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Section 1: Key elements to consider 

What not to do 
Many organisations develop and implement the innovation funnel. It rarely works.  

1. We all have lots of ideas – if we ask staff to pitch their ideas and they’re then rejected they 

will feel less motivated to do it again 

2. We all have ideas that have been around for a while, BUT we often don’t examine the 

problem we’re trying to fix 

3. When reviewing ideas in a panel (which is likely to consist of IT, finance etc), truly new 

innovative ideas can seem whacky, risky, unknown and therefore often dismissed or 

excessive governance is applied at the early stages and can kill off the idea too soon.  

In addition, it’s a fairly linear process and treats innovation as a specific “thing”. If we want to be 

truly innovative we need to think about innovation as part of what we do and build it into our 

culture to ensure its sustainable and something everyone can safely get involved in. 

SO HOW MIGHT WE ENSURE WE CAN DELIVER INNOVATIVE SOLUTIONS AND EMBED IT AS A “NORM” INTO HOW 

WE WORK?  

Step 1: Introduce a model that’s inclusive and all encompassing 

Find a model that might work for your organisation to fully 

embed innovation across all areas. I like to use the RABBITTM 

model developed by Pentacle1. It is a framework of all the 

essential elements you will need to consider. It’s not a 

process or governance structure but more of a check list to 

ensure that you have all elements in place to be an innovative 

team or organisation.  

✓ Create the Opportunity - promote, create, capture, 

visualise ideas 

✓ Achieve focus - strategic fit, relevance, value of the “how might we questions?” (to avoid pre-

determined solutions to the big challenges) 

✓ Engaged commitment - Identified and involved all the necessary people/organisations to ensure 

they understand and are engaged emotionally 

✓ Make it Possible – understood and removed bottlenecks, de-risked 

✓ Make it Happen – understood project types and use the best process to deliver  

Suggestions on how you might put in place this model can be found in Section 2 

Step 2: Make sure you know what problems you are trying to solve 

It’s easy to jump in quickly and start trying to think about solutions to problems we’ve had for a long 

time. But often the reason we haven’t solved them is because they are not the problem that needs 

to be solved, they are a result of a different problem  

“If I had an hour to solve a problem and my life depended on it I would use the first 55 minutes 

determining the proper questions to ask….” 

Albert Einstein 

                                                           
1 Pentacle the Virtual Business School 
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It is suggested that you adopt the Design Council Double Diamond 

Model as the process to follow for working on specific areas 

requiring innovation. This model will ensure you fully identify and 

agree on the problem you are trying to solve before generating 

ideas 
 

✓ Use a series of divergent and convergent exercises to truly explore & define the problem 

statement. 

✓ Develop a problem statement that you can have ownership of. One that is big enough to 

have an impact. If it’s too high a level, you may not have the authority to fix it. Equally if it’s 

too granular it may only deliver small benefits.  The owner will become the champion of the 

ideas as they emerge and ensure it doesn’t “fizzle” out. 

✓ A number of innovative ideas or “how might we” questions will emerge from this process. 

This will allow you to focus on what will have the biggest impact if the problem is solved 

prior to generation of ideas. 

Step 3: Think about how you might work in collaboration  

What does collaboration mean? We use the term frequently but I’m not sure we always do it 
effectively  
 
Collaboration is not really about sharing a document and track changing it (although this may be 
part of the overall process it should not be where we start). Collaboration is about joining our brains 
and thinking to co-create with co-creation being a key part of developing innovative solutions. We 
are much more likely to succeed in developing great ideas if we bring our collective thoughts and 
ideas together and collectively build on them to tackle key challenges. Only then might we think of 
refining our ideas through a shared document.  
 
