
A practical approach to problem solving.

21-Day Change 
Challenge.



Harnessing the 
power of change

Welcome to a journey that promises 
benefits for you, your business and your 
customers. This journey will take you from 
one of the 82% of Australian businesses 
who think they are innovative to one of 
the 44% who really are.

* Reference: CommBank Business Insights Report, National FY17
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Start the 21-Day 
Change Challenge today
Examples of 21-Day Change Challenges: 

• Find new and emerging markets to enter

• Better understand your customers’ needs 

• Tackle a big social or environmental challenge

• How could you start being the disruptor?

• How might you future proof your business?
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Your commitment

For best results, we’d encourage you to recruit a small  
Change Challenge Team to help you research and brainstorm. 
Naturally, the more time you can invest the better but even 
one to two hours per week will be beneficial. That said, being 
the leader of your Change Challenge Team you may want to 
dedicate a little more. While the Change Challenge will take 
three weeks to complete, the program it is built upon can be 
used time and time again.

Time:

• 21 days of change,  
not 21 days of work.

• 3 weeks, 3 workshops,  
3 outputs.

• As little as 1-2 hours  
per week.

Participants:

Change Challenge Core team:  
3 to 6 people.

Other people: Customers, analytics, 
customer service team.

 
What you’ll need: 
 
The tools you’ll need are in this book. 
Other: sticky notes, markers, whiteboard 
and a space for your workshops.
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The 21 Day Change Challenge

Your weekly challenges:This booklet contains practical tools and advice  
to help you complete each step. For more tools  
and inspiration visit:  
commbank.com.au/changechallenge

The Change Challenge 

At the end of your three-week Change Challenge, 
you’ll have learned a practical approach to problem 
solving that you can use time and again. You will 
also have at least one inspirational idea you can 
implement.

Your chance to win 

As a further incentive, we’re offering you the 
chance to win a $35,000 Change workshop  
at our Innovation Lab in Sydney. To be eligible, 
you’ll need to complete your Change Challenge 
and share your experience with us by 31 July 2017. 
For further details see page 20 of this booklet.

So if you’re up for a challenge, why not start  
right here, right now? Welcome to your 
21-Day Change Challenge.

Week 1 -  Week 2 -  Week 3 -  

Objective:  
Defining your business goal.

Objective:  
Understanding customers, 
identifying insights.

Objective:  
Prioritise opportunities and ideas.

Method:  
Self-examination on what makes 
the business tick and what you 
want for the future. 

Method:  
Interview customers  
and team members, review any 
industry research.

Method:  
Think big, get ideas on the table. 
Harvest them for best potential.

Output:  
A focused, positive, user-centric 
challenge statement.

Output:  
Customer insights from fieldwork, 
interviews, secret shoppers.

Output:  
Lots of new ideas created. Prioritise 
the top one to three ideas. No more.
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Objective

Gather your team, grab a coffee 
and find a quiet space away from 
the demands of the business. 
It’s time to define the goal that 
will inspire your Change Challenge. 

Method

Take a good look at your how your 
business currently operates. Are there 
any obvious problems? Are there areas 
that are running well but offer even 
greater potential? Is there an idea you’ve 
been meaning to test but simply haven’t 
had the time? In short, what could be 
done that would make a significant 
impact on customer satisfaction? 

Week 1 –
Defining your 
business goal

Time:
60 minutes.

What you’ll need: 
Pens, sticky notes and a creative 
space for your workshop.

Participants:
Your change challenge team.
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Tools

Here are some simple, yet highly effective ways to help you define a worthwhile goal:

1 Put your customer at  
the heart of your Change 
Challenge. There’s no point 
working towards a goal that 
has no appeal to them.

2 Ensure your Challenge 
captures your team’s 
imagination and is worth 
working on. Time is precious 
and you don’t want to waste it.

3 Write and rewrite your goal. 
The tighter and clearer you can 
make it the easier and more 
inspiring it will be. 

4 Use positive language  
and frame your Challenge  
as a question rather than  
a statement. For example:  
“How might we . . .” or  
“How can we . . .”

Week 1 – Defining your business goal
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Output

At the end of this session you should have a concise, customer focused, 
Change Challenge statement. 

Here are real-life examples from our customers who have been through the same process:

• Online retailer for kids 
clothing, Korango asked:

 “ How can we make 
families embrace every 
moment of childhood?”

