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Executive Summary
Leaders innovate.  Mystics, shamen, visionaries, revolutionaries, rebels, truth seekers, the architects of our wildest 
dreams--all innovate.  Doing what has always been done or imitating the ways of those before us will not result in 
progress.  It will result in stagnation.  In truth, we innovate, we grow, we change and develop and fail; or else we are 
overtaken by events and progress as time moves on, until we cease to exist.  

In this Local Government Innovation Management Toolkit, we will take the aspiring innovator on a journey.  The 
steps of the journey will mirror the steps encountered as an innovator, working on a municipal innovation project.  
In each step, we will work through the challenges and opportunities, describe the way to navigate and provide the 
tools and templates necessary to successfully move through the innovation journey.  We’ve developed a model of 
the innovation journey, which we will explore with the reader in the following stages:  setting the innovation vision; 
packing, planning, preparation and involving others; ideation; proposal and testing;  implementation; and reflection.  
This model has been specifically designed for and tailored to the needs of municipalities in South Africa.

The call comes from leadership. Innovative programmes can then be designed and delivered.  Some municipalities 
may designate a separate, unique structure such as an innovation unit to drive the municipality’s commitment to 
innovation. Others may assign municipal teams or identify individual innovators to carry out mandates and implement 
innovative changes. Anyone in the municipality can innovate with the right tools.

Preparing for a new world means having the right strategy, the right mindset and the right tools. The Local Government 
Innovation Management Toolkit is one step on your journey to become innovative municipalities of the future.
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The argument for innovation within 
municipalities

         Checkpoint!

• There are two reasons innovation is important in municipalities: first, to expand and improve impact; 
and second, to avoid becoming irrelevant or out of touch with your citizens.

• Starting innovation involves energy, commitment, a team, new ideas and existing models. 

The challenges facing municipalities today are enormous. No one solution will be enough. There are no magic bullets. 
What is needed is a new mindset, a new set of glasses, a new way of looking at things. But the reasons we need this 
new mindset are basic.

There are two reasons why innovation is important: the first is to expand and improve impact across your municipality.  
Innovating around the way the municipality delivers services can enable the organisation to serve more people, with 
less money, less time, and better quality.  This represents a significant upside.

The second reason to care about innovation is to avoid becoming irrelevant or out of touch with the municipality’s 
constituents. Fail to pick up on the weak signals, or to observe the changes in human life and human interaction in 
the municipality, and you will lose relevance and, therefore, support from citizens. 

 

 Risk:  the risk of implementing a new innovation vs. the risks of not implementing it.  

Innovation in your municipality can help to:  

• offer better service delivery

• reduce costs

• build relationships with communities

• establish new partnerships and relationships

Municipalities that fail to innovate run the following risks:

• not providing on service delivery

• losing the support of their constituents

• suffering from falling efficiency and quality

• losing key staff

• experiencing steadily reducing levels of excellence 

 in service delivery

There are impressive examples of municipal innovation.  The aim is to identify the tools, habits and questions that will 
most effectively aid South African municipalities in asserting themselves as innovative and dynamic spaces in which 
to live and work.

No results come without risk.  There are risks to innovation.  These include project failure, inability to complete, 
inability to execute and unanticipated impacts. 

There are also risks to not innovating.  These risks include failing to serve communities in the way they deserve; and 
also, becoming irrelevant by failing to remain in touch with constituents, which makes the municipality unable to 
anticipate and serve their needs.
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What is Innovation?

Innovation is synonymous with newness.  It has to do with 
observing, noticing, reading the weak signals to create something 
new or to offer something that has never been used in a given 
context before.  Often, being innovative has to do with anticipating 
change by noticing how people are living their lives.

Innovation is often described as being open, dynamic and non-
linear.  Some say that municipal innovation can be as simple as a 
change in policy or management practice that leads to a lasting 
improvement in the level of service or quantity or quality of output 
by a municipality.  Innovations at municipalities can include anything 
that helps the municipality to deliver services better.     

Examples of this include a municipality’s partnership with an energy 
company to reduce the reliance on unsustainable energy sources.  
Another example from a deeply rural municipality involved simple 
changes to the way road-paving lorries were refuelled, which 
resulted in significant savings for that municipality.

Municipal innovation involves improvements in the services 
that government has a responsibility to provide, including those 
delivered by partners.  It covers both the content of services and 
the instruments used to deliver them.  Innovation can affect the 
supply of services, by reducing input costs and improving delivery.  
It can also affect the demand for services, by introducing new ways 
to demand and new ways to procure.  All municipal employees 
have the ability to think innovatively about their work and ways it 
can be improved.  Thinking about innovation can involve large-scale 
changes to the way things are done, such as sourcing energy from 
alternative sources; but it can also involve small-scale modifications 
to existing processes, which save time and money, such as carrying 
fuel out to lorries paving rural roads, instead of requiring the lorries 
to return to town for refuelling.

Innovation is often described as being 
open, dynamic and non-linear.

“In today’s world, paradoxically, it is the 
boldest action that is often the safest. 
Remaining where you are in a world that 
is changing so rapidly is in fact the most 
dangerous of all places to be in.” 

“Whether you’re a farmer, builder or 
engineer, the opportunities are equal: 
just add a little innovation.”

Hakeem Belo-Osagie
Nigerian businessman 
and philanthropist

Strive Masiyiwa, Zimbabwean 
businessman, entrepreneur 
and philanthropist

Innovation may be a new initiative or a new place in which an existing idea may be tested.  Municipal innovation 
is the implementation by a municipal organisation of new or improved operations or products.  Today, new 
challenges and pressures require innovative municipal approaches to problem solving.  Admittedly, information 
on municipal innovations, along with their results, costs and environments, is fragmented and scarce.  This tool kit 
takes a step forward to demystify the concept, as well as the ways it works in municipalities.
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Service Level:  

• New characteristics or design of service products 
and production processes

• New or altered ways of delivering services or 
interacting with clients or solving tasks

• New or altered ways of organising or 
administrating activities 

• New or altered ways of interacting with other 
organisations and knowledge bases 

• New World views, belief systems, missions and  
strategies

Policy Level:

• New or altered policies and policy instruments

• New or altered ways of organising or 
administrating activities 

• New or improved ways of interacting with other 
organisations and knowledge bases

• New world views, belief systems, missions and 
strategies 

1. Incremental, Radical, Systemic (see descriptions 
on page 13):  these refer to the degree of novelty 
and the degree of intensity of change inherent to 
the innovation. 

2. Top down vs. bottom up:  this has to do with 
who has initiated the innovation.  Critically, in 
the private sector, most innovations are bottom 
up; and in municipalities, most innovations are 
top down.

3. Needs - led vs. Efficiency-led:  this has to do with 
whether the innovation was introduced to solve 
a specific problem, to improve the efficiency of 
an existing service or to make procedures more 
efficient.

Critically, innovation takes place within systems of 
innovation.  A municipal system of innovation involves 
individuals, departments and the various layers of 
government.  Innovation also takes place within a 
cultural and regulatory framework.  Innovation is not 
the result of any formula resulting from universities 
and research institutes.  

It is often the result of simple problem-solving.  
Analysing the system of innovation, therefore, 
involves analysing the broader municipal culture.

How to Create an Innovative Municipality? 

In what way does the orientation toward change, creativity and innovation differ between municipalities that are 
highly innovative and those that are not innovative?

Many short-hand words and phrases are used for innovation, including “better service provision”, “modernisation”, 
“government 2.0”, “e-government” and “different government”.  Two aspects of innovation in municipalities are 
provided below:

1. achieving goals and solving problems

2. improving service delivery

Innovations in municipalities refer to improvements in public administration and/or services.  This suggests that the 
government uses a broader notion of innovation when applied in the municipal context than that which is used by 
the private sector.

Types of innovation in municipalities:

There are three overarching types of innovation carried out in municipalities:

What does innovation look like in municipalities?

There are several shapes which innovation may take within municipalities, specifically looking at the service level 
or the policy level:
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Type A:  A highly innovative municipality Type B:  A non-innovative municipality

Encourages risk-taking through incentives Discourages risk-taking by creating negative conse-
quences for risk taking

Learns from mistakes, collectively Blames individuals for mistakes

Allows ideas to be tested before deciding whether they 
will work

Makes snap decisions and quick judgements about 
which ideas will work

Creates a separate innovation unit to drive innovative 
thinking and develop new ideas

Expects new ideas to emerge out of the blue, with no 
conscious processes to stimulate thought

Attracts ideas in lots of ways, via lots of different media, 
from different profiles of people (anonymously, openly 
in meetings, through events)

Either does not attract ideas at all, or does so in a 
singular way

Results-driven Process-driven; compliance-driven

Failure is a sign of experience and maturity Failure is frowned upon

Investment in innovative ideas using grants or invest-
ment from other countries, municipalities or NGOs

Investment in innovation using taxpayers’ money, 
exclusively

Research & Development and Innovation departments, 
incentivise to innovate No Research & Development department

Driven by money, fame, competition, promotion Driven by altruism, desire to give back, recognition

What does Innovation Require?

To be considered innovative, an idea or approach needs to be new, 
useful and able to stick. There are a few key types of innovation 
that are worth mentioning and talking about.  

The majority of innovations are incremental, in nature, involving 
minor changes to existing systems or processes.  Incremental 
innovations rarely change structure or rock the boat of operations 
at the municipal level, but they are critical to the relentless pursuit 
of improvement in public services.  

In contrast, radical innovations are less frequent, but often involve 
dramatically new services or new ways of offering services.  

Finally, systemic or transformative innovations occur from time to 
time, often as a result of new technology.  Systemic innovations 
transform sectors, offer new ways of organising, new types of 
relationships and steep change in overall performance.

I. New to its context of application.   
 The novelty may refer to country  
 context, municipal context, and  
 scale or government department.

II. Useful and cost-effective in  
 relation to a goal.  An innovation  
 must have positive value for  
 people.

III. Able to stick after pilot testing.  
 An innovation is an idea or   
 method with the potential for  
 wide adoption, which lasts after  
 being tested.

Innovation is about people

Hakeem Belo-Osagie
Nigerian businessman and philanthropist

“Failure is a good thing.”
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What helps and what hinders Innovation?