Real collaboration needs an open, trusting and non-hierarchical environment to work in 

✓ Ideally the environment supports those that can’t attend specific sessions the opportunity to 
add thoughts and comments after the event 

✓ Ideally the environment supports regular sessions, building on previous conversations that 
have been captured effectively allowing regular review of previous conversations 

✓ Ideally the environment supports short, frequent collaborative activities to build momentum 
✓ Ideally a set of norms for working and behaviours is integrated into sessions to encourage 

openness and trust and allows for equal voices 
✓ Ideally the environment supports the ability for new collaborators to join or existing to leave 

as the process evolves from ideation to solution 
 

Step 4: Working in different ways 
 
In our quest to become innovative we also need to consider how we work.  Our traditional ways of 
working are not conducive to innovation, creativity, rapid prototyping & collaboration. Innovation 
focus should not just be on the end product but how we get there. Traditional ways of working 
(meetings, papers for meetings, meetings to talk about what we might do, heavy focus on 
governance etc) can inhibit and slow down innovative activities, particularly at early ideation stages. 

✓ How might we stop meeting to “talk about what we might do” and meet to “do” instead? 
✓ How might we stop writing papers about what we’ve done / intend to do and collaborate to 

align on new ideas and activities instead? 
✓ How might we stop having long meetings (monthly/quarterly) with standard agendas and 

have short regular and responsive to current needs meetings instead?  
✓ How might we stop having the “manager” in charge at meetings and demonstrate a level of 

equality to encourage empowerment and shared risk taking instead? 

https://www.designcouncil.org.uk/news-opinion/design-process-what-double-diamond
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Step 5: Identifying the type of change – developing innovative solutions 
 
Recognising the type of change you are trying to implement is key to developing and scaling up 

solutions. Project or change types as described by Pentacle1 is a useful tool to be aware of. 

Often within the public sector we run all type of change using the same methodology (PRINCE2) 

when in reality this methodology only works really well for Painting by Numbers Projects. A Painting 

by numbers project is a project where we know what we’re doing and how to do it. We can follow 

the same rules we did last time and be fairly confident of success. 

In innovation we’re often dealing with a 

Quest type project where we know what we 

would like to achieve (How Might We…?)  but 

are less certain about the How we might go 

about doing it. We may not even know the 

WHAT at the early stages (Foggy Project) but 

recognise that we can’t stay where we are. 

Using different approaches such as short 

sprints, time bound prototyping, regular 

reviewing with stakeholders and the problem 

owner, regular checking in on the current 

landscape etc allows you to be more flexible, 

agile and responsive to changing 

environments and therefore have a higher chance of success. With this approach you might find very 

quickly that the idea you have isn’t actually going to deliver your needs and therefore you can stop 

before you go too far, learn from it (smart failure) and move onto the next idea.  

Step 6: Identifying & developing the right leaders and culture of innovation 
 
Leading innovation and change (Quest or Foggy projects) requires a different skill set to leading a 
Paint by Numbers project and will be best suited to different types of individuals: 

✓ How comfortable is the leader in not knowing all the answers and being able to verbalise 
this? And how likely is it that they will not be judged for not knowing the answers?  

✓ How does it feel to not know what the chance of success is?  
✓ How might the leader introduce, develop and scale up new innovations in a traditional 

environment? 
Leaders also need to recognise preference of their team:  

✓ How comfortable is everyone working on a project where there is no clearly defined scope 
or clear set out activities defined?  

✓ What types support does the leader need to give, particularly if the team have a preference 
for “Paint by Numbers” types of change? 

 
While you don’t need the entire organisation to be 

comfortable with innovation and change you do 

need different types of leaders. Leaders who can 

help those less comfortable with uncertainty be 

part of the development and delivery of successful 

innovative solutions. By identifying and developing 

the different types of leadership needed you are 

more likely to ensure success and sustainability of 

an innovative culture.

Traditional Required for innovation 

Control  Trust 

Steered Engaged & collaborative 

Rules Freedom 

Think and talk Trial and Test 

Hierarchy Network 

Power Respect 

Don’t 

Know How 

Know 

What 

Don’t Know 

What 

Know 

How 



Section 2: Implementing the RABBIT Model: Tools, methods and training  
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Section 3: Examples of Current & Planned Activity 
 

WHAT: Hackathons - Product Forge 
OVERVIEW: NSS have sponsored 2 Product Forge events NSS in the last 14 months: 

• Theme: Innovation with open health data 

• Theme: Public Health (obesity, mental health, alcohol, social isolation)  
 
COLLABORATIVE: Supported by IHDP, DataLab, DHI, SHIL, Alliance, Government, NHS Lothian, 
Edinburgh Council in terms of sponsorship and mentoring. In additional industry colleagues also 
played a role in sponsoring and mentoring 
 
OUTCOME:  
For Health and wellbeing: Development of 29 prototypes at the NSS sponsored events; new 
collaborations created; follow up workshops on specific topics taken forward.  
For NSS: Staff development and engagement with around 40-50 taking part in events, pre-events, 
post-events and mentoring activity.  
 
