
Ideation Phase

3) Demo product future to organization at an 
internal event

Existing Sprint UX role and work remains 
the same with the understanding and 
change is small, incremental. 

BA
Requirement 

Creation

Sprintable 
Stories

Stakeholder
Signoff

DEV / QA
T-Shirt 

Estimation

Rubicon

User 
Experience

Discovery Process and Ideation with User Experience

Potential Future 
Product / 

Roadmap Item
(XD)

Promotion: Marketing, Sales, Product

Output for 
Marketing / 

Sales Efforts
(XD)

Iterations

Signoff

Confirmation?

Library of 
Components

Confirmation?

Iteration

Guestimate
(240 STPS)

UX DEV

Iteration

Design 
Deliverable 
Repository
(XD, PS)

Repository of Style

Primary Stakeholders
- Visionary
- Idea Creator (Organizational Intuition)
- Users (Product)
- Engineering 
- Company (C-Suite)

Yes

Refinement

2) Quarterly email sent to organization fielding input on specific ++ideas
ideas@company.com; primary stakeholder and ux are on the thread.

Yes

Begin DEV process

Sprintable 
Stories

Sprintable 
Stories

Sprintable 
Stories

4) Catalog of ideas

In the rare case change is absolutely necessary 
the item is sent back into swarm ideation phase. 

Once complete can be prioritized into a sprint, 
release or sent to the backlog.

Wireframes Refined Design

Iterations

Whiteboarding

Iterations

User Flows

First-Pass

Continue in process

Wireframes
(optional)

Refined DesignWhiteboarding
(optional)

User Flows
(optional)

Subsequent Passes

Continue in process

UX Deliverables

Paper Sketch
LucidChart

XD XD

Paper Sketch
LucidChart

XD XD

Leverage 
Library of 

Components

Storybook

Iterations Iterations Iterations

1) Bi-weekly sync with primary stakeholders to share new ideas and get 
feedback; Here's what I'm working on. 1-10 priority.

Iteration

Oh noes, that's 
not what I 
wanted!

Primary stakeholders bring the qualitative and / or 
quantitative research to assist in a focused 
ideation effort.

e.g. User focused insights, competitive analysis, 
task analysis, feature list, timing, etc.

BA writes 
stories

Yes

A "No" on confirmation can 
go back to UX, BA, or DEV 
for re-evaluation or be 
swarmed.

Yes

Slot for a release or sprint

Swarm Ideation Phase

User 
Experience

Refinement

Key personnel from UX, BA, DEV, and QA swarm 
the issue to quickly resolve and review. This 
fast-tracking process enables the primary stake 
holder to get a complete picture of the solution 
and re-prioritize the change if needed. 

No

The 10% Change Marker

Stakeholder
Signoff

New 
Story

Fast-track

Architecture
Review

Review

Requires
Design

Changes?

Add Triage 
Label

Less than 10 % 
Refine Existing Story

Stakeholder
Signoff

Changed 
Solution No

Yes

Slotted as a 
feature for 
backlog



How Discovery & Ideation Operate
Outside of time and implementation constraints

Multiple inputs feed an 
idea.

Motivator engages with UX

Primary Stakeholders
- Visionary 
- Product (Users & Their Needs)
- Idea Creator (Organizational Intuition)

Iterations

Primary Stakeholder 
motivates.

Wireframes Refined Design

Iterations

Whiteboarding

Iterations

User Flows

First-Pass

UX Deliverables

Paper Sketch
LucidChart

XD

BAUser 
Experience

Outreach

Outreach

Vision

Tech 
Constraint

C-Suite 
Directive

User 
Analytics

DEV

Motivator brings inputs, perspective 
and idea to inform UX.

UX initiates outreach to BA, DEV 
and other sources of input.

XD

UX crafts deliverables in 
parallel and iterates.

Optional Input 
Source

Outreach

1) 2) 3) 4)

6) Output feeds requirement definition 
and t-shirt estimates.

7)

QA, Support, additional 
research inputs and 
resources.

Feedback loop with Motivator

BA and DEV have input on 
form of idea.

5)

Ready to 
build?

Estimate

Sample Inputs
1) Design Repository (validated, prioritized or parked)
2) Visionary (impression)
3) Org Intuition (validated, prioritized)
4) Tech Constraints
5) Outcomes of user research (validated)
6) Feedback from demos, new insights, feature list (validated) 
7) Competitive analysis, task analysis (validated)

Stakeholder
Signoff

Yes

Design 
Deliverable 
Repository

No

Reality Filter
1) How will this new idea make money?
2) Does it cross-pollinate with other parts of the app? (send and receive data).
3) Does it solve the problem originally imagined for?
4) How can it fork into other ideas?
5) Is it consistent with our existing product features?
6) What is the value-add? (Market, Business or Product) 

80% of Effort 20% of Effort

Parked Ideas

Parked ideas taken from Repository

Product Candidate
The Big Idea!

Prioritized Candidate

Put up against the Reality Filter

Passed or N/A

Failed

De-prioritized output feeds into the 
design repository.

8)A parked idea is prioritized as a 
candidate.

9)

Does The Big Idea pass the reality 
filter sniff test?

10)

3) Demo product future to organization at 
internal event.

2) Quarterly email sent to organization fielding input on specific ++ideas
ideas@company.com; primary stakeholder and ux are on the thread.

4) Catalog of ideas

1) Bi-weekly sync with primary stakeholders to share new ideas and get 
feedback; Here's what I'm working on. 1-10 priority.

Validate against a business 
perspective. 

Validate against a technical 
perspective. 



BA 
Requirements 

Defined

DEV / QA
Story Pointing

Current Method of Design & Just-in-time (JIT) Implementation

Primary Stakeholders
Product Visionary, BA signoff
Dev

User 
Experience

UX
Presents 
Design

Team Signoff

UX Included

Iterations

DEV 
Story Writing

BA 
Story Writing

Refinement

Sent to Backlog

Slotted for a 
feature

DevelopmentDevelopment 
Begins

Change in design

Primary 
Stakeholder or 

BA 
Signoff

This 
sprint?

No

Yes

No

This 
sprint? Yes

Change in design

UX Excluded

Refined Design

Iterations

Continue in process

UX Deliverables

Invision

Refined Design

Iterations

Photoshop

Slotted for a 
release

No

Whiteboarding 
(optional)
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