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USE THIS BOOK

FILLED WITH PERSONAL STORIES
AND EXPERIENCES FROM 29
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P243

We've designed this book
with you in mind! Unlike
most books, this one can be

read in several ways.

For one, you can read this
cover to cover. The chapters
build on each other. You

can also scan for things

that interest you, like new
tools and skills. Additionally,
we've included fast passes
in this chapter (page 22) in
case there is something spe-
cific you want to learn about

right now.

START >>
READING!



UNCERTAINTY:
YOUR SECRET
WEAPON




The world around you —
and your business —is filled
with uncertainty. But within
that uncertainty exist
innumerable opportunities

to design (or redesign)

game-changing businesses.

These opportunities are

there for the taking, if you

know how to look for them.

The world has changed. Not only are consumer
habits, technologies, and other trends uproot-
ing once-thriving businesses, entire markets are
shifting and emerging out of the uncertainty

and unpredictable nature of today’s network
economy. Interestingly (and infuriatingly to some),
many of the companies leading the charge — and
the change - did not exist two decades ago.

It's not that these new players are just lucky or
employ smarter, more capable people. So, how
is it that they've found gold in some of the most

unlikely places? In a word: design.

Design is fundamentally about enhancing the way
you look at the world. It's a learnable, repeatable,
disciplined process that anyone can use to create
unique and qualified value. Design is not about
throwing away the processes and tools you have.
In fact, quite the opposite is true. Just as design
has enabled countless upstarts to create new
business models and markets, design will also
help you decide when to use what tools in order
to learn something new, persuade others to take
a different course, and at the end of the day,

make better (business) decisions.

Most of all, design is about creating the con-
ditions by which businesses thrive, grow, and
evolve in the face of uncertainty and change. As
such, better businesses are ones that approach

problems in a new, systematic way, focusing more

INTRODUCTION >> UNCERTAINTY

on doing rather than on planning and prediction.
Better businesses marry design and strategy to
harness opportunity in order to drive growth and
change in a world that is uncertain and unpredict-
able.

This book will provide you with new tools, skills,
and a mindset to harness opportunities born of
uncertainty in order to design a better business.
We've included tons of real-world examples of
people who have mastered the fundamentals of
design, as well as case studies of companies that
have created change using design as the under-
lying foundation for decision making. And, just as
design is a repeatable process, this book is meant
not only to guide you on your design journey, but
also to provide an ongoing reference to help you
scale the design beyond one project or product

to an entire company.

YOU'VE GOT
EVERYTHING TO GAIN




BECOME A
ESIGNER

WHAT’S ALL THIS (DESIGN) BUZZ ABOUT

Design is quickly becoming one of those words like “innovation.” It
has different meanings to different people. It can be a noun, an ad-
jective, and a verb. Design is ultimately an empowering approach
of looking at the world and igniting new possibilities to make it

better.

Design is both a process and a mindset. It's an intentional set of
practices to unlock new, sustainable value from change and uncer-
tainty. It allows individuals and organizations to be more flexible

and resilient in the face of constant change. Unfortunately, the flip
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side of design is where we often find ourselves: scrambling when ITERATION
unforeseen change happens to us. The key to design — and design tools — is that it is an iterative pro-

cess by which designers, like you, start with a point of view, go out

WITH GREAT POWER... and observe the world to inform that point of view, create options
The good news is that you are already a designer, at least some of that may address the opportunities you see, validate those options,
the time. Every time you intentionally develop strategy or make a and execute the ones that best address the opportunities. Most
decision based on insight, you are acting as a designer. The not-so- important, designers never focus on simply scaling the execution
good news is that many of the tools that you have probably been of the chosen option. Design is continuous and iterative; it's built to
using to help make those decisions are likely not as useful as they deal with ambiguity and change in a long-term way. [l

once were, at least not on their own. So, what do designers do and

what tools do they use that help them make better decisions?

DESIGN IS A DISCIPLINED APPROACH TO SEARCHING,
IDENTIFYING, AND CAPTURING VALUE.



DESIGNER: A REBEL WITH A CAUSE
THE 7 ESSENTIAL SKILLS

IT ALL STARTS WITH
THE CUSTOMER.

THINK AND WORK
VISUALLY!

Observing customers to
understand them will give you
fresh insights into their needs.
You must ask the right ques-
tions to get the answers you

seek.

DON'T FLY SOLO.
YOU ARE NOT
SMARTER THAN
EVERYONE ELSE.

TELL STORIES
AND SHARE THE
EXPERIENCE.

Working visually helps you to
see the bigger picture, gain
clarity on complex topics,
create a visual anchor for your
strategic conversations, and

engage with your audience.

Gather different insights by
working together. Connecting
the brains in the room and in

your market will enable you to

uncover hidden opportunities.

Stories have a clear beginning
and end, and most likely they
have heroes your audience can
connect with. Cool stories stick.
Cool stories will be told by

others. Cool stories spread.



\

KEEP IT
SIMPLE.
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SET UP SMALL
EXPERIMENTS AND
LEARN SHIT.

EMBRACE UNCERTAINTY,
IT’S CANDY FOR
THE BRAIN.

Just start. Don't try to build the
final product. Don't add
features that don't solve real

problems.

Every little iteration and

trial will net tons of useful new
insights — things you wouldn't

have learned if you just started
building. Reality is different

than what you assume.

Except for change, there is no
such thing as certainty in busi-
ness. Accept this and harness

opportunities from uncertainty.



DESIGN A BETTER

CONNECTING INNOVATION, BUSINESS, AND STRATEGY

So, now yOU'I’e a desigﬂer who's been imbued with the Many existing, established businesses, especially non-startup

L . businesses, focus solely on getting products to market while re-
goal of designing a better business. What does a better yon9emngp

ducing costs and increasing margins. In these businesses, strategy
business look like? And, how would one go about de- is executed in a linear way: prepare; execute. What's often missing

signing a better business? in this story is the customer on the other side of the transaction, as

well as the person designing and developing products and services

to satisfy some need for the customer.

POINT OF VIEW P46 T —

Designers, on the other hand, are always thinking about the cus-
tomer. They approach people and problems from a particular per-
spective, one informed by design-specific tools like ideation, proto-
typing, and validation. They use human-centered tools, skills, and a
mindset to search for, design, and execute new value propositions
and business models based on what they've learned. Designers do
this continually, iterating constantly to uncover opportunities within

the fog of uncertainty.
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BUSINESS

In this book, you'll find the designer’s journey represented in a new To do this you must employ a design rigor — using your new tools,
way. Your point of view is at the center of the design process, which skills, and mindset - to guide business decisions and outcomes
is always influenced and informed through understanding, ideation,  rather than solely driving day-to-day (business as usual) execution.

prototyping, and validation. This process is iterative and cyclical.

In doing so, your options for the future will become much clearer;

So, what's a better business? A better business is one that puts as a designer, you will unequivocally begin to see opportunities
the person at the center and connects design tools, practices, and within the fog of uncertainty. >>
processes.

=== O UNDERSTAND Pg) +=~———— IDEATE P124 —-'——w PROTOTYPE P15) =——————m VALIDATE P18) ————
(N :J.: A

There's a continuous search for new customers, value propositions,
and business models — with business execution and scale. As a
designer, it's your job to make this connection. It's your job to con-
sider and test new options for business sustainability and growth
(by design). It's your job to consider the person you're designing for,

which will inform your own unique point of view.



THE DOUBLE
LOOP

A DESIGN JOURNEY

The double loop is founded on a simple observation: every project, product,
company, change, or idea starts with a point of view. It might be based on fact. It
might be based on assumptions. Whatever your point of view, using it to create

lasting change requires work and a movement toward the goal line.

The double loop takes your point of view into account, while adding rigor and
continuity to the design process. This means that your point of view is always
informed by understanding and that that understanding will spark new ideas,
further enhancing your point of view. These ideas are prototyped and validated
to test and measure their effectiveness. This, in turn, further informs your point of

view and enables you to execute your ideas successfully.

Every design journey also has a beginning and . . . a goal. In the case of this
design journey, the beginning starts with preparation, at the left of the design
loop. Preparing yourself, your team, your environment, and the tools you'll use is
essential for your successful journey. At the right of the design loop is the goal:
scale. In this book, scale refers to two things. First, we talk about scaling the exe-
cution of your idea or change; this begins with your point of view. Second, we talk
about scaling the design process. This is, after all, a book about designing better

businesses Design is at the core. And it is design that is meant to scale. [l
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THE DOUBLE LOOP [ ANDSCAPE

© POINTOF VIEW P46 Q,
Design is human. The journey
you take will help to inform
your point of view going

forward.

D PREPAREPY
Design is a team sport that
requires preparation to be

done well.

UNDERSTAND P82

All design journeys start with
the customer, context, and your
business in mind. Understand-
ing these is the key to design-

ing something better.

IDEATE P124
There is no single right solu-
tion. Ideation will enable you

and your team to unlock and

build upon each other’s ideas.




% PRoTOTYPE P15

At some point, your ideas must
see the light of day. Prototyping

is about bringing your ideas to

INTRODUCTION >> THE DOUBLE LOOP

SCALE P214

Design journeys are iterative,
cyclical, and designed to scale
from small projects to organiza-

tion-wide cultural norms.

VALIDATE P180
Ideas are just thoughts based
on assumptions. To understand

where true value lies, you must

life so that you can learn from test your ideas and measure

the results.

them.

YOU'RE HERE
TO CREATE
SOMETHING
NEW.

o



YOUR TOOLS

As a designer, your first mission is simply to step out of the box you're in and observe the

world and your customers in their natural states. Don't come at this with preconceived 8@%

notions about what your customers are trying to achieve or how the world is ordered. Just /A‘\

watch and listen.

The first tool comes from skills we already possess — observation.
When was the last time you stepped back and just watched and
listened to your customers? Try it. We're sure you'll learn something

new.

CREATING IMPACT

As you're watching and listening, start to look for patterns as well as
interesting, unexpected actions, events, or occurrences. These cre-
ate fodder for anecdotes that you can use to draw your manager or
other team members into the human stories behind your products.
If you've never used actual customer anecdotes and stories in a

presentation, we can tell you that you're in for a great surprise.

All people like stories and will be more interested and invested
than they would if they were presented with only data. In fact, in the
next chapter you'll find a tool specifically meant to help you design

stories to deliver the impact you're looking for.

NOT OBSOLETE

As you become comfortable simply watching and listening to your
customers, it's time to start using some new tools — design tools.
Rest assured, you do not have to stop, nor should you stop using
the tools that you're comfortable with. In fact, just as you cannot
hope to change your company overnight, it's very unlikely you'll get
everyone to believe your current tools are obsolete; and they're
probably not. Instead, just as you might employ a new set of tools
to work on a project at home, start to add a few new design tools
to your belt (you wouldn't use a screwdriver to measure a wall,

would you?!).

USEFUL DESIGN TOOLS

First, employ observational tools. These include tools that help you
capture people’s wants, needs, pains, and ambitions. You might
also add to your belt tools for questioning and problem framing.
After all, you can't expect to learn everything about your customers

by simply watching them. Beyond observational tools, other design



tools include ideation tools, prototyping, and validation tools, as
well as decision-making tools. These concepts might be quite famil-
iar to other people on your team who have been designing for a
while. But, no matter. We've included a variety of incredibly useful

tools in this book to help you take business design to the next level.

GROW COMFORTABLE

As you become more comfortable using some of these tools, you'll
no doubt notice that your old tools are becoming auxiliary or back-
ups. You might even couple your old tools with your new (designer)
tools to complement each other. For instance, you can use market
data to bolster the anecdotes you gather in the field. Imagine the
possibilities! The key here is that you start small and slowly develop
mastery of the new tools and practices that at first may feel uncom-
fortable to wield. Don't worry, after you've used your designer tools
a few times, they will become easier and more comfortable to use.
And, through your new design-colored glasses, we are confident

that you will begin to see the world in a whole new light. [l

INTRODUCTION >> YOUR TOOLS

THERE IS NO TOOL CULTURE (YET)

Where accountants, doctors, and surgeons are trained to use tools,
business people are well trained for operations. They think they can

innovate, but they lack the right skills and tools to do so.

Whereas Apple and Amazon continuously reinvent their busi-
ness models and are successful in doing so, other companies are

helpless. Their traditional corporate structures conflict with design

processes and innovation. It is in nobody’s P&L so they just don't
care. Sure, companies innovate their products. But

they have a hard time going beyond product

innovation and traditional R&D.

Nowadays an increasing number of

business schoals are teaching business

model innovation as well as the tools for

design and innovation. But we are still

very much at the start.

| am excited to learn more about how others A5/ Bsesss -
develop and use tools for design, inno-
vation, and strategy as the new

drivers of business.

Alexander Osterwalder
Co-founder Strategyzer, Lead Author of Business
Model Generation and Value Proposition Design
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» Understand your current business model(s) .
and understand your customers by observing
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5 Bold Steps Vision® and transforming your vision

into a story and seeing if it resonates 58
s> |deate new business model options 142
> Prototype new value propositions 152

| WANT TO DO 2t

BUSINESS PLANNING =
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| WANT A STRONG
& SHARABLE VISION

I'want to develop a North Star with my team
so we know where we are headed.

STEPS: PAGES:
> Develop your point of view and make a
Cover Story vision® with your team
> Validate your cover story in- and
outside your company

I WANT TO woRk
AS A STARTUP

0
Here's how you can work lean and mean

when you want to bring your idea to market.
Learn from startups.

STEPS:

» Prepare your point of view

» Understang: observe and ask
Questions (1)

> Ideate your business model options

» Sketch a low- and high—ﬁdelity prototype

» Validate, validate, validate

» Tell stories during your journey
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EVERY JOURNEY STARTS WITH PREPARATION

Whether you're about to go on a journey of exploration to understand your customer or design new busi-

ness models for your future, preparation is key. You wouldn't go into battle without preparing first. Likewise,

yoU'll need to prepare before launching a design (or redesign) initiative.

DESIGN IS ABOUT PREPARATION

The design process requires preparation in order for it to run
well. You must prepare to observe and understand your custom-
ers, business, and context. You must prepare to ideate, proto-
type, and validate. What this boils down to is that to set yourself
and your team up for success, you must prepare your team for
the journey ahead, prepare your environment for the work that
will ensue, and prepare your tools so that you'll get the best

results from everyone.

SET YOURSELF UP FOR SUCCESS

The design process may be different from many of the other pro-
cesses you're used to. For one, it is not really linear; it’s cyclical and
iterative. It's about embracing uncertainty. Not everything can be
planned or controlled. It is also a full-contact team sport. Teams
that take the time to prepare often enjoy much better results

and outcomes. Design also requires physical space to work in.
And not just people hunched over computers. The people de-

signing the better business will need space to ideate, prototype,

and validate. It also requires that you employ new tools, which
also necessitate preparation in order to achieve the best results.
Last but not least, design requires that you get used to a new way
of working and a new project structure. It’s not about planning. It’s
about maximizing the chance of a positive outcome and empow-
ering others to make real change. There are things you can control
and things you can't. Set yourself and your team up for success by

controlling what you can; don’t leave things up to chance.

PREPARE YOUR TEAM

Babe Ruth, the famous American baseball player, once said, “The
way a team plays as a whole determines its success. You may
have the greatest bunch of individual stars in the world, but if
they don’t play together, the club won’t be worth a dime”” The
same can be said about designing great businesses: the best

businesses are the products of great teams.

That said, not just any team will do. A team that will generate

the most useful ideas from its key findings, and that will most



thoroughly prototype and validate those ideas, is made up of
a diverse group of unusual suspects (think the A-Team, not
Friends). They will find diamonds in the rough where no one
else has. They will challenge each other. And, by virtue of their
diversity, they will bring with them a network of other people
and resources that will come in handy when it’s time to get

down and dirty.

