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What is IdeaFactory?
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What is IdeaFactory?

• IdeaFactory is a Web-based tool that empowers all TSA employees to:

• submit ideas, 

• provide comments on how to improve new concepts, and 

• rate ideas that should be recommended for implementation

• It uses social media concepts to harness the “wisdom of the crowds”

and expand upon the traditional suggestion box

IdeaFactory Vision Statement:

Support TSA’s mission by fostering a 

community that engages employees and 

encourages collaboration to initiate 

innovative change.
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IdeaFactory Uses Familiar Social Media 

Concepts to Engage Users

The IdeaFactory’s success relies on a community of users 
collaborating to improve ideas, share information with each other 
and make personal connections between airports

Users provide information about themselves to the full 
community, and personalize their posts with a 

signature.

Users comment – and sub-comment – on ideas they 
are interested in and can provide further insight into. 
Also, user ratings used to identify popular ideas.
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How IdeaFactory Works
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IdeaFactory “Landing Page” Provides News 

and Requires

Users to

Agree to

Terms of Use
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Users Build 

Solutions to 

Problems
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The User Community Rates and 

Collaborates on

the Ideas to

Make Them

Better
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• Users rate ideas on a 

scale of 1-5 light bulbs

• Toolbox functionality 

allows users to 

collaborate with peers 

and track ideas 

Users Provide 

Comments to 

Enhance Ideas and 

Inform Employees
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Collaboration and Evaluation

Turn Ideas into Programs

The Idea Pool: Users submit ~300 ideas/month, provide comments on
how to improve concepts and rate ideas on a scale of 1 to 5

The TSA IdeaFactory team of 4-5 

monitors the site, reviews EVERY 

idea, identifies trends, and

overseas the process

Some ideas are not formally 

evaluated but remain on the 

site for rating to continue

IDEAS

Program Office/SME review*
(~50 ideas/month)

Cross functional collaboration

Transition to implementation

Recognize idea submitter and 

communicate results

Ideas 

selected by 

IdeaFactory
team and 

Program 

SMEs

Highly rated 

ideas

Program Office 

Responds
YESUnable to implement

Unable to implement YES

(~1-2 ideas/month)
* Includes Senior Leadership

approval when necessary

Hot topics forwarded to 

Program Offices to 

provide immediate

awareness of workforce 
“pulse” and insight into 

key trends

(~5-10 ideas/month)
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Program Office Experts Respond to All 

Evaluated Ideas, Whether or Not They 

Make the Cut
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Users Determine How They 

Want to See Information

• Powerful Search and Filter tool allows users to 

conduct advanced searches based on the 

following:

• Key Word

• Idea Status

• Ideas they have contributed towards

• Category

• Users can use sort capability to identify most 

popular ideas

Profile Tab Personalizes Experience and 

Enhances the Community

• Allows employees to:

• Enter information about 

themselves

• View idea statistics

• Sign up for category alerts

• View “favorites” lists

• Create a personal 

signature



“We Ask You” Engages Employees to 

Respond to HQ-Sponsored Ideas

“We Ask You,” accessible off the main 
site, is a space where program offices 

post a question or an idea on which they 

would like user feedback. That feedback 
is then taken into account when the 
office is evaluating the program in 

question. This offers a direct line of 
communication between headquarters 

and the field-based workforce. This 
feature launched in March 2009.

“We Ask You,” accessible off the main 
site, is a space where program offices 

post a question or an idea on which they 

would like user feedback. That feedback 
is then taken into account when the 
office is evaluating the program in 

question. This offers a direct line of 
communication between headquarters 

and the field-based workforce. This 
feature launched in March 2009.

The IdeaFactory Team Promotes Every Move 

We Make, Which Keeps Our

Process Transparent
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TSA has Four People Who Monitor the Site 

and Help Put Ideas Into Action 

• Program Management

• Analysis, Evaluation and 
Process Optimization

• Site Moderation

• Communications
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Success at TSA
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On average, 10 ideas are submitted each 

day, each idea receives 8 comments and

30 ratings

Approximately 100 new users visit the site 

each week, 5,000 users visit the site each 

month, and 40 percent of the visitors 

actively contribute

As of January 1, 2010, there were:

• 10,700 ideas

• 84,000 comments

• 318,000 ratings

• 28,000 users

• 50+ new programs 

IdeaFactory is Viewed as “Valuable” and 

“Important” by Employees
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Representative IdeaFactory Ideas 

20



IdeaFactory is a Success at TSA

• Provides a “voice” for employees 

• Employees contribute actively on relevant and important 
topics tied to agency priorities and initiatives

• Employees “talk”, educate and inform each other and build an 
online community

• HQ programs obtain valuable program feedback and interact 
with employees directly

• Fosters information sharing
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“I feel empowered 

to improve my 

job.”

