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INTRODUCTION1

The Business Innovation Factory is a non-profit organization working with leaders across education, 
health care, and other sectors to develop new business models with the goal of transforming our most 
complex social systems. The nature of business model innovation involves reimagining how we create 
value for customers, the capabilities required to deliver this value, and opportunities to sustain value 
delivery.

Innovation involves solving a problem by creating something new (i.e. a process, product or service) 
that is valuable for customers. Working as a team helps create these innovative solutions by tapping 
into different perspectives, mindsets, skills, and experiences. 

This guide provides the process, tools, activities, and guidance for teams to identify problems, generate 
new ideas, and implement innovative solutions.

THIS GUIDE PROVIDES THE PROCESS, 
TOOLS, AND ACTIVITIES, FOR IDENTIFYING 
PROBLEMS, GENERATING NEW IDEAS, AND 
IMPLEMENTING INNOVATIVE SOLUTIONS.
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BACKGROUND2

Children’s Health has undertaken a monumental shift in care delivery, transitioning from a sick care 
model to a holistic approach that takes into account social determinants of health and positively 
impacts families’ physical, mental, social, and spiritual well-being. Teams within Population Health 
are integral to this transformation, and must engage in inter-departmental collaboration to build on 
existing capabilities and create new capabilities that align with the family well-being value proposition. 

The team innovation process will: 
• Establish a inter-department process for aligning team capabilities to the family well-being mission. 
• Create a work item inventory that can provide value for families, informed by and prioritized around family experience.
• Involve families and community stakeholders in every stage of the process, so that existing capabilities can be 

leveraged.
• Facilitate transparency and collaboration among cross-functional, multidisciplinary teams.

Guiding questions for teams undertaking this process include: 
• How might your team tap into the individual and shared goals of families to support their positive lifestyle changes? 
• How might we organize resources, including information and services, so they are meaningful and relevant to families? 
• How might we integrate offerings into the places that families live, work, and play so that they are easily accessible?

YOU WANT TO IMPROVE YOUR
FAMILY’S WELL-BEING. WE WANT TO HELP.
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INNOVATION
METHODOLOGY3

• Design thinking is a process for solving problems by identifying opportunities, generating 
innovative ideas and accelerating change through experimentation. It enables change by 
understanding the experiences of people being served and challenging the status quo.

• Agile methodologies are true to their name – they enable multi-disciplinary, cross-functional 
teams to move quickly and transparently, adapting and collaborating with each other as they 
work to achieve established goals. Scrum is a successful agile framework that fosters tight-knit 
collaboration among teams and divides complicated jobs into short, manageable phases of work 
with frequent opportunity for reassessment and adaptation. 

THE PROCESS IS GROUNDED IN DESIGN 
THINKING AND AGILE METHODOLOGIES.
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The Business Innovation Factory has created a process that brings design thinking and Scrum together 
to establish a user-driven, efficient, collaborative, and iterative workflow that creates outputs to 
increase family well-being.



STAGE ACTIVITIES

Define
vision, goals, teams & process Team Development; Scrum Training

Explore
& seek an understanding of families Family Exploration

Reflect
on the needs and desires of families. Family Exploration (cont.); Backlog Creation 

Imagine
ideas to meet families’ needs & desires. Backlog Creation (cont.); Sprint Planning

Play
by putting ideas into action & receiving feedback

Daily Scrum; Sprint Review;
Sprint Retrospective; Backlog Refinement

Transform
by communicating & implementing outputs Communicate, Implement, and Assess Outputs 

PROCESS
OVERVIEW4

THE TEAM INNOVATION PROCESS IS 
BROKEN INTO DISTINCT STAGES AND 
SPECIFIC ACTIVITIES.
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PROCESS
OVERVIEW4

Team Development and Scrum Training
Team members get to know one another, share assets and knowledge, and seek to understand 
their collective capabilities. The team goes over background and receives an overview of the team 
innovation process. The team discusses focus areas to work on during the Sprint and sets their 
schedule. 

DEFINE

Family Exploration
Family exploration activities allow teams to touch base with families they serve and learn about their 
needs, so they can better meet them. These activities may include interviews, feedback activities, and 
journey mapping. 

EXPLORE

Backlog Creation
During Backlog Creation, the team makes a comprehensive list of all work items that could be 
undertaken to provide value for families. The Backlog is comprised of items that are part of the team’s 
usual workflow and new items that are brainstormed as opportunities to collaborate to meet family 
needs. The team prioritizes the items based on positive impact for families and uses the Backlog to 
drive the workflow of all future Sprints. 

REFLECT

Sprint Planning
At the Sprint Planning meeting, the team sets their goal for a Sprint and chooses backlog items to 
accomplish that goal, thinking about what is of highest priority and feasibility within the set timeframe. 
For each backlog item, the team solidifies acceptance criteria and sets their definition of done. The 
team uses the selected Sprint backlog items to generate a preliminary set of tasks to complete during 
the Sprint, which can be added to and revised as the Sprint is underway. 

IMAGINE
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PROCESS
OVERVIEW4

Daily Scrum
The team holds a 15-minute daily meeting during the Sprint timeframe to touch base about the work 
they are completing toward the Sprint goal. Any additional process questions or conversation topics 
are moved into the “parking lot” to be discussed by team members after the Daily Scrum is over. This 
meeting is the keystone of the Scrum process since it fosters team collaboration and efficient workflow 
by opening regular channels of communication among team members. 