SEARCH FOR THE REBEL

When it comes to big hairy questions or initiatives, most of us
are unwilling to take a leap and try something new to achieve
the outcome we dream of. In order to do this, we need a rebel.
A rebel is someone who is willing to stand up and announce
that the time has come to take a new approach to solving a
problem or answering a question. This person has the ability to
carve out time and broker for resources for the design journey.
The rebel is the one who will persist and ensure that you're able
to try something new before going back to the old way of doing

things.

PREPARE >> INTRODUCTION >> PREPARATION

TIP! Not just any team will do. The people on your design
team must want to be there. Otherwise, they'll push for busi-

ness as usual.

PREPARE YOUR ENVIRONMENT, YOUR SPACE

By now you're aware that design is not linear. It is an iterative
process in which you will constantly need to refer to artifacts
that have been developed along the way. Carting these around
the office and sticking them on different walls every other day
not only is it a pain in the neck, but it also reduces the time you
have to actually design. This reduces overall productivity. Having
a “war room” where the team can get together and see progress

will boost productivity and efficiency tremendously.

PREPARE HOW YOU WORK (TOGETHER)

Tools like the screenplay — introduced later in this chapter — will
help you design your meetings (or design sprints) to maximize
your time together. Visual artifacts like the customer journey
and Business Model Canvas will help your team hold more fo-
cused strategic conversations. Taking the time to think through
how you'll use these tools will help you maximize their value. It’s
not hard work — but it’s essential. >>



EVERY JOURNEY STARTS WITH PREPARATION

SO, WHERE SHOULD YOU START?

Think big, but be willing to start small! Most people approach
big projects and new processes by seeking commitment from
the board or an executive committee. This is fine and may
work in some cases. Design doesn’t require a certain outcome.
Instead, it’s about the journey, the findings you obtain along
the way, and the options you generate and validate. With that
in mind, here are some ways others have started their design

journeys.

WITH THAT IN MIND, HERE ARE
SOME WAYS OTHERS HAVE STARTED
THEIR DESIGN JOURNEYS.

Of course, you could also start big and go straight to the board.
If you decide to take that route, ask for a budget to train your
team in design thinking for strategy and innovation. Whether
or not there is an appetite for design in your organization, your
colleagues will certainly develop skills and take journeys that

deliver better business results, however small or incremental.

FIND YOUR SPARK

Change starts with a spark. Something in the
world shifts, and someone reacts to that shift.
Whether it’s for yourself or your company, to start
your design journey, you'll need a reason to take

the journey in the first place.

FIND AMBASSADORS

Business as usual doesn’t leave much room for
design process if you don’t have ambassadors on
your side. Socialize your idea with a few potential
ambassadors. If you get them on board, your jour-

ney will be a whole lot smoother.

RECRUIT THE RIGHT TEAM

Design is not a journey to be taken alone. Success
in design comes when a team of people are in it
together and are collectively compelled to see the
process through. You'll need varying points of
view, skills, and a good network to tap into. Build
your team with this in mind and you can’t go

wrong.

RAISE ALL BOATS
Organize a targeted (not generic) training course
or bring in a thought leader to help ignite interest

in business model innovation or strategy design.



Courses and master classes are great ways to learn
new ways of working while becoming familiar with
a new set of tools, skills, and mindsets. Oftentimes
you'll learn about other organizations that have
employed design successfully. Use this insight to
evaluate where and how you might further intro-

duce design into your organization.

DESIGN WORKSHOP

Organize a design workshop focused on business
model innovation or strategy to immerse your-
self in the design process and determine where
the goal is for you and your team to co-create a
concrete deliverable. This could be the design of a
vision, a business model, or a value proposition for

a new concept.

FIND THE STRAGGLERS

Pick one of your existing products or services that’s
struggling to generate revenue (or profit). Run a
workshop with a diverse team to generate new

business model ideas.

GET OUT OF THE BUILDING

Get out of the building and talk to customers to
understand what matters to them. What do they
say? What do they think? Present your findings to

others in your organization. [l

PREPARE >> INTRODUCTION >> PREPARATION

FINDYOUR AMBASSADORS

Preparing for a small team is one thing. Preparing for

a large company is quite another.

So how do you best prepare for an innovation journey as an
established company? We asked organizations like 3M, Lufthansa,
SAP, ING Bank, MasterCard, GE, Philips, and Toyota how they have
been nurturing and supporting cultures of innovation and design
thinking. They shared their findings during a summit in New York,
February 2015.

Their biggest takeaway: in order to prepare for innovation and de-
sign thinking, it is an absolute must that companies identify cham-
pion users of design tools, such as the Business Model Canvas, the
vision canvas, and other human-centered tools. The champions, or
ambassadors, must be proficient in the “lean” approach to design
and development and carry with them a designer’s mindset at all

times. No problem is too big or too small for these ambassadors.

When your goal is to scale design throughout your organization, it's
essential to find and train more than one ambassador. In fact, you'll
need to create an army of ambassadors who are familiar with and
passionate about the new ways of working. They need to adopt and
help spread design approaches to business by doing more than
they talk. B
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PREPARE YOUR TEAM

You won't win a soccer match with 11 strikers or a
football match with only quarterbacks. The same
holds for business. Whether you're trying to win in
sports or in business, it's crucial to employ players
with varying skills (and superpowers) — the team

needs to be multidisciplinary.

BUILD A MULTIDISCIPLINARY TEAM

The ideal team will be able to cover a wide range of tasks. Need
someone to write a proposal? Add that person to the team. How
about someone to design a pitch deck? And maybe we need a

coder . .. You get the picture.

The more viewpoints the team brings to the table, the more
options that team will be able to generate. There is no one single

right solution in any design, business or otherwise.

FIND THE UNUSUAL SUSPECTS

If every team member has the same exact life experiences, skills,

knowledge, and viewpoints, the range of options they will zero

in on is incredibly narrow. To avoid that, intentionally design
your team to include people from different departments — and

with different skills levels, backgrounds, cultures, and mindsets.

ROLES: IT’S NOT ON YOUR BUSINESS CARD

When you look at a business card, what do you see under the
name of the person? Likely a title, and that title is very likely not

that person’s role.

Roles describe the responsibilities that someone takes on, either
formally or informally, as part of the team. They play a central
part in getting things done. Roles, not titles, are critical to your

success. It is important that each team member take ownership
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of the design, both while working on the design and when it
comes to pitching ideas to other stakeholders. Designing the
right roles helps team members understand how and where they
can best contribute to the end result. The roles people play on
your design team will vary from ambassadors to sales, and from

visual thinkers to engineers.

Just as you'll intentionally design who's on the team, you also
need to design the roles people play on that team. When your

team doesn’t know the plays, you can’t score a touchdown.

WHEN TO ASSEMBLE A TEAM

When considering your design team, it’s essential that you

assemble the right people, with the right attitudes, at the right

time. You'll need this team for design workshops, brainstorming,
and fieldwork: when you need to get out of the office to under-
stand what your customers want, need, and do. You'll need to

assemble a team to design and produce prototypes.

Unlike in most corporate settings, do not assemble a team for
a project or to simply join meetings or discussions. Do not
assemble a team to engage in planning if that same team is not
going to engage in the design process. Do not assemble a team
for project communication; that’s what the facilitator is for.
Your design team’s goal is to do and make and learn and deliver
results. [l



PREPARE YOUR ENVIRONMENT

Design is not business as usual. The spaces your
team designs in must be able to handle a new way

of working.

A SPACE FOR PEOPLE

If design is a contact sport, then the environments you play in
must be able to handle the frequent interactions of the team.
Design isn’t about meeting, sitting, talking, and leaving the
meeting to go back to email. It’s about standing, interacting,
writing on sticky notes, going outside, crunching numbers
together, and assembling to update each other before doing it

again.

The best design environments take into account how people
interact — not just while they’re seated, but also while they’re
standing, evaluating a canvas on the wall. These environments

leave space for working together and presenting concepts. The

best design environments are dedicated for a specific project, so
that all of the design artifacts can be left as is, enabling the team

to quickly track its progress.

HOME BASE
However you prepare for your environment, your goal is to
create a home base where your team can be creative, soak in the

information, and have meaningful discussions about it. When-
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WALL SPACE
Any design envi-
ronment must have

ample wall space to
hang or tape artifacts,

like canvases and
sketches.

VERSATILE FURNITURE
You must be able to
rearrange the tables
and chairs in the
room to facilitate
different modes of
working.
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As you move along your design
journey, your war room (should) be
the heart of the progression.

ever possible, design a war room: a physical space in your
company where people can meet, work, and see the progress
visually. Alternatively, you can design temporary, popup spaces
that can be rolled into and out of rooms efficiently. You will see
the team start to work and think differently. Il



MASTER FACILITATION

The design journey is all about preparation, and it's the facilitator’s job to make that preparation and the

journey ahead easy for everyone involved. A skilled facilitator is the master of ceremonies as well as the

keeper of the light — the energy and intentionality in the room. It is up to the facilitator to help the team

achieve the outcomes expected efficiently and effectively.

MASTER OF CEREMONIES

A facilitator (you or someone else) must run meetings according
to a screenplay while also providing space for the team to dis-
cuss and make decisions along the way, always being cognizant
of the time (and need for frequent breaks, coffee, and food). The
facilitator must also capture (or elect a scribe to capture) salient

points of view, ideas, and decision points along the way.

Of course, there are many ways to do this. Using a whiteboard,
chalkboard, or large flip charts, you can capture short bullet

points about what’s been said.

BECOMING A FACILITATOR

If you want to run a design process on strategy and innova-

tion smoothly, engage with your team members, and develop
leadership opportunities, you need facilitator skills. The more
you know about how to design and run a good learning process,
the more team members will feel empowered about their own
ideas and participation. They will take on ownership and re-

sponsibility, resulting in better outcomes.

—Emmanuel Buttin Business Line CFO, BNP Paribas

Il LEARN TO MANAGE ENERGY

Facilitation is first and foremost about managing energy. To
maximize output, the team must feel energized. “Energy,” in

this case, describes how willing and able people are to contrib-
ute. “Good” energy helps the process. A discussion at the right
time does just that. But hold a discussion at the wrong time, and
exhaustion will quickly set in. The core skill of the facilitator is to
manage the balance between going into the weeds and building

energy.

3 1T°S MORE THAN JUST THE MEETING

Facilitation isn’t about simply facilitating a discussion or a
meeting; it’s about facilitating the whole process. You'll need to
become the mastermind of the operation. It’s not about being
right; it’s about being effective in how you help teams by design-
ing and managing the process. Facilitation is about the environ-
ment, information, the network, the team, and the energy. This
includes communicating each step the team will take, as well as

the promises made.



[E1 WEAR THE RIGHT HAT AT THE RIGHT TIME

There are times to be utterly optimistic and there are times to
be critical. For instance, as ideation is about idea creation and
expansion 90% of the time and evaluation and selection 10%
of the time, it’s vital that everyone on the team is wearing their

optimistic hat at least 90% of the time, during idea creation.

But when it’s time for evaluation and selection, it’s okay for
everyone to put on their critical hats. And in both cases, it’s the
job of the facilitator to ensure that optimism and criticality are

employed at the right place and time in the journey.

E3 VISUAL FACILITATION

The spoken word is intangible. What has been said five minutes
ago only exists in memory. This prompts participants to repeat

their argument over and over again.

David Sibbet, the pioneer of visual facilitation, found that by
capturing the arguments on a big flip chart, big enough for all
the participants to read, the need for repetition vanishes. Take a
marker and write down what has been said, to allow the discus-

sion to move on. W
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DOING THE DISHES

In a meeting you have two types of people: the ones with “focused

eyes” and the ones with “absent eyes”; business people versus

III.I

designers. They play different roles in a meeting, but both are

indispensible in a team.

The former are often misjudged to be shortsighted and judg-
mental, when they are actually taking things at face value (by
nature). They give their opinions freely and have quick answers to
everything. The latter's glazed-over looks are certainly not signs of
disinterest. In their heads they are building on ideas and visualizing

opportunities before speaking out.

From an outsider’s perspective, it's hard to see how

these people can work together effectively. In fact,

you need both kinds of people on a team: fast
movers and thinkers. It is my job to bridge those
two worlds: Make them combine their brain-
power and get them to share the same vision.
When | see these situations arising, | offer a spark
(or fire starter) to help steer them in the right
direction. Then | step out to do the dishes

while they perform miracles together.

Markus Auerbach
Director, Audi Innovation Research



MANAGING ENERGY

TIME MANAGEMENT

As with any process, the design process is deliberately designed
with time in mind. When you're aiming for a goal, you're doing
so with an eye on a specific date and time; you wouldn’t ideate
or validate forever. As a facilitator, it’s your job to manage the

timing of the process.

To keep everyone on the same page when you're working
together, create an agenda using a flip chart and big permanent
markers, and stick (or tape) it to the wall. Keep to the times and
don’t skip any breaks. You'll find that as people get more used to

this structure, they’ll deliver better results together.

TIP! USE PUSH AND PULL TO MANAGE ENERGY

DETAILVS. OVERVIEW

While there are always big thinkers and strategic thinkers in
groups, most often, the same people who think big and strategic
thoughts are also stuck in the proverbial mud of the current
operational execution engine. Of course, it’s important to have
people like this on board. But, this often becomes a challenge
for the facilitator to steer the team forward into the expansive

waters of strategic options.

This is especially true in big companies, where a constant bal-
ance exists between “let’s move to action” and “let’s make sure

we are acting on the right things” This requires the facilitator

gop W

@
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IT'S LIKE JAZZ

and the participants to be able to bounce quickly between the
big picture and the detail. This is one reason securing a core
team, agreeing to a charter, and being transparent throughout
the design process are so important. This is where the real facili-

tation takes place!

MAKE IT VISUAL

We humans are visual, spatial creatures. To really have an im-
pact and sum up discussions and decision points so that they’ll
be remembered forever, do what David Sibbet says, and capture

what’s been said (at least some of it) visually.

The saying “a picture is worth a thousand words” was never
truer than when you're trying to record and replay important
context from a meeting or design sprint. An added bonus

of holding the pen is that it will help you keep the center of

attention on the whiteboard, flip chart or wall.

Furthermore, simply reviewing images allows you to replay
entire conversations with nary a written word on the page.
Whatever you decide, what’s important here is that you capture

the moments and decisions that lead to outcomes. [}

For more information on visual facilitation, read
Visual Meetings by David Sibbet

David Sibbet says visual facilitation is like jazz, playing within steady

beats and formal structures that empower spontaneity and vitality.

Like live jazz, spoken words flow on. In meetings this often prompts
repetition and hopes for real listening. Sibbet finds that capturing
these words on large charts acknowledges the listening. The need
to repeat diminishes. And a group memory is created. This frees

the discussion to move to new levels.

Sibbet is one of the pioneers in visual facilitation, and practiced
and taught in this space in the 1970s, when he started The Grove.
Visual facilitation is a key to inspiring and engaging groups, sup-
porting big-picture thinking, and the enacting what

comes from having a group memory.

Some of his tools, such as the Cover Story /
Vision Graphic Guide® and the Context j
1

Map Graphic Guide®, are featured in this
book.

David Sibbet
Author, Founder, and Chairman of
The Grove Consultants International




PREPARE HOW YOU WORK (TOGETHER)

You've put together a team and secured an environment to work together in. Now it's time to actually work

together, efficiently and effectively. To achieve the best results as a team while continually staying on the

same page, you'll need some design tools.

THE DESIGNER'’S ESSENTIALS

There’s a very good reason designers and creative types carry
around sticky notes and big permanent markers. Sticky notes are
expendable, additive, stick to anything, and have the added value
of being constrained by size, while permanent markers are, well,
permanent, and make what’s represented on each sticky note
more readable. Hand stacks of each of these tools to everyone
and let the ideas fly. By the end of the day you should have a wall
of ideas and a floor piled high with half-starts. You get bonus
points for getting everyone to draw their points of view
(visually) on sticky notes. For some simple sketching tips, check

out the profile on Dan Roam, in the prototyping chapter.