The barriers to and drivers of innovation in municipalities are critical considerations.  These are presented below:

Top 10 Barriers to Innovation

Size and complexity:  because of their size and scope, municipalities can develop unconscious, internal barriers 
to innovation, such as having no set mechanisms for new ideas from the ranks to filter up to leadership.

Heritage and legacy:  the municipal structure is prone to deep-rooted, inherited ways of doing things.  For ex-
ample, many of the policies at municipal level are inherited from several years before and may not be appropri-
ate to modern conditions.  

Professional resistance:  often, professional groupings give rise to widely accepted perspectives that may be 
unaccommodating to innovation, such as acting on the ideas from some groups and not others.

Risk aversion:  public employees are not typically rewarded for taking risks, as a result of political and media 
pressure.  For example, if the municipality acts on an idea to reduce the cost of refuse removal and it is not 
successful, the fallout will be negative and no one will applaud the risk-taking of the municipality.

Need for consultation and unclear outcomes:  the large range of stakeholder involvement can impede the nec-
essary momentum of innovative change.  For example, consulting with all departments may be required, but by 
the end of consultations, the momentum of the idea or the time for the idea may have passed.

Pace and scale of change:  public employees become fatigued by the number of reforms and changes brought 
about by new public leadership.  For example, each new era of leadership may bring new people, new ideas and 
new relationships to develop.  Navigating these relationships and securing familiarity with new leadership can 
be exhausting and may undermine the will of public employees to support change.

Absence of capacity for organisational learning:  there may be a lack of structures in place to retain learning 
from trial and error, such as robust knowledge management tools.

Public resistance to change:  parts of the public may be risk-averse and this public risk aversion may influence 
leadership in ways that are also risk-averse.  

Absence of resources:  there may be a lack of finances or skills to facilitate innovation, such as IT skills or tech-
nology required for modern innovations.

Technical barriers:  there may not be the technology required to solve the problem.  For example, the technol-
ogy may not be available at the municipal location or there may not be trained human resources to work with 
the technology.
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Drivers of Innovation

Problem-oriented drivers:  people innovate in order to solve problems.  For example, one may create an innovative 
alternative energy proposal in response to electricity shortages.

Non-problem oriented drivers:  innovations may improve on a prior, undesirable situation.  For example, the refuse 
may be collected in a way that is technically competent but not ideal and one may develop an innovative idea to 
improve upon the refuse collection method, taking it from good to great.

Political push:  strategic change may be driven by top-down, hierarchical political will, such as a mandate driven from 
the Mayor to implement an innovative idea.

Growth of a culture of review:  looking back on initiatives and practises may stimulate innovation.  For example, 
improving knowledge management practises may make information and data available, which stimulate new thinking 
toward problems.

Support mechanisms for innovation:  authorities may provide funding and encouragement for innovation, such as 
monetary or recognition rewards for implementing an innovative project or idea.

Capacity for innovation:  by virtue of their profession, public employees often possess high levels of expertise, 
creativity and ability to problem solve.  This means their skills and experience may allow for the intellectual rigor and 
resilience required to innovate. 

Competitive drivers:  performance targets may encourage innovative approaches.  For example, if a municipality 
declares that it will only source 50% of its energy from traditional, unsustainable electricity, teams are incentivised 
and pressured to think creatively around how to satisfy the other 50% of the municipality’s energy needs.

Technological factors:  technological innovation can often inspire other kinds of innovation, because often being 
limited can cause creative, out-of-the-box thinking.

NGOs and private companies:  models developed by NGOs and private companies may be adopted and fashioned for 
the municipal structure, which takes place within municipalities that use open innovation.

Hakeem Belo-Osagie
Nigerian businessman and philanthropist

“Do your little bit of good where you are; it’s those little bits of good put together that overwhelm the world”
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1. Create momentum for your innovation project. There must be urgency, otherwise innovation is considered 
playtime and nobody will be prepared to go outside the box. 

2. Manage the expectations of your managers and of the line management before you start your innovation 
project. 

3. It is essential to start your innovation expedition with a clear and concrete innovation assignment. This 
forces the top management, from the start, to be concrete about the market/target group for which the inno-
vations must be developed and which criteria these new concepts must meet. This forms the guidelines under-
way. (see Tool #2)

4. Use a team approach to get both better innovation results and internal supporters for the innovative out-
comes. Also invite a couple of outsiders as outside-the-box thinkers. Get a good mix between men and women, 
young & old, and so on.

5. Let the internal top problem-owner, participate in the innovation team. 

6. Use a structured approach. To think outside the box is a good start. But you have to come back with innova-
tive concepts, which fit the ‘in-the-box’ reality of your municipality, otherwise nothing will happen. 

7. Great ideas for innovative new products or services fit 7 criteria. Use them actively in your project: 1. Very 
appealing to citizens. 2. It stands out. 3. It has great potential for extra impact. 4. It has adequate sustainability 
potential. 5. It fits municipal goals. 6. It is (somehow) considered quickly feasible. 7. It creates its own internal 
support. 

8. When you brainstorm unprepared with the usual colleagues hardly anything new appears. That’s why it is 
essential to get fresh insights before you start creating ideas. 

9. Winning new concepts give citizens a concrete reason to get on board. They will solve relevant problems of 
people. If you want to create innovative products or services, start with discovering relevant citizen frictions to 
solve. There are several ways to discover them, like personal visits, focus groups and meetings.

10. Be aware of the fact that a new idea is not only ‘a creative idea’ but also must comply with all the regular 
municipal criteria of your municipality too. 

11. In ideation workshops, apply creative thinking techniques in the most effective way, monitor all participants 
and involve them in the process at the same time. 

12. Time box. Work with strict deadlines. They help you to get people outside the box and to make choices. 

13. Be open to ideas or suggestions from your ideation team to adapt the process. Do not always try and keep 
to the programme for the workshop series you have set. 

14. In brainstorming sessions, spend twice as much time on the bringing together process as on the separating 
process. 

15. Allow people to choose which innovation opportunity, idea or concept they want to work on. If you allow 
them to do this then they can choose not only that which they have a passion for but also what they have 
knowledge of. 

16. Hire visualisers, cartoonists or make a movie to visualise your ideation process and the results. 

How do You Start Innovation?

20 Top Tips for How to Start Innovation
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17. Keep the pace of your innovation process going, otherwise it becomes long-winded and boring. 

18. How attractive are the new concepts really? That’s a legitimate question. Therefore, you reflect on the 
concepts immediately. You should also check the strength of the ideated new concepts among citizens.

19. Return with compelling new concept cases instead of post-its or mood boards. And substantiate, in a 
business-like and convincing manner, to what degree and for what reason the new concept can meet citizens’ 
criteria.  

20.  Make use of the specific expertise of others from within the municipality as much as you can in an early 
phase.

Questions Activity:

What kinds of questions should we be asking?

It’s easy to move through our days, attentive to crisis and urgent matters at hand, without the time or space to reflect 
on how our programmes are doing and whether they need attention.  In order to combat the danger of complacency, 
try asking the questions below, with your colleagues:

Instructions:

IIn the context of your municipality, ask each department head to gather their staff together and begin thinking 
through these questions.  Participants should bring pens and paper to record their answers anonymously.  Once they 
are finished, they can place their answers in an unmarked box.  The responses should be reviewed and recurring 
themes should be discussed at the next leadership meeting.

Which service delivery programme in our municipality needs the most improvement?
Which infrastructure programme in our municipality needs the most attention?
Which organisations or companies are currently working in our municipality that we are not partnering with?  
Are the organisations with which we are not partnering worthwhile and should we consider working with 
them?
In which department does our municipality need the most help from outside?

In order to get the right answers, you must ask the right questions!

         Checkpoint!

• There are many ways to describe the type of innovation you are developing.

• To be considered innovative, an idea or approach needs to be new, useful and able to stick.

• You may be driving forward a service-level innovation or a policy-level innovation.

• Innovation may be incremental, radical or systemic.

• Innovation may be top-down or bottom-up.

• Innovation may be needs-led or efficiency-led
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Introduction: The Phases of the Municipal 
Innovation Journey
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For the purposes of talking about the innovation journey, we have 
designed and developed the innovation journey model, which 
is explained in this tool kit.  The tool kit will be organised by the 
phases of the Municipal Innovation Journey.  Each phase of the 
journey represents a new section of the tool kit.  In each phase, we 
will learn about what will be encountered, how to meet it and what 
tools and templates to use in successfully navigating the phase.  
Each phase is linked to all those that came before and to those 
that follow.  Every piece of the journey is inextricably bound to the 
others, and to the entire experience as a whole.  

As with any journey in life, we must begin with a destination in 
mind (the Vision).  We must then pack our bags with our clothes 
and toiletries (Packing, Planning, Preparation), which will enable 
us to be prepared for what lies ahead.  Next, we will need to 
set off on our journey (Ideation), during which we will develop 
ideas, deconstruct our understanding of the destination and then 
reconstruct it.  Next, we will need to test the ideas we have on 
how to reach our destination (Proposal & Testing).  After having 
proposed our ideas and tested them along our path, we will receive 
approval and then begin mitigating the risks of our innovative idea 
by rolling out the innovation (Implementation).  Finally, we will 
arrive at the top of the mountain or the physical destination of our 
journey, which corresponds to looking back on the process and 
rewriting the rules for future innovation (Reflection).

What is an Innovation Journey?

It is a process of thinking through, 
testing, learning from and refining ideas 
and improvements.  It is a process of self-
discovery and municipal exploration.

Nelson Mandela

“It is not where you start but how high 
you aim that matters for success.”
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For the purposes of talking about the innovation journey, we have 
designed and developed the innovation journey model, which 
is explained in this tool kit.  The tool kit will be organised by the 
phases of the Municipal Innovation Journey.  Each phase of the 
journey represents a new section of the tool kit.  In each phase, we 
will learn about what will be encountered, how to meet it and what 
tools and templates to use in successfully navigating the phase.  
Each phase is linked to all those that came before and to those 
that follow.  Every piece of the journey is inextricably bound to the 
others, and to the entire experience as a whole.  

