How can Leaders Obtain
Better Quality Solutions
from Their Teams?

Have you ever rejected a solu-
tion from people on your team
because it was not well thought
through or not clear enough?

Despite being a good idea, one reason a solution can
fail to gain support or funding is because the inno-
vator fails to either explain it properly or convince
decision makers they have thought it through thor-
oughly. This can lead to negative responses, critical
questioning and a chastened innovator. For the com-
pany, it can mean potentially good solutions lost and

perhaps fewer ideas submitted in the future.

In this short and practical article we explain how
people on your team can develop a clear and pow-
erful statement that enables the relevant people to
understand it and make a sound decision on whether

to proceed.
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As a general rule, the proposition statement should

include the following points:
e Specify who the problem impacts
e State what problem the proposition solves

* Describe the solution, explaining how it solves the
problem (benefits) and how much of the problem

it solves
e Explain how it differs from competing products.

These four points provide a statement that explains
the basic proposition. Now to appraise and hone that

proposition people need to:
e Show the issues and risks to be managed

e State who else has a significant stake in this solu-
tion, how interested they might be in it, what their

level of influence is and how likely are they to use it

¢ Be clear on any data / information needed to pro-

gress

e Suggest solutions to overcome difficulties



e |dentify the resources required to progress the

solution

¢ Outline the immediate next steps (which may in-

clude the decision needed) and a short timeline.

People can craft the final proposition statement
around these points, or write out the proposition
and use them as a checklist. This is a thinking tool
rather than a set of steps and as every proposition,
is different you may find that you use them in a
different order or miss one out. This is fine if done

knowingly.

Below is a fictional statement from the payment busi-
ness that | have worked in for many years. It uses a
real service (Dynamic Currency Conversion) devel-
oped a number of years ago and used widely now.
However, | was not involved in developing the service
and use it as an example simply to illustrate how the
inventor(s) of a real product / service might have pre-
sented it. If you know how it was actually presented,

please let me know!

EXAMPLE

The proposition is to enable merchants to convert
the currency of the card transaction at the point of
transaction rather than have the international pay-
ment system convert it. How will you explain this idea
to the decision makers? This statement includes only
one example for each point, to keep the article brief.
It is prudent to keep real statements fairly brief so as

not to lose attention:

“Acquirers of card transactions [Who the problem im-
pacts] work on tight margins. One reason is that they
earn no revenue from currency conversion on interna-

tional card payments because payment systems con-

vert the currency and share the revenue only with the

card issuer [Problem the proposition solves].

We will develop software to convert the currency at
the point of transaction [Describe the solution] rather
than in the payment system [How it differs from com-
petitors] and share the revenues with the acquirer
and merchants. This will improve acquirer margins,
give merchants a reason to use the software and pro-
vide us with a solid revenue stream [How it solves the

problem | benefits].

Payments systems and card issuers [Whom it will im-
pact] may react adversely to our solution [Issues and
risks] and it may not be legal. We need to assess and
plan for their potential response and ascertain the le-

gality [Information needed].

To reduce adverse reactions, we might seek ways
to share the revenue amongst more stakeholders
[Solutions to overcome difficulties]. If approved to
proceed, we will talk next with stakeholders and reg-
ulators and develop a business case showing potential
revenues and resources need to develop and launch the

product [Immediate next steps].”

You may have spotted that | did not include “how
much of the problem it solves”. This is because there
are two problems here; at a higher level are the tight
margins that acquirers have, which this solution par-

tially solves.

At the lower level is the problem that acquirers do
not receive revenue from currency conversion, which
this solution resolves completely if the service is used.
It is important to be clear in your mind at what level
you are solving the problem. You can find an article

on how to do this here.
| use this template in my innovation workshops to:
e Help focus teams on what they are really proposing

¢ Clarify the proposition for everyone


http://www.yesand.eu/147-map-your-goals-and-challenges/

* Ensure they explain the proposition in a way that
decision makers are likely to approve rather than

argue with.

If your team uses the template, it will provide a con-
sistent input for your decision-making, give you a
sense that the proposition has been well thought
through and enable you to compare different options

in a similar format.
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