FRAME DISCUSSIONS USING A CANVAS

In just about every chapter of this book you'll find canvases, like
the Business Model Canvas, Value Proposition Canvas, as well as
others that can used for visioning, storytelling, validating, etc.
These visual artifacts will help spark interesting conversations

while framing the ensuing discussions.

These tools are not tools to be filled out and put away. As es-

sential design tools, the canvases provided here are also living,

breathing records that document your design journey. When
you pair people, sticky notes, markers, and sketching, not only
will the design process be faster and easier, you'll get much bet-

ter results and learn to speak in a new shared language.

BETTER MEETINGS VIA SCREENPLAYS

Meetings have become a (bad) habit for most large organiza-
tions. In fact, this habit extends to the way we work: we sit
behind our desk working independently from others. We send
lots of email. We make a few phone calls. And when we're not

sitting at our desks, we’re in meetings.

Meetings are not necessarily bad, but more often than not, they
are simply planned — not designed. In turn, nothing really hap-
pens at the meetings we show up to. There is no clear structure.
What's the purpose of this meeting? Who is in the room? How
do we make sure we get things done in this time slot? How do
we know what is expected from us in this meeting? Those ques-
tions rarely get asked — and all the while, we have rooms full of

people wasting time, resources, and energy.



TIP! Have a walking meeting. When walking or standing
up, not only is the body more mobile, but so is the mind. It is
much harder to become entrenched in an argument when you

are mobile.

What'’s more, using meetings to share information is also a
waste of time. Meetings are more often social and political. We
feel badly if we exclude colleagues when sending invites for a
meeting. Instead of thinking about who are the right people to
be in the room, we think about who we don’t want to exclude.
Not having the right people in the room — or having too many
people in the room — leads to slow progress. This wastes every-

one’s time.

The key to good meetings — and even better workshops — is

to create a screenplay. Not to be confused with an agenda, a
screenplay details who will work on what when. Most notably, it
will help you design a meeting based on the results you wish to
achieve. [l
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IMPROVISE LIKE A CHAMP

After | speak on stage or appear on television and radio shows,
people often approach me and say, “You make it look so easy, as

if you improvise on the spot! How do you do that?”

The answer is simple. It takes time. | invest a lot of time in my
screenplay. Why? You are responsible for designing the flow of
an event. When you go through it step by step, you feel where
you need to give more energy, where you need to go slow or go

fast, and where you can go in deeper.

Once you have a clear path and target in mind, you

can take crossroads. In other words, once you

get the basics right, you'll find places
where you can improvise. A screenplay
forces you to think about how you

cut your message into digestible
pieces and how you design for ener-

gy and interaction from the audience.

A message well sent is a message well
received. Facilitate the receiver and

work with a screenplay!

Rens de Jong
Moderator, Radio & TV Anchor,
Entrepreneur



T0OL SCREENPLAYS

Just like it does in movie-making, a screenplay provides an efficient
and effective way to design a meeting. The more thorough the

screenplay, the better the meeting.

THIS IS YOUR FACILITATION DESIGN TOOL

Screenplays help you to design a meeting or workshop and share
this with the key stakeholders and facilitators. Well-designed
screenplays enable you to gain clarity about what can be done
during a workshop in order to make decisions about time, activities,
and topics to be covered. Most important, a screenplay is a visual
tool to help you design for results while managing all of the infor-

mation in one simple document.

DESIGN FOR FLEXIBILITY

One misunderstanding is that the screenplay is fixed and therefore
not flexible. That's not true. The screenplay should be co-created
with the core team to help everyone design a results-driven meet-

ing or workshop. In this way, a screenplay will actually help you to
be flexible.

I I_OVE IT WH EN Moreover, when you design your
screenplays in blocks of time/
A PI'AN COM ES activities, it enables you to shift to
new blocks should the expected-
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CHECKLIST
[ ] Check the lengths of the time
slots and breaks.

[] Clear actions per time slot.
[] Call sheet.

NEXT STEP
> Run your workshop,

meeting, or offsite.



TOOL TEAM CHARTER

Now that you've put all of these unusual suspects and diverse characters together in one room, how will you

agree on your goals, expectations, and values? And how will you deal with challenging situations? Design a

team charter together!

SIGN THE CHARTER

You don't always get to decide with whom you work with. Even if
you do, there's no guarantee that you'll be successful. Conflicts
of interest and differing values or goals often get in the way of a

team’s progress.

A team charter will help you create a blueprint for the engine
behind a project: a well-balanced team. As a co-created document,
the team charter will help clarify the team’s direction while estab-

lishing boundaries.

The team charter serves two purposes. Firstly, using the charter as
an inward-facing document, team members can point out why the
team was established in the first place, what the main focus is, and

what direction the team will take to

GOOD TO KNOW WHO
YOU'RE TRAVELING

achieve its stated goals. Secondly,
as an outward-facing document,
the charter can help to educate
managers and other organizational
WITH!

leaders about the focus and direc-

tion of the team.

TEAM VALUES

Together, you'll need to decide on the values your team upholds as
part of its collaboration. These values will help form the foundation
for a successful team, which will make it easier to reach the goal
while reducing confusion about the team’s objectives. What's more,
the charter will provide clear guidelines about how team members
will work together and what each person will contribute, which will

help ensure the team moves forward and not backward.

Some of the things you'll want to include in your team charter are
the following: team members; team goals, expectations, and the
purpose for existing in the first place; team values; how the team
handles trouble and obstacles; who the team leaders are. Don't be
afraid to add things like “have fun!” and energy sources, like “team
dinner once per week.” These will go a long way in helping the

team gel.

Whatever form your team charter takes, just make sure you're all on
the same page. In the end you want to have a team of people who

build off each other, not a group of people just doing a job.
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CHECKLIST

[] You defined the team goal.

|:| You defined the driver, team
members, and values.

[] You defined obstacles and
energy sources.

[ ] You had everyone sign the

charter.

NEXT STEP
> Go get started with Point of

View!



YOUNOW HAVE . ..

RECAP

DON'T FLY SOLO. THE LONE
GENIUS IS DEAD.

PREPARE. SET YOURSELF UP FOR
SUCCESS.

> PREPARED YOUR TEAM P30
> PREPARED YOUR ENVIRONMENT P32
> BUILTYOUR TEAM CHARTER P42
> DEVELOP A POINT OF VIEW P46
It will help you decide how to
approach your design journey.
> DESIGN AVISION P58
Fomulate an actionable vision
with your team.
> APPLY DESIGN CRITERIA P68

What are the principles and the
benchmarks of the change you're

after?

BUILD A MULTI-
DISCIPLINARY TEAM.
DIVERSITY IS KEY.

FIND AN EXECUTIVE
SPONSOR. CREATE
AMBASSADORS.

WORK VISUALLY. YOUR BRAIN
WIILL THANK'YOU FOR IT.

MANAGE THE ENERGY.
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YOUR POINT OF VIEW

Every design journey starts somewhere. Perhaps that somewhere is a brand-new company searching for its

sustainable (money-making) business model. Or maybe the journey is being taken by an existing business

looking for new directions so it can stay competitive and grow. In every case, the journey you take will start

with a point of view.

Whether it’s about a market, or a customer, or a product or
service, or even a competitor, we all have a point of view. Being
at the center of the design journey, your point of view is your
most valuable asset. It provides the litmus test for what’s real
and what’s just a mirage. As a designer you are responsible for
actively shaping your point of view based on what you learn

along the way.

THE FIRST STEP IS ALWAYS THE HARDEST

Developing new business ideas from scratch can seem like a
daunting task. When you're a startup, you have hope in your
heart that your company will become the next big thing. You
work hard at developing and selling your product — but often,
the harder you work, the further away your away dreams seem
to be. When you're an established business, you've been driving
the same executional strategy for many, many years. Your share-
holders enjoy the fruits of your labor in the form of increasing
share prices and dividends, and your board looks to past growth
for future strategy. However, these past successes may become a

burden as you try to steer your company into new waters.

To create change, you must start with your point of view, even
when the odds seemed stacked against you. Maybe you're
thinking, “But it’s just my point of view! What changes could I
possibly make based on what I think?!” You wouldn’t be wrong —
or the first person — to think this. However, when you pair your
point of view with specific tools, skills, and a mindset to match,

you absolutely can create the change you're looking for.

BE A REBEL

If you're looking to influence someone, especially someone you
need on your team to turn your point of view into a successful
strategy, it may sound counterintuitive to say that you should be
a rebel. But it’s precisely the rebel, and the points of view that
she brings with her, that will serve as the catalyst for change.
Being a rebel does not mean you must go against everything that
your company or leadership stand for. Rather, being a rebel is
about coming to the table with a strong point of view toward the
future. You do not need to buck the establishment — but you do
need to question the establishment and bring to the table those

big ideas that you feel in your gut are worth exploring.
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LETYOUR VISION BE YOUR ROADMAP

A strong point of view will serve as your catalyst for change.

It is your vision for the future that will serve as the roadmap
leading to the change you seek to make. People argue their
points of view over beers. Visions set direction (maybe so that
you can buy even more beer with the money you’ll make in the

future!).

Our definition of “vision” is different than what you'll find in
other books or articles. It’s not just a statement: it’s a rallying cry.
The concept of vision is all-encompassing; it includes the sup-
porting factors that make the vision real, the steps you need to
take to realize the vision, and the challenges and opportunities
that you'll face on your way to achieving your vision. To make
your vision tangible and useful, this chapter lays out co-creative

tools that you can — and should — use with your team.

DESIGN YOUR STORY

When you enter that boardroom, or strategy meeting, or VC
pitch, what are you going to say? How will you sway people to
your point of view, or at least convince them to explore your
vision with you? This is where stories make a big difference.

Ever notice how the best speakers, whether giving a TED talk,

presenting in a conference room, or holding court in a bar, use
anecdotes and stories to convey the points they are making?
Though naturally talented speakers may do this somewhat
instinctively, anyone who does this well is deliberate about what
stories they tell, how, when, and to whom: to make your mark
and gain the buy-in you need, you'll need to explore your point

of view. In other words, you'll need to design your story.

But don't let that worry you. Just as we are giving you new tools
to create your vision, we are also sharing great tools to help you

design your story.

DESIGN CRITERIA

Your vision points to a future state. Yet it’s not just any future
state. The changes you seek to make along your design journey
likely must also meet a set of criteria about what you must,
could, should, or absolutely won'’t do as you explore and evaluate
options for the future. These are design criteria. They provide
both a foundation and clear boundaries to help guide your
decisions along the way. Your design criteria will be informed

by the vision you create as well as the context surrounding your
organization. Similarly, the options you explore will be informed

by the same design criteria. 1l



DARETO STEP UP

Everybody has a point of view. Very few dare to step up. They believe they are not the right person to do that as it is not in
their job description. It was not in mine either: | am the CFO. Yet | decided to step out of my comfort zone - the only way

to make a difference.

WE WERE HUNGRY FOR VISION

Our organization had gone through some pretty rough times in
the recent past. You could feel that in the energy of the organiza-
tion. The financial crisis had taken a toll, and a merger between
two companies (BNP Paribas and Fortis Bank) had created a
cultural disconnect — and I realized that our discussions were
too focused on what had happened in the past. People were
questioning our company identity. I, of course, agreed with my
co-workers, but even those conversations were very difficult and

even disruptive.

As a large ship sailing forward,

STICKTO YOUR BELIEFS.
IFYOU DON'T, HOW CAN YOU
EVER TRUST OTHERS TO DO S0?

TIP1

we often don’t think we have
much time for self-reflection.
But I felt we needed to take

a step back, describe our
situation, and then get over

it and get going. This didn’t

mean sweeping our problems under the rug — we needed to talk
about them and learn from them. And then we needed to move

forward.

RESHUFFLE THE FOCUS TO THE FUTURE

With all of our fears, uncertainties, and doubts, I felt that it
was time to reshuffle the focus and start looking forward.
Although as the CFO it was not necessarily my role, I decided
to step up and make it happen. In fact, I think that anyone and
everyone in our organization should be able to step up and
take new and broader sets of responsibilities than what they
were hired for. But, as the CFO, I was a bit perplexed: how
could I focus on the future and not just the forecasted future
the numbers usually tell? What would the future look like?
With changes happening rapidly in our world (the banking
world), I knew one thing for sure: numbers would not tell the
story we needed. Nor would numbers get people to believe in

our future.



TIP2

DARE TO BE YOURSELF: SHOW UP ATYOUR
JOB THE SAME AS YOU WOULD SHOW UP
INYOUR PRIVATE LIFE.

To me, it became clear that our future is not as much about
numbers as it is about our story. And to rebuild our story, I
needed not just number-driven IQ, but also emotionally-driven
EQ. I needed to get people to let go of their negative emotions
and build our future based on positive ones. We needed to build
on where we came from, what we had become, who we are, and
what’s in our DNA.

STEP FORWARD

I was the one who stepped forward. This was quite extraordinary
when you consider that my role was the CFO — a numbers guy.
This, in fact, was the first time in my career that I felt the need
to do this. Sure, I'd held leadership positions for a long time.
But this bank is in my DNA and I wanted to design a future that

would last. >>

POINT OF VIEW > SKILL >> DARE TO STEP UP

| AM MASTER OF MY FATE

| never imagined myself being the host of our
management offsite. But here | was, dressed

in black, standing on a 360-degree stage and
introducing my colleagues who presented their
vision stories to an inspired audience. This was

a vision designed and told by us. Not some
boring strategic plan put together by consul-
tants. We designed this experience in order to
get 250 other colleagues to want to contribute as
well. Our bank had never done this before. We
empowered people to take one step toward the
future. Music and scenes from the movie Invictus
supported our vision, empowering people to be

the masters of our fate and future.

It was an exciting journey and many
people joined, exploring the unex-
plored. It was not easy. But the plan
came together. | practiced what |
preached. | am the master of my fate

and future.

Emmanuel Buttin
Business Line CFO,
BNP Paribas



DARETO STEP UP

TIP3

GO BEYOND YOURSELF EVERYDAY.
ONLY THEN DO WE COMMIT OURSELVES
TO GROWTH.

Inasmuch as I feel that people need to step out of their comfort
zones and help steer the ship, I also believe you must feel
somewhat comfortable stepping up and steering. That’s not to say
you won't be anxious the first time you step up. I know I was.
But I believe being anxious enables you to be more open to new
environments. You become sensitive to outside stimuli. And this

is where you will find your vision. I did.

NO CLUEHOWTODOIT

Being operationally minded, I did not know how to shift our
focus to the near-term future. In fact, nobody on our team did.
But I felt that if I made the first step forward, we would figure
out how to make the next step together. At this moment, I real-
ized that I was actually creating a movement. As people joined,
they created the energy we needed to take more steps. Even
more people were drawn to this energy and joined us. We had
no clear path ahead of us as we took those first few steps, but it

felt good to create our own optimistic path.

I also knew that most people in large organizations like ours would

have a hard time joining movements like the one we started. It’s

not that they don’t want to. It’s just that most of the time, executing
today’s strategy using current information is the more comfortable
path. That’s what we all learn to do in school, after all. But using
yesterday’s information to execute yesterday’s strategy is a terrible
excuse for not moving forward. All of the information in the world
will not guarantee success if it’s based on yesterday. Sure, you can
hire third parties to design your vision and strategy for you. But

then you're not taking responsibility for making it a success.

DO ITTOGETHER
As I stepped forward, other people stepped up to help design

our future together. As we all took those first steps together,

I recognized that the most interesting ideas came from having
people from different departments, with varying ideas, share
with each other. We wanted to create something different from
what we'd done in the past. We didn’t want to simply write our
ideas down on a piece of paper, only for them to be forgotten in
a few days. We believed that in order to live the vision, we need-
ed to co-create it together and not wait for the Executive Com-
mittee. We wanted people from all levels of the organization to

explore the story and tell the story.

