X-functional creativity
Fostering Creativity amongst diverse groups to address strategy challenges
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X-functional creativity - Workshop Design
Context:

Facilitation Roles:

This is a working session
between people of the same
organization, PEPSI, coming from
diﬀerent functional roles in the
same hierarchy.

One main facilitator, presenting the
diﬀerent parts of the process and
introducing the target of each stage.
Monitoring progress and facilitating
interaction.

Problem:
PEPSI is loosing market share in
North America. In the last 2
quarters it has lost almost 3
percentage points, to aggressive
competition.

One supporting facilitator arranging
spatial as well as material related
requirements during the diﬀerent
stages of the facilitation.

Participants:
Six heads of functional departments
in the US oﬃce. Marketing,
Finance, Manufacturing, Human
Resources, R&D, Sales.

One time keeper, maintaining a close
monitoring towards the timely
completion of all parts of the process
and assisting
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Logo always in prominent position next to the
projector board and next to the framework area.

X-functional creativity - Workshop Design
Entry to the process

Intro to the problem

The purpose of the entry is to break the
distance between diﬀerent depts. in the same
organization and between people of diﬀerent
background and with diﬀerent agendas in
solving the problem. Through the use of an
entertaining problem, the group will be called
to find a solution to an unusual problem. How
do we fit an egg inside a bottle without having
to break the egg?

The purpose is to introduce members of the team and
explain roles for the problem at hand. As a way to
increase immediacy, motivation and participation the
facilitator will present an audio file that the company
CEO sent specifically for the purpose of the facilitation,
describing the problem at hand and setting the target.
Work Space: standing around the table.

At this stage the team will be called to work
around the problem collectively and with no
pre-assigned roles or other direction.
Materials used. A bottle, 2 boiled eggs, 1
small piece of paper, 2 matches.
Solution: matches have to be lighted, thrown
in the bottle and immediately put the egg on
the opening of the bottle. Egg will be sucked
in.
Available time: 5’

Materials: Table Paper stands for the people, pepsi
logos on the wall. Tags, post-its, table signs and
markers that relate to the colors of their role.
Available time: 2’
Overview:
1. “You are people with diﬀerent functional roles in the
business. So you have to start generating questions
from your perspective but don't be too limited by your
role. (i.e. you can come up with a question that relates
to a diﬀerent functional area than yours).”

marketing---blue
r&d---pink
finance---yellow
manufacturing---purple
hr---green
sales---orange
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Logo always in prominent position next to the
projector board and next to the framework area.

X-functional creativity - Workshop Design
Generative
The purpose of this part is for the
participants to come up with different views
of the problem. The look at the problem thru
the 4 areas of the framework they use, in a
collaborative manner. No judgmental
exclusions at this point. No solutions.
Work Space: Foam-core of PPPOP
framework
Material: Group Colored Post-its on the
framework.
Available time: 10’
Overview:
“The questions that you come up with will
address the problem from the perspective of
any of the quadrants. Feel free to address as
many quadrants as you find necessary.
Please limit your input in a maximum of a 2line sentence.
“Put the questions, in the most appropriate of
the 4 quadrants(Planning, Opportunity,
People, Product) and use your assigned
colored post-it, to signify a question coming
from you.”

Reframing
The purpose here is to reframe the initial problem,
by creating questions that summarize the purpose of
a solution in each of the quadrants on the PPPOP
framework. Questions should be well focused,
following the Reframing question format which is
introduced during this part of the workshop. (i.e.
How, Who, What, Why). Short 3-slide presentation is
offered on the projector on how to use the reframing
question model.
E.g.

RFQ.: How can I as a parent, help my kids, improve their
time management, so that they have more time to get rest,
and recuperate from their demanding schedule?

Work Space: White board, underneath the
quadrants of the PPPOP framework.
Material: A4 template for reframing question that
needs to be filled by the groups. Duck tape for
attaching template on the board.
Available time: 10’
Overview:
“Create one reframing question that describes each
quadrant in total. Use the structure offered, to build
your question.”
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Logo always in prominent position next to the
projector board and next to the framework area.

X-functional creativity - Workshop Design
Prioritize
Purpose here is to create some direction for
the business, by promoting the most important
questions to answer. The organization then
should align all necessary resources behind
coming up with viable solutions to those
questions.
A new framework is introduced and briefly
explained. All previously developed questions
should be prioritized based on the 2X2
framework
Work Space: On the board around a 34X48
white sheet of paper.
Material:
Foam Core 2X2, 8-10 A4 pages of the framing
questions that were previously developed.
Available time: 5’
Overview:
“Take your reframing questions and put them
on the 2X2 based on their impact and time to
prepare for implementation.Imagine that all
necessary resources are available to you and
you only score based on those two variables
(i.e. impact vs implementation time)”
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Logo always in prominent position next to the
projector board and next to the framework area.

X-functional creativity - Workshop Design
Summarize
The purpose of that part is to offer the
team the opportunity to reply to the
CEO’s challenge
Space: Team around the central desk
starting to devise the answer to the
CEO’s challenge.
Material: Pages of A4, 11X17, template
for final email to be sent to the CEO.
Sharpies and colored paper, scissors
and tape, some foam core and a photo
camera for creating the final 3 slides.
Available time: 8’
“Choose the questions that you would
like to address as a group collectively.
Prepare 3 slides (11X17) as a short
justification accompanying these
questions that you can send back to the
CEO in the form of an email. Be as
creative as you wish on the 3 slides.
Use, pictures letters, sketches or
anything that will convey your message
best.”
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Logo always in prominent position next to the
projector board and next to the framework area.

