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Successful Ideation Sessions
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Inviting the Right People
Like a great dinner party, a successful ideation 
session relies on inviting the right people. 
Identifying those attendees is no easy feat, 
but four important traits can point moderators 
in the right direction.

Comfort with Contribution
Often today, employees may attend ideation 
sessions and not utter a single word. This 
behavior actively hurts the group’s ability to 
produce their best work. In order to identify the 
right people to participate, it’s important to link the 
mission of the session to the participants’ areas of 
expertise and goals.

To assemble a proactive team prepared to 
engage and dissect the challenge at hand, be 
sure to send out an invitation that includes an 
agenda. Every single attendee should join the 
meeting with an understanding of why the session 
is being held and that they will be expected to 
contribute.

These attendees do not necessarily need to 
physically sit in the same room. All ideation should 
reflect the fact that today’s business community is 
moving towards a more global and interconnected 
way of communicating.

Deep Understanding
When selecting ideation attendees, look for 
those who have a deep understanding of the 
challenges in question. Google’s former 
Global Head of Content Strategy, Veronique 
Lafargue, insisted that session attendees 
speak to users in the field prior to 
brainstorms in order to collect stories, 
emotions and ideas prior to brainstorms4. 
This deep understanding of the challenge 
and environment better equipped the team to 
find successful solutions.

Cognitive and Functional Diversity
In a study published by the Harvard Business 
Review, psychological analysis of six teams 
showed a significant correlation between 
high performance and high cognitive 
diversity. The Harvard Business Review
defines cognitive diversity as “differences in 
perspective or information processing 
styles.5” 

Leveraging this type of diversity will foster an 
inclusive environment and allow for different 
ideas to flourish.
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Innovation as an Art

The concept of brainstorming was first presented in Alex Osborn’s 1953 book, 

Applied Imagination. While it has since become an institutional tool for          

sourcing the best ideas, brainstorm sessions have evolved over the years.

One new approach, known as ideation, places a greater focus on increasing participants’ 

creativity and accountability and adding time for private reflection before or after the session to 

improve team productivity in real time during the session. Ideation is designed to help 

organizations achieve actionable business results, whether that’s faster product rollouts, improved 

customer experiences, breakthrough designs or more rapid development advanced technology 

solutions.

Not all brainstorms, or ideation sessions, are created equal, though. While some brainstorms lead 

to the creation of a Tesla or an Airbnb, others end with no apparent results. The following five 

best practices will ensure that every ideation session produces new ideas that innovate 

and solve problems to drive your organization forward.



It can also be helpful to include people who are 
functionally diverse but have similar or relevant 
experience from other lines of business or 
different industries. This kind of attendee may 
be able to transfer insights from their realm of 
experience that adds valuable outside 
perspectives and engenders more creative 
outputs.

Decision-Making Prowess
To ensure that the meeting results in actionable 
progress, invite decision makers and key 
stakeholders. While it’s not always necessary to 
make decisions in an ideation session, it can 
help to have these players fully briefed and 
involved for when that moment arrives. 

These traits will create a foundation for an 
informed, collaborative discussion that will 
ensure the best-suited attendees are ideating at 
your side.

Quantity vs. Quality
There’s no hard and fast rule for how many 
attendees will provide the best ideation results. 
A Nielsen Norman Group study explored how 
professionals prefer to ideate. 287 user 
experience professionals were polled, and a 
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Amazon CEO and Founder Jeff Bezos 
famously follows the “two pizza rule,” 

advocating that

two pizzas should be able to 
feed all participants in a 

meeting1

whopping 99 percent said they tend to ideate in 
groups of eight or less2

Alternatively, the Harvard Business Review
mentions the 8-18-1800 rule, citing: 
• When holding a meeting to make a decision, 

stick to inviting eight people or less. More 
participants may cloud the team’s ability to 
make a clear decision. 

• When brainstorming, 18 people or less is 
ideal.

• When providing broad updates or activating a 
team, 1,800 or more will work just fine3

Despite these differing opinions, it’s clear that too 
many voices can cloud the brainstorm. Instead, 
focus on a smaller group of people who can 
provide quality contributions to drive the 
innovation.

Giving It Time

Brainstorming, if done properly, takes time. Each 
step of the ideation process should provide 
participants and stakeholders with enough time to 
carefully think through the task at hand. 

Before
Send all briefing materials for the session a full 48 
hours in advance and encourage attendees to take 
the opportunity to process the information. The 
initial materials serve as the foundation for the 
ideation session. Sharing a template asking for 
their feedback or initial thoughts on the briefing 
materials activates the team to prepare to 
participate. This activity enables individuals to 
organize their ideas to get discussion flowing 
immediately and make the best use of the meeting 
time.