As with any journey in life, we must begin with a destination in 
mind (the Vision).  We must then pack our bags with our clothes 
and toiletries (Packing, Planning, Preparation), which will enable 
us to be prepared for what lies ahead.  Next, we will need to 
set off on our journey (Ideation), during which we will develop 
ideas, deconstruct our understanding of the destination and then 
reconstruct it.  Next, we will need to test the ideas we have on 
how to reach our destination (Proposal & Testing).  After having 
proposed our ideas and tested them along our path, we will receive 
approval and then begin mitigating the risks of our innovative idea 
by rolling out the innovation (Implementation).  Finally, we will 
arrive at the top of the mountain or the physical destination of our 
journey, which corresponds to looking back on the process and 
rewriting the rules for future innovation (Refection).  

In phase 1, the focus is on the role of top tier leadership in 
identifying and committing to innovation.  This phase highlights the 
importance of creating the vision, goal and road to be taken on 
the innovation journey.  Phase 1 explores the ways that leaders set 
the scene for innovation to take place, identify the vision and bring 
teams on board in achieving goals.  

The next phase of a journey is  (Packing, Planning, Preparation), 
which prepares us for what lies ahead.  In phase 2, the focus is on 
the conditions, prerequisites and steps an innovator can take to 
create an environment for innovation.  There are concrete actions 
that leaders can take to set the scene for innovation to take place.  
These actions, when carried out in good faith, can promote safety, 
allow risk taking, encourage freedom and allow for creativity. 

Next on the journey is where ideas are developed, deconstructing 
our understanding of the destination and then reconstructing it 
(Ideation).  In phase 3, the focus is on beginning – how does a 
municipality start innovating?  Phase 3 involves the critical step of 
jumping off the innovation cliff and taking the first of many risks.  
It is critical to avoid the common pitfalls of early innovators and 
adhere to the strategy as innovation takes place.

Are You Ready for an Innovation Cliff?

The Innovation Cliff represents the beliefs 
and limitations we need to get passed in 
order to test our ideas.  Limiting beliefs 
about ourselves, our organisations or 
the viability of ideas can get in the way 
of progress.  Jumping from this cliff is 
critical to getting started.
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After having proposed ideas and tested them, leadership 
issues approval. The next step is to begin mitigating the risks of 
innovative ideas (Implementation).  Phase 5 is the final push to 
roll out innovation.  In this phase, the approval of the concept and 
the resulting risk mitigation work that must be done are critical.  
Implementation of the innovation is the final step before reaching 
the goal.

The next phase in the journey is to test the ideas on how to reach the destination (Proposal & Testing).  In phase 
4, there may be resistance, or challenges with implementation.  Leaders and innovators need to develop skills for 
solutions.  This phase is about triumphing against challenges, deciding upon the best way to deliver the innovative 
project, and for teams to propose new ideas to municipal leadership and test new ideas. 

At the end is the physical destination of our journey, which 
corresponds to the rolling out of the new innovation (Refection).  
In phase 6, the ways in which the innovation journey allows for a 
unique perspective are explored: an informed reassessment of the 
innovation map and rewriting of the rules for future innovation.  
It is critical here to reflect upon what has been learned from the 
Innovation Journey, whether it affects strategy going forward and 
how to use what has been learned to influence later decisions.

Doing 
Things 
Better

“Seeing is different than being told.”

African Proverb

         Checkpoint!

• The journey of innovation is very much like any other physical journey one would take.  There are steps, 
processes, phases, things to remember and people to involve along the way.

• The Municipal Innovation Journey involves setting the vision; packing, planning and preparation; 
ideation; proposal & testing; implementation; and reflection. 
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Who sets off on a journey of this nature and why?  Once a leader has decided to embark upon the journey of 
innovation, what kinds of thinking need to be done?

Phase 1 of the innovation journey will seek to address these questions.  The first phase of the Municipal Innovation 
Journey known as the Vision. Without vision, no journey can begin.  In phase 1, the focus is on the role of top 
tier leadership in identifying and committing to the innovation vision and destination.  This phase highlights the 
importance of creating the vision, goal and road to be taken on the innovation journey, as well as establishing the 
existing orientation toward innovation.  Phase 1 concludes with a formal Innovation Assignment, which defines the 
expectations of leadership with regard to the innovation project.  

1.1 How to create the Vision

Setting the scene, identifying the destination and laying all bets on success are jobs for leaders.  Involving your team 
in creating ideas is a job for extraordinary leaders.  Below, find an idea generation tool to help facilitate the ideation 
process in your municipality, office or department.

Innovation Vision or “Innovision”

We need an innovation vision at our municipalities for the same reason that we need a destination at the beginning 
of any journey.  An innovation vision reminds us of where we are headed, what our goals are and what we are working 
toward.  It is necessary for the Mayor to lead the process of creating the innovation vision for the municipality, into 
which all other innovations, projects and interventions will feed.  

Inspiration for the journey--the vision or 
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Innovation Vision or “Innovision”

We need an innovation vision at our municipalities for the same 
reason that we need a destination at the beginning of any journey.  An 
innovation vision reminds us of where we are headed, what our goals 
are and what we are working toward.  It is necessary for the Mayor to 
lead the process of creating the innovation vision for the municipality, 
into which all other innovations, projects and interventions will feed.

What is an “innovision”?

The Innovision is a quick, word-combined way of referring to your 
innovation vision and includes exactly the same information as the 
Innovation Vision, described above.

Four steps to defining your innovation vision:

Step 1:  Define your challenges.  Gather a group of trusted advisors and leaders to discuss this issue.  What are 
the challenges specific to your municipality (urban, rural, etc.)?  What are our biggest threats?  Do we understand 
our citizenry and their challenges?  How are the challenges to the municipality related to the changes of citizens?

Step 2:  Define your opportunities.  First, brainstorm around the solutions to the challenges you’ve listed above 
and then record these solutions as opportunities.   The reason for doing this is to teach our minds to see the 
relationship between challenges and opportunities.  

Step 3:  Define your direction.  Reviewing your opportunities, which are the top three or four that will most 
effectively address your innovation challenges and achieve your long term goals?  Debate these within the group.  
Once you have a short list, structure these into sentences and they will provide your direction and essentially, your 
innovation goals.

Step 4:  Define your innovision.  The final step in crafting your innovation vision (or “innovision”) will be articulating 
a single sentence that represents what innovation will do for your municipality.  The statement should be clear and 
easy to understand by anyone working in the municipality. 

What is an Innovation Vision?

The Innovation vision sets the 
destination of the innovation 
journey for a municipality.  It is 
not the detailed roadmap, but it is 
where we want to be at the end of 
our journey. 

“If you want something new, you have 
to stop doing something old.”

Peter Drucker

         Checkpoint!

• It is the job of the Mayor, supported by Senior Management, to set the vision and strategy for 
innovation within the municipality. 

• Defining the innovation vision is a 4-step process that must be supported. 

• Areas to address in the innovation vision include:  strategy, culture, leadership, resources, processes and 
organisation.
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Tool #1:  Crafting the Vision 

In setting off on a journey, knowing the destination is important.  Leaders identify the destination for their teams.  In 
terms of innovation, naming the destination is the same thing as setting the vision.

Purpose:  To create the vision or the dream toward which the team is travelling 
Level of Participant:  Executive; Executive Team (those 
who will later on approve and evaluate the innovation 
project) 

Number of people required:  1-3

Degree of difficulty (1-10): 9 Time required:  1-2 days

Why are we doing this?

Teams and subordinates need a vision, a goal and a 
direction to follow on their journey.  If you do not know 
where you are going, you’ll never arrive there.

What do we need for it?

Quiet, open space for thinking, dialogue, walking, 
reflecting and considering.

Q:  What are the top three problems we need to solve in this municipality?
A:  
Q:  As a result, what are the types of solutions required to address those problems? (e.g. set the broad bound-
aries in which solutions may be proposed)
A:  
Q:  Who has the skills and technology to inform these solutions and who needs to be on the team?  Whom do 
we need from within the municipality and whom do we need from outside the municipality?
A:  
Q:  How will we find and engage with these innovation partners?
A:
Q:  When will different phases of the problem solving / innovation process start and finish?  And what will be 
the metrics for measuring success?
A:  

Phase 1:                      Metric 1:

Phase 2:                      Metric 2:

...
Q:  How will our solutions to the problems create specific value to our municipality? 
A: 

      Afternotes:

The vision setting tool will be used by leaders, at the outset of their innovation commitment.  The objective 
of the exercise is to identify the most pressing issues facing the municipality.  Designing how best to address 
those issues will be done by the innovation team.  The answers to these questions help to reveal the 
destination and the path to get there.
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Tool #2:  Innovation Project Assignment

In setting off on a journey, knowing the destination is important.  Leaders identify the destination for their teams.  In 
terms of innovation, naming the destination is the same thing as setting the vision.

      Afternotes:

The extent to which an innovation project is successfully carried out depends a great deal on the quality 
of communication and the clarity of expectations.  Once successful innovation projects are carried out, the 
Innovation Project Assignment should be reviewed, updated and improved for the municipality’s specific 
conditions.. 

Purpose:  For the municipal leader to offer clear expectations and parameters to the team 
member tasked with the Innovation Project.

Level of Participant:   Executive; Executive Team Number of people required:  1

Degree of difficulty (1-10): 9 Time required:  1 hour

Why are we doing this?

In order for the team member to clearly understand 
what is expected.

What do we need for it?

A soft copy of the assignment template, which can 
be filled in on a computer or printed and filled in 
manually.

Who will be responsible for the deliverables of this 
project?

  What, exactly, is required?

  Why is this innovation necessary?   Who will this project serve?  Which target group?

 Which criteria should the new concept or idea meet? Where and when should this project be implemented?
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Tool #3:  For Advanced Municipalities -- Innovation Baseline

For municipalities that have articulated a commitment to innovation for a significant period of time, and that have 
tested innovative projects, the innovation baseline serves as a useful tool to use on an annual basis, to check in on 
the culture being built and the environment in which innovation is meant to take place.

Purpose:  The purpose of this exercise is to refect on the municipal innovation environment, 
allowing the results to inspire positive change and improvement.

Level of Participant:  Executive; Executive Team Number of people required:  all members of the mu-
nicipality or team

Degree of difficulty (1-10): 3 Time required:  10-15 min

Why are we doing this?

In order to prepare for our innovation journey, it 
is imperative to develop an understanding of how 
innovative the municipality or department is currently.  
The results will also provide specific follow up / 
improvement areas.

