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Whole Team 

Intrapreneur

About Macker

IBMer Pastor

Transformation junkie

@macker | mackeribm@gmail.com
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Essential question:

How might self-directed teams 
communicate and collaborate to 

breakthrough?

#breakthroughteams@macker | mackeribm@gmail.com
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Always strive for 
shared 
understanding
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Reaching Shared Understanding

@macker #breakthroughteams@macker
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Reaching Shared Understanding

@macker #breakthroughteams
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Reaching Shared Understanding

@macker #breakthroughteams
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Getting from “oh” to “aha!”

@macker #breakthroughteams
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Solving the problem of working on teams

• What are we doing here? 
(Shared goals)

• How will we work together? 
(Team commitment)

@macker #breakthroughteams
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Tips for getting to shared understanding

• Make the abstract concrete

• Show me, don’t tell me
• Be visual (mural.co)

• Draw diagrams

• Sketch

• Write words! Use Post-it notes

• Ask the “stupid” questions –
don’t assume

#thinkingskills@macker
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http://mural.co/
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Reaching Shared Understanding

©Jeff Patton

@macker #breakthroughteams@macker | mackeribm@gmail.com
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Understand the 
process for team 
innovative thinking
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Breakthrough Thinking at a glance

#breakthroughteams@macker
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Clarify the situation

@macker #breakthroughteams
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Clarify the situation

@macker #breakthroughteams@macker
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Clarify the situation

@macker ack-labs.com#breakthroughteams@macker | mackeribm@gmail.com
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Generate ideas
To infinity 

and 

beyond!!!

@macker #breakthroughteams
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Ideate - generate ideas

@macker #breakthroughteams@macker
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Ideate - generate ideas

@macker ack-labs.com#breakthroughteams@macker | mackeribm@gmail.com
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Develop Solutions

@macker #breakthroughteams
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Develop solutions

@macker ack-labs.com#breakthroughteams@macker
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Develop solutions

@macker ack-labs.com#breakthroughteams@macker | mackeribm@gmail.com
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Develop solutions

@macker ack-labs.com#breakthroughteams@macker | mackeribm@gmail.com
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Implement plans

#breakthroughteams@macker
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Implement plans

#breakthroughteams@macker

Just do it!

https://www.youtube.com/watch?v=ZXsQAXx_ao0
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Implement plans

ack-labs.com#breakthroughteams@macker | mackeribm@gmail.com
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Elements of Breakthrough Thinking

Clarify Ideate Develop Implement

@macker #breakthroughteams
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Iteration over time

Clarify

Ideate

Develop

Implement

@macker #breakthroughteams
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The heartbeat of creativity
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ImplementIdeate DevelopClarify

#breakthroughteams@macker

Diverge-converge at every stage
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Understand your 
team’s thinking mode 
preference
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• Gain self mastery

• Grow empathy & respect

• Leverage diversity

• Build better teams

• Improve performance

Awareness helps
• Creative thinking is universal

• Steps have unique mental skills

• Thinking preferences

• Gain and lose energy

Research shows

@macker
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Person meets Process

Know your mind

#breakthroughteams@macker
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The

mainstream

New

thinking

New

thinking

#breakthroughteams@macker

Where new thinking comes from
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•

#breakthroughteams@macker

How do low preferences show up?
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Breakthrough Thinking at a glance

4
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• Each person take 4 sticky notes

• On the top of each write one of the following:
• Clarify, Ideate, Develop, or Implement

• From left to right, sort the four sticky notes from most to least like you

1 2

Exercise – Thinking Mode Preferences

#breakthroughteams@macker

3 4



51#breakthroughteams@macker

• Find a partner

• Share styles

• Identify differences, similarities

• Discuss how this might influence

your working relationship

Style differences
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How to embrace
cognitive diversity

#breakthroughteams@macker
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When you clarify…
• Understand the situation

• Identify key data

• Look for gaps and opportunities

• Pinpoint problems/challenges
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• Play with lots of ideas

• See the big picture

• Imagine possibilities

• Make new connections

When you ideate…
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• Evaluate ideas

• Refine solutions

• Understand the system

• Plan for implementation

When you develop…
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When you implement…

• Take action

• Learn as you go

• “Test fast. Fail fast. Adjust fast.”

• Cycle back into the process
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Ambiguity Novelty

Complexity

Risk
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Keys Recap
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Breakthrough Teams have shared:

Climer, 2016

Team Purpose

1. Clarify

2. Ideate

3. Develop

4. Implement

1. Shared goals

2. Team commitment

Team Creative Process Team Dynamic

1. Communication

2. Participative Safety & 

Trust

3. Creative Abrasion

A. Where are we now?

B. Where do we want to be?

C. How do we get there?

D. What do we need to do?

E. Execute, Adapt

1. Define the problem

2. Root cause

3. Solution options

4. Proposed solution

A. Observe

B. Reflect

C. Make

What are we doing as a team?
How willing are we to align and 
engage?

How do we ensure novelty 
and diversity of thought in 
our development process?

How will we work 
together to achieve 
our shared goals?

#breakthroughteams@macker
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Things you found most 

interesting or useful

Taking it forward

How might 

you apply it?
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Comments? Questions? 
Damning with faint praise?

mackeribm@gmail.com
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mackeribm@gmail.com

Thank you!
@macker | mackeribm@gmail.com
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Resources

• Deeper dive on structuring teams for breakthrough
• ibm.biz/breakthrough-teams

• ibm.biz/agile-transform

• References
• NY Times: http://www.nytimes.com/2014/02/09/education/edlife/what-kind-of-thinker-are-you.html
• Fast Company: http://www.fastcompany.com/3026327/leadership-now/can-creativity-really-be-taught
• Forbes: http://www.forbes.com/sites/cherylsnappconner/2014/05/08/4-ways-to-increase-creativity-as-an-

entrepreneur/#2715e4857a0b5993c64d3f3e
• Creativity is serious business: http://blog.mural.co/2015/10/09/creativity-is-serious-business-an-interview-

with-john-cabra
• Creativity Becomes an Academic Discipline: http://www.nytimes.com/2014/02/09/education/edlife/creativity-

becomes-an-academic-discipline.html
• What teams land on Top? http://us6.campaign-

archive1.com/?u=baee16128da27daeb178701a9&id=dc08b0bb33
• The Creative Problem Solving model: http://members.optusnet.com.au/charles57/Creative/Brain/cps.htm
• The need for Design Thinking: https://svad.cah.ucf.edu/files/director/designthinkinginbusinessschools.pdf

http://ibm.biz/breakthrough-teams
http://ibm.biz/agile-transform
http://www.nytimes.com/2014/02/09/education/edlife/what-kind-of-thinker-are-you.html
http://www.fastcompany.com/3026327/leadership-now/can-creativity-really-be-taught
http://www.forbes.com/sites/cherylsnappconner/2014/05/08/4-ways-to-increase-creativity-as-an-entrepreneur/#2715e4857a0b5993c64d3f3e
http://blog.mural.co/2015/10/09/creativity-is-serious-business-an-interview-with-john-cabra
http://www.nytimes.com/2014/02/09/education/edlife/creativity-becomes-an-academic-discipline.html
http://us6.campaign-archive1.com/?u=baee16128da27daeb178701a9&id=dc08b0bb33
http://members.optusnet.com.au/charles57/Creative/Brain/cps.htm
https://svad.cah.ucf.edu/files/director/designthinkinginbusinessschools.pdf
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