• Not-for-profit: Ability 
Centre wondered: 

 “ How might we enable 
carers to help children 
with disabilities to live 
their best life?”

• Definitiv is a Human 
Resources technology 
platform provider: 
Definitiv’s challenge was,

 “ How can we build 
confidence in enterprise 
clients that we offer an 
alternative to the likes  
of SAP or Oracle.”

More inspiration

1 For the coffee chain, Pablo & Rusty, 
their change challenge was 
“How can we make our business cashless?” 
 
Watch a short outtake from the SBS 
Small Business Program at 
commbank.com.au/changechallenge/week1

Week 1 – Defining your business goal
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Objective

From the local cafe that knows exactly how 
you like your coffee to the online retailer who 
seems able to read your mind, understanding 
your customers is the key to business success. 
After all, how can you delight your customers 
if you don’t understand them or your market?

So this week, you’re going to get to know 
your customers even better than you already 
do and identify insights from your research.

Method

Since the objective of this step  
is to gain customer insights, your 
job is to find out as much about 
them as you can. This will involve 
developing a deep understanding 
of their wants, desires and needs 
through a series of tools including:

• Observation

• Interviews

• Market Analysis

Time:
60 minutes minimum for research  
+ 60 mins for the workshop.

What you’ll need: 
Pens, interview worksheet sticky notes  
and a creative space for your workshop.

Participants:
Your change challenge team, customers to 
interview. Use your analytics and customer 
service teams.

Week 2 –
Understanding 
customers, 
identifying 
opportunities
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Tools

Gathering information

Be them

The first step in understanding your 
customers is to spend time in their shoes. 
Put your perceptions and industry knowledge 
aside and go blind shopping for example. 
Have a couple of friends interact with your 
business and have them give you their honest 
opinion. For example, ask them to purchase 
a product or undertake a task that relates 
closely to your Change Challenge goal.

1

Engage them

The next step is to observe your customers’ 
behaviour and speak to them. After all, no one 
knows your business better than them. If they 
agree to talk, ease them into the conversation 
and ask open-ended questions designed to 
encourage conversation rather than just yes  
or no answers. For example:

“Tell me about the time...”

“How did you feel...”

So go into a store, call a customer or ask them 
for a coffee. People are very willing to give you 
feedback, especially if you are in charge of  
the business.

For best results keep in mind:

• Not all feedback may be positive but 
constructive criticism can be invaluable. 
Don’t be defensive.

• Your job is to be interested, listen and 
learn. The better you do this, the more  
you will gain.

• Bring a team mate. That way, one can take 
notes while the other asks questions. 

 
Example interview worksheet on the 
following page >

2

Week 2 – Understanding customers, identifying opportunities
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Reviewing industry trends

Look at what the competition is 
doing and analyse any emerging 
trends. Is there something 
happening in a non-related field 
that could prove valuable?

Find business insights: 
commbank.com.au/
changechallenge/week2

3

Business analytics

• What other sources of information are 
available to your business?

• Google, Adobe and other web analytics: 
Who is visiting your website? What are they 
looking at?

• Customer data: What information can you 
get from your business to either talk to or 
understand your customers better? 

• Customer Satisfaction: If you have access 
to customer satisfaction surveys or data 
you’re already ahead. What are their areas 
of concern or dissatisfaction? Can you 
improve in these areas and how do they 
relate to your goal?

4

The 
Interview 
Worksheet

Ask open ended questions:

What are some broad questions you can ask to open 
the conversation and warm people up?

What kind of job do you have?

How did it make you feel?

What do you like/dislike about this product/service? Why?

When do you use this product? Why?

Capture your findings:

What did you... 

See: body language, artefacts

Hear: quotes, stories, key words, contradictions

Feel that your user is feeling: emotions, beliefs, confusion.

Customer name:

Approximate age:

Location:

Week 2 – Understanding customers, identifying opportunities

See full page for use on page 21. 
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Unpacking the stories

Now is the time to review what you’ve learned. 
Gather your Change Team, provide sticky notes and 
pens and begin. Have each person talk about their 
experience while the rest of the team take notes and 
make observations. Once finished, place the Post-It 
Notes on an Empathy Map.

Example Empathy May displayed to the right >

See full page for use on page 22. 

