
UC SAN DIEGO YELLOW BRICK ROAD: CROWDSOURCING IMPACTFUL 
AND DIVERSE IDEAS THROUGH AN IDEAWAVE™ 

FRIDAY, JULY 14, 2023 @ 1015AM – 1115AM



AGENDA

• Starting: I’m Kris…

• Session Description  

• Learning Outcomes 

• Crowdsourcing: Liberating Structures

• UC San Diego Campus  

• Tritonlytics Overview

• Yellow Brick Road and IdeaWave Campaign  

• Other Crowdsourcing Methods 

• Finishing: To-go box of resources



Hi, I’m Kris…

➔ Working with UCSD Tritonlytics Team for 1.5+ years

➔ Direct our IdeaWave virtual crowdsourcing platform

➔ Past role: Lead our UCSD Career Center

➔ Strengths: Strategic, Ideation, Relator, Focus, Significance

➔ Believe every team benefits from an innovative mindset

➔ Raising your hand for something new often turns out well

➔ Racing Ironman Canada in August

➔ Grateful to work on a team of mission-driven achievers



SESSION DESCRIPTION

We’ve all been there…open your inbox…“Please take our survey.” Argh! What’s in 
it for me and my time? I’m outta here….

With the return of campus in post-pandemic work culture, UC San Diego’s 
Tritonlytics™ Team leveraged this moment…to do something brand new

Instead of just completing the annual Staff @ Work Satisfaction Survey…(The 
End)...we instead partnership with HR to create the Yellow Brick Road strategy

Strategy created a repeatable, annual process for our entire academic year 

Integrated qualitative and quantitative survey data into an IdeaWave™ campaign 
which developed ideas, likes, and comments for future action



LEARNING OUTCOMES

Discover how to take staff satisfaction scores to create actionable, 
impactful ideas and solutions that you can apply 

Gain a macro overview of the strategy, process, timeline, cost, and effort 
to run a Staff at Work Survey, IdeaWave™, and other tools 

Understand the tools, methodologies, and best practices to overcome with 
administrative stakeholders and survey audience

Apply concepts and share your ideas with others through facilitated 
networking and conversations to gather ideas to take home 



CROWDSOURCING IDEAS WITH LIBERATING STRUCTURES

A repertoire of 33+ options for organizing 

interactions that include & unleash everyone in 

shaping next steps and the future



LIBERATING STRUCTURES CROWDSOURCING THOUGHT EXERCISE

# Time Action

1. Start: 2 minutes • Share with you 10 Principles on the next slide, please read each one

• Think about them in the context of your workplace and you as a colleague

2. 1 minute • Stand up with 3-5 post it notes in hand*

• Gather those post it notes now, please

• *If unable to stand/prefer not to, you can remain seated

3. 3-4 minutes • I’m going to show you 3 questions…one at a time

• After I read Question #1…walk to 1 of the 10 Principles that comes to mind

• Talk with 1-2 others visiting that Principle...answering “why” you selected this principle

• Leave a post it with a thought regarding “why” on the Principle

• Wrap up your conversation when you hear the bell

4. 3-4 minutes • After I ring the bell, I will show you Question #2 

• Just like before, walk to 1 of the 10 Principles that comes to mind

• Talk with others, leave a post it note, wrap up when you hear the bell

• If time, we’ll close with Question #3

5. 1 minute • After I ring the final bell, return to your table

6. Finish: 1 minute • I’ll ask for a few people in the room to share what resonated 

• Images of the 10 Principles with post its will be added to the slides for sharing after the conference





1. What is the 

most important 

principle for you… 

why?



2. What is the 

principle you have 

leaned into over 

the last [COVID] 

years… why?



3. What 

principle needs 

attention now… 

why?



What resonated?



UC SAN DIEGO…A BIT ABOUT US

o #3 best public university in the nation 
// Forbes

o #4 public university for affordable 
education // Princeton Review

o 18th best university in the world // 
Academic Rankings of World 
Universities

o 40,483 total students // As of 2021

o 150,772 freshman and transfer 
applicants // To enroll Fall 2023

o Over 1/3 of first year students are first 
generation college students



TRITONLYTICS TEAM: STAFF@WORK SURVEY



TRITONLYTICS CLIENTS



TRITONLYTICS TEAM: STAFF@WORK SURVEY (54 Q’S IN 7 MINUTES)



TRITONLYTICS TEAM: STAFF@WORK SURVEY



CHALLENGE: HOW DO WE IMPROVE STAFF@WORK SURVEY RESULTS?