What do we need for it?

Printed baseline study forms or an online system to 
ensure anonymity. A pen and some quiet space.

I.  Innovation Environment

II. Innovation Process

Totally 
Agree

Agree Disagree Totally 
Disagree

Don’t 
Know

1. At this municipality we have special, creative space 
to come up with new ideas.

2. I/my team take(s) time to regularly reflect on new 
ways of improving my/our work.

3. My direct superior encourages and is open to new 
ideas.

4. When new ideas fail to deliver the intended result, 
leadership take the opportunity to learn from the 
process and encourage other new ideas.

Totally 
Agree

Agree Disagree Totally 
Disagree

Don’t 
Know

5. I know what innovation means for my municipal-
ity and I know the innovation goals for the munici-
pality. 
6. Viable new ideas get implemented in a timely 
manner.
7. My municipality has an innovation process that 
guides the flow of ideas from generation to imple-
mentation. 



20 Local Government Innovation Toolkit

      Afternotes:

This exercise offers a wealth of possibilities for follow up actions, such as interventions to create a more 
innovative culture, team reflection on how to apply innovative thinking more effectively and, potentially, 
new ideas for projects.  It will offer insights into the innovation environment and the level of innovation 
already present within the municipality.  Based on the results, leadership may wish to invite external parties 
into the municipality for an assessment and for recommendations on improving the innovation environment.  
The results may also point to specific areas needing improvement, toward which leadership may direct 
focus.

Analysis of this tool may be more effective if it is taken as a discussion point.  The questions receiving 
‘totally agree’ or ‘agree’ indicate areas where the municipality is already doing a sufficient job at creating 
an innovative culture.  The questions receiving ‘disagree’ or ‘totally disagree’ should receive immediate 
attention, in the form of team meetings to discuss whether the results acurately reflect the culture and how 
these areas can be addressed.  Questions receiving ‘don’t know’ will require more exploration.  It may be 
that the question is not relevant to the respondent’s department or area of work.  It may also be that the 
question is worded in a way that is not familiar or comfortable to the respondent and thus will need to be 
changed.

III. Employee Engagement and Team Culture

IV. Innovation Benefits and Implementation

Totally 
Agree

Agree Disagree Totally 
Disagree

Don’t 
Know

5. I know what innovation means for my municipality 
and I know the innovation goals for the municipality.

6. Viable new ideas get implemented in a timely 
manner.

7. My municipality has an innovation process 
that guides the flow of ideas from generation to 
implementation. 

Totally 
Agree

Agree Disagree Totally 
Disagree

Don’t 
Know

8. In my municipality, no silos exist and teams are 
working across departments on new ideas.

9. I feel personally very engaged, energetic and 
motivated in my work environment.

10. I can apply most of my skills in my daily work.

11. New ideas are very welcome in my team.
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To get the most out of your employees, an innovative environment is needed to encourage creative thinking.  In what 
ways can leadership set the scene and create a culture for innovation to exist and to thrive?  In the municipalities that 
have been most successful at implementing innovative projects, there has usually been careful attention paid to the 
process required for innovation.  Putting the process in place is paramount.  In some settings, there is an autonomous 
innovation unit; and in others, there are consistently shifting innovation teams.  

The next phase of a journey is to pack bags with clothes and toiletries (Packing, Planning, Preparation), which 
prepares us for what lies ahead.  In phase 2, the focus is on the conditions, prerequisites and steps an innovation 
leader can take to create an environment ripe for innovation.  There are concrete actions and processes that have 
to be in place before the journey starts: it is necessary to set up an innovation team, establish rules and clarify 
expectations, create space and time.  These actions, when carried out in good faith, can promote safety, allow risk 
taking, encourage freedom and allow for creativity.

2.1 How to approach an innovation project

• When attempting to fundamentally change the 
culture of a municipality into a more innovative 
one, make sure to establish processes (such 
as the innovation unit) and separate events 
(such as brainstorming sessions) to attract and 
capture ideas.   For example, set up a suggestion 
box for staff and communities throughout 
the municipality.  Hold regular workshops or 
breakaways to stimulate creative thinking and 
brainstorm ideas.

• When attempting a once-off innovation or a 
specific innovation project, processes will be 
critical, but on a small scale and in a way that will 
make it easier to test the specific project, learn 
about what works and what does not and make 
changes accordingly.

• Create a supportive, open atmosphere in 
the work place, which allows people the time 
and space to feel free to express their ideas 
(no matter how wild or crazy) without fear of 
criticism or ridicule.

Packing, Planning, Preparation and Involving 
Others:  How to prepare for, facilitate and 
create a culture of innovation 
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• Encourage risk taking and experimentation 
by rewarding those who try new ideas, even if 
they fail.  Also, allow the entire team to learn 
from these failures in an open and encouraging 
discussion.  Examples of this include hosting an 
awards event for failures or adding the number 
of projects tested to the annual employment 
score card.

• Promote a spirit of openness between individual 
colleagues and teams.  Good ideas, new 
initiatives and critical learnings in one part of 
your municipality should be shared with those in 
other parts.  In addition, spreading the word and 
highlighting innovative behaviour is free!  There 
are no costs to constructing a short newsletter 
or group email to highlight something that has 
gone well in one part of the municipality.  Tools 
for this will be provided under Open Innovation.

• Make the point that people at all levels of the 
municipality share responsibility for innovation, 
so that everybody feels involved and implicated 
in the process.  The closer people feel to the 
centre of innovation, the more likely they are to 
change their thinking and to offer new ideas.

• Reward innovation!  Appropriate incentives 
can be pivotal in encouraging staff to think 
creatively.  These can be incentives such as public 
recognition or a private lunch with the Mayor.  
Some municipalities have tried implementing 
a points system for the number of innovative 
projects to which each staff member contributed, 
which resulted in shopping vouchers or other 
tangible rewards.

• Look for signs of imagination and creativity 
when recruiting new employees.  Remember 
that innovative thinkers do not always boast the 
most impressive CVs but their contributions can 
prove invaluable to the municipality.

• Innovation does not occur while sitting at one’s 
desk, working diligently.  There is the need to 
provide both space and time for innovation.  

2.2  The Ideal Innovation Team

In order to best facilitate a rigorous, challenging, 
fruitful internal innovation team, it is advised to have 
it composed of some specific character types or 
profiles.  The following mix of personalities will best 
advance the interests of an innovation team within a 
municipality. 

• The Visionary:  The force behind creating the 
world (or a specific project) as it should be or as 
it could be.

• The Generator:  The person who first develops 
the idea to get an innovation rolling.

• The Iterator:  The person who acts as an idea-
engineer, who takes the original idea and turns it 
into an innovation.

• The Citizen Anthropologist:  The keen observer 
of what citizens truly need and yearn for.

• The Tech Guru:  The person who can harness 
technology in order to turn the innovation into 
reality.

• The Producer:  The person who achieves flow 
of the idea and who is able to move the idea 
forward.

• The Communicator:  A person who is able to 
articulate and create clear, understandable 
messages about the idea, for distribution to 
people, departments, communities and other 
interested parties outside the innovation team.

• The Roadblock Remover:  Whether through 
brute force or graceful, subtle actions, this 
person is able to remove political, financial or 
other roadblocks in the way of the innovation.

• The Futurecaster:  The person who is able to 
foresee, anticipate and clearly show how the 
innovation will answer the problems of the 
future and who is able to paint the picture of 
how the future is likely to look.

When a municipal innovation team is able to 
have the personality types or profiles listed and 
explained above, it will be most likely to achieve 
lasting, meaningful change.  It will have the greatest 
likelihood of creating an innovation culture that adds 
value.

The Innovation Team should meet once every two 
weeks.  The Visionary should chair the meeting.  At 
each meeting, different members of the team should 
be asked to report on how either the innovation 
projects underway or the innovation culture under 
creation are developing, in terms of their area 
of expertise.  Each member of the team should 
be given the floor, at least once per year to give a 
presentation or initiate group consideration of an 
area of innovation about which they feel passionate.  
While all members of the team share equal footing, 
the Visionary and the Generator will play the largest 
leadership roles.  They will fill the Director and 
Deputy Director functions of the Innovation Team.  
The purpose of team meetings every two weeks will 
be underscored and evaluated by their achieved 
results.  If the meetings fail to add value to the 
municipal innovation results or innovation project 
advancement, then it should be disbanded and re-
created with new people.
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      The Idea Factory

In 2007, the US Transportation Security Administration (TSA) conducted an internal survey and learned that 
TSA employees believed their voices were not being welcomed or heard by leadership.  

In April of that year, TSA launched a web site called The Idea Factory, which allows employees to submit ideas 
that may improve agency operations or processes.  Nearly two years into the programme, employees had 
submitted almost 7,900 ideas and 70,000 comments.  Of the ideas, 39 have been implemented by the TSA.  

The idea factory concept has been widely applauded as a method for breaking through organisational barriers 
to innovation.  Today, TSA employees review ideas and vote on those most worthy of management attention.

The reasons that this concept is a good example are, firstly, that it creates a two-way dialogue between 
leaders and employees, thus facilitating better engagement with staff. Secondly, encouraging this level of 
input from staff decentralises power and shifts some agency to those carrying out the work.  Human beings 
thrive on feeling special, listened to and respected.

How can low-resourced municipalities recreate the concept of the idea factory for their own conditions?  
Some have tried creating specific internal processes to facilitate and encourage innovation.  One example is to 
create an innovation unit at the municipality on which several members of various teams serve and for which 
concrete deliverables are identified, measured and linked to scorecards.

In the last section, we explained the ideal makeup of an innovation unit or team.  By creating this kind of unit 
within the municipality, leadership signals its focus and high regard for innovation as a serious priority for the 
municipality, deserving of time, space and, eventually, investment.

New York City (United States):  The Mayoral Policy Lab / Innovation Delivery Teams

The city of New York went into partnership with the think tank Center for Urban Future and the New York 
University Wagner Public Service Graduate School.  Together they invested in a mayoral policy lab.  The lab’s 
purpose was to provide the city’s political leadership with an idea pool of novel, proven and scalable reforms 
with the potential to improve and transform the city.

         Checkpoint!

• Innovation requires a culture to exist, which will allow for risks, mistakes and learning.