5

Say
quotes and defining words

Do
actions and behaviours

Think
thoughts and beliefs

Feel
feelings and emotions

Empathy 
Map
Have each person talk about  
their experience while the rest  
of the team take notes and make 
observations. Once finished,  
place the Post-It Notes on an 
Empathy Map.

Now look closely. Can you identify 
any similarities appearing? If so, 
place these notes together. 

Give yourselves time and talk  
about any patterns you can 
identify. Look closely enough  
and eventually the insights will 
reveal themselves.

“You don’t know me.”“I always have to 
repeat my order.”

“Buy it from 
somewhere else.”

“Frustrated, 
annoyed.”

Week 2 – Understanding customers, identifying opportunities
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Output

At the end of this session you should have a clear insight  
that you will use as a platform for creating ideas.

The following examples may be of help in guiding you:

• Korango arrived at the insight,  
“Families want the best for their children”

• For Ability Centre it was,  
“Make things simple for me, understand that things change day  
to day and don’t make me repeat my story to everyone I meet!”

• For Definitiv it was,  
“ We are frustrated with expensive disparate systems. Too many 
manual processes, lack of useability and too many steps.”

More inspiration

Car recycling company U Pull It discovered some 
fascinating insights when they took a deeper look  
at their customer base. You can see for yourself on  
this short film at the change challenge website: 

For more tools and inspiration, visit:  
commbank.com.au/changechallenge/week2 

Week 2 – Understanding customers, identifying opportunities
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Week 3 –
Creating ideas 

 

Objective

You’ve defined your challenge, gained a 
deep understanding of your customers and 
identified fertile areas for innovation. Now’s 
the time to start creating ideas - and the 
more the merrier.

If you’re thinking “I don’t have a creative 
bone in my body”, think again. Just as there 
are tangible steps in developing valuable 
insights, so too is the case with developing 
creative ideas. 

Method

Put away your preconceived ideas 
and self-limiting beliefs and start 
thinking big and freely. Once you 
feel your thinking is exhausted, we’ll 
show you how to harvest your ideas 
in order to find the ones that will 
truly delight your customers and 
change your business. Don’t dismiss 
ideas that may seem impossible, 
put them all up. They may inspire 
you to think of a different way.

Time:
60 minutes.

What you’ll need: 
Pens, sticky notes and a creative  
space for your workshop.

Participants:
Your change challenge team.
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Tools

There are many processes you can use to develop ideas  
but here are a few to get you rolling:

Parallel worlds

The thought for roll on deodorants didn’t come out of 
nowhere. Nor did it come from some creative genius sitting 
in an attic. It came from a person clever enough to look at 
another industry – in this case the world of ballpoint pens.  
So gather the team and look around. What industries, 
individuals, companies, or ‘worlds’ can you draw parallels from? 
Who has a similar challenge to you, and how did they solve it? 

1

Breaking the rules

Rugby was invented when soccer 
player William Webb Ellis picked 
up the ball and ran with it. Steve 
Jobs wasn’t a huge fan of rules 
and regulations and it didn’t 
seem to hold him back. So put 
your preconceived limitations to 
the side for a while and let your 
thinking roam free.

Making random connections 

Jorn Utzon’s inspiration for  
the Sydney Opera House came 
from peeling an orange. George  
de Mestral found the idea for  
Velcro in the burrs that clung  
to his pants after a bush walk. 
Sometimes creativity is as  
much about observation as  
it is about inspiration. 

2 3

Week 3 –Creating ideas
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Crazy 8’s 

This exercise will only take you five minutes. 
Fold a sheet of A4 paper in half three times 
then unfold it so you have eight panels. Now 
roughly draw or write down one idea per panel 
without spending more than 40 seconds on 
any one panel. If you get stuck try repeating  
a previous idea with a minor variation.

Idea blueprint

Using a more structural 
or traditional approach for 
ideas can also be useful.

Example Idea blueprint 
displayed to the right >

See full page for use  
on page 23.

4 5

1

3

5

7

2

4

6

8

The customer needs:

Drawing:How it works/features:

The idea (it’s an X that 
does Y):

Customer benefits:Idea 
blueprint

Idea name:

How might we... 