OTHER HACK EXAMPLES INCLUDE: CANCER DATA DIVE, MEDICAL VISUALISATION, TRANSPORT, HEALTH TECH 
 
 

WHAT: Creative Problem Solving - Information Governance 

OVERVIEW: A recognised need to think differently around information governance led to an 
immersive two day Creative Problem Solving (CPS) sand pit with all relevant stakeholder groups. A 
range of novel ideas emerged which were tested at the IG symposium in September resulting in 
the development of a programme of activity. Leading on innovative solutions a series of 
workshops are now proposed that will: 

• Explore the risk and value of synthetic data 

• Understand needs of industry, academia and public in relation to data access and security 

• Test and refine protocols and guidance 
 
COLLABORATIVE: Activities will be designed, developed and delivered in collaboration with 
government, IHDP, Farr and other relevant stakeholders including Product Forge, Edinburgh & 
Glasgow university computer and data science experts. Actual events being open to all aspects of 
data, innovation, health and wellbeing colleagues.  
 
OUTCOME:  
For Health and wellbeing:  
Streamlined national approaches for how we might innovate more with data to support wider 
innovation agendas.  
Wider understanding of e.g. synthetic data and the collaborative approach should enable scale up 
at speed 
FOR NSS: Innovative solutions for use of data, increased learning & development, engagement 
with wider IG needs, opportunities for use of NSS data 
 
 
OTHER EXAMPLES OF INSIGHT GATHERING INCLUDE: CRASH COURSE FOR CPS TRAINING, SERIOUS PLAY 

FACILITATION, TEDX GLASGOW EVENT 
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WHAT: Rapid Prototyping -  Point of Care Diagnostic Atlas  

OVERVIEW:  Complex national problem identified in relation to understanding point of care 
diagnostic testing use across Scotland in terms of safety, efficacy, quality and cost.  
 
COLLABORATIVE: Virtual team formed including NSS (innovation, data, healthcare science, 
procurement) NHS Lothian, NHS Grampian, SLA (industry), Number Telling (SME) and Scottish 
Government to develop a prototype database and interactive. dashboard  

 
OUTCOME:  
For Health and wellbeing: Interactive prototype developed in 8 weeks to enable: 

• Sharing with wide stakeholder group to understand purpose, use, gaps and benefits 

• Engaging with industry to understand how we might work collaboratively for mutual 
benefit 

• Learning and output integrating into National Atlas of Variation (Gregor Smith), demand 
optimisation group and shared services national data-mart for labs  

• Evidence for Policy development to support improved process for PoC procurement  
For NSS:  

• Exploring new uses of procurement data and procurement process for diagnostics 

• Greater understanding of design for interactive dashboards 

• Working at pace to develop prototype systems with minimal resource impact 
  

OTHER EXAMPLES: SELF MANAGEMENT OF HEALTH; VALUES BASED REFLECTIVE PRACTICE  
 

WHAT: New World Leadership – Leading Better Care  

OVERVIEW:  There is a growing need to equip and develop leaders of the future amongst the 
nursing community within NSS, leaders who can work in new ways, work across geographies and 
organisational boundaries to deliver new and innovative solutions and services 
 
SOLUTION: Develop a series of virtual leadership workshops where participants form new teams 
and work on identified current challenges to create and deliver solutions. Virtual nature means 
everyone can attend regularly with no need to backfill role for the day and the 
learning/application is spread out over 2 months to support practice and application  
 