CREATING A VISION WITH 250 PEOPLE

With various people from the organization, all of whom

had other daily responsibilities, we began to forge our path
forward. We collected information, talked to customers, and
synchronized our stories on a map. It felt to me that we had the

beginnings of a strong vision.
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We hosted a two-day “Management University” event later
that year: an opportune time to share our collective stories
with one another. This was not a small event. Management
University brought together 250 people from all over the
organization and all over the world to have conversations
about the future of the bank. I thought it was the perfect time
to share and validate the vision I and my (now) 35-person core
team had been working on for the past year. We all stepped up

to the raised bar.

Each person, as part of our movement, had to tell a part of our
story to the other 250 people in the audience. And, to make it
more inclusive, we decided not to use a regular stage. Instead,
we opted for a 360-degree stage with the presenters standing
right in the middle — at the heart of the conversation. To raise
the stakes even more, we decided not to use slides at all. We
would give TED-style keynotes that were meant to inspire our

teams.

EXERCISE: WHO ARE WE AS A BANK?

Our vision story went over really well. But to get everyone
involved — and not just the 35 people who co-created the foun-
dations of the vision — we kicked off the day with a communal
exercise focused on “who we are as a bank.” Harkening back to
our more creative days, we used scissors, pictures of car parts,
markers, and tape to design the bank we felt we were in the
present. Given how unusual this exercise must have sounded

(and maybe even sounds to you now), we were surprised at

how readily people picked up their tools and designed a car
together — it only took about 20 minutes. We had fun and
shared stories about our company’s DNA. Everyone felt proud

that we had taken this step.

LASTING IMPACT FOR THE BANK

I can say without a doubt that the bank and the bank’s leader-
ship have learned a great deal. I feel that we made the first big
step in embracing a new way of working together. This new way
of working is about trusting others to help steer the ship. It’s not
about hiring consultants to draw you the map. We did it our-
selves. We spotted new talent in our organization who stepped
up and inspired others to do the same. And in the end, we now
trust that we can think and work differently. B




STORIES OF POINT OF VIEW
TANGIBLE STRATEGY

There was a Homer Simpson “duh” moment

Stay true to your vision — don’t change
to fit the agenda of others.

where we collectively realized one of the things

we often did was completely over-engineer and

over-design the next steps — so the 5 bold steps

was a really easy way to record tangible next

Siemens Healthcare, Turkey

As the Sales and Marketing Board of Siemens Healthcare, Turkey, we discussed our vision and

steps that were both audacious and compelling.
Instead of an abstract strategy, we all were
eager to take them! business strategy during the aftermath of a recent restructuring and repositioning. All our discus-
sions about our business model and context strongly related to our vision. The 5 Bold Steps Vision®

Canvas became the source of most actions we agreed upon.

A Connected Vision

SallyAnn Kelly joined as CEO of Aberlour Childcare Trust with a clear mandate: to embed a clear strategy.

As she sought to achieve real lasting change, it became clear to her she would have to engage the whole organization.
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Mindpearl

At Mindpearl we needed to reshape the

way we promote ourselves and talk about our-
selves. Our language had become too com-
plicated and distant. We defined a clear vision
based on where we came from, who we are,
and who we want to be. Our people are now
able to reconnect with our global identity.

We realigned our actions and narrative.

Now | can share my
strategy on one page!

POINT OF VIEW > STORIES >> POINT OF VIEW

BULLETPROOF VISION

While working on the cover story, one team from a producer of aramid fiber, the ballistics unit, came

up with “Obama buys a bulletproof Dolce & Gabbana dress for his wife for Xmas.” The entire team

was laughing. Nobody really understood what it could mean at first. But then, as we came back down

to earth, we realized it was about having fashionable bulletproof clothing. Not those ugly jackets and

vests. There is absolutely a need for this, especially among rich and famous in certain countries.

A VISION PER DIVISION

Our departments of Orthopedics, Dermatology,
Oncology, and Mother and Child took up the
responsibility to map out a vision separately.
We soon learned that it is more interesting/
productive/better to use a co-creative design
process. Vision is about alignment. It was cru-
cial for us to create a vision with the customer

in mind.

This was a huge step for our hospital; we
previously had a perspective that prioritized
expertise and excellent treatments, rather than
a customer-centric perspective. After designing
our new vision, we wanted to communicate
both inside and outside the hospital. We used

visuals and a move to create a clear story.
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YOUR VISION OF THE FUTURE

The first thing most people do when they here the word “vision”in a business context is yawn. That's because

most visions are vague, unclear, and, frankly, nothing to get excited about. Well-designed visions should be

rallying cries for action, invention, and innovation.

VISION AS YOUR COMPASS

When you've formulated your point of view with an eye toward the
future, it's the vision that will guide you and your team toward the
North Star. A clear vision brings focus and provides an anchor point
for making bold strategic choices. It drives the search for new busi-
ness models. As a rallying cry, a clear and compelling vision pro-
vides direction in everything you and your colleagues do. Ask each
other this question every day: Does this action, activity, experiment,
project get us closer to realizing our vision? If the answer is no, then
don't waste time, energy, and money on it. A vision is a compass
that ensures your people and teams work on those things that
matter to customers, clients, and other stakeholders. It will inspire,

engage, and activate people so they are able to do a better job.

AVISION ISNOT A VISION STATEMENT

A vision statement is the headline to a much richer story about your
future. It is an anchor for the bigger story. While a vision statement
is an aspirational description of what your team (or organization)
would like to achieve or accomplish in the mid- or long-term future,
to be truly useful (and powerful), a vision statement must point

out not only where you want to go and when, but also how you're

going to get there.

AVISION BEYOND VISION STATEMENTS!

The first step in vision design is about going beyond the vision
statement. Yes, the vision should address the vision statement, the
underlying themes and the examples where vision shows up. How-
ever, if the vision is meant to be a rallying cry for the future, then it
must be designed — or at least embodied - by the entire organi-
zation. The process of designing the vision must take into account
the values your organization lives by as well your realistic mid- and
long-term goals. The vision you create with your company (or team)
must outline the key objectives as well as high-level tactics and the
elements of your business and values that support them. This will
enable the various teams in your company to develop strategies to
achieve the goals stated in the vision. With a single unifying vision,
employees will all be on the same page and marching to the same

drummer. Your vision will become the North Star for the future.

THREE BUILDING BLOCKS OF A PRACTICAL VISION

A high-quality, practical, and inspiring vision for any organization
should have three key characteristics: it needs to state where the
company wants to be in the near future (2-5 years); it must contain
a level of inspiration and excitement (the rallying cry); and it must

detail the bold steps by which to achieve the vision.



WHERE SHALL WE START?

To craft a vision that becomes your rallying cry, bring together a
team and empower them to design the future. This is about pairing
energy, fun, creativity, and ambition. To get started, dream big.
Don't worry about your daily job. Brainstorm with your team to
visualize where you may see yourselves in the mid- and long-term

future.

Ask yourself what problems your team (or organization) hopes to
solve in the next few years. What do you hope to achieve? Who is
your target customer base, and what do you want to do for them?

What will your future business model look like?

WHAT SUPPORTS OUR VISION?

As you and your team begin to create the ideas of your future to-
gether, you'll also need to capture the aspects of your organization,
your strategy, and the broader context that will help support your
vision. The key to capturing the support for your vision is to ask
yourself (and your team): “Why us? Why now?” What does your
organization value or do that will support your vision? What parts
of your organization’s broader context — perhaps even trends — will

further bolster your vision? Il

POINT OF VIEW 3> TOOL >> YOUR VISION OF THE FUTURE

DON'T LOSE SLEEP OVER IT

Aart Roos, CEO of Auping, a Dutch-based bed
design and production company, decided to
approach his company’s vision design in a very
different way. Instead of formulating the vision in
the Executive Suite, isolated from his customers,
Aart turned to his customers to co-create

Auping’s vision with them and for them.
Customers stated, “Sleep is the most important
thing for me to feel healthy and energetic, to be

able to really live!”

Today, Auping’s communica-

tion focuses less on the
production of their beds
and more on what their
customers find import-
ant about their beds: an
energetic day.

Their tagline: “Auping
nights, better days.”

Aart J. Roos
CEO, Auping



100L5 BOLD STEPS VISION®

If you want to make positive, future-oriented change in your organization, you'll need to go beyond writing

long-winded paper visions and come to a shared agreement about what you are going to fight for together

and what steps you are going to take to get “there! The 5 Bold Steps Vision® Canvas is a perfect tool to align

your teams in your organization.

THE STEPS TO TAKE

The vision canvas will help you co-design the vision as well as the
5 bold steps to achieve that vision. Additionally, using this tool,
your team will be able to clarify what supports your vision, what
challenges your vision, and what opportunities are created in
working toward your vision. Best of all, the vision canvas will help

you derive design criteria for your business model(s) and strategy.

COLLECTIVE STATEMENT

A vision statement is sometimes called a picture of your company
in the future. But it's so much more than that. Your vision statement
is your inspiration, the framework for all your strategic planning.
When creating your initial vision statement you are essentially
articulating your dreams for your business. This should stand as a

reminder of what you're trying to accomplish together.

It may apply to your entire company or to a single division of the
company. Whether for all or part of an organization, the vision

statement answers the question "Where do we want to go?”

CONCRETE GUIDELINES

Probably the greatest aspect of the vision canvas is that your entire
vision, including actions, supports, opportunities, and challenges,
will be on one sheet of paper — not a book! It's simple to share and
easy to translate into concrete guidelines that decision makers
(and executors) need to get their jobs done. Even better, creating
a visualization of the vision, based on this canvas, will help you

spread the word.

READY, SET...GO!

Regardless of the approach you choose to compose your vision,
you'll need to involve the right people. This includes the decision
makers as well as everybody else! A vision without actions or am-
bassadors to carry the message forward is worth no more than the

paper it's printed on, no matter how well crafted. i}



5 BOLD STEPS VISION® CANV|AS
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POINT OF VIEW >> TOOL >> 5 BOLD STEPS

CHECKLIST

[] You identified five steps to
achieve your vision.

[] Your vision statement is sup-
ported by clear themes and the
realistic ways it shows up.

[] You filtered out criteria to de-
sign your business model(s) and

value proposition.

NEXT STEPS
> Check how this vision

resonates with others.
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AVISION ON ONE PAGE

When our new CEO, Ralph Hamers, came on board the company was
ready for a bold new strategy. Banks had emerged from the financial

crisis to find themselves facing a whole new raft of fintech competitors.

At the same time, seamless digital experiences from companies like

Amazon and Spotify had raised the customer-expectation bar for banks

as well.

After a thorough strategic review, we had a plan of 250
pages. But how could we condense that down to

something that would inspire employees through-
out the bank? Could we make sure everyone

communicated consistently about the strategy?

We put together a team from across Strategy,
Internal and External Communications, Investor
Relations, and Human Resources. Using the

5 Bold Steps Vision®, we were able to co-create
our "“strategy on a page,” linking the
purpose and vision to clear strategic
priorities. It provided clear direction
and ensured that everyone across the
bank would interpret and explain the
strategy consistently. That strategy

on a page still guides us today.

Dorothy Hill
VP of Strategy,
ING Bank




T00L COVER STORY VISION

What is the most amazing future you see for your company (and yourself)? Who has the boldest vision ever?

Imagine how you will appear on magazine covers. What's the word on the street? Creating a cover story will

help you get into a future state of mind.

WHAT THEY’LL WRITE ABOUT YOU

The Cover Story Vision® Canvas challenges you and your team to
project yourselves in the future: how will the world respond to what
you have accomplished at that time. Mind you, this tool will (prob-
ably) not provide you with a turnkey vision. But it will challenge

you to think beyond the realm of the known and safe. Why else
would there be a story about your company in one of the world's
bestselling magazines? This canvas will provide you with plenty of
material you can use when formulating your actual vision. Further-
more, because it's tactile and visual, the vision canvas will elicit tons

of feedback.

MAGAZINE (OR EZINE)

To get started, huddle as a team (or, even better, multiple teams)
and have a thoughtful discussion about what magazine you'd like
to be featured in once you've achieved your vision. It's important
to have this conversation, as the tone, voice, and readership of the
particular magazine make a big difference. Whatever you decide

on, you'll find this conversation fun and stimulating.

HEADLINES

Once you've decided on your magazine, move on to the headline.
What are the biggest, most inspirational headlines you can think of?
How are you changing the world (or at least your organization) with
your idea? This article will talk about your major achievement, but
will also recount the story of where you started and how you got

to your a-ha moment. What's the bottom line, the facts and figures

that support the headline? Capture those as well.

As in any magazine article, there's going to be some kind of
interview component. What questions will be asked? How will you
answer? How will your skeptics show up? What are people saying

on social media?

Now comes the fun part! Draw your story. Magazines are very visu-
al. Make your magazine cover story visual as well. Who or what's on

the cover? How will this grab the reader (i.e., your team)? [l
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COVER STORY VISION® CANVAS
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CHECKLIST

[] You shared your cover story
with your colleagues.

[] You made your vision concrete
with a engaging and visual
cover.

[] You stepped out of your (and
your company’s) comfort zone.

[] You created a vision that can be

realized in 5 years.
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Make your cover story concrete
by using 5 Bold Steps Vision®
Canvas.

Check how this vision

resonates with others.



VISION HACKS
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ASK THE CUSTOMER

Look at your vision from a fresh perspective with
new insights. One way to do that is to ask some
of your customers to help you with the 5 Bold
Steps Vision® Canvas. What do they expect you
to do? What is important to them? You'll be
amazed how honored customers are when you

invite them to think about your future!

VISION MOODBOARD

Collect a bunch of magazines and pass out

scissors and glue to everyone on your team. What
would happen if you would make a mood board
about your vision? You can use the structure of
the 5 Bold Steps Vision® Canvas (vision state-
ment in the middle, themes surrounding, 5 steps
+ values underneath). This provides excellent
conversation material and a beautiful “painting”

of the first steps toward your future vision.

VISION MAGAZINE (COVER STORY)

Have your team work on a vision magazine.
Collect what people think. What is their vision?

What themes surface?

Design a cover that reflects your future: the big
impact you will have on the world. Publish and
distribute the magazine throughout your com-
pany. The best fire starter ever. (See also “Cover

Story Vision®" on page 64.)
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START WITH STATEMENTS AND THEMES

Another way of working with the 5 Bold Steps
Vision® Canvas is starting with the vision state-
ment already filled out, including the supporting
themes. The focus of the teams can be shifted to
an in-depth exploration of the themes. Each team
also needs to define the 5 bold steps for them-
selves. See the ING example on page 60 to read

more about their experience with this approach.

52 o
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START FROM SCRATCH

One way of going at it is to give your teams a

blank canvas and see what they come up with.

Get together and discuss and sync the canvases.

This is a great way to get additional insights and

design a better vision.

SHARE YOUR VISION (VISUALLY)

The 5 Bold Steps Vision® Canvas is a great blue-

print for a concise story on stage or as a visual

representation (see the ING case on page 60).

The best way to build up your story: start with the
vision statement; show how it is substantiated by
the vision themes (rank them). Explain how each
theme will show up. Finish by explaining what

steps you need to take to get there.
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Whether you're designing a new value proposition, business model, or even an entire strategy for the fu-

ture, design criteria form the principles and benchmarks of the change you're after. Design criteria are not

formulated from thin air. Rather, design criteria incorporate information from your business, vision, customer

research, cultural and economic context, and mindset that you have formed along the way.

WHAT ARE DESIGN CRITERIA?

Don't think of these criteria as simply features of your idea. They
can and should be more than that. For example, a design criteria
coming from your vision might be that your business must contrib-
ute to a greener planet. Or, maybe you want your customers to feel
delighted; this is another design criterion. Does your new business
idea need to generate a certain amount of revenue within three
years? Chalk that up to more design criteria. In short, design criteria

are there to make it easy to determine if you are on the right track.