• Innovation is often led through an Innovation Unit or Team, which should involve a specific mix of 
personality types and profiles. 
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Next on the journey is where ideas are developed, taking apart our understanding of the destination and then re-
creating it (Ideation).  In phase 3, the focus is on getting as many ideas as possible (conventional ones, crazy ones, 
different ones, risky ones) around the respective issue (diverge, which is to break apart into many pieces).  Then, 
once an array of different ideas on are on the table, it is time to select the most feasible ideas (converge, which is to 
bring together, allowing the best ideas to filter to the top) and advance them.

Once a vision and direction have been established and once the municipality is beginning to create a culture that 
will facilitate innovation, the next phase is to identify your core frictions, begin collecting and, later, select ideas that 
solve the frictions identified. 

What is ideation?

Ideation refers to the way teams collaborate creatively to generate and explore a wide range of ideas. In this way, 
teams amass many possible solutions from many different backgrounds and groups. The process then probes and 
tests those ideas to see which will likely work in the municipal environment. 

The ideation process stands in contrast to the policy work municipalities normally engage in. Encompassing the 
notion of product design, it is closely connected to the user and citizen. Intimate collaboration with stakeholders 
and partners provides insights to help avoid foreseeable challenges and ensure that the solution effectively serves 
those it is intended to reach.
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Below, we will present creativity techniques and tools that will assist in generating solutions, lists, possibilities and 
perhaps even new ideas.

Facilitation techniques for ideation:  Brainstorm

It’s important to explain what is meant by ‘brainstorm’.  This process is a facilitation technique to generate ideas 
and involvement from the audience or participants.  When it is time to lead the process outlined above, to create 
the Innovation Vision, one person from the team or one leader from another department or municipality may 
agree to lead the session.  That person should begin by reserving a location for the participants to gather, which 
will not be noisy or open to interruptions.  Ideally, this should be a physical location away from the Municipality 
offices.

Raise Ideas!  Ask Questions!  Talk to people with whom you work to test their reactions to your 
ideas. Ask to meet with your supervisor in order to share your ideas and suggestions.

CREATIVITY 

Did you know that you can stimulate 

creativity within your teams and amongst 

your colleagues?  Anyone can be a creativity 

catalyst!  Often, the best way to stimulate a 

desired behaviour is to perform that behaviour 

yourself.  By working to cultivate the skills 

and attributes to the left, you can begin to 

stimulate creativity both within yourself, and 

amongst those around you.

This process may look different each time it is tried.  One way to 
approach the brainstorming session and to capture ideas is to let 
each participant write down three ideas or suggestions on pieces 
of paper or cards.  These ideas can then be hung on the wall and 
reviewed by the group, to share the thinking.  Once all ideas are 
up on the wall, the facilitator can read them aloud and begin the 
process of “clustering”.  Clustering is when you place ideas that are 
similar to one another together in a common place so that they can 
be reviewed together and possibly even combined..  By clustering 
ideas, the facilitator begins to reveal to the group what kinds 
of ideas are most popular and what the nature of the session is 
shaping up to be.  Brainstorming games for groups:  IDEO:  method 
cards (http://www.ideo.com/work/item/method-cards).

Are You Ready for an Innovation 
Cliff?

The Innovation Cliff represents the 
beliefs and limitations we need to 
get passed in order to test our ideas.  
Limiting beliefs about ourselves, our 
organisations or the viability of ideas 
can get in the way of progress.  Jumping 
from this cliff is critical to getting 
started.
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To begin, the facilitator may wish to conduct an icebreaker – a facilitation exercise intended to help a group begin 
the process of forming themselves into a team.  Icebreakers are commonly presented as a game to “warm up” 
the group by helping group members get to know each other and to help them feel at ease.  One example is 
the name game, which provides a fun twist to ordinary introductions.  Each participant takes a turn stating her 
or his name, followed by an animal, whose name begins with the first letter of the participant’s first name.  For 
example:  Thuli / Turtle.  For ideas on ice breakers, try visiting the following link:  http://icebreakerideas.com/
quick-icebreakers/ 

Once the group is warmed up, perhaps smiling or laughing from the light-hearted ice breaker, the facilitator can 
begin to move through the steps explained above.

         Checkpoint!

• Ideation is the creation of new ideas.

• There are some interesting causes of creativity, which can be fostered in a municipality
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Tool #4: Open Innovation -- for advanced municipalities

Open innovation is the idea that municipalities can and should use external ideas as well as internal ideas in improving 
service delivery and municipal operations, as they look to improve their performance.  This tool will walk the reader 
through the ten elements of an open innovation culture.

Purpose:  In order to generate fresh ideas and allow new infuences into the municipality, it is 
often prudent to seek inspiration from other places.  This tool provides guidance on how to do 
so.
Level of Participant:  Executive; Executive Team Number of people required:  throughout the munici-

pality

Degree of difficulty (1-10): 6 Time required:  Ongoing; long term

Why are we doing this?

To generate fresh, new thinking around common prob-
lems in an era of resource shortages and cut backs.

What do we need for it?

Exposure to other municipalities, countries, organisa-
tions and companies.

Open Innovation 

Using open innovation at the municipal level means capturing ideas from other municipalities, companies, 
organisations or other entities and translating them into the local context.  This process can be one of exploration, 
searching for external ideas; or it can be one of invitation, where ideas are invited from outside the municipality.

10 Elements of an Open Innovation Culture

In order to create and grow a culture of open innovation in the municipality, it is critical to pay attention to some 
key attitudes, beliefs and pressures which, if not managed, may disrupt a municipality’s ability to implement open 
innovation.  Below, find an image and subsequent explanation on each of the ten elements of an open innovation 
culture.

Taking ideas from outside
will introduce issues of
ownership

Be a risk taker

Strive for balance

Celebrate, learn from and
not fear failure

Accept that not all great
ideas will come from within

9

8
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1. Relationship management/ soft skills/ emotional intelligence 

2. A willingness to accept that not all great ideas will come from within and that not all intelligent ideas  
 will emerge internally – some will come from outside the organisation. 

3. An ability to celebrate, learn from and not fear failure. 

4. A willingness to bring all staff along the journey in making sure an idea gets implemented successfully. 

5. Dismissing the idea that all innovation used here must either be born here or be owned here.  Learn  
 from others’ innovative ideas, use models from outside, share your models and ideas with others. 

6. Striving for balance between internal invention and external invention.  Invest in the internal so that   
 you can benefit from the external even better! 

7. Willingness to be a risk taker. 

8. Accepting that taking ideas from outside will introduce issues of ownership. 

9. Understanding that being open means encouraging communication. Create an environment of trust   
 so that everyone feels free to communicate. 

10. Getting rid of the need to be first.  Having a strong innovation model is more important than being   
 the  first to talk about it or share it.

      Afternotes:

The reality is that new ideas are often hard to stumble upon.  It is critical for innovators to have their 
attention tuned to what is happening around them, in other organisations and municipal bodies.  Using 
open innovation to solve problems makes sense and can save precious time and resources.
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Tool #5: Ideation

Ideation is the formation of ideas or concepts.  In developing new ideas, it is helpful to physically move away from 
one’s normal work space, into a new room or office, and to use materials that are readily available, but which are not 
normally used for this kind of exercise, such as boxes, cleaning supplies and office supplies.  

The tool below provides a mechanism that leaders can use to solicit ideas and insights from their teams.

Human beings use many senses to experience the world.  We use touch, taste, sight, sound and 
smell to determine what is happening around us.  Building a physical model allows the team to 
experience one member's idea more completely, using more of the senses.  Instead of hearing it 
explained, team members can see and touch the built model.

Before the ideation session begins, the leader and the team need to prepare by gathering together all the materials 
required.  These could be things like shoe boxes, empty cleaning supply bottles, old dish cloths, used household 
goods, such as egg crates, toilet rolls, washing up bottles, etc.  

Make sure there is enough Prestik, string, scissors, etc. available on the day.  You will also want to have plenty of space 
available for this task.  

Working as a team (or in small teams of 4-5 people), construct a physical model (a physical copy of an idea) using 
the materials available of your idea, solution or concept.  The building of a model allows for ideas in the mind to be 
visually conveyed using materials everyone can see and understand.  Making a model of the idea in one’s mind also 
allows one to see the possible faults or gaps in the idea.  This approach is quite helpful to develop your ideas and 
identify problems that you might not have thought of.

Purpose:  To generate new ideas and to stimulate out of the box thinking
Level of Participant:  Innovation team member; 
Innovation Team

Number of people required:  More than 3

Degree of difficulty (1-10): 6  Time required:  ½ - 1 day

Why are we doing this?

Constructing a physical model of the solutions 
you identified in tool #1 can help to firm up the 
idea, develop a solution, generate options and 
communicate the solution to others.

What do we need for it?

Requires physical materials for constructing a model.  
This could be construction systems (shoe boxes or 
cleaning supply bottles, for example) or simply card 
board, Prestik, glue, etc.

      Afternotes:

Working visually and spatially does not come naturally to everyone.  Try creating the mood for play and fun 
before the exercise by giving all participants crayons and colouring books; or hand out children’s books that 
are especially playful for all participants to read and enjoy.  You could also begin by giving each person a 
sheet of flipchart paper and pens, allowing them to draw a picture of their idea, which will make building 
the idea much easier.
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Tool #6: The 6 Thinking Hats

Sometimes it is prudent to approach a problem from different perspectives.  The 6 Thinking Hats exercise recognises 
that there are different perspectives or ways to think about issues, and a person can move in and out of them fluidly.  
While some people are more naturally fact-driven or emotion-driven, it is possible to approach an issue from a fact 
perspective/hat versus an emotion perspective/hat.  This tool is practical in nature and mind-broadening in practise.

6 Thinking Hats is a practical thinking tool. It provides a way to help people think clearly and thoroughly, by directing 
their thinking attention in one direction at a time, in order to view all sides of an issue - white hat for facts, green hat 
for creativity, yellow hat for benefits, black hat for cautions, red hat for feelings, and blue hat for process. 

The 6 Thinking Hats represents a simple mental metaphor. Hats are easy to put on and to take off. Each hat is a 
different colour, which signals the thinking ingredient is different from the one before. 