OUTCOME:  
25 nurses developed in new world leadership methods and approaches that they directly applied 
to their roles during the course; leaders developing their teams and local Health Board colleagues  
in working in new ways; several of those on the first course further developed their leadership 
and facilitation skills to support development of cohort 2; cross Health Board activities on 
developing new and improved services is now better enabled through the ability to form virtual 
teams; range of conferences abstracts submitted and presented on activities – further 
demonstrating success of activity for leadership and building confidence 

   
OTHER LEADERSHIP EXAMPLES: VIRTUAL INNOVATION TRAINING, HEALTHCARE SCIENCE WORKSHOP, 
TRANSFORMING TEAM MEETINGS TRAINING 
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WHAT: WORKING IN NEW WAYS - LIST 
OVERVIEW:  It is recognised that we need to learn how to work in new ways, to work smarter, to 
be more collaborative and to do more with less.  QUBE virtual working has demonstrated it can 
enable this and is now being utilised by a range of teams within NSS. One of those teams is LIST, a 
growing team of locally integrated analysts working closely with Health Board colleagues 
providing local intelligence.  
 
SOLUTION:  
Series of training workshops in a range of tools to help do things at speed, in collaboration and to 
support innovative thinking; develop new ways of hosting “team” meetings reducing time, travel 
and supporting generation of new ideas, creating regional hubs for co-creation of solutions, 
sharing of activities and providing peer to peer support. 
 
OUTCOME:  

• Training and development of the core team in new ways of working and new tools to 
support them and their teams in working in different ways. 

• Building a virtual community provides support for staff who may feel isolated from the 
wider team due to their geographical placing 

• New collaborative teams of analysts easily form to work on similar local issues supporting 
peer to peer support, learning and once for Scotland  

• Development of facilitators on QUBE to enable sustainability for the future 

• Ability to bring customers/ stakeholders to team sessions as appropriate 

   
OTHER EXAMPLES: MHAIST ISD, BETTER BLOOD SNBTS, UTI TEAM HPS, NO DELAYS (UTI GRAMPIAN) 
 
WHAT: DESIGN – MDT,  
OVERVIEW:  It is recognised that we need to introduce design thinking to enable innovative 
solution development to tackle some of or big challenges. It is also recognised we need to think 
and work differently not only on the design of solutions but on the delivery and ongoing BAU.  
MDTs are the focus of several workstreams at present to improve data collection, data flow, 
standardisation and to look at new ways of carrying out MDTs themselves. QUBE has been used to 
enable all stakeholders to come together easily and quickly to capture date and design solutions 
at speed 
 
COLLABORATIVE: NSS, IHDP, REGIONAL MDTS FOR LIVER CANCER 
 
OUTCOME:  

• Rapid design development of national data proforma and letter agreed as single data 
collection /output for MDTs (3weeks) 

• Review of current process and design & development of single “best practice” MDT 

• Supporting data collection and reporting IT system change on national level  

 
OTHER EXAMPLES OF VIRTUAL DESIGN: VIRTUAL HOSPITAL, NO DELAYS UTI 
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WHAT: SUPPORTING THE INNOVATION CLUSTER 
Overview: The main aim of the innovation cluster is to develop scalable once for Scotland 
approaches to national challenges for health and social care.  This covers a wealth of activities 
many of which are lead by NSS including:  
 
EVENTS: Innovation Cluster– design & facilitation of regular events 
TRAINING: Human centred design, CPS 
COMMUNICATION AND CAPTURING IDEAS: In0v8 web, twitter, HIAP – design, develop and maintain 
INNOVATION HUBS: Design and support development of local hubs / environments 
OPEN INNOVATION CHALLENGES: Procurement, IT, legal support, facilitation & workshops 
 
TEDX GLASGOW 
NHS Scotland have been invited to run a range of events as part of the 2018 TEDx Glasgow. A 
collaborative has been developed (NSS, IHDP, SG, Data Lab, SHIL, DHI) to design and deliver NHS 
innovation demonstrations and mini hackathons. We will have access to around 4000 attendees 
for help with some of our big issues and will host a range of follow up activities to build on new 
collaboratives that will form at the event 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Section 4: Joint Collaboratives and Wider Collaborations 

 