CREATING THE DESIGN CRITERIA

The design criteria you capture will likely first come from the vision
you've formulated with your team. You'll find that some of the
elements in that vision are so important that they are nonnegotia-
ble. Yes, that also means that some elements are a bit more flexible
(maybe not totally flexible). To find the most important elements in
your vision, use the "“MoSCoW" method: categorize every element
under "Must,” “Should,” “Could,” or “Won't.” This will help you

prioritize.

Now comes the easy part (well, maybe not easy, but doable): sort
all of the nonnegotiable elements into the “Must” section of your
design criteria and the rest into “Should” (if they are important) or

the "Could” sections (if they would be nice to have).

Your vision makes up only part of the story when it comes to defin-
ing your design criteria. Other elements could include revenue, or
your place in the market, or the impact you'll have, or the public
perception of your company. Once you've come up with this list,
add these to the "Could,” “Should,” or “Must” sections based on

their respective priorities.

Once you've started this exercise, you might find that you need to
adjust your vision slightly. This may prompt you to take a different
direction. If that's the case, adjust the design criteria so that they
match the new direction. As you continue to evolve your point of

view, you may need to add or update your design criteria.
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CHECKLIST
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o [] You have sanitized the design
criteria by removing unimport-
ant criteria. Use, e.g., voting.
[] You have spent time with your
cuLe team to sharpen and quantify
your criteria.
[] You've linked up your design
/ criteria with your vision.
WON'T
/ NEXT STEPS
> Quantify your design criteria:
COOO®  rmsamammimus esss o make them S.M.ARR.T. (specific,

measurable, achievable, rele-
vant, time-bound).
> Revisit your design criteria. Do

they still make sense?
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INTRO STORYTELLING

As humans, we tell stories every day. We use stories to explain, explore, engage, and persuade others. During

the design journey, you will have many moments when you need to tell a good story. And, just like the other

fundamentals of your strategy, good stories can be designed.

IT'S HUMAN NATURE

We are all born storytellers. Some of us make a living telling stories.
Others have allowed their storytelling skills to be buried by work

or school. The medium does not make storytelling nor can it be
replaced by slides, emails, or spreadsheets. Though these tools can
be used as canvases to tell a good story, you must first design the

story you want to tell.

STORY

For as much as we're all born storytellers, however, not everyone
can aspire to be the next Hemingway. But there are tricks to telling
great stories! Stories can be designed. And here, we are talking
about a broad category of storytelling, from person-to-person
chats, to cool TED-style talks, to sales pitches, and even boardroom

presentations. These are all stories.

SHARED KNOWLEDGE

Stories are how we have shared knowledge and information since
the dawn of humanity. Our brains are shaped by storytelling. Today,
stories are still the most powerful way to transfer ideas and beliefs.

We live and breathe stories. Perhaps in our daily lives this may be

less obvious, but passing knowledge still is a vital skill in our survival

toolbox.

ENGAGE

Neurological research shows that the same areas are activated in
the brain of a listener as in the brain of the storyteller! Because
stories engage emotions and other senses, the listener can “relive”
the moment and really learn from it. That is something numbers

on a page can never do. In their popular book Made to Stick, Chip
and Dan Heath make this point right up front when they recall the
popular urban legend (i.e., story) about “the guy” who wakes up

in a bathtub filled with ice only to find out that one of his kidneys
has been harvested. Remember that one? The reason this engages
us is that, as the Heath brothers point out, it's simple, unexpected,

concrete, credible, and emotional.

DEATH BY POWERPOINT

So, if we're such natural storytellers, why do we still bore each other
to death with PowerPoint? It's because most of us have never really
learned how to design stories. Even in school, we were mostly

instructed in academic writing and presentation, which is often
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STORYWITHABIG'S

supposed to be an unemotional, objective, and efficient way of m Story has played a significant role in all cultures

sharing information, rather than engaging. but its adoption into professional cultures has
E?'p‘fiié‘:ﬁsm been painfully slow. That's because it's easier to

THE STORYTELLING CANVAS o e give a cut-and-dried report than a well-crafted

Resonate by

We created the Storytelling Canvas to make it easier to construct
Nancy Duarte

presentation that incorporates stories.

a story that people care to listen to. The PowerPoint presentations

you give probably lack the emotional depth and impact you want to | know “story” has become a buzzword, but
build in a story. However, the stories we design can be told through that's just story with a little “s.” What I'm talking
the medium of PowerPoint! about is story with a big "S": the art

of communicating your ideas

Like the other tools in this book, the story canvas allows you to using a persuasive narrative
collectively design stories that resonate: by harnessing visual, structure. It's a story that has
engaging, insightful, controlled, and inspiring elements. a beginning, middle, and

-~ end, and uses dramatic

/ principles of tension

and contrast to move
your audience to

a different state of
thinking, feeling, and

acting.

Nancy Duarte
Author, Principal at Duarte, Inc.



TOOL STORYTELLING CANVAS

What you'll need to understand when designing your story is that there must be a goal. What do you want

your audience to know, feel, or do afterward? Your goal needs to be quite selective: you can make only a few

points in your story!

YOUR AUDIENCE

In addition to knowing what you want to achieve, you need to
understand who your audience is. What do they care about? Why
should they listen to your story? Different audiences need different
stories; one size does not fit all! You might even use the right side
of the Value Proposition Canvas or a persona canvas to map the
audience. Test your assumptions: while designing and telling the

story, revisit your persona, and update it with what you learned.

BEFORE AND AFTER

In order to be meaningful, your story should change your audience
in some way. Their beliefs, emotions, or knowledge should be trans-

formed by the time you are finished.

How did your audience feel about your goal before they heard
your story? Do they care about it now? What would you like them
to think about once you're through? Trying to define it from the

audience’s perspective is key.

Try to come up with arguments that may change their minds, and
make sure you have a list of rational, emotional, and ethical points.
What is your “proof”? Do you have examples? Anecdotes? Find the

ones that will resonate with your audience.

THE EMOTIONAL ROLLER COASTER

A good story is not a flat line; it has ups and downs. Now it's time to
consider how you might design your own emotional roller coaster.
Where is your climax moment? That is the moment you want to use

to make your main point.

THREE ACTS

Like most good stories, the story canvas is divided into three parts:
a beginning, a middle, and an end. The beginning is where you'll
set the scene. The middle is where you'll put the meat of the story.
And the end is where you'll want to leave your audience: in a new
state of mind. Divide the arguments, examples, and anecdotes.
And, for good measure, insert a bit of humor over the three acts.
Now have a look at the emotional roller coaster again. Did you

follow your idea? Or do you want to change it?

Another thing to consider while organizing the pieces of your story
is to accommodate different styles of listening. Cater to the ratio-
nal, organized listeners first; they want to get a clear picture of what
you are talking about in order to decide whether they want to listen
at all. But don't forget the others. Emotional listeners are more
patient, but they do need emotion or they will get bored. Now that
all this is filled in, you have the blueprint of your story. [l



POINT OF VIEW > TOOL > STORYTELLING CANVAS

DESIGN A
STORYTELLING.CANVAS % pra
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BEFORE L1 SETTHE SCENE 2 MAKEYOUR POINT | 3. CONCLUSION AFTER J CHECKLIST

[ ] You have a clear idea of what
the audience thinks and feels.

[] You have prepared clear argu-
ments to make your point.

[ ] You have one strong conclusion
to end your story with.

[] You know how to manage the
A=t4 ,
HoHEN T/ energy during your story.
[] You know the possible booby

A e t t d
\AC)Y\ON raps you may encounter an

have a plan B.

E@EO®® | \ms

NEXT STEPS

Test your story.

Make the visuals.

vV Vv

Experiment with the pace

and energy.



TOOL TELLING THE VISUAL STORY OF AUDI

A team at Audi needed to obtain buy-in within the company to move forward with an
idea for the future. The car world is changing rapidly, and it was necessary to convince

the company quickly. This was an important story to tell. Here's how they approached it.
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STORYTELLING HACKS

THE A-HA MOMENT

The audience’s a-ha moment is something they
have to create for themselves. It needs to occur
as a spark in their brains. Think of it as a joke. You
can set it up and make the joke, but over-explain
it and nobody will laugh. Your main point should

be an a-ha moment. Don't try to over-explain it.

WARNING! if you are pitching to an investor, the
customers of your product are not necessarily the
audience of your story. Your investor has a totally

different set of needs than your customers.

BUILDYOUR STORY

Change the order

DIV

anecdote

ANy

USE SPEAKER NOTES

When you are telling a story in public, use speaker
notes. That way, you don't have to tell the story
exactly as it appears on the slides — and you'll

appear more natural.

TRYOUTS

Standup comedians do multiple tryouts to make
their act a success. And a tryout is not the same
thing as rehearsing the story in a mirror. That is

just the first step.

Find some actual people to listen to your story.
See when they are engaged and when they get

confused. When do you lose their interest?

USE PROPS

Just as you'll need to accommodate different
listening styles, you'll also need to take into
account the differing ways your audience absorbs
information. Some people are more visually
oriented than others. Props will help hammer
home your points while providing them with

something to relate to.

THEEND IS REALLY THE END
When you finish the story, really finish it. Staying

on stage and continuing to talk about unrelated
things confuses your audience. Think about this:
they will remember the last thing you say. What

will that be?
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Telling a story can be scary, and it won't always
go as planned. Come up with a few “plan B”
actions beforehand that you can use when a

point does not come across. Use the rescue

cards to plan ahead!

THINKING YOU'RE THE STAR
When you are telling the story, you're not
telling it for you. You're telling it for the

audience. Make sure they are the star of the

story.

CULTURAL REFERENCE

If you speak to a different audience, and
certainly if you tell your story in a different
culture, you're in for a shock. The

examples and jokes that worked so well
before may not resonate at all.

Using American football metaphors in Europe
doesn't work. And just try talking about cricket
outside of the Commonwealth . . . Test your

stories before you tell them!

HERO’S JOURNEY CANVAS
Every movie hero's fate follows a certain path: ev-

erything starts out fine, and then he encounters a

POINT OF VIEW 3> TOOL 3> HACKS >> STORYTELLING

HERO’S JOURNEY CANVAS

8=

12.RETURN WITH ELIXIR

The hero brings back the
new knowledge for everyone
to use

1. ORDINARY WORLD

Setting the scene

ORDINARY WORLD

The world as it really is

T1. RESURRECTION

The hero realizes he survived
and has new knowledge

ASCENT

DESCENT

SPECIAL WORLD
10.TH
EROAD BACK The world as it could be

The hero deals with the conse-
quences of his ordea|

9. THE REWARD

The hero now receives a

8.ORDEAL, DEATH, & REBIRTH

The hero barely overcomes
the most difficylt test and is

means to repeat his success
more easily

changed

2.CALLTO ADVENTURE
The hero becomes aware of the

need to change

3. REFUSAL OF THE CALL
The hero ignores the call,

because...

4. MEETING THE MENTOR
Someone or something that
convinces the hero that

change is possible

5.CROSS THETHRESHOLD
The hero takes action and
has

initial success

6. TESTS, ALLIFS, ENEMIES
Progress becomes difficult, help
comes from unexpected sources

7. THE APPROACH

The hero starts to make headway,
comes to the edge of the dangerous’
place where knowledge is hidden

©®O0 ®® | BY DESIGNABETTERBUSINESS (g

great setback — usually in the middle of the movie.
This historical way of telling a (hero) story is a
perfect guidline to follow. Use the Hero's Journey

Canvas to plot all the building blocks. Il
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> DRAFTED YOURVISION

AS A RALLYING CRY P58
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CREATE IMPACT P74
> OBSERVE & QUESTION P88
Meet (potential) customers.
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and test your assumptions
on vision.
> UNDERSTAND YOUR VALUE P106
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> UNDERSTAND YOUR CONTEXT  P110

What is the context you currently

(want to) operate in?
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AVISION IS NOT A VISION
STATEMENT.

DESIGN CRITERIA ARE THE
BENCHMARKS OF CHANGE.

USE STORYTELLINGTO INSPIRE
AND SCALE.
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SEEKTO UNDERSTAND

Whether you're designing a change for your company or a new product for someone else, the things you

develop are for people, inside or outside your organization. Beyond these people exists a broader context as

well as your business model. Understand these, and design for success.

WHERE AREYOU NOW?

As a designer, you must have a complete understanding of
the world in which you do business. This is true whether
you're in a startup, a for-profit, or a non-profit. You must
know your customer, your overarching economic context
(trends, regulations, competition, etc.), and the internal
mechanics of your own business. All these comprise your

company’s DNA.

Why is this important? The biggest and most effective business
changes, strategies, and innovations come from finding the
answers hidden in the noise. These may exist outside of your
comfort zone. In some cases, it is for good reason. But how will
you know what’s out there unless you take the road less traveled

and have a look for yourself?

Mastering understanding is the secret sauce of great design.
Designers actively leave their comfort zones, exploring and
experimenting with things that others may judge as “ineffective”
or “useless” And when they spend time outside of their comfort
zones, designers actually create larger and more diverse comfort

zones for themselves. Their picture of the world grows richer,

and they are more likely to find new and exciting perspectives

which inform their points of view.

But exploration is not just about creating new, cool innovations.
Exploring your context and your business model will help illu-
minate your business’s underlying strengths and weaknesses. For
example, understanding why your customers also buy from your
competitors deepens your understanding of your own business.
In fact, your customers’ needs almost certainly are not what you
think they are! Deep exploration of your customers, context, and
business will bring fresh insights. This, in turn, will give you a

better sense of how you might make the future work for you.

WHAT’S YOUR EXCUSE?

It may be difficult to get out and explore. It’s frightening to leave
the comfort of your office building, where everyone agrees and
everyone is “right”. After all, the internal reports look great.

This is especially true for large companies: the need to execute
perfectly leads to a disproportionately strong current perspec-
tive. It becomes easier to execute when you can divide the world
quickly into things that “fit” and those that don’t — into “right”

and “wrong” This attitude is easily and dangerously attached to
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reputation. People who are always right are revered; the ones
who dare to be wrong are ostracized. But ask yourself: would
you rather be right, or successful? The real cost of exploring
usually is minimal: it often boils down to time. Nothing more.
Nothing less. To a designer, a situation where everyone agrees
and has the same opinion is a huge warning sign. There should
be a balance between business as usual and exploring the world

outside the business.

DON'T STRESS!

It’s normal to feel uncertainty and stress while transitioning

to this new explorative approach. Gathering conflicting and
qualitative data requires a new way of thinking. It’s vital to defer
any analysis and judgment until after you've taken the time to
simply observe. It'll be very tempting to try to immediately fit

new information into the existing perspective.

Over time, you'll learn how to work with the new insights and
information. You'll develop an instinct for going beyond the
comfort zone, balancing comfort with being uncomfortable.
You'll experience a constant flow of new information about
how the world is affecting your business as well as how your
customers behave, what their struggles are, what they like and
don’t like. The better (and more) you observe your customers,
your context, and your business, the more youll inform your
own point of view, and the better your design journey will be.

It’s that simple. W

UNDERSTAND YOUR CUSTOMER

Ultimately, the most important thing to understand is your cus-
tomers. If you don’t know what value means to them, you can’t
stay relevant to them. Assuming you know your customers is
really dangerous. Get out of the building and find out what their

needs are. You won't be sorry you did!

UNDERSTAND YOUR CONTEXT

It’s also necessary to understand the field you're playing on.
What are the key drivers that are influencing your business?
What are the trends? What are the expected changes in eco-
nomic and political climate? What are the big unknowns? Who
else is playing on the field with you? Who are the competitors,
and what new players exist? The world is changing. As a

designer, you'll need to change with it.