6 Thinking Hats is a powerful tool that facilitates productive critical thinking and creativity. It enables each possible 
unique point of view to be included and considered. Argument and endless discussion become a thing of the past. 
Thinking becomes more thorough and solutions become representative of more varied perspectives.

What to Do:

In a group setting, each member thinks about the innovation project using the same thinking hat, at the same time, 
on the same thinking challenge.  Give ten minutes to each thinking hat.  When it’s time for all participants (or simply 
one person) to think about an issue with a specific hat on, the person must record the ideas or observations and 
share them with the group before moving on to the next thinking hat

      Afternotes:

The extent to which an innovation project is successfully carried out depends a great deal on the quality 
of communication and the clarity of expectations.  Once successful innovation projects are carried out, the 
Innovation Project Assignment should be reviewed, updated and improved for the municipality’s specific 
conditions.. 

Purpose:  To see an issue or a problem from all possible perspectives using several thinking hats.
Level of Participant:  Anyone approaching a problem. Number of people required:  One

Degree of difficulty (1-10): 7 Time required:  1-2 hours

Why are we doing this?

In order to understand an issue from all sides and in 
order to thoroughly analyse something before making 
decisions.

What do we need for it?

A quiet, calm space, free from distractions, in which 
to think.  A piece of paper and flip charts or chalk 
boards may be useful, on which to record the group 
observations and ideas.
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Blue Hat Thinking – Process 

•	 Thinking about thinking

•	 What thinking is needed?

•	 Organising the thinking

•	 Planning for action

White Hat Thinking – Facts

•	 Information and data

•	 Neutral and objective

•	 What do I know?

•	 What do I need to find out?

•	 How will I get the information I need?

Green Hat Thinking – Creativity

•	 Ideas, alternatives, possibilities

•	 Provocation – “PO”

•	 Solutions to black hat problems

Yellow Hat Thinking – Benefits 

•	 Positives, plus points

•	 Logical reasons are given.

•	 Why an idea is useful

Black Hat Thinking – Cautions 

•	 Difficulties, weaknesses, dangers

•	 Logical reasons are given

•	 Spotting the risks

The 6 Thinking Hats Tool 
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Red Hat Thinking – Feelings 

•	 Intuition, hunches, gut instinct

•	 My feelings right now

•	 Feelings can change

•	 No reasons are given

      Afternotes:

The results of this exercise may be enlightening.  They should be recorded and used to address the differing 
perspectives on an innovation project or particular challenge.  The terminology for the 6 Thinking Hats 
may be employed at the municipality as a common way for staff to refer to a particular perspective on an 
issue.  It may become shorthand for one person to say to another that thinking with the ‘red hat’ is most 
appropriate when handling social development issues; or that thinking with the ‘white hat’ will be most 
useful when presenting an idea to the finance department. 
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Tool #7: 60 Second Soapbox

When a problem hits, we need to find quick, quality ideas at a rapid pace.  The exercise below offers instructions on 
how to generate ideas in a time-based, unfiltered setting.

What to do:

Step 1:  Using the time target of 60 seconds, either on your own or in a team, or teams, write down as many ideas as 
possible.  Each idea should be noted on a separate Post-It note (make sure your writing is legible).

In a team session, someone acts as champion to ostensibly time the ‘60 seconds’ and plays the role of cheerleader 
to encourage, prompt, and keep the energy levels of everyone taking part high.  When people start slowing down or 
getting stuck, the cheerleader can use a series of prompts to stimulate participants, and also keep up the energy of 
the session.  

Step 2:  Use effective prompts, led by the request:   “Can you think of three ideas using...” and generate three ideas 
using that prompt.  Include giving each participant: 

• a different letter of the alphabet

• a different colour

• a different number

• an animal

• an object chosen within three feet of them and ask them to use connections between the object and the   
question

      Afternotes:

This tool should be used by a municipal team with a problem-solving orientation.  Once the ideas have 
been quickly jotted down and shared, they should be recorded by the scribe in the group.  After the soapbox 
exercise, there should be a structured one-hour reflection period during which participants can comment on 
the exercise, the ideas generated, the types of thinking it inspired and the quality of ideas that came forth.  
The ideas should then be reviewed.  Those without applicable value should be saved for later and the best 
ideas should be voted on and discussed amongst the group.  All ideas should be kept in a register and should 
not be thrown away simply because they were not applicable to this situation.

Purpose:  Offers an efficient way to generate large numbers of diverse ideas and to reliably cap-
ture ideas for solutions.
Level of Participant:  Innovation Team Number of people required:  More than 2

Degree of difficulty (1-10): 3 Time required:  2-3 hours

Why are we doing this?  

When problems arise, it’s likely that colleagues have several 
ideas to address the problems. This provides a quick and 
efficient way to release and capture those ideas.

What do we need for it?  

A large room, a time, Post-It notes
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Tool #8: World Cafe (Conversational Process)

A World Cafe is a structured conversational process, with the purpose of enabling open and honest discussion to link 
the ideas of a group of people.  It helps to access the collective intelligence and wisdom of the people in the room.  
The World Cafe process is a simple, effective and flexible format for hosting large group dialogue about a common 
issue.

What to Do:

World Cafe can be modified for any context.  Differing numbers of participants, venue restrictions, locations, 
restrictions and other circumstances should be factored into the design and delivery of each event.  The following 
five components comprise the basic model:

1. Setting:  Create a “special” environment, which looks and feels like a cafe.  Provide small, round tables or sit in a 
circle.  Cover the table in the middle of the circle with a large piece of paper and provide enough pens, pencils 
or crayons for each participant.  You may also provide a ‘talking stick’ or other object which means that the 
person holding it is the only person allowed to talk.  Then, when that person hands the ‘talking stick’ to another 
participant, it becomes the new person’s turn to talk.  There should be at least three chairs at each table, but no 
more than five.

2. Welcome & Introduction:  The host or leader begins with a warm welcome to the World Cafe event with brief 
introductions, an opening prayer or blessing and an introduction to the process, setting the context, explaining 
the rules (talking sticks, etc.) and making participants feel comfortable.

3. Small Group Rounds:  For 20 minutes, the group at the table has a conversation about a specific topic or question.  
Each table is given a different topic or question.  For rounds of 20 minutes, the table discusses the issue assigned 
to that table.  One person remains at the table as a ‘host’ to explain the discussion of the group before and to 
manage the broad ideas that are being generated around that idea. 

4. Questions:  The questions will be related to a municipal problem, a needed solution or a new innovation idea.   
While speaking and listening, individual participants are encouraged to write, make notes or draw pictures about 
the discussion on the paper in the middle of the table, so that when people change tables, they can see what 
previous members have discussed, in their own words and images.

5. Harvest:  After the small group rounds, individuals will be invited to share their conversations or other results 
from the round with the rest of the large group, by standing up and speaking clearly, so that all people in the 
room can hear.  The information shared during the harvest should be recorded by the facilitator or leader, 
visually, on a flip chart or chalk board at the front of the room, so that all participants can see and learn from the 
conversations at other tables.

Purpose:  To allow large group dialogue, through small group interraction, and to access the 
collective wisdom of a group in solving a problem.
Level of Participants:  Innovation team leader and all 
stakeholder groups (e.g. NGOs, private sector, school 
officials, health officials, etc.)

Number of people required:  At least twelve, but as 
many as 100.

Degree of difficulty (1-10): 8 Time required:  2-3 hours

Why are we doing this?

By including a large number of people in the conversa-
tional process (about a problem or in thinking through 
solutions), through small group conversations, the 
World Cafe concept allows access to the collective 
group wisdom and range of thinking.

What do we need for it?

A large room with at least four small tables.  A large 
chalk board, flip chart or other clear visual aid at the 
front of the room.  Enough chairs for the number of 
participants.  Large sheets of paper or a chalk board 
at each table, for participants to record thoughts and 
ideas.
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Notes to the Facilitator or Leader:

• Clarify the context:  the World Cafe event should focus on an issue that is important to the municipality.  Clarify 
before the session what the expectations and the requirements are for this exercise.  The choice of issues to be 
discussed is a very important step of the process and it’s worth dedicating some time to getting it right.

• Create a hospitable space:  Tables should be spread evenly throughout a large room, with space between them 
to move and walk.  Try to create a real cafe atmosphere.

• Explore questions that matter:  The questions that are discussed should be important and energising, so that 
they can generate meaningful discussion.  Choose them carefully.

• Connect diverse perspectives:  All participants should be encouraged to talk and to share what they have been 
discussing in previous rounds, so that all the discussions will be connected.  Invite the host of the table to 
summarize, at the beginning of every new round, all the ideas that were discussed at their table in the last round.

• Listen together and notice patterns:  Everyone should be encouraged to have an open attitude and to listen to 
what was discussed by the others.  After the session, record the discussions or images on the wall, flip chart or 
chalk board, so that everyone can notice similarities.

      Afternotes:

The basic process is simple to do and simple to learn, but each World Cafe will be different, reflecting the 
specific context, numbers and purpose of the group.  It may be a good idea to have an experienced facilitator 
host the group.  Once the results have been recorded in front of the group, an assigned scribe or secretary 
should take down all results and write them up for a World Cafe brief, to be shared with all participants, to 
record the ideas which may result in immediate solutions or may become solutions to problems in the future.
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Tool #9: Idea Selection Tool

After an adequate selection of tools has been proposed, the next step is to begin bringing together common themes, 
allowing the best ideas to filter to the top and, ultimately, selecting the single best idea.

What to Do:

Step 1:  Identifying the idea direction

The previous tools (Ideation, The 6 Thinking Hats, 60-second Soapbox and World Cafe) have allowed for the generation 
and listing of many ideas.  Now, it is time to begin grouping those ideas to understand the direction in which our ideas 
are going.  

• The facilitator or leader asks participants to review the various ideas that have emerged from the earlier ideation 
exercises, which should be written down on pieces of paper or Post-it notes on the wall, or on tables that 
everyone can see.  Participants are then asked to choose the two ideas they believe are the best.  The remaining 
ideas will be saved for record of the session and for future idea sessions.  Allow 5-10 min for each participant to 
review the choices and carefully select the ideas they think are best.   

• Next, the facilitator asks each participant to read out the ideas they selected as being the best.  Then the group 
chooses a title to give to each idea direction.  Ideas which are similar in direction are then grouped together 
(either placed next to each other on a wall, if they are Post-its; or laid next to one another on a table, if they 
are pieces of paper).  Depending on the number of participants and number of ideas, there could be 10-15 idea 
directions.    