Sprint Retrospective
The Sprint Retrospective is an opportunity for the entire team to reflect and create a plan for 
improvements to be enacted during the team’s next Sprint. The team discusses what worked and didn’t 
work during the Sprint. This is an opportunity to refine team norms, roles and rules, and to discuss next 
steps for Sprint planning. 

Sprint Review 
A Sprint Review meeting is held at the end of each Sprint to demonstrate the outputs created by the 
team to stakeholders. During the meeting, the team collectively reviews the Sprint goal and Sprint 
backlog items, demonstrates the outputs created, decides which items are done according to the 
definition of done, and solicits feedback from stakeholders, creating and altering backlog items based 
on recommendations. 

Backlog Refinement
The team refines the Backlog using input from their past Sprint experience by adding any new items, 
assessing how long tasks took to complete, and determining whether the team under- or over-
estimated the Sprint workload to improve future planning efforts. The team reprioritizes the Backlog 
and breaks down backlog items into manageable ones if needed. The team can identify what to work 
on in a future Sprint and when to start another one.

PLAY

Communicate, Implement and Assess Outputs
Teams use common meetings and platforms to inform staff about their progress using the Scrum 
process. Teams develop a plan for putting Sprint outputs into use and evaluating them with relevant 
measures of success.

TRANSFORM
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PROCESS
OVERVIEW4

RECOMMENDED PROCESS TIMELINE

Pre-Sprint
(<1 month)

During Sprint
(2-4 weeks)

Daily
Scrums

Sprint
Review

Sprint
Planning

Backlog
Creation

Family Exploration 
Activities

Communicate, 
Implement, & 
Assess Outputs

Team Development 
& Training

Sprint
Retrospective

Backlog
Refinement

Post-Sprint
(2-4 weeks)

Implementation
(Ongoing)
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PROCESS
OVERVIEW4

During Sprint activities, there are three roles on the team:  

• Scrum Masters help the team understand and enact the Scrum process effectively. They facilitate 
meetings, address impediments, and answer procedural questions. 

• Product Owners are key decision-makers on the team, seeking to maximize the value of the 
team’s outputs for families. They are the voice of alignment, both with family needs and Children’s 
strategic vision, throughout the process. 

• Team Members work to complete selected backlog items during a Sprint. They are the voice of 
feasibility, surfacing logistical barriers and challenges throughout the process. 

These roles work together through a set of defined meetings that help teams to decide on clear, 
actionable Sprint goals and backlog items to accomplish together during a team-decided Sprint 
timeframe.

After a Sprint is completed, team leaders take on ownership of communicating and implementing 
Sprint outputs.  

PROCESS ROLES
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PROCESS
OVERVIEW4

Teams should keep these principles in mind as they go through the Team Innovation process.
DESIGN PRINCIPLES
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TEAM INNOVATION
GLOSSARY5

• Acceptance criteria - the boundaries for a backlog item, or how to know when an item is 
completed.

 
• Agile methodologies - practices and frameworks that enable multi-disciplinary, cross-functional 

teams to move quickly and transparently, adapting and collaborating with each other as they work 
to achieve established goals.

• Backlog - a prioritized list of potential work items for the team to complete, comprised of new 
opportunities and items that are part of the team’s usual workflow. There are different backlogs 
teams work with during a Sprint - a master Backlog and a Sprint Backlog.

• Backlog item - an individual piece of work listed in the Backlog to be completed by the team. It 
consists of family stories, user stories, estimation of effort, and acceptance criteria.

• Capabilities - how people, processes, and tools work together to get things done.

• Definition of done - a set of assessment criteria developed by the team to evaluate whether 
backlog item are completed at the end of a Sprint.

 
• Design thinking - a process for solving problems and generating new, innovative ideas. It enables 

change by understanding the experiences of people being served and challenging the status quo. 

• Estimation of effort - an assessment of the amount of work a backlog item will require from the 
team. Effort is measured as small (1-2 days), medium (3-5 days), large (6-8 days), and extra-large 
(9+ days).

• Family stories - descriptions of a service function that captures the needs and desires of families. 

• Master Backlog - The Backlog where all the team’s potential work is kept. It is constantly evolving 
as teams pull items from this list to work on during Sprints and add new items through the team’s 
work. 

• Norms - ground rules for team member interactions.
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TEAM INNOVATION
GLOSSARY5

• Product Owner - the key decision-maker on the team, seeking to maximize the value of the team’s 
outputs for families. They are the voice of alignment, both with family needs and CHST strategic 
vision, throughout the process.

• Scrum - an agile framework that fosters collaboration among teams and helps them divide 
complicated jobs into short, manageable phases of work with frequent opportunity for 
reassessment and adaptation.

• Scrum Master - the main facilitator who helps the team understand and enact the Scrum process 
effectively. They plan and facilitate meetings, address impediments, and answer procedural 
questions.

 
• Sprint - a set amount of time decided by the team to reach their Sprint goal.

 
• Sprint Backlog - a list that contains the chosen backlog items to be completed for a particular 

Sprint. Items in this Backlog contain more detail in the acceptance criteria than items in the master 
Backlog.

• Sprint goal - a short (1-2 sentence) and achievable objective to be met during a Sprint through the 
completion of the selected backlog items.

• Sprint output - an artifact created by the team at the end of a Sprint through the accomplishment 
of backlog items. Examples include: product, process, service.

• Sprint tasks - pieces of work the team needs to accomplish in order to complete a backlog item.

• Team Members - individuals working to complete backlog items during a Sprint. They are the voice 
of feasibility, surfacing logistical barriers and challenges throughout the process.

• User story - a description of a work item to be completed by the team, derived from family stories. It 
is the main component of a backlog Item. 
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