UNDERSTAND YOUR BUSINESS

To make the changes you seek you must intimately understand
how your business works. How do you create value? Who is
your customer? This may seem like a no-brainer, but in prac-
tice it’s not always clear exactly how the engine of any business
actually creates, delivers, and captures value. If you can grasp
and define how your business works, you can also unpack other
business models, such as those of the competition. This is not so
that you can blindly follow competitors: it’s to understand how

(and if) they solve problems in other ways.



MASTER OBSERVATION

Observation will influence the way you think about your customers and will help you understand them

better. It will inform your point of view and help to validate or invalidate your assumptions. But, like any-

thing, there are right ways and not-so-right ways to observe the world around you.

Think about this: you sit down to a cup of
coffee or tea. How would you open your sugar
packet? Okay, feel free to read on. We'll get

back to the sugar packet in a moment.

Observation will influence the way you think

about your customers and will help you under-
stand them better. Observation will change the
way you innovate. But, just like anything, there
are right ways and not-so-right ways to observe

the world around you.

As you watch your subjects (your potential
customers), your goal is to discover their latent
needs, desires, and ambitions — the kinds of
things they may not even know they need

or want. These are often things that people
would not be able to tell you they want. Does
the runner run just to get fit? Perhaps he is
running so that he doesn’t feel guilty eating
pizza on the weekends. Watch him for a while
and on different occasions, and you just might
find out.

BEAFLY ON THE WALL

A good way to think about observation is to act
like a fly on the wall, observing people in their
natural habitat, finding the key moments in
their lives. The decisions your customers make
on a daily basis are the important ones. After
all, it’s their decisions that lead them not only
to do what they do today, but also will affect
what they choose to do tomorrow. And, just as
a researcher wouldn't tell a test subject that a
placebo is a just a placebo, you also shouldn’t
tell your subjects what you are trying to learn
from them. Just watch for a while. You want
people to act naturally and unconsciously, as if

you're not there.

DON'T GO EMPTY-HANDED

Before you venture out to observe your cus-
tomers, you'll need to do a bit of planning.
First off, define the subject of your observation
before you go. What people and activities or
behaviors do you plan to observe? Preselect the

environment or location you want to observe.

{RE WALL
o
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Where will your customers be at different
times of the day? This, of course, is critical as
people engage in different activities throughout
the day. If you're keen on observing people
exercising, for instance, plan to go the park,
gym, track, etc., in the morning and evening.
Don't forget to bring materials to record your
findings as notes, pictures, sketches, and
videos. It would be shame to forget about key
moments. Or worse, not be able to share them

with your team.

Finally, when you start exploring and observ-
ing, leave your point of view and assumptions
at the door. Don’t judge, just soak it in. And,
the answer to the sugar packet question: you

shake it before tearing it open. [l

%
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UNDERSTAND >> SKILL >> MASTER OBSERVATION

THINK LIKE A DESIGNER

You can learn to think and work like a designer. It is about switching
between different perspectives to find solutions. As a designer, the three
most important perspectives are your own perspective, your business'’s
perspective, and your customer’s or society’s perspective. When my team
engages with design jobs, we need to know the customer’s perspective. |
want to ensure we are on the same page. Part of that perspective includes
an understanding that your customers are investing time, money, and
effort to make money. If we don't share this perspective there is little point

to joining each other on a design journey.

Design thinking is more relevant today than it Y
ever has been. Increasingly, it's becoming more ; M

important to design and to be agile, flexible,

and adaptable. The world is changing faster
and faster. As part of that change, people

have more access to information — and share
more than ever before. Whereas knowledge
used to be the most important quality in business,
today, the ability to search for and find oppor-
tunities in uncertainty has supplanted
knowledge as the most important

quality of business people.

Ad van Berlo
Chairman,
VanBerlo Group



MASTER QUESTIONING

Along with observation, questioning is paramount to understanding what your customers care about and why. Ques-

tioning will lead to a richer picture of your customers'lives and will inform your point of view. And as with observation,

there are a few simple rules to follow to get the insights you're looking for.

QUESTION WHAT YOU SEE

Observing your customers in their natural hab-
itats will tell you a lot about what they do, what
they care about, and what decisions they make.
However, observing your customers won't nec-
essarily tell you why they make the decisions
they make. In fact, observing your customers
without questioning them will eventually lead

to compounding assumptions.

In the previous example of the runner who
longs for pizza, you would need to observe that
person for a long time and over many days be-
fore you get to the core of why he runs every-
day. You might even generate new assumptions
based on different routes he takes. However,

if you were to stop him or meet him and ask
questions about his lifestyle, you would very
likely begin to deduce what running (and pizza)
mean to him. Added to the data you compiled
while watching him run, through questioning

you would create a much richer picture — one

that would certainly provide you with a deeper

understanding of why he runs in the first place.

ASKING THE RIGHT QUESTIONS

It's not about the answers you get, but about
asking the right questions. The right ques-
tions will always lead to interesting and telling
conversations. So, how might we ask the
“right” questions? When you really want to
understand the current situation, avoid yes/no
questions (i.e., close-ended questions) as well
as product mentions: you'll have better conver-
sations and will ultimately stand to get to the

heart of what really matters.

Whenever possible, observe and question the
same customers. Observe them first, and learn
through their actions instead of their opinions.
Then ask them questions about the choices
they make and why they make them, includ-
ing why they bother at all to do what they are

doing. Then watch them again.

In the aforementioned example, you could

ask the runner whether he prefers pepperoni
or Hawaiian-style pizza. However, you could
also simply watch what he orders (but if you're
trying to understand why he prefers one over

the other, you'll have to talk to him).

RULES OF THUMB

« People will lie to you if they think it’s what
you want to hear.

» Opinions are worthless. Opinions change
based on context and offer no proof of
what’s real.

+ People know what their problems are, but
they don’t know how to solve those problems.

» Some problems don’t actually matter. To a
hammer everything looks like a nail. But not
every problem requires a solution.

+  Watching someone do a task will show
you where the problems and inefficiencies
are, not where the customer thinks
they are. [l



SOME BAD QUESTIONS:

(fixable by asking about their life as it is)
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For more background, read:
The Mom Test by Rob Fitzpatrick

UNDERSTAND >> SKILL >> MASTER QUESTIONING

EVERYBODY LIES

People say: Don't ask your mom whether your business is a good
idea or not. Your mom will lie to you (just ‘cuz she loves you). In
fact: everyone you'll ask will lie (at least a little). The point is you
shouldn't ask anyone this question, because it's useless. It's not
their responsibility to show you the truth. It's your responsibility to
find it.

Rob Fitzpatrick wrote The Mom Test after his own (bad) experience:
"We'd spent 3 years building social advertising tech and run out
of investor money. I'd been talking to customers full-time for

months. And then | learned I'd been doing it all wrong!”

In his book he describes three simple rules to live

by when asking the right questions:

III Talk about the customer’s life

instead of your idea

IZI Ask about specifics in the past
instead of generalities or opinions

about the future

IEI Talk less and listen more

Rob Fitzpatrick
Founder at Founder Centric
Author, The Mom Test



STORIES OF UNDERSTANDING F I RST

When they adopted Design Thinking, a team at a
large hospital in the Netherlands decided to have

a look (with their own eyes) at how people experi-

A team from a large manufacturing company for juvenile products spent enced visits to the hospital. They took a camera and
time exploring their customers’ journey. Their a-ha moment happened walked the path of the patients. Besides finding out
when they realized that the journey started much earlier than they had tra- the parking garage was incredibly dark and hard to
ditionally assumed. Parents begin planning purchases for products not at navigate, they noticed that the first thing patients
the moment of birth, but at the moment they find out they’re pregnant — saw when parking was a billboard for a fast food

or even before that! Mapping this out on paper allowed the team to finally restaurant. Not at all what they had expected!

address this issue.

READ MY FILE, STUPID! | GET STREET SMART

Doctors thought the biggest pain their patients felt was An insurance company assumed there was a huge gap in the market
the long waiting lists at the doctor’s office. When a doctor and formulated a great plan to position themselves in that gap.

asked about this pain during a patient visit, the patient But first, they wanted to challenge this assumption. Two people

said, “That doesn't really bother me. But, next time I'm were sent out on a scooter with a camera. They gathered as many
here for an appointment, please read my file beforehand. responses from people on the street as they could in an hour. When
And my name is not Susan!” the results were showed to the client, the unpolished “first reactions”

of potential customers forced them to reconsider their assumptions.



SHOPPING
PARADOX

A startup wanted to build an app that

would help mothers have an easier and bet-

ter experience when shopping for groceries.

More insights were needed in order for the

founders to know exactly what to build.

They first started a dialogue with potential
customers about their grocery shopping
habits. They compared these conversations
with what they saw while observing the

group shopping for groceries.

Although the mothers were very sure about
their daily shopping routines, the truth
turned out to be different! When asked, all
of the mothers said they shop for healthy,
versatile products. However, when they got
the store, most of them abandoned their
shopping lists and prioritized price and

offers!

Are these little white lies? No matter.
What’s important is that if you're looking
for valid insights, observing is as important
as asking (the right question). Don't believe

everything your customers say!

CLEANING
GRANNY’S
HOUSE?

Lowering the hourly rate for house cleaning

was the key strategy of an elderly home care
company. After visiting several grandmothers,
it became clear that the value was in the

attention grandmothers received, not in the

clean house.

As a result, the company started giving away
iPads to grandmothers instead. This enabled
them to connect with their grandchildren,
and it offered them services through the

company's app.

THETRUTH IS HOW DESIGN

RIGHT IN FRONT
OFYOU, IFYOU
JUST CHOOSETO
SEEIT.

THINKING
HELPSYOUTO
UNDERSTAND
YOUR
CUSTOMER



CONNECT TO BETTER

| COULDN'T BELIEVE BUILDING YET ANOTHER

FACTORY WOULD HELP US IMPROVE BUSINESS

RESULTS. | WANTED TO EXPLORE MORE OPTIONS )
EVEN IF IT MEANT GOING AGAINST THE GRAIN.




UNDERSTAND >> CASE > WAVIN LOVES PLUMBERS

H August 2013: Wavin wanted to be- September 2013: Wavin wanted to build a
WaV| n,a |arge man UfaCturer (b2b) Of come the leader in the Turkish market. factory near Instanbul. The current factory
. . . . The local management team took on in Andana was far away from Turkey’s most
p|aStIC plpes Used malﬂ|y for dra|nage the assignment to come up with a populated city, Istanbul. It was thought that a
plan. A business plan. new factory in Istanbul would get Wavin back
track.
and water supply purposes, had a e

strong position for years in the Turk-

ish market. In 2013 the company's

market share dropped, moving it out Ij I

of the top 3. Wavin's plastic pipes J E%
were perceived as commodities and

competition was based only on price. LET’S BUILD A FACTORY!

. Given the CEO’s challenge, the sales team crunched some
The CEO asked: How can we regain numbers and came up with what they believed to be a viable
our position as a well-known market solution: build a new factory. From the sales team’s perspective,
T building a new factory to manufacture pipes closer to the grow-
ing market in Istanbul would enable the company to compete
on price. To help support its point, the sales team submitted a
business plan to the CFO as well as Richard. The race was on to

get it done.

MORE CAPACITY? REALLY?

Richard van Delden: When I first saw the business plan for the
€60M factory, I was shocked. I was handed a detailed description

Richard van Delden of how a factory built in Istanbul could produce and sell pipes at

Executive Director, Supply a lower price. With enough production capacity nearby, would

Chain & Operations another factory really help us to regain market share? How will >>
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WAVIN DISCOVERING A NEW FUTURE

October 2013: An Talking to a plumber in the
internal memo from street, Richard realized that
the CEO starting 10 plumber is familiar with the

to focus on the Wavin brand.

customer.

®

" @ @

this option affect our margin? Sales was convinced they needed
to be able to produce close to the main market and have stock

on hand. “Our customers want products now at the lowest price
possible!” I wanted to explore other options. Most of all, I wanted

to understand what our customers were buying and why.

WE DON'T KNOW OUR CUSTOMER

Richard: One day while parking my car in Amsterdam I came
across a construction site where I saw Wavin products. I sparked
up a conversation with one of the plumbing contractors onsite,
who stated: “My clients want the best quality, but they don’t
know Wavin” A light bulb went off in my head: “We don’t know

our customers!”

SANITY CHECK
Richard and the CFO Andres Capdepon made the bold decision
to first understand what their customers really wanted and

needed before making a decision about what to do next.

October 2013: Sanity check! If Wavin
was to understand its customer and
their job-to done, could that info
be used to create more options to
grow their market share?

SAFARI

To learn from their customers, a team of Wavin Turkey employ-

ees, as well as Richard and Andres, visited construction sites
where they could observe customers in their natural (work)
habitats. The team gathered lots of great insights during their
week of visits. Together they learned that there was a huge
difference in the quality delivered by plumbers onsite due to
misuse of equipment and materials. The team also learned that
distributors loved the in-store branding. And, just as import-
ant, distributors do more than sell and distribute pipes. They
also play an important social role in connecting plumbers. As
the team asked more questions of the plumbers, contractors,
and distributors, they uncovered hidden knowledge — which

prompted even more questions.

A-HA! (NOT THE CUSTOMERS YOU THINK THEY ARE!)

After the site visits, some of the customers were invited to a local

hotel in Istanbul to meet the project team and to provide feedback




PLUMBERS ARE
OUR REAL CLIENTS

o *

ﬁ

Get out of the building. A special Wavin

team went on safari to visit construction sites.
Observe and learn what plumbers and installers
are dealing with.

plumbers.

on various ideas generated by the team. The plumbers were really
interested in everything that Wavin could do to help them do

a better job and deliver higher-quality results. The team’s most
important discovery was that the plumbers wanted professional
how-to videos, product manuals, and direct connections with
Wavin experts even more than they wanted lower prices. Providing
these services would make Wavin competitive and deliver better-
quality results to their customers. This was a real a-ha moment
for the Wavin team. They used this insight to design a new
community-driven approach: they would help their customers
become better plumbers by sharing knowledge (and tea) with

each other. This approach turned into the (free) Wavin Academy.

SHARING KNOWLEDGE

The first prototypes of the Wavin Academy proved a success. As
such, the project team decided to build the Wavin Academy on

January 2014: Wavin realized that
mechanical contractors were not their
customers. They could not offer a
value proposition to them. But that
could mean a world of difference for

UNDERSTAND >> CASE >> WAVIN LOVES PLUMBERS

j—
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Finally, the hard decision was made

to cancel construction of the factory
altogether, since it would not help
them reach their goal. This meant a lot
of disappointment for team members
who were involved drawing up plans
for the factory.

June 2014: Wavin opened their (first)
academy in Turkey. Now that they
have proof of concept, they know

who their real customer is and how

to create value (with their customer).
Wavin is ready to scale the academy to
other locations.

An example of sketch
notes made during the

the production site in Adana, Turkey. The center cheervation and the

interview.
opened a few months later, in June 2014. “At the
moment more than 7,000 people have visited b
- A\

the academy (see Facebook page),” Orhun said. Q, — VR TNGINEEE..
« s . . \.) Yo A‘GG 50 - O

When I joined the Turkish team, I knew this Cf;gj» = p @Lﬂ%m

A PREHA o 7

was the way to better engage with our custom- ST WSy /‘f:" '
ers. We teach them, we learn from them, and Aincay Pog

we build better relationships in ways that a

factory would not. In short, we've become

important to our customers — and they to us

— in ways that we never knew were possible”

THE MORAL OF THIS STORY IS ...
Richard: While the factory may certainly
have been one good option to grow

our Turkish market share, we realized >>



WAVIN DISCOVERING A NEW FUTURE

that the business plan for the factory was based on assumptions

e ———— y ¥ about the market and our customers’ jobs, needs, and wants. We
h I - knew that there were other options worth exploring as well. So,
\ WHAT WIiLL We L K rather than spend time arguing about the one option on the ta-
c An example of ble, we decided to first validate our assumptions and learn from
questions to be
asked during our customers first hand. We got out of the building.

interviews as
| targets for obser-
i vation.

orFICE By doing this ourselves we learned more than we would if we

¢ K | had simply hired a firm to do a market study for us. In meeting
A T e

90
HOW WELL Wwf 7
KEMizED 15 OO P

THE BUSNESS
2

our customers on their turf, we uncovered hidden context and
meaning and came up with new questions based on what we

learned. The answers to these questions, of course, led to further

g

insights about our customers and the commercial plumbing
market in Turkey. We also built lasting relationships with the

people who install and use our products.