• The group then votes on the best idea direction.  The process for voting on the idea direction is that each 
participant is given three stickers or pieces of Prestik.  They stand up to review the various idea directions and 
then place their sticker or Prestik on the idea direction they believe has the best possibilities.  

• Once voting has taken place and the winning idea direction is clear, then each of the ideas within that direction 
can be developed further.

Step 2:  Idea Mapping

Mind mapping is a well-known brainstorming technique.  To make a mind map, place the main theme in the centre, 
enclosed in a circle.  Key words associated with the central theme are added around it.  It’s a simple, visual technique 
to think through a theme and to see connections.

In this case, we will apply the principles of mind mapping to idea mapping in the municipal context.

• The facilitator explains briefly what mind mapping is and how it works.  There must be large, blank sheets 
available for each idea within the selected idea direction.  The participants are then broken into groups and each 
group is given an idea to map.  On the sheets, the participants will place the title of the idea in the centre, with a 
circle around it.  Then, arms or lines will extend from the circle with three subdivisions:  “What?”, “For Whom?” 
and “How?”  

Purpose:  To.
Level of Participants:  Innovation team Number of people required:  3-4

Degree of difficulty (1-10): 7 Time required:  2-3 hours

Why are we doing this?

In order to identify and select the best idea from the 
mix of ideas and take it forward to proposal.

What do we need for it?

A quiet, calm space, free from distractions, in which 
to think.  A piece of paper and flip charts or chalk 
boards on which to group ideas may be useful.
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• Each group completes the map for the idea, which they have been assigned and then each group presents the 
idea map to the rest of the group, led by one group member, in a 3-minute verbal explanation or pitch.  After 
the pitch, other groups are encouraged to offer their thoughts on the idea, which the first group may not have 
considered.  These new thoughts and ideas are written down on a piece of paper or Post-it and added to the idea 
map.  Each idea map is handled in this way.

Step 3:  Interrogate and Improve

• The purpose of this step is to improve each of the idea maps and concepts by applying a critical eye.  

• The facilitator takes a vote and holds a discussion with the group in order to assess which two or three ideas are 
the best and are worth carrying forward.

• With these two or three ideas, the group is broken up into two or three teams (depending on the number 
of ideas selected).  These teams each receive one of the ideas and brainstorm the pros and cons of the idea, 
recording their thoughts.  This activity lasts 30 minutes, after which the groups switch until each group has 
interrogated the pros and cons of each idea.

• Then, each group takes a turn presenting their findings of the pros and cons of each idea.  These thoughts are 
written on paper or Post-its and attached to the idea map.

Step 4: Selection

• The facilitator reviews the idea directions with which the group started, reviews the selected direction and the 
ideas under that direction, reads out the summary of each idea map, with the positive and negative implications 
of each idea.

• Then the group votes on which idea is the most likely to address the core municipal issue and which is the most 
realistic and likely to succeed.

      Afternotes:

The process outlined above is a fairly clear, simple, step-by-step process to follow in analysing and selecting 
ideas.  Once all participants have voted on their preferred idea, and the winning idea has been announced, 
it is then the job of the innovation team to move onto the next phase of the journey, which involves the 
proposal and testing of that idea
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At its core, innovation is about solving problems.  Often it is about solving the most basic of problems.  On the 
innovation journey, as in everyday life, we face challenges and the exciting thing is how we solve them.  

In phase 4, there may be resistance or challenges that need to be identified.  Leaders and innovators need to develop 
skills for solutions.  This phase is about advancing and testing the best ideas that emerged out of the ideation phase.  
Testing can be done with stakeholders and target groups. It is about taking the best ideas forward, developing them 
further into formal proposals and testing them

Proposal & TestingChapter 
4

         Checkpoint!

• Once ideas have been generated and the best ideas have been selected, it is time to propose and begin 
testing those ideas.

• The purpose of a formal proposal to municipal leadership is to ensure that all necessary thinking and 
planning for the innovation project has been done.

• Stakeholder engagement is a critical part of the project planning
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Tool #10: Stakeholder Consultation

In deciding upon the innovation project and in understanding its impact, it is important to gain the input, thoughts, 
suggestions and ideas of other affected parties.  This happens before the idea is presented to the executive leadership 
of the municipality.  By consulting stakeholders, innovators are able to understand areas of the impact they may not 
have understood or anticipated otherwise.  The results feed into one of the information categories in the Innovation 
Proposal.  

In formulation of the Innovation Project Proposal, innovators shall reach out to all affected departments and 
communities to test the idea, discuss the implications, listen to the thoughts and perspectives of those affected, 
and formally record the inputs and opinions of stakeholders.  Stakeholder consultation can be done via one-on-one 
meetings, focus groups, questionnaires, World Cafes or other large meetings.

Keep a log of all stakeholder meetings held to discuss the selected Innovation Project and the corresponding findings 
and observations from each meeting

      Afternotes:

Consulting the stakeholders of a potential Innovation Project is the first step.  Once consultations have taken 
place, it is critical to allow their feedback to influence the structure of the project, and the project proposal 
in ways that are useful.

Purpose:  To communicate the details of the innovation project and to seek feedback from 
those affected
Level of Participant:  Innovation Team Number of people required:  Rounds of people; 

different stakeholder groups

Degree of difficulty (1-10): 8 Time required:  Ongoing; weeks

Why are we doing this?  

For two important reasons:  1 – people are more likely to adapt 
to a new innovation when they feel they have been consult-
ed.  2 – t o identify blind spots, unintended impacts and to get 
broader perspective on the idea and how it will affect others.

What do we need for it?  

Transport to meetings or communications systems 
(telephones, internet for emails and Skype or other 
means of communicating with others).

Meeting Date: Meeting Location:

Stakeholders consulted: Representation (% women, % youth, % disabled):  

Observations and Issues Raised:

Are challenges arising in the community recognised?

Is the concept clear?

Does the concept fit the purpose for which it is being proposed?

Grade (from 1-10) the positive and negative aspects of the project and its implications.
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      Afternotes:

Once the Innovation Project Proposal has been submitted and formally approved by municipal leadership, 
implementation of the project may begin.

Tool #11: Innovation Project Proposal

Once ideas have been brainstormed, the best have been selected and stakeholders have been consulted, it is time to 
draw up the formal proposal for the innovation for the municipal leadership.

Purpose:  To provide a template, which can be used to formally propose the selected Innovation 
Project to municipal leadership.
Level of Participant:  Innovation Team Number of people required:  1-3

Degree of difficulty (1-10): 9 Time required:  1 day

Why are we doing this?  

To gain formal approval for the Innovation Project 
from municipal leadership.

What do we need for it?  

All information on the project.  This can be done in a 
Word document on a computer or can be hand written, 
in the format provided below.

Innovation Project Name:

  

Implementing Department:

The nature of the problem being solved: Target Location:

Target Community: Proposed Start Date:

Duration: Results of Testing:

Brief Description of the Innovation Project (highlighting benefits for citizens and for the municipality, and feasi-
bility of the project for the municipality of the project): 

Observations from Stakeholders (highlighting risks of the project):

Costs of Innovation Project:



41 Local Government Innovation Toolkit

ImplementationChapter 
5

After ideas have been proposed, leadership issues approval. 
The next step is to begin implementing the selected idea(s) 
(Implementation).  Phase 5, is the final push to roll out innovation.  
Implementation can be done on a small scale to mitigate risks with 
a small group, soliciting stakeholder feedback or implementing the 
idea directly.  Implementation of the innovation is the final step 
before reaching the goal. 

Ideation is a critical step in setting the mind free and allowing a 
necessary level of thinking. However, implementation is where the 
creation of ideas, manifested into the strongest idea, is then put 
into practice.  

Opposition to innovation is a reality that needs to be taken into 
account. It is critical to include the perspectives and positions of 
implementers and target groups from the beginning of the process 
(i.e. from ideation) in order to mitigate the risk of them developing 
opposition to the project once it is implemented.

The following tool will allow for the identification of risks at the 
implementation stage, which should be carried on throughout the 
life of the project.

“Ideas are easy.  Implementation is hard.”

Guy Kawasaki

“Knowledge isn’t power until it is applied”

Dale Carnegie 

         Checkpoint!
• Implementation is the key phase in which the best ideas, selected and defined, are put to the test.

• Risks must be identified at the stage of project proposal. However, risks are actively mitigated in the 
implementation stage.
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      Afternotes:

Risk mitigation is an ongoing process.  As the Innovation Project proceeds, new risks will emerge, new issues 
will present themselves and new solutions will need to be explored.  The risk mitigation process should be 
undergone at the beginning of the Innovation Journey, throughout the journey and into the future.

Tool #12:  Risk Mitigation

When implementing the Innovation Project amongst a small group, in order to mitigate risks it is important to record 
those risks and to analyse them.  Further, risks identification should be part of the innovation project proposal and 
risk mitigation should be done at the beginning, as well as throughout the life of an Innovation Project.

Purpose:  To implement the Innovation Project in a way that allows it to be experienced. Re-
veals new or unintended risks. 

Level of Participant:  Innovation Project Implementer Number of people required:  1, with additional feed-
back from the stakeholders

Degree of difficulty (1-10): 5 Time required:  Depends upon the nature of the Inno-
vation Project

Why are we doing this?  

In order to roll out the project and continuously identi-
fy and mitigate related risks.

What do we need for it?  

Record keeping capacity, risks analysis capacity and 
a high level of honesty about risks that may not have 
been anticipated.

Risks and Mitigation Mechanisms:  For each identified risk, fill in the form below:

Risk Category:  

Risk Name:

Background to risk:  

Impact on the project, should the risk go unmitigated: 

Likelihood of the risk coming to be:

Current controls to mitigate the risk:

Risk Owner:

Perceived control over the risk: 

Future plans to further mitigate the risk:

Target completion date of all mitigating actions:
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At the end, you will reach the physical destination of 
your journey, which corresponds to rolling out the 
new innovation and capturing learning (Refection).  
In phase 6, the traveller is encouraged to reflect 
upon her journey, exploring her unique perspective.  
She will make an informed reassessment of the 
innovation map and rewrite the rules for future 
innovation.  Critical here is to reflect upon what has 
been learned from the Innovation Journey, whether 
it affects strategy going forward, and how to use 
what has been learned to influence later decisions.