“…gives me a look 

at the ‘big picture’”

“It keeps employees up to date on current issue/happenings.”

The White House 

Named TSA 

IdeaFactory a 

Model of Open 

Government



Getting Started: 5 Tips for 

Establishing a Crowdsourcing 

Initiative
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Tip #1: Identify the Business Need

IdeaFactory was launched in April 2007 to address three key 
business needs at TSA:

•How TSA could engage geographically dispersed employees and 

ensure they have a voice in the way the agency evolves;

•How TSA could collect fresh input and perspectives on improvements 

to keep the agency flexible and effectively mitigate security threats; 

and 

•How TSA could promote its core value of innovation.
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Tip #2: Ensure Senior Leadership 

Champions Effort and Provides Support

• Support comes from highest levels at TSA

• Active participation from senior leaders is key

• Regular dashboards and updates keep site content fresh in 
leaders’ minds

• Leaders post specific challenges or questions tied to ongoing 
priorities and initiatives

• It’s important to engage not just senior leaders - mid-level 
managers are critical to promoting usage to front-line employees
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Tip #3: Understand Your Users

• ~95% of TSA’s employees are 

not in front of a computer and 

have limited time to access the 

site

• We designed site features with 

user characteristics in mind

• We also design communications 

(newsletters, emails, etc.) 

around user needs and use 

existing networks to push out 

messages
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Tip #4: Focus Your Social Media Mission

• Be sure to coordinate with entire 

agency’s social media strategy

• Don’t try to be all things to your users

• IdeaFactory only allows ideas to make 

TSA a better place to work – no 

questions, rants, etc.
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Tip #5: It’s OK to Start Small and Grow

TSA:

• Went from concept to launch in 6 weeks

• Used an Integrated Project Team with 

representatives from legal, communications, IT, and 

program offices to push concept forward

• Built a basic site with in-house resources

• Held teaser campaign and live webcast for launch to 

promote the site

• Implemented ideas as quickly as possible to show 

employees we were serious

• Listened to the users to help build the community
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Lessons Learned
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Engage Employees Throughout the Entire 

Idea Lifecycle
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Implementation

Submitter works with 

leadership to create a plan and 
implement the idea
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The IdeaFactory Innovation Process

Idea Generation

Employees Post Ideas, 

some responding to specific 
challenges from leadership

Evaluation and 

Selection

IdeaFactory reaches out to 

submitters to gather info



Cultivate the Community

• Keep the program fresh with new 
challenges, frequent communications 
and regular updates

• Listen to what your users want and 
respond

• Use effective moderation to create a 
collaborative atmosphere on the site

• Identify and celebrate champions and 
successes

• Enable employees to help other 
employees

31

Transparency is Key

• Say “why” you can’t implement ideas

• Be flexible and open to changing 
your processes

• Expect negativity-you can’t make 
everyone like everything

• Establish thresholds and set 
employees’ expectations for what 
happens with ideas

• Give people an inside look at who 
and how the program is managed
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It’s All About Balance
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It’s a Program, Not a Web Site

• Enhanced security 

• More efficient operations

• Worklife improvements

• Higher morale

Dedicated 

Resources
Optimized 

Processes

Strategic 

Communications

Agency Support
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Want to Learn More?
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Get Involved

• Join the White House-sponsored Community of Practice (COP) for Idea 

Generation Tools (government email address required)

� https://max.omb.gov/community/display/Planning/

Idea+Generation+Tools+Community+of+Practice

• Attend monthly COP meetings 

� 2nd Tuesday from 3-4 PM 

• Review the White Paper 

summarizing program best 

practices and tools utilized 

in the Federal Workplace

• Check out www.apps.gov for 

other social media idea 

generation options
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IdeaFactory Sharing Options

• DHS is exploring options to share IdeaFactory code and 
program management documentation 

• An appropriate interagency sharing agreement must be 
approved by both parties prior to sharing

• Contact ideafactory.hq@dhs.gov for more information
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Innovate.  Collaborate.  Succeed.



Extra slides/graphics
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