At the end of the day we invested a few hundred thousand

gse | INTERVIEWS

dollars in the first Wavin Academy instead of the tens of millions

| of dollars we were prepared to pour into a factory. We now have

—

HDM)‘ DOW WHAT DOES l a distribution center in Istanbul, which is closer to our custom-
20) Tihges SULCESS ers. And, with the Wavin Academy, we have a brick-and-mortar
ECTs 2 © WORKS  LOOK LKE z |
WHAT v\\ébb’; space where we can interact with our customers and which
WHAT V'5A5TE( ultimately helps to strengthen the Wavin brand in their minds.
e fh— T L0k UE © o .
BASHE s s 5 YR — ) BONT Design thinking is at the heart of our business now. [l
HOW
&OAlxs  BIGGBEST 2 VEARS FROM

CHALLENGEZ  po NowW?
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BUSINESS NEEP FOE
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UNDERSTAND THE CUSTOMER

Once upon a time there was a business. That business really understood its customers. Because of that, the

products and services of the business became popular, and it started to grow. Managers came in, processes

were set up, and systems were put in place. Slowly, curiosity gave way to efficiency.

For a while, the business kept going well: customers continued
to buy its products, and the value proposition stayed relevant.
But then, one year, sales started to take a dive. None of the
managers had a clue why. It didn’t make sense: the spreadsheets
never predicted this would happen. According to what the
managers knew, customers should still have been buying the
product. Except they weren't. The company had become com-

placent, hopelessly out of touch with the customer.

WE'VE ALL SEEN THIS STORY

In hindsight, it’s easy to say that this is not how to run a busi-
ness. Yet it happens everyday. Business books and articles are lit-
tered with stories about once-famous companies that went bank-

rupt because they couldn’t change:

THE FUTURE IS
AT ODDS WITH THE
CORPORATION.

retail warehouses, record companies,
telcos, publishing houses, etc. So, why
do businesses fall victim to outmoded

systems and procedures?

// Grant McCracken,
Cultural Anthropologist

There is a natural tendency to codify

what you know about customers, so

that the knowledge can be scaled and

decision making can become easier. Putting such systems in
place is not a bad thing, as long as they’re continuously tuned
to take into account today’s reality. But tuning must be done by

humans, not the systems.

DARETO ASK QUESTIONS

We put our trust in managers who specialize in something and
shrink away from asking questions for fear of sounding ignorant.
History, however, shows that courage and persistence in asking
design-minded questions — like “why?” and “what if?” — set the

foundation for discovery and innovation.

In addition to being overly deferential to experts, we also are
overly concerned with looking like an expert to our customers.
Asking them a question feels embarrassing and scary. What

if your customers no longer trust you? Aren’t you supposed

to know everything already? Will they continue to buy your

product?

Interestingly enough, in almost every case the opposite is true. By
asking honest questions of your customers — questions that aren’t

focused on making the sale or showing off knowledge, but are



genuinely intended to get a better understanding of who they are

and what they need — your customers will feel appreciated.

EVERYBODY LIES (EVEN IF THEY DON'T MEAN TO)

Real observation is extremely important. Learning to under-
stand body language, facial expressions, and behavior will help
you paint a much clearer picture. That’s also the reason why you,
as the designer, must do this yourself. Be present in interviews
and observe behavior yourself. Allow your own brain to make

the connections and see the patterns directly. Per Fitzpatrick,

. . Read more
“Watching someone do a task will show you where the problems — _, ~ .
and inefficiencies really are, not where the customer thinks they ;‘tpral‘;kr
are” Questioning”

on page 88

DEVELOP THE HABIT

For designers, observing and asking questions are daily habits of
practice. When you start to notice more about the world around
you, you start to pay attention to different details and quieter
signals. By asking questions instead of beginning with state-
ments, you actually become more curious. Your brain itself will
adapt to this new curiosity and begin to make more interesting

connections between observation, questioning, and analysis.

You'll start to see the patterns that others miss. Your intuition
will develop, and you'll see things your customers need even
before they do. B

UNDERSTAND >> TOOL >> UNDERSTAND THE CUSTOMER

JUSTPICKUP THE PHONE !

We were working with a home care organization. The CEO had an
idea that involved a new customer segment: hospitals. She wanted
to do two months of desk research. We told her not to wait, but

to understand this customer segment better immediately. That is,

don't rely on desk research; instead have real-life conversations.

| was standing next to her and suggested she call the CEO of a
hospital that was already in her network. Feeling a bit of pressure,
she picked up the phone and called him that instant. It
turned out the CEO was really happy she called him and

invited her to lunch.

They had a great conversation during lunch, and
because of the customer insights she gained, she
understood she was not facusing on the real cus-
tomer need. In just one lunch, she saved months of
inefficient desk research and countless hours of analy-
sis time. Not only did she gain new insights on a better
opportunity, she also deepened a valuable

customer relationship.

Maaike Doyer
Strategy Designer




T00L CUSTOMER JOURNEY

The Customer Journey is a tool to help you get insight into, track, and discuss how a customer experiences a

problem you are trying to solve. How does this problem or opportunity show up in their lives? How do they

experience it? How do they interact with you?

MAPPING THE CUSTOMER EXPERIENCE

Mapping this journey will provide you with insights into how cus-
tomers experience a product or service, as well as how they might
be better served or even delighted. This is especially true when
co-creating the journey together with your customers or when val-
idating your assumptions with them. What are the circumstances?
How do customers feel throughout? What are the moments when

the experience can best be improved?

NON-LINEAR

Customer journeys are not linear. A customer can jump from one
phase to another depending on many factors. They interact with
some touchpoints and miss out others. It is your job, as a designer,
to understand the moments when customers engage so that you
can design better experiences for them in the future. This tool
helps in looking at your products and services through the lens of

the customers.

Of course, no customer journey is totally complete or made without

assumptions. Mapping the customer journey is based on the

knowledge and insights of your team. This tool simply helps you

understand and explore from the customer’s point of view.

BACKTO REALITY

The Customer Journey Canvas helps make things real. Through

the mapping exercise you can identify where customers get stuck,
where they have great experiences, and why. One outcome of using
this tool with your team will be the so-called low-hanging fruit that
you can deliver on immediately. Once you have co-created and
assembled the customer journey maps, you can add real customer
data gathered through customer safaris, interviews, and feedback.

This will enable you to make informed decisions based on reality.

The customer journey is relevant for everyone. Everyone on the
team, and in your company, must understand what your customers
experience, how they feel, what they struggle with, and how you
can improve the experience. The underlying goal: to solve our

customers’ problems and make them happy. [l



UNDERSTAND >> TOOL >> CUSTOMER JOURNEY

CUSTOMER JOURNEY CANVAS B
CUSTOMER NEEDS
KEY MOMENT
AN
TOUCH POINTS
S — I CHECKLIST
[ ] Is the persona specific enough?
CUSTOMER SATISFACTION [] Is the journey is complete? Are
@ there any moments missing?
@ [] Ask yourself where the journey
really starts and ends.
I @ [] You can't think of categories
@® @ ® @ | bYDESIGNABETTERBUSINESS OV \ you left out.
NEXT STEP

> Validate your assumptions
with a Customer Safari (see

page 102).



EXAMPLE CUSTOMER SAFARI

The Customer Safari is the best way to meet your customers in the wild. Hold your horses — don't talk to them right away!
You will learn the most while observing them in their everyday lives; interviews and questions come later. Watch out!

Your customers might lie to you.

TOUR \ RECORDER DECIPE BEFOREHAND @ RECORD WHAT You FOLLOW <THE JOURNEY
GUIDE INTERVIEKER WHAT TO 0BSERUVE SEE_NOT WHAT You EUCTLA 45 4
- r 7 \ THINK YOU SEE CUSTOMEE WOULD
i @ C‘ Goan a GOPRO
/ Y OBSERVER - \% \j .t Ta
BOPRO \

J

n’} “
N :‘\\\&i %
(e | ¢

é} DON'T
NOTEBOOKS y & DISTUER THE /
EVIDENCE™ |

] n WLDLFE!

\ [V
WJ@;

> Fw PICK_A_LOCATION @J
NOTE TaER ( PREPARE ) “T:'owmi o e OBSERVE C AKE THE
AK jipe CUSTOMELS CoFFE L/ TO_M;&/

Il ADOPT THE RIGHT MINDSET A START WITH THE OBVIOUS 1 DO ITYOURSELF

The key rule for a safari is to be prepared. Part of
that preparation is filling in the Customer Journey
Canvas (page 100). What are the assumptions you
want to test? What are the questions you want
answered? Make sure you have the right team
together and that everyone has a curious mindset.
Be aware that your existing mental model is color-
ing your perception. Doing this beforehand allows

you to deviate later.

Having trouble getting started? Which customers
to interview? What is a good location? Start with
the obvious: interview existing customers. If you
don't have any existing customers yet, go inter-
view some customers of a competing product

or service. The point is that there is no “perfect”
customer to observe or interview: in the begin-

ning everything is new.

Sometimes finding a place to observe your cus-
tomers is not enough — to get a feel for what they
see and experience, it can be really worthwhile to
take the tour. Just grab a notebook and a camera
or phone and follow the path a customer would
take. What do you see? Is there anything interest-
ing there? To spice it up, ask customers to walk
the path themselves, recording their experience,

or take a customer with you.



UNDERSTAND >> TOOL > EXAMPLE >> CUSTOMER SAFARI

B0 DEEP! ASK A KICH PICTUKE ALLOWS “pU
SX WHY=TRY <0 TO USE MOUK INTUITIDN AND
FIND THE REASON FOK ANALATICAL SKILLS AT THE
THE BEHAVIOR SAME TIME.
RECORDER 2
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E1 WHAT TO LOOK FOR I CAPTURING INFORMATION [ MAKING DECISIONS

When interviewing and observing, keep an eye Capture everything and take pictures and audio Review the captured information with the team.
out for those things that contrast strongly with recordings if possible: listen now, analyze later! Use dot voting to find out what resonates as

your expectations. Try to find the reason why the When you are capturing, build a rich picture. important, and decide if you need to dive deeper
customer gives that answer. Their thinking and Don't edit or leave out things that don't seem and do another iteration. When the rich picture
feelings might give you an inroad to new perspec-  to fit; analysis happens afterward. When you're doesn't change so much between iterations any-
tives or knowledge. You are trying to find both the  constructing the picture, you can start to cluster more, it is time to make decisions. Compare your
“normal” and the “outliers” and "exceptions.” information. Putting qualitative and quantitative rich picture with what you thought during the
Today's 1% can be tomorrow’s 100%. information together allows your brain to see the Customer Journey exercise. How do they differ?

bigger picture and come up with hunches. Do you need to revise your point of view?



INTRODUCTION TO VALUE PROPOSITION

Great business models and strategies are based on great value propositions. Great value propositions focus

on customers’jobs-to-be-done. Clayton Christensen developed this (jobs-to-be-done) framework as a help-

ful way to look at customer motivations in business settings.

Conventional marketing techniques teach us to categorize
customers by attributes — age, race, marital status, and other
qualities. Ultimately, however, this creates entire categories of
products that are too focused on what companies want to sell,

rather than on what customers actually need.

Evaluating the circumstances that arise in customers’ lives is not al-
ways easy. Customers rarely make buying decisions based on what
the "average” customer in their category might do. But they often
buy things because they find themselves with a problem they would
like to solve. This is where Clayton Christensen’s jobs-to-be-done

framework as well as value propositions are most useful.

By understanding the “job" for which their customers “hire” a product
or service, companies can more accurately develop and market prod-

ucts well tailored to what customers are already trying to do.

A way to inform your point of view and learn about the jobs-to-be-

done is to observe customers in real life. By observing customer

THE VALUE PROPOSITION CANVAS
HELPS YOU DESIGN AND
VALIDATE CUSTOMER JOBS.

behavior, you will learn from the true problems that need to be
solved. Ask yourself before you start: What is YOUR job-to-be-
done? Do you want to work on existing segments or new seg-
ments? This determines the focus in working with the Value Prop-
osition Canvas (see page 106). Understand the customer profile
(right-hand side), understand the value map (left-hand side), and

look into the problem-solution fit or product-market fit (the middle).

PRODUCT VS. NEED

Do you need a drill? Or do you need a hole in the wall?

Do you need a robot? Or do you need to speed up production?



Do you need to arrange a funeral? Or do you need a worthy

goodbye ceremony?

Most companies are product focused. But our focus should not
actually be on the product. Products are there to help customers
solve problems. Once you understand your customers’ problems,

you can do a better job innovating.

For example, Spotify learned that people, for the most part, aren't
interested in “owning” music. It's not about “owning” records or
CDs. They don't even want to store music on their hard drives —
this entails work on their end. When it comes down to it, people
simply want to listen to music. Thus, the difference between
downloading a song and streaming the same song is becoming
blurry. What's not blurry is that people want access to music. “If |
can get that Justin Bieber song anywhere and anytime, what is the
difference?” I

UNDERSTAND >> INTRO >> VALUE PROPOSITION

THE HUMAN CONTEXT

At Intel, we try to take a truly integrated view of innovation. We
bring together the best ideas and methods, synthesizing them into
the best approach to solve the challenges we have as a uniquely
situated technology company. We are the underlying engine that
powers computing across so many different contexts, and those

contexts are expanding at a blistering pace.

Because the range is so broad, we leverage the social sciences and
in-person interviews to understand the human context of people’s

lives and how technology both informs and is in-

formed by socio-cultural dynamics. We also use
tools to help us in understanding complex
systems, borrowing from fields like ecology
to explore how networks of interdepen-

dent actors affect one another.

Given that our ideas at scale must become
sustainable businesses, we utilize innovation
tools and processes, from Lean Startup and
Business Model Generation, to help us refine and
improve the way we search for, discover, and test new
values and new business models. At the end of the
day what's important is that we have an under-
standing of human needs and are solving a

meaningful problem.

Muki Hansteen-lzora
Senior Strategist,
Intel Labs



TOOL VALUE PROPOSITION CANVAS

When it comes time to really understand your customers, including their jobs-to-be-done, pains, and gains,

as well as your offer to them, the Value Proposition Canvas, developed by Alex Osterwalder at Strategyzer, is

one of the best tools available to help you.

ALWAYS START WITH THE CUSTOMER

To get started with the Value Proposition Canvas, always start with
the customer. Of course, you may have many different customer
segments that you serve (or want to serve). So, as a team, your first
task is to have a discussion about who the customers actually are
from a high level, whereupon you can make some decisions about
who you are designing for. You may need to fill out several can-

vases, one for each customer.

ASK ENOUGH “WHYS”

Once you've made the customer decision, as a team — using sticky
notes and permanent markers — start to detail your customer’s jobs-
to-be-done. What social, emotional, and functional jobs does your
customer do on a daily basis? They have some functional job that
you know probably about. But you'll also need to uncover how they
do that job, how they feel, and what social qualities come into play.
For instance, a parent with the job of driving a child to school may
also have functional jobs of getting them there on time, ensuring
they're fed throughout the day, making sure they're not looking like
an outcast (social standing may be important), providing the feeling
of being loved and appreciated, etc. Ask enough “whys” and you'll
get this info. Pains are usually easiest to get. What gets in the way

of a person’s jobs? It's gains that elude most first-time users of the

Value Proposition Canvas. Gains are NOT simply the opposite of
pains. Instead, gains are the hidden ambitions people have, above
and beyond pain relievers. It takes a designer's mind to uncover
these. This is where asking the right questions is really important.
What does your customer really aspire to do that they cannot do
now? Going back to the parent-driver example, perhaps it's to
look like a hero to their kids and other parents or to see their kids
succeed in life. If gains sound somewhat existential to you, that's

probably because great gains often are.