During
Scheduling of the brainstorm is important. 
You want to be sure to allot plenty of time to 
get the team motivated, focused and 
ideating. Though every ideation session is 
different, thirty minutes is often not enough. 
As Neil Pavitt, author of Brainhack: Tips and 
Tricks to Unleash Your Brain’s Full Potential,
said, “Brainstorms might come in convenient 
half-hour and hour time slots, but ideas 
don’t.”6 In addition, think about the timing of 
your session in context. If you know there’s 
an important client meeting on a Wednesday 
and you want subject matter experts from 
your organization to attend your session, 
don’t book it for a Tuesday.
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After
One ideation session is never enough. 
Developing ideas is an ongoing process that 
requires a commitment to see the challenge 
through. Plan for a follow-up session with the 
full group or specific individuals to continue 
thinking through the challenge with a fresh 
perspective.

Choosing the Right Tools

Unfortunately, office technology often 
makes ideation sessions less efficient. 
Whiteboards get accidentally erased. 
Markers and phones don’t work at the 
moment when you need them. The 
technology available is too difficult to use 
or takes too long to set up. People on the 
phone can’t hear what’s being said or see 
what’s being created in the room.

1. Versatile. Ideas can come in many shapes and sizes. Find a technology that supports 
capturing and sharing visuals as well as standard text to avoid restricting creativity.  

2. Intuitive. According to an Indiana University study, writing by hand unleashes creativity that 
isn’t easily accessed otherwise8. Look for technology that supports writing and drawing by hand 
to increase your team’s ingenuity. This aligns with research from the Nielson Norman Group, 
which found that those who perceive their ideation process as very effective engage in 
significantly more written ideation2.

3. Enables Focus. Adopting intuitive technology also minimizes configuration and ramp up time 
at the beginning of each meeting, giving employees more time to focus on the challenge. 
Solutions that feature video or enable web surfing can distract from ideation.

4. Always On. Today’s workforce demands increased flexibility as more employees are working 
remotely from home offices or offices scattered around the globe. Technology to support 
ideation needs to offer remote participants the opportunity to engage with the content produced 
and give them a “seat at the table.” In addition, the technology should be available when and 
where ideas strike to allow for spontaneity.

To better connect the ideation team and take full advantage of 
collective knowledge, office technology needs to meet six 

requirements:

To minimize ramp-up time in future meetings, 
ensure ideas are documented and accessible to 
relevant team members and others who may be 
authorized to stay engaged on the project’s 
progress.

All of these issues can disrupt momentum and 
significantly impede your team’s ability to 
deliver the best possible outputs The good 
news is that there are tools that not only work, 
they help to support productive brainstorms. 
The right tools ensure the team spends their 
time on ideating rather than on figuring out 
how to capture, save and share their ideas. 
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According to the U.S. Bureau of 
Labor Statistics, the average 

worker is productive for only 
three hours each day7. To 

optimize that window of 
productivity, every office 

technology needs to truly support 
employee efficiency, particularly 

during ideation sessions.

5. Secure. The outputs of an ideation session –
ideas, notes, drawings, strategies, lists – are 
valuable corporate assets which represent your 
company’s intellectual property. Collecting and 
storing that information securely is an important 
aspect of the ideation process that can be 
overlooked, if the technology being used doesn’t 
support it. Effective security ensures that a 
constant flow of ideas can be captured, reviewed 
and iterated without risking that your team’s best 
ideas are leaked outside the company.

6. Easy. Technology that allows participants to 
quickly pick up exactly where they left off and 
share ideas across the team or organization 
facilitates ideation long after the first brainstorm.

Facilitating a Dialogue

The day of the ideation session has arrived. 
Participants were invited and briefed and 
have completed their independent ideation. 
Technology was implemented, and the team 
knows how to use it. It’s time for the 
moderator to shine.

To lay the groundwork for a productive session, 
the moderator should offer a reminder of the 
session’s goals and a quick review of any 
relevant research, background documents or 
outputs previously produced by the team in other 
sessions. It’s also helpful to display the goals 
throughout the entire session.

One popular technique for guiding an ideation 
session is to ask all participants to offer their 
worst ideas first, rather than their best. From 
there, participants work backwards to determine 
how you can evolve a “bad” idea to a “good” 
one. This technique is meant to reduce any 
anxiety in the room. But, whether you’re asking 
everyone for their best ideas or their worst, the 
moderator ensures that all ideas are provided 
and considered in a uniform manner.

