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Background
Part of the power of brainstorming is capturing the thoughts of a diverse collection of individuals and using that to come up with a fuller, more complete plan than any single individual would likely produce on their own.
Under the right circumstances, groups are remarkably intelligent and can be smarter than the smartest people in them. However, factors related to how you go about brainstorming can help or hinder fully capturing the wisdom of the team.  These factors relate to addressing blind spots, tapping into the unique perspectives of each team members, minimizing initial impact of others’ opinions until you’ve captured the richness of all of the perspectives, and then aggregating novel ideas into a collective decision.
Challenges to Tapping into the Wisdom of the Team 
Typical brainstorming – just shouting out a bunch of ideas and scribing them on a whiteboard – can be effective but can also have some barriers to fully taking advantage of the wisdom of the team.  Here’s a few:
· I need to think about that…  Some folks have an avalanche of ideas in the moment; others need a bit of time to reflect on something.  (Maybe their best ideas come in the shower, and you don’t have a shower in your meeting room!) Allowing an overnight gestation period prior to brainstorming is sometimes possible and can help your shower-idea folks contribute more fully.
· The Big Contributor  In traditional brainstorming, a few folks – frequently the “avalanchers” - can be the ones doing all of the speaking. This can cause the other folks’ ideas to kind of get lost in the wake.  Writing down ideas before sharing and then considering each idea one-by-one helps address this.
· In-one ear and out…  As people shout out ideas, sometime the kernel of an idea gets lost in the noise.  This technique instead allows for the full consideration and feeding off of other ideas and is less likely to create that “I had something but now I lost it” moment.
· The Influential Voice  If one of your brainstormers is a senior leader or very influential, their ideas can become boundary fences for the brainstorming or steer the brainstorming down a narrower path.  By recording ideas first and then sharing, this is mitigated.  (Although this may still show up in the 2-dot voting.)
Technique
For best results allow the topic to gestate overnight, e.g., send an email the day before the meeting sharing that “Tomorrow we will be brainstorming on _____”, so folks can reflect on it as well as give their subconscious some time on the topic.  Make sure you tell folks to not “self-filter” before they arrive – we want them to capture ALL their ideas, not just the “best” ones.
Wisdom of the Team Brainstorming (also called round-robin, 2-dot brainstorming) consists of the following phases:
1. Idea Write-out
2. Round-robin Share
3. 2-dot voting
If this is the team’s first time doing brainstorming this way, it is useful to outline the process so they know where they are heading.
Idea Write-out – Everyone grabs a stack of post-its and begins writing down their ideas, one idea to a post-it.  If you sent an email to promote overnight gestation, some folks may arrive with a stack of post-its already written out – awesome!  Allow time for everyone to spew out as many ideas as possible; some folks will just have more ideas than others – that’s expected.  Once everyone is done writing down ideas, proceed to the Round-robin Share phase.
Round-robin Share – Start with any individual and ask them to share one idea/post-it with the team.  Verify that everyone understands the idea.  Ask if anyone has any “dittos” – i.e., the same or very similar idea.  Have the original idea presenter – it is their decision alone - consider each proposed ditto and accept it as ditto or explain why the ideas are different.  Put the original post-it with all the accepted dittos in a stack and place them up on the brainstorming board.  Repeat this with one idea from the next person.  Continue to go around the group, person by person.  In later rounds, if someone is out of ideas, they can simply say “pass”.  During this phase, folks can write down any additional ideas that come to mind – perhaps sparked by something they’ve heard – on a new post-it and present it during their turn in a subsequent round, even if they had previously passed.  Once all ideas are on the board, move to 2-dot voting.
2-dot voting – The team has now heard all the ideas, considered them one-by-one, and similar ideas have been grouped together.  In 2-dot voting each team member has 2 votes (frequently represented by 2 adhesive dots) that they are to place on the most promising idea (which may be based on biggest impact, quickest win, or whatever criteria they wish to apply).  2-dot voting shouldn’t be done with a bunch of “campaigning” – that can mitigate the wisdom of the team (See The Influential Voice above).  If someone desires, they may place both dots on a single idea. 
After the voting, you’ll likely see a few “big vote getters” with all other ideas having zero or just 1 or 2 votes.  Select the handful of ideas to pursue that the wisdom of the team identified as the most promising.  (But capture the whole board in a photo – you may come back later to mine a few other promising veins!)
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