If your survey surfaced a challenge like “Feel 

Valued by Department,” then run an IdeaWave 

Campaign on “What are ideas and programs 

that Leadership can offer to better listen and 

show you that you are valued?”



IDEAWAVE IS VIRTUAL CROWDSOURCING

Encourages diverse thought 
& supports broad inclusion

Identifying debated solutions 
to problems 

Decreased idea to  
implementation time

Increases transparency, 
breaks down silos and lifts up 
the voice of the audience  

Higher quality –

Ideas match key 

campaign criteria

Lower Time Cost –

24/7 access online & 

IW app…no longer 

needing people

in a room

Faster –

Invitees can

build and improve

the ideas of others 

so that the best 

expertise is 

aggregated fast



WHY WE CHOSE IDEAWAVE 

• IdeaWave’s crowdsourcing 
mission and vision empowers 
audience engagement, 
supporting meaning, impact, 
and psychological safety of  
collaborative and effective 
teams

• Google’s Project Aristotle

https://rework.withgoogle.com/print/guides/5721312655835136/


YELLOW BRICK ROAD: THE YEARLY PROCESS TO ENGAGE STAFF

Aug 2022 data to 
build an IdeaWave 

into our annual 
survey calendar



IDEAWAVE TIMELINE

Campaign Planning Preview and 
Seeding

Idea Submission and 
Discussion

Idea Evaluation Closed Total

Day(s) 4-5 1-4 21-28 4-6 1-2 31 to 45 

Let’s go…UC San Diego’s IdeaWave™ platform

https://ideawave.ucsd.edu/


IDEAWAVE EMAIL INVITE + PEER-TO-PEER REMINDERS



IDEAWAVE CAMPAIGN ASK FOR IDEAS TO 3 THEME CLUSTERS

1. Professional Development 
• Training Received Valuable, Supports Advancement Opportunities

2. Supported and Valued
• Appropriate Stress with My Job, Participate in Decisions, Feel Valued by Department

3. Improvement Focused
• Resolves Staff Issues, Recognizes Better Ways to do Things, Improves Service Products

A couple final thoughts…

• We get that everything would be easier if we had more money and more staff
• The reality is that we need to challenge ourselves…think how we do things differently
• Once the campaign finishes, we will be reviewing all the ideas
• Conducting interviews with some teams and leaders across campus
• Our goal: Gathering input from all of you to identify emerging great practices that we will share back out with you



YELLOW BRICK ROAD INAUGURAL RESULTS

Our inaugural one-month IdeaWave ™ campaign finished in January 2023 

Engaged 5,000+ diverse staff

37 impactful ideas shared

188 comments

1,131 likes



IDEAWAVE CAMPAIGN: 37 IDEAS…HERE ARE 7 RANKED BY # OF LIKES  

Professional photos during onboarding (88)

Paid birthday day off (75)

Tuition discount for students of employees (56)

360 Feedback (44)

Pipeline for Undergrads to become UC San Diego employees (33)

New hire buddy/mentor (28)



IDEAWAVE CAMPAIGN: 188 COMMENTS…HERE ARE 3 BELOW

• Eeman M. = 12/14/2022 11:06 AM: 
“I love this idea and believe this would be a moral booster and 
generate a positive impact upon our recruitment and retention 
of diverse talent at UC San Diego! Win win :)”

• Beverly R. 12/08/2022 9:31 PM: 
“This idea could be a powerful recruitment/retention tool. Rutgers 
(a public university) offers free and/or 50% discounted tuition to 
employees and their dependent 
children! (https://uhr.rutgers.edu/benefits/tuition-remission).”

• Hallie J. 01/10/2023 2:24 PM: 
“I got a free MA when I worked at SDSU. It was an incredible opportunity 
that I likely wouldn't have done without the fee waiver.”