As the meeting progresses, the moderator 
should maintain a “parking lot” of ideas that are 
mentioned in the session but need to be further 
explored at a later time.

This is helpful when staying on-topic or in the 
moment is important for momentum.

In tandem, the moderator should keep a running 
list of action items the team agrees on to follow-up 
on feasibility of ideas.

For longer and potentially off-site sessions, the 
moderator can suggest breakouts with smaller 
teams for increased efficiency and deeper thinking 
on a specific idea or problem the team feels it 
needs to tackle. The team can engage in small 
groups on a challenge and present their results 
back to the larger team.

Throughout this process, treating everyone’s ideas 
equally and without bias is necessary to foster a 
non-judgmental environment. One where everyone 
is free to provide their thoughts without fear of 
repercussions for saying something “wrong.” An 
initial statement affirming that ALL (different, off-
the-wall, crazy) ideas are welcome will foster a 
more creative and collegial environment. 

The moderator should ensure that those with the 
strongest personalities are not the only speakers. 
It’s important to actively involve all participants, 
and be especially mindful of remote participants. If 
necessary, pause to ask questions of those who 
haven’t spoken. 
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Real-Time Ideation
Real-Time Ideation integrates emerging writing technologies with right brain, creative insights and left 
brain conventional, logical ideas to produce new, fresh, and potentially “doable” ideas in real time. 

Real-time ideation allows a team’s collective ideas to be captured instantly in digital format and be made 
available, globally, for immediate refinement and development. It is a collaborative practice that 
seamlessly converts collective ideas into value to expand market leadership.

This ideation is preferable to all other methods as it leverages writing and technology to optimize 
employees’ ideas and talents -- technology that supports spontaneity and does not hinder or slow down 
the focus, creativity, and momentum that fosters innovation.

Choosing the Path Forward

Employees often view brainstorming as a finite 
moment in time. However, ideation is a non-linear 
process. A successful session may yield a few great 
ideas, but the process can’t end there. Ideation is a 
continued conversation; the brainstorm is just the kick 
off. Without follow up there’s seldom a breakthrough 
product or solution.

As such, distributing emails and materials after the 
brainstorm isn’t enough. After one ideation session, 
the goal should be to revisit and incubate the ideas. 
Challenge and build upon them. Test and progress 
them.

Be sure to discuss and review a list of next steps with 
all participants before the ideation session ends to 
empower individuals to further develop the ideas 
generated.

Remember the intention is to move from 
ideation to innovation. Determine how and 
when you will identify which ideas to move 
forward and implement into a true business 
solution. This operationalizes ideation and 
takes it into product or program execution, a 
next step in getting to innovation. When 
possible, assign actions to individuals rather 
than the broader group.

Arming participants with the means to continue 
the conversation will ensure that you maintain 
the appropriate momentum. Leverage in-house 
technology when possible to easily share, edit 
and re-vamp content as ideas evolve.  Content 
updates should be distributed when new 
thoughts strike to ensure continuous, 
productive iteration.

“When you have exhausted all 
possibilities, remember this: you 

haven’t.”
-Thomas Edison



Companies today face strong, ever-changing competition and must innovate to survive and 
ultimately become a market leader. Creating that nimble environment starts with top management. 
By using these five best practices for effective ideation and encouraging others to do the same, you 
can increase employees’ comfort with the ideation process and amplify ideas from your top talent. 
The result is a stronger, more dynamic business.

QuirkLogic™ helps teams to drive innovation by connecting people and content to facilitate 
collaborative, real-time ideation and effective solutions to your most challenging problems.

Quilla™ is the leading real-time ideation solution designed to support the creative process. The 
solution consists of the world’s largest mobile digital writing devices linked to a proprietary and 
secure cloud-based collaboration and storage platform. 

Key features include: 
 State-of-the-art hardware and super friendly UX software
 Electronic display that looks and feels like paper and pen
 So low power that the writing device can be battery operated for 16 hours
 Operating system is easy and intuitive
 System architecture allows you to connect multiple devices together:

o Side-by-side for an expanded canvas
o Cross-continental, interactive collaboration using tools that synch content

 Web portal for securing, sharing, and managing ideation content as protected IP

Quilla modernizes how people work together to brainstorm, strategize, organize, and 
develop their creative thinking, all of which is the genesis for corporate strategy and 

innovation.

For more information about Quilla visit 
https://www.quirklogic.com/solutions/
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