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What? Why?



Stegoceratops!



Innovation?



Novelty.



Novelty.
https://css-tricks.com/examples/ImageReplacement/

https://css-tricks.com/examples/ImageReplacement/


Innovation.
http://www.typekit.com

http://www.typekit.com


THE ORIGINAL TYPEKIT TEAM

Jeffrey Veen

Greg Veen Jason Santa Maria



THE ORIGINAL TYPEKIT TEAM

Core team size?

3
Points of agreement?

3



Innovation.
http://www.adaptivepath.com

http://www.typekit.com


ADAPTIVE PATH, THEN

Jesse James Garrett Peter Merholz

Indi Young Jeffrey Veen
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Janice Fraser



Core team size?

7
Points of agreement?

21

ADAPTIVE PATH, THEN



Core team size?

35
Points of agreement?

595

ADAPTIVE PATH, NOW



Responsive is innovation.
http://vma.mtv.com

http://vma.mtv.com


When I first started, it 
was very siloed. 
Product would work 
alone. Design would 
add color and 
typography. That 
would go through a 
chain of approval. Then 
it would get added to 
development’s (queue). 
Two or three months 
later, it would actually 
go live. 

“

RYAN SHAFER 
FORMER VP OF UX & DESIGN AT MTV NETWORKS



John P. Kotter, Accelerate, Harvard Business Review, November 2012

TRADITIONAL ORG STRUCTURE



I pushed for small 
dedicated teams of 
cross discipline folks 
— a designer, a 
product person, an 
engineer. They were 
then empowered to go 
off and solve those 
problems on their own. 

“

RYAN SHAFER 
FORMER VP OF UX & DESIGN AT MTV NETWORKS



http://responsivewebdesign.com/podcast/mtv.html

http://responsivewebdesign.com/podcast/mtv.html


TRADITIONAL ORG STRUCTURE

John P. Kotter, Accelerate, Harvard Business Review, November 2012



ORGANIC ORG STRUCTURE

John P. Kotter, Accelerate, Harvard Business Review, November 2012



John P. Kotter, Accelerate, Harvard Business Review, November 2012

“DUAL OPERATING SYSTEM”



Real innovation, not 
just novelty, is 
possible in 
organizations, 
groups, & companies 

Agreement becomes 
more complex as an 
organization grows 

Larger organizations 
innovate using “dual” 
structures, including 
organic structures

in
INNOVATION
ORGANIZATIONS



FACILITATION
makes this possible.



Better  
question design 
for one-on-one and 
small group 
discussion 

Large workshops 
where we turn a 
“Stegoceratops” into 
a Typekit 

Small & Large  
FACILITATION



Small

Designing better questions.
FACILITATION



Humble inquiry.



“Proud” Inquiry



http://sportswire.usatoday.com

http://sportswire.usatoday.com


http://www.pbs.org

Basic humility
http://www.pbs.org

http://sportswire.usatoday.com
http://www.pbs.org


http://www.thefilmstage.com

Optional humility.

http://www.thefilmstage.com


Active humility.



Conscious dependence.



Imagine a circumstance where  
success depends on the answer.  
What question would you ask?



I think you did a bad job on this layout. 



How do you feel about this layout? 



These wireframes aren’t done yet.



Where are you in your process?



1. “Feeling” questions. 
 
 



1. How did it make you feel? 
 
 



1. “Feeling” questions. 
2. “Motivation” questions. 
 



1. How did it make you feel? 
2. Why did you do that? 
 



1. “Feeling” questions. 
2. “Motivation” questions. 
3. “Action” questions. 



1. How did it make you feel? 
2. Why did you do that? 
3. What did you do next? 



1. “Feeling” questions. 
2. “Motivation” questions. 
3. “Action” questions. 
4. “System” questions.



1. How did it make you feel? 
2. Why did you do that? 
3. What did you do next? 
4. What happened when you did that?



When you accidentally include  
an answer in your question?  

That’s proud inquiry. 



1. Did it make you feel angry? 
2. Did you do that to prevent 

scope creep? 
3. Did you send them a  

timely response? 
4. Did the group get excited?



Humble inquiry is successful when  
your success depends on a  
good answer.  

This comes from occupying a 
space of active humility 
characterized by  
conscious dependence.





Someone watching TV, leaning in, with devices

LEAN IN



Someone watching TV, leaning in, with devices

LEAN BACK



What kinds of actions  
can people take…  
before an event?  
during an event?  
after an event?



When people are seeking out this 
information or performing these 
actions, what else are they doing 
in their lives?



Someone watching TV, leaning in, with devices

LEAN BACKLEAN IN



“Feeling” questions. 

“Motivation” questions. 

“Action” questions. 

“System” questions. 

Don’t put your answer 
in the question.

Small 
FACILITATION





Large

Scaling up to bigger groups.
FACILITATION



URGENCY COMPLEXITY

1. How did we get here? 

2. What is “responsive?” 

3. When will the project  
be done?  

4. How will the  
business model work? 

5. Who is on the team?  
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Deal with 
these topics 
first.
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Deal with 
these topics 
first.

Deal with 
these topics 
second.

Use more 
interactive 
approaches.
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COMPLEXITY

Deal with 
these topics 
first.

Deal with 
these topics 
second.

Consider 
dropping 
these topics 
from the 
meeting.

Use more 
interactive 
approaches.







STORY TITLE

STORY BYLINE

SILLY SOCIAL MEDIA LOGOS

PHOTO, CREDIT, CAPTION

STORY RELATED/RECIRCULATED 
STORIES

ADVERTISING

MAILING LIST



STORY TITLE STORY BYLINE SILLY SOCIAL MEDIA 
LOGOS

PHOTO, CREDIT, 
CAPTION

STORY
RELATED/

RECIRCULATED 
STORIES

ADVERTISING MAILING LIST



SMALL, CROSS-DISCIPLINARY 
TEAMS

Facilitator





MORE 
IMPORTANT

LESS 
IMPORTANT



WHAT WILL THEY DO 
WITH IT?

WHO NEEDS IT?



4 different variations.







Evaluate desired 
outcomes on urgency & 
complexity 

Lead with urgent, 
simple issues. 

Spend the most time 
collaborating on 
urgent, more complex 
issues.

Large 
FACILITATION



This is not an innovation recipe.



Meeting Design

@kevinmhoffman

For Makers, Managers, and Everyone

sevenheadsdesign.com
kevinmhoffman.com

Book coming soon:

rosenfeldmedia.com/books/meeting-design

http://sevenheadsdesign.com
http://kevinmhoffman.com


Thank you!

@kevinmhoffman

Have a great day. 

sevenheadsdesign.com
kevinmhoffman.com

Slides: http://kevinmh.co/m/6t

http://sevenheadsdesign.com
http://kevinmhoffman.com
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