YOURJOB

Finally, once you've completed the right side of the canvas, move
over to the left side. First, list some solution options that come

to mind. You might have some already, or you might create some
during an ideation session (detailed in the next chapter). With these
in place, you'll need to decide how these can be used together to
address your customers’ jobs, pains, and gains in unique ways that

resonate with your customers.

Using this canvas a few times will help you think differently about
your customers and what you offer to them. What's more, done
well, your customers will think totally different about why they hired

you to fulfill their needs in the first place.
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CHECKLIST

[] You mapped one customer
persona per canvas.

[] You identified and prioritized
at least 5 functional, social, and
emotional jobs-to-be-done.

[ ] You identified and prioritized at
least 5 pains.

[ ] You identified and prioritized at
least 5 gains.

[ ] The gain creators and pain
relievers directly address the

gains and pains.

NEXT STEP

> Prototype and validate your
assumptions.

> Check your assumptions with
customers. Is it the real job-to-

be-done?



UNDERSTAND YOUR CONTEXT

It goes without saying that understanding the overarching context in which your company operates, such as

who your competitors are and what trends you're seeing, will deliver insights about how your business must

change in the future. However, most companies don't go far enough in this regard.

SIGNALS FROM THE FUTURE ARE ALL AROUND YOU

Trends and competitors will often only give you part of the picture.
And, if you're only following what your competitors are doing, you
risk missing something really important. You need a contextual

frame that goes beyond the competitive landscape.

Understanding your context will give you a clear picture of today’s
trends as well as weak signals that will shape tomorrow. This kind of
contextual assessment includes (at the very least) an understanding
of market trends, technology trends, rules and regulations, eco-
nomic climate, customer needs, competitors, and even uncertain-
ties. It's important to not think about these signals, trends, facts,
and competitors only as they are connected to your current busi-

ness. To really paint the pic-

ture you'll need for the future,

go wider than your business.

THE FUTURE IS
ALREADY HERE. IT’S
JUST NOT EVENLY

DISTRIBUTED.

// Willam Gibson
Author and Essayist

Who are the nascent compet-
itors, the up-and-comers too
new to call competitors (yet)?
What are you uncertain about
that might affect your future
context? Election results? Gas

prices?

THE BROADER CONTEXT

When Spotify hit the market, most people saw it as a direct chal-
lenge to the biggest competitor in the music industry at the time,
Apple. Sure, this was part of the story. Apple helped to pave the
way for most digital music companies. Though, if you look beyond
Apple, what you'll find is that Spotify’s founders also used their
understanding of the broader context of the music industry to build
a market-leading streaming music service. That context included
cloud technology trends; customers’ desire to listen to music and
not necessarily own it; a changing regulatory environment (that
Apple helped to create); and an economic environment that had

record labels scrambling for new revenue streams.

KEEP ON SCANNING

Context is not static. It changes on a daily basis — and by the
minute in some industries. Continuous understanding requires
continuous scanning. As you develop clear pictures of today’s
context, you might also attempt to create a context for tomorrow,
or five years from now, or perhaps even further out. What are the
differences? What do you expect to change over time? And, as
only time will tell which of your assumptions have been proven
true or false, plan to update your understanding of context on a

regular basis.



VISITING THE FUTURE

Visiting the future is not as hard as you probably think it is. In fact,
as stated earlier, signals from the future are all around us. Though it
may sound odd, some of the places you might considering visiting
when looking for signals from the future are modern art museums,
hack-a-thons, and even Burning Man, the annual counter-cultural
gathering held in the Nevada desert. No need to wait though.
There are plenty of signals from the future right on your mobile
device. Social networks and even Twitter are filled with signals you

might find relevant to your context.

The key here is that your current context (and future context) is
not going to be captured in a single report. Any report that sides
with your strategy (or disagrees with it) will only be one point of
view. And, by the time this information hits the Harvard Business
Review, it's likely that the context has already been established. It
takes a team of people to map your context. Diversity will ensure
that you have captured and assessed what are likely the most
salient elements affecting your business today, as well as elements

that may affect your business in the future. Il

TIP! Do not confuse understanding context with market
research. Market research is invaluable to confirm or deny

trends in a later stage of your journey. Understanding your
current context serves primarily as a way to explore and

weigh possibilities.
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CURIOUS BY NATURE

| am a super-curious person. That's why | love my job!
| am a professional trend watcher. | help companies
make sense of the world around them. The keys

to my job are to observe and structure information
continuously. Twitter is my go-to tool. Tweeting auto-
matically structures the information in my mind. But
tweeting is not enough: to uncover trends | look for a
“through line” that connects several tweets based on
their context. Once | discover what | believe to be a

trend, | reach out to my network to validate.

To do this yourself, start with a point of view. Why do

you need this information? Then, collect and
structure new information. Everyone in your
network has information, but it's probably not
organized. Explore the through lines with a
framework for understanding. Look outside
your industry. Find things you really have
no clue about. Finally, frame the informa-
tion. The frames you develop will reveal
patterns and shifts or movements (e.g., from
hierarchy to hub, from sending information to
sharing information, etc). This is a starting point

for new ideas.

Farid Tabarki
Trend Watcher
Studio Zeitgeist



TOOL CONTEXT CANVAS®

The Context Canvas® is our framework to help you understand the context. Use this template to map out the

trends with your team and share different perspectives. It will help you to look for drivers outside your own

company and have a conversation about the forces that (could) shape your business now and in the future.

THINK BEYOND YOUR COMPANY

When most teams begin to unpack the context of their product or
organization, they take a myopic point of view that is rooted in the
here and now. The Context Canvas® is meant to help you and your
team expand your thinking beyond the boundaries of your product
and organization, to have a deeper conversation about what's
going on in the world and what's changing that will affect your

business in the future.

WORK IN SUB-TEAMS

The best way to use this Context Canvas® is to break your team up
into smaller sub-teams and to assign each team a couple of sec-
tions of the canvas. You may even want to give the same team that

has demographic trends the task to also cover technology trends.

Give each sub-team several minutes, maybe even up to 30 minutes,
to have deep meaningful discussions about what's going on in the
world for each section, adding these to sticky notes. There should
be at least one sticky note per driver for each section. It must be re-
iterated that what is important here is expansion beyond what were

drivers of the past and your own company or product. This is about

the full context of the industry you play in or the world at large that

is going to drive your design criteria and options for the future.

CAPTURING THE KEY DRIVERS

Once all of the teams are finished discussing and capturing the key
drivers for their sections, have a representative from each team,
one at a time, add their sticky notes to a large, shared canvas
(taped or drawn on the wall), discussing each driver as they put
them up. This will spark further conversation with the rest of the
teams about what's important and perhaps what other drivers

might also be relevant.

COLLECTIVE POINT OF VIEW

With every section of the canvas totally filled out, have the entire
(larger) team select the most important drivers that will influence
the future of your organization, or at least your specific design
journey. When you stand back from this, what you'll see is a glimpse
of the future from the entire team’s collective point of view, and not

just one expert’s opinion. [l
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DESIGN A
CONTEXT CANVAS® % seren
BUSINESS
DEMOGRAPHICTRENDS | RULES &REGL\ATIONS FCONOMY & ENVIRONMENT COMPETITION

K
CHECKLIST
[] You have completely filled all
the areas of the canvas.
] You have proof of what is on
the canvas.
[] You have marked the top 3

threats and opportunities.

/'

NEXT STEP

Find proof for your assump-

tions.
TECHNOLOGY TRENDS CUSTOMER NEEDS UNCERTAINTIES

THE GROVE CONSULTANTS INTERNATIONAL o .
141V Y DESIGNABETTERBUSINESS (O \ GROVE \\p’/

Check your findings against

what others think.
Revisit the Context Canvas® in
3 months to update and verify.

Update your Point of View.

VvV VvV VvV Vv

Update your Design Criteria.
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WHAT IS THE ECONDRIC

GLIMATE WE PLAY IN?

UNDERSTAND >> TOOL >> EXAMPLE >> CONTEXT CANVAS

SHARE THE URGENCY

My job is to translate challenges of management
into numbers, images, and stories that everybody
understands. | try to keep this simple by using meta-
phors. In 2014, | saw that the bank we used to know
does not exist anymore, but we still believed in our

WHAT RULES & old assumptions.
- REGULATIONS i
DOWEHAVETD
~ ABIDEBY? ; Overstating, in the past bankers needed to know only

three figures: 3-6-3. Give 3 percent on debit, charge

6 percent on loans, and at three o’clock you can go

play golf.

To be successful in today's world, everyone in the
bank needs to be aware of the context. To help them
do that | needed to tell a story that sticks, going be-
yond numbers and graphs, and to really engage my
audience and inspire them to change the bank.
We co-created “The World of the Banks”
with 2,000 colleagues and visualized
the result with designers. In this way,
the story is engaging and it can be
understood in one glance, and we
could easily share it with all of our

colleagues.

Peter De Keyzer
Chief Economist,
BNP Paribas Fortis



INTRODUCTION TO BUSINESS MODEL

When considering the future of your business, whether it's your overall strategy or some new product and/or service, you
must first take some time to really understand your business inside and out. The Business Model Canvas provides a simple

way to map the way your business — or any business — creates, delivers, and captures value.

UNDERSTAND YOUR BUSINESS MODEL

Understanding just how you add value to your customers’ lives
is crucial. This serves as the basis for any discussion about your

business.

Who are your customers and what problems do you solve for them?

How do you deliver that value to them?

One of the best ways to structure this information is by using the
Business Model Canvas. Since the publication of Business Model
Generation, it's been found that the Business Model Canvas serves
as a perfect platform on which to hold better, more strategic con-
versations built on a common understanding and with a common

language.

DON'T ASSUME YOUR TEAM
UNDERSTANDS YOUR COMPANY’S
BUSINESS MODEL.

UNDERSTAND YOUR BUSINESS MODELS

If you work for a large organization, you might find varying value
propositions and business models. Take a hospital, for example.
An academic hospital consists of three separate business models
at the highest level: 1) patient care; 2) education; and 3) research.
Each of these business models has very different customers, value

propositions, and revenue streams.

UNDERSTAND COMPETING BUSINESS MODELS

You can learn a lot from your competition. Choose some compet-
itors and map their business models. Armed with this information,
you'll have deep insight into what customers want and what they
are willing to pay for. You'll have a clearer picture of just how
customers’ needs are met across the entire industry, not just in your
company. And you'll uncover vital information about how other
businesses, maybe even very successful businesses, have created

their own spaces in the market.

UNDERSTAND BUSINESS MODELS IN AN INDUSTRY
Before entering into an industry with a new/startup idea, it's vital
to have an understanding of the most common business models

being used to exchange value with your potential customers. If,



for example, you plan to play in the climate space, specifically in
solar energy, you'll want to understand how leading companies,
like SunEdison, do business (and add value). Jigar Shah learned
by studying the industry that customers were not willing to pay for
solar panels, but were looking for ways to decrease their electricity
bills. He started selling energy contracts instead of solar panels.
He designed what he named the Power Purchase Agreement (PPA)
Business Model. This business model changed the status quo,
allowing companies to purchase solar energy services under long-
term, predictably priced contracts while avoiding the significant
capital costs of ownership and operation of solar panels. The
SunEdison business model is recognized as one of the catalysts

that helped turn solar into a multibillion-dollar business worldwide.

EVALUATE YOUR BUSINESS MODEL

Any business constantly seeks to improve its understanding of the
customer segments it focuses on {or wants to focus on). Following
on page 117 are seven of the most popular (and useful) questions

Osterwalder has compiled to assess your business model. Il
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SO MANY BUSINESS MODELS

MOST COMPANIES DON'T KNOW
THEIR CUSTOMERS; THEY JUST
KNOW THEIR TRANSACTIONS.

In 2010 we wanted to design a new strategy, focused more
on our patients. So where to start? We realized we had
many different departments operating in the same hospital

but in a different way.

They had different customers, different partners, and differ-
ent value propositions. We realized we actually had a lot of
different business models, so we started from the bottom
up. We had to learn from each and every department in
order to understand what their models looked like and how

they were showing up in the hospital’s business model.

Understanding their business model
helped them to get a better in-
sight in their own business and
also in understanding

the others.

(See page 117 for how Maas-
tricht University Medical
Center created their portfolio

of Business Models.)

Frits van Merode
Member, Executive Board
Maastricht University Medical Center



T00L BUSINESS MODEL CANVAS

The Business Model Canvas is a great tool to help you understand a business model in a straightforward,
structured way. Using this canvas will lead to insights about the customers you serve, what value proposi-
tions are offered through what channels, and how your company makes money. You can use the Business

Model Canvas to understand your own business model or that of a competitor!

BUSINESS MODEL CANVAS

KEY PARTNERS KEY ACTIVITIES VALUE PROPOSITION CUSTOMER RELATIONSHIPS | CUSTOMER SEGMENTS
KEY RESOURCES CHANNELS

(0ST STRUCTURE REVENUE STREAMS

@O@O@®® | iy STRATEGIZERAG
() strategyzer



BUSINESS MODEL CANVAS DERMATOLOGY

KEY PARTNERS (- T

S CALUEPROPOSITON

,(U:\OMER RELATIONSHIPS

(if ¥
TREAT—
g OO C pusoss
PORTFOLIO OF BUSINESS MODELS ¢ b A A
At Maastricht University Medical Center, = b
we first r.na'pp_e.d the diﬁferent departments, CESEACH SRS e
noting similarities and differences.
; - MENT
i \\
BUSINESS MODE! #**VAS ORTHOPEDIC Hoso
Keveaniness  TREAT T e VALUEPROPOSITION | cUsT
WENT s BUSINESS MODEL CANVAS MOTHER AND CHILD
i ’QMGA{ON KEY PARTNERS Tﬂek‘\’/ 4ITES VALUE PROPOSITION (CUSTOMER RELATIONSHIRS ~ CUSTOMER SFGMFNTS
” o L MENT
ESEAA " i
S | Geeew L
ALKCES [T KESEM cH
% [ e——
3 —[ - k(yOUK(ES (CHANNELS
[— GENEK 4,
s i -
(ST STRUCTURE: d é\KEAMS HENT i TWNE(
. i —
COSTSTRUCTURE REVENUE STREANS
PEE
TREAT—
MENT
\V — I (@ strategyzer
BUSINESS MODEL CANVAS

KEY PARTNERS

VALUE PROPOSITION

CUSTOMER RELATIONSHIPS

CHANNELS

COST STRUCTURF

REVENUE STREAMS

CUSTOMFR SEGMFNTS

() strategyzer
B

Only then did we tackle the high-level
business model for the medical center
itself. If we had mixed them together,
the model would have been too
complex to be useful.
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DOWNLOAD

Download the Business Model
Canvas from
www.designabetterbusiness.com

CHECKLIST

Rank your business model's
performance (0=bad - 10=

excellent) for each question.

How much do switching costs
prevent your customers from
churning? 11 7
How scalable is your business
model?

Does your business model
produce recurring revenues?
Do you earn before you spend?
How much of the work can be
done by others?

Does your business model
provide built-in protection from
competition?

Is your business model based
on a game-changing cost struc-

ture?

NEXT STEPS

Filter out the design criteria

and test your assumptions.




EXAMPLE BUSINESS MODEL CANVAS VISUAL

Sketching the Business Model Canvas can create
a bigger picture and help you better engage your

audience.

Details often get in the way of the main points of the Business
Model Canvas: clarity, simplicity, and connectedness. “Diving into
the weeds"” leads to (unnecessary) discussion, which halts the
creative process and the ability to see things for what they are. The
solution: first do and then discuss. Focus on creating the bigger

picture. This is