to play? How to win?

Value Exchange

Who is involved? What does each 
person offer?

What does each 
person receive?

Making Strategic Choices

Where to Play?

What is your product/service?

How to Win?

Who is your customer?

Why will customers choose you over the competition?

Testing

Brainstorm answers to the following questions:

What would have to be true about the user for the 
idea and strategy to work?

What would have to be true about how you deliver 
your idea for the strategy to work?

What would have to be true about your sector 
partner for the idea to work?

What would have to be true about technology to 
make the idea come alive?

What would have to be true about the environmental 
and/or social impacts of your idea?

Gear 3 Notes:
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Shifting Gear: Transitioning from Gear 3 to Sharing Innovations
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Describe the customer your idea is serving.

Summarize how your idea solves the challenge and meets the customer’s need.

Outline the value exchange: Who is involved, what each person offers, what each person receives.

Identify assumptions: What would have to be true for your idea and strategy to work?

Test the solution: How can we test the idea?

Suggested next step: Reflect on the ICE training process in your Individualized Pathways Plan (IPP).

Mindset: 
•  I have the confidence to develop 

strategies to implement and sustain 
my idea(s).

in preparation for
sharing your ideas, 

summarize your solution 
by completing the 
strategic plan.



Notes:
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