The journey of innovation can be exciting, enticing, 
life-changing, overwhelming at times, harrowing and 
certainly reflective, in nature.  

In the myth, the Odyssey, after ten years of 
war, Odysseus the King of Ithaca wanders the 
Mediterranean and its coastal lands for another ten 
years before finally arriving home.

Upon his arrival, he is shocked to find his home full 
of "noble" men, each hoping to win his wife's hand 
in marriage and his fortune.  He is faced with the 
weight of his journey, all he has learned and how he 
can re-enter his life with power and dignity, resuming 
his reign as King.   

The Innovation Journey has many parallels to 
Odysseus'.  He too had to prepare and to declare 
his destination (vision/ goal--phase 1); he then had 
to pack, prepare and crew his journey (phase 2); 
once ready, he had to set off toward his destination 
(phase 3); and along the way, he was met with 
pitfalls, challenges and failures which he needed to 
solve or learn from (phase 4); and finally, he returns 
to his kingdom, a changed leader, possessing greater 
wisdom and greater duty (phase 5). 

ReflectionChapter 
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The task for leaders, upon return to the municipal area of operation 
after learning about innovation, is to reflect upon the experiences 
and to capture the learnings.  Each Innovation Journey reveals 
more about the process, more about how best to navigate it and 
more about each participant as an individual.  Once innovation 
has begun, the challenge will be to continue innovating, to resist 
comfort and complacency, to challenge as leaders and to bring the 
lessons back to the municipality.

“There is nothing like returning to a place 
that remains unchanged to find the ways 
in which you yourself have altered.”

Nelson Mandela 

“Learning and innovation go hand in 
hand. The arrogance of success is to 
think that what you did yesterday will be 
sufficient for tomorrow”

William Pollard, Physicist and Priest 

Approaching Problems
Level 1:  Problem Solving – A reactive approach to innovation.  This first level of innovation can be both power-
ful and creative.  However, sometimes the stimulus-response nature of this style of innovation can limit people 
to contributing ideas of lower value.  We all know co-workers who spend most of their time putting out fires, 
which is not necessarily a bad thing, but the danger of constantly dealing with the urgent issues, at the expense 
of the important and strategic, is obvious.

Level 2:  Problem Prevention – What if a problem has not happened yet, but lies in the future in the form of a 
risk?  Anticipating a problem before it occurs is a more proactive practice than trying to solve it after it has un-
ravelled.  Municipal innovators who can respond in advance to looming legislation, changes in citizen behaviour, 
changing preferences and technological advances can be more valuable to a municipality than a reactive prob-
lem-solver.   

Level 3:  Continuous Improvement – When you are able to rise above the current and future problems, you 
will notice the processes, policies and practices that are working well.  But even when there are no problems, it 
doesn’t mean you shouldn’t be innovating.  Many argue that the periods of calm, free from crisis, are the very 
periods in which to reflect on your municipality and to rethink how processes that are working could be im-
proved.  
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Level 4:  Creation of a new future – This may represent the greatest challenge for innovators and perhaps the 
most significant problem facing every municipality.  In today’s climate of fast-paced, constant change, tremen-
dous pressure falls upon the municipalities to keep up and continually reinvent themselves.  Disruptive forces 
are constantly lurking in the shadows, ready to pounce upon otherwise successful processes.  Staying relevant is 
not easy.  One way to remain on the cusp of change and to look proverbially into the future is to create engage-
ment, on a periodic basis, with people from outside your municipality – people from the private sector, from 
civil society, from think tanks or research institutions or other entities that operate and process and behave 
differently than you.  Only by actively seeking out new perspectives and ideas, will you be sure to stay ahead of 
change, and contribute to what the future looks like.

Level of Innovator Mindset Outcome

Level 4: Creator of a New Future Visionary, fully engaged, and 
entrepreneurial – “Where must we 
be in 10 years?”

Breakthrough products, strategies 
and business models are generated.

Level 3: Continuous Improver Dissatisfied with the status quo – 
“Good enough is not good enough.”

Incremental upgrades are proposed 
and implemented.

Level 2: Problem Preventer Mindful of and prepared for 
potential challenges – “Not on my 
watch.”

Market and operational risks are 
managed and mitigated.

Level 1: Problem Solver Practical, component, can-do 
attitude – “I can fix this.”

Challenges are resolved to the 
satisfaction of key stakeholders.

         Checkpoint!

• Reflection is the phase in which learnings are captured.

• That which is learned through implementation of the project may be used to improve or alter future 
projects, but this is only possible if the innovation team reflects on the project and records what should 
be changed in the future.

• Reflection is like evaluation – it is the phase where one looks back to see the path made, reviews the 
ways things have changed from the beginning of the journey and assesses what worked and what did 
not work.

“What gets measured gets improved.”

Peter Drucker 
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      Afternotes:

This tool allows for a high level, deeply mindful reflection on the ways that a municipality should be 
changing as it becomes an innovator.  The answers should reveal ever deeper levels of necessary inquiry, 
improvement and aspiration.

Tool #13:  The Eight Essentials of Innovation Performance

Once you have returned from your Innovation Journey, it will be necessary to reflect periodically on the current 
culture of your municipality, the culture you are creating each day and the ways that it can be improved.  The 
return home is one of reflection, saturation and analysis of how your lessons can continue to improve your working 
environment.  The tool below, modified from McKinsey & Company's eight essentials of innovation performance, 
assists with this type of reflection.

Purpose:  The checklist questions provide municipal CEOs/Mayors a robust framework to use as 
the lens through which their innovation culture may be viewed and refects the extent to which 
innovation has been mainstreamed. 

Level of Participant:  Executive; Executive Team Number of people required:  1

Degree of difficulty (1-10): 8 Time required:  1 hour

Why are we doing this?  This exercise allows the 
Municipal CEO/Mayor the chance to reflect on pointed 
questions that reveal the actual extent of innovation 
culture.

What do we need for it?  All available information on 
how innovation is encouraged and handled within the 
municipality. A spare sheet of paper or flip chart for 
the answers.

The Eight Essentials of Innovation Performance
1. Aspire:  Do you accept innovation-led growth as absolutely critical, and do you have cascaded targets 
throughout the municipality that reflect this?
2. Choose:  Do you invest in a coherent time- and risk-balanced portfolio of initiatives that are resourced to win?

3. Discover:  Do you have actionable and differentiated insights into your citizenry that translate into winning 
service delivery and representation?
4. Evolve:   Do you create new models that provide defensible, robust, and scalable service delivery sources?

5. Accelerate:  Do you beat other municipalities with fast and effective development and launch of innovations?

6. Scale:  Do you launch innovations in the relevant communities and amongst the appropriate populations at 
the right pace?
7. Extend:  Do you win by creating and capitalising on external networks or partners for ideas and improvement?

8. Mobilise:  Are your people motivated, rewarded and organised to repeatedly innovate?
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Moving Forward

The risks and rewards of innovation

Innovation can be a complex process with many stages. It will often 
require investment of time and money before positive effects can 
be seen. If you're thinking about innovation in your municipality, be 
sure that the ideas tested will be of benefit.

For example, will they add value to your municipality? 'Value 
added' is a good measure of how well a municipal department is 
doing.  In order to increase the value of your services, you should 
focus on improving the efficiency of your service delivery model, by 
increasing your value added.

Throughout this toolkit, we have introduced the basic vocabulary 
and concepts associated with innovation.  We have provided a 
framework model called the Innovation Journey, including five 
phases through which to encounter the steps of innovation.  The 
reader has been exposed to tools within each phase of the journey 
that will allow the innovation team to carry out the concepts 
discussed.  Each tool has been provided with accompanying 
instructions, materials requirements, number of people meant to 
participate and concluding notes on how the tool can be acted upon 
after use.  

Each municipality is unique, with its own challenges, strengths, 
resources and strategies.  This toolkit attempts to reach each 
municipality where it is, on its terms and in ways that it will find 
most useful.

Welcome to the end of your Innovation Journey toolkit.  While this is 
the end of a toolkit, it is only the beginning of your actual Innovation 
Journey.  From here, your live journey begins and what a beautiful 
journey it is sure to be.

“Without change there is no innovation, 
creativity, or incentive for improvement. 
Those who initiate change will have 
a better opportunity to manage the 
change that is inevitable.”

William Pollard 
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Glossary of terms
Efficiency-led Innovation:  An innovation that was developed 
in the interest of improving the efficiency of a given process 
or service.

Entrepreneurship:  Entrepreneurship is the process of 
designing, launching and running a new business or concept, 
offering a product, process or service. It has been defined 
as the "capacity and willingness to develop, organise and 
manage a business venture along with any of its risks in 
order to make a profit."

Ideation:  The formation of ideas or concepts.

Incremental Innovation:  The majority of innovations are 
incremental in nature, involving minor changes to existing 
systems or processes.  Incremental innovations rarely 
change structure or rock the boat of operations at the 
municipal level, but they are critical to the relentless pursuit 
of improvement in public services.  

Innovation:  A new method, idea, product or service.

Innovative (of a person):  Introducing new ideas; original 
and creative in thinking.

Innovator:  A person who introduces new methods, ideas, 
products or services.

Needs-led Innovation:  An innovation that is driven by the 
needs or demands of the population being served.

Open Innovation:  A way of thinking that assumes that 
municipalities can and should use external ideas as well as 
internal ideas and internal and external paths to delivering 
services.

Private Sector:  The part of the economy, sometimes referred 
to as the citizen sector, which is run by private individuals or 
groups, usually as a means of enterprise for profit, and is not 
controlled by the State.

Municipalities:  Areas of the economy controlled by the 
state.

Radical Innovation:  Radical innovations are less frequent 
than incremental innovations, but often involve dramatically 
new services or new ways of offering services.  

Systemic Innovation:  A type of innovation that changes the 
way systems function or operate.

Systems of Innovation:  The flow of ideas, technology and 
information among people, enterprises and institutions 
which is key to the innovative process.  The physical space 
and culture in which innovation happens.

Weak Signals:  A weak future signal is an early warning 
of change in the population or in the way they live, which 
typically becomes stronger by combining with other signals.
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