IDEAWAVE CAMPAIGN: WHAT’S NEXT?

For Staff@Work, we are taking action:  

• HR identified the Top 10 & Bottom 10 performing departments on the survey

• Employee Relations Specialists connecting to learn successes/opportunities

• Supported from the departments’ respective Vice Chancellor areas

Staff shared ideas fall into 3 Buckets:

1. Ideas and work we can control on the local San Diego campus 

2. Ideas and suggestions that are systemwide, and need further work with the entire UC system

3. Ideas that are already addressed on our campus, but we need to do a better job communicating out



ANOTHER METHOD // FACILITATED CROWDSOURCING INTO THEMES

#2:  Valued Member of the X Office
#8:  Have a Voice to Provide Ideas & Suggestions to Improve the X Office
#5:  Sr Leadership at X Interested in Staff Ideas & Opinions of Staff
#34: Feel Valued by my Department
#10: X Office Promotes a Work Environment Where All People are Welcomed
#9: Opportunity for Career Advancement at the X Office 

Correlational analysis to identify 
drivers:  “I’m not happy about this 
important driver of my satisfaction”



ANOTHER METHOD // CROWDSOURCING APPLIED TO ML



QUICK IDEA // CHALLENGE: ENGAGING FACULTY

o What happened?

1) Faculty listening tour to i.d. issues to overcome (e.g. strategic, value)

2) Emailed pre-campaign update on the post- campaign action plans 

3) Direct message during campaign stats/likes + comment #s/peer updates

o Opportunity: Piloted a Green Belt Project IW 
Campaign that achieved 81% Faculty 
engagement for a planned Phase III 
Alzheimer’s Disease clinical trial

o Faculty engagement on IW Campaigns 
averaging <50%, well under Staff/Students



QUICK IDEA // ENGAGEMENT: TEAM CONTRACT ‘HOW WE WORK’ 

We will commit to completing our homework prior to the meeting 
starting 

We will work towards attending meetings in-person and/or on 
camera and being fully present 

We will support a healthy, inclusive team climate of multiple 
viewpoints 

We will champion the collective group dynamic of positive motives 

We will actively participate and listen to which voices are speaking 
and aware of which voices are not speaking or not present



THANK YOU … TO-GO BOX OF LINKS TO TAKE HOME

Platforms:

Facilitate on Liberating Structures (frameworks) https://www.liberatingstructures.com/

UCSD Tritonlytics (higher ed benchmarking surveys) https://tritonlytics.ucsd.edu/

IdeaWave (crowdsourcing ideas) https://www.hypeinnovation.com/

Collaborate on Lucidspark (virtual whiteboard) https://lucidspark.com/

UC San Diego Machine Learning and AI https://tritonlytics.ucsd.edu/services/survey-program/ai.html

2021 NCCI Machine Learning Presentation https://tritonlytics.ucsd.edu/_files/ncci-2021-using-AI-presentation.pdf

khergert@ucsd.edu

https://www.linkedin.com/in/kriswh/

https://www.liberatingstructures.com/
https://tritonlytics.ucsd.edu/
https://www.hypeinnovation.com/
https://lucidspark.com/
https://tritonlytics.ucsd.edu/services/survey-program/ai.html
https://tritonlytics.ucsd.edu/_files/ncci-2021-using-AI-presentation.pdf
mailto:khergert@ucsd.edu
https://www.linkedin.com/in/kriswh/


APPENDIX



LIVE IDEAWAVE SHOWCASE

Let’s go…UC San Diego’s IdeaWave™ platform

https://ideawave.ucsd.edu/


WRAP-UP LIBERATING STRUCTURES: 15% SOLUTIONS

Discover and Focus on What Each Person Has 
the Freedom and Resources to Do Now 

• What is your 15 percent? 
• Where do you have discretion and freedom to act?
• What can you do without more resources or authority?

Last 5 min: 1 min to think on, pair with a neighbor and share twice for the last 3 minutes (+ table)



HYPE PARTNERSHIP WITH UCSD

We produce software to help idea and innovation managers collect and 
manage ideas, vet them, and turn them into concepts with business 

cases to get them ready for prototyping and implementation.