Week 3 –Creating ideas
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6

Harvesting your ideas

Having generated your ideas it’s time to sort the wheat from 
the chaff. You’re looking for no more than three ideas, or even 
just one, that is “most likely to delight” your customers so be 
critical in your thinking. At this point you should be looking 
for potential, not for low hanging fruit. Judge them by the 
following criteria:

1 Most likely to delight 
– there’s not much point 
wasting time and energy on 
something your customers 
have no interest in. Which of 
your ideas are truly going to 
delight your customers?

2 Most breakthrough 
– which of your ideas are 
game changers? Which are 
the disruptors, and which 
will change the way your 
business, industry, or the 
world works?

Output

At the end of this session you should have 
at least one idea, and no more than three, 
ready for testing. 

So, for example:

• Korango came up with the idea of creating 
a community that embraced every 
moment of childhood.

• Ability Centre came up with a solution 
that would help families share important 
information with their care team, capturing 
and sharing the little moments throughout 
the day that are hard to explain.

• Definitiv’s ideation session resulted in 
them understanding their proposition to 
the market and benefits to allow them to 
approach bigger businesses.

More inspiration

You can see more on the 
Definitv story by visiting  
Week 3 resources: 
commbank.com.au/
changechallenge/week3

Week 3 –Creating ideas
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One last step

Time allowing, go back to the customers 
you interviewed in Week 2 and share 
your ideas with them. You’ll soon find 
out if you’re on the right track and their 
feedback will prove invaluable.
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Congratulations

You have completed the CommBank 21-Day Change Challenge. 
This process can be used time and again to inspire new ideas  
and help you embrace change and stay ahead of the game.

As mentioned at the beginning of your Change Challenge,  
this program is an abbreviated version of the design thinking 
process we use within CommBank. The next steps would be  
for you to prototype your ideas then test them and learn from  
the experience. If you would like to learn more please visit: 
commbank.com.au/changechallenge/whatsnext

You should now have outputs from each week.

Week 1: A focused, positive, user-centric challenge statement.

Week 2: Customer insights from fieldwork, interviews, 
secret shoppers.

Week 3: Your top idea or ideas. No more than 3.
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Share your ideas and win

• CommBank Change 
Workshop – two days total, 
valued at $17,000.

• Two days in our 
CommBank Innovation Lab 
in Sydney hosted by an 
Innovation Coach.

• Full day of rapid prototyping or 
digital and even app creation.

• Half day of user experience 
(UX) testing in the CommBank 
Innovation Lab.

• Flights, accommodation 
and transfers for up to three 
people from your business, 
valued at up to $8,000.

• Economy flights from 
anywhere in Australia  
to Sydney.

• Two nights’ accommodation in 
Sydney for up to three people.

• Transfers to and from  
the airport.

Plus: a further $10,000 given 
to your business to take your 
change idea even further.

To be eligible you will need to complete  
your Change Challenge and share your 
experience with us by July 31st 2017.

Winners will be chosen by a panel based  
on how well you have answered each stage  
of the process and the creativity and  
originality of your ideas.

For more details and the full terms and 
conditions visit: 
commbank.com.au/changechallenge/share

If you’d like take your ideas to the next level in our Innovation Lab in Sydney, why not share your experience 
with us? Two winners will receive a Change workshop, valued at up to $35,000 which includes:
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The 
Interview 
Worksheet

Ask open ended questions:

What are some broad questions you can ask to open 
the conversation and warm people up?

What kind of job do you have?

How did it make you feel?

What do you like/dislike about this product/service? Why?

When do you use this product? Why?

Capture your findings:

What did you... 

See: body language, artefacts

Hear: quotes, stories, key words, contradictions

Feel that your user is feeling: emotions, beliefs, confusion.

Customer name:

Approximate age:

Location:
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Say
quotes and defining words

Do
actions and behaviours

Think
thoughts and beliefs

Feel
feelings and emotions

Empathy 
Map
Have each person talk about  
their experience while the rest of 
the team take notes and make 
observations. Once finished,  
place the Post-It Notes on an 
Empathy Map.

Now look closely. Can you identify 
any similarities appearing? If so, 
place these notes together. 

Give yourselves time and talk  
about any patterns you can identify. 
Look closely enough and eventually  
the insights will reveal themselves.
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The customer needs:

Drawing:How it works/features:

The idea (it’s an X that does Y): Customer benefits:Idea blueprint

Idea name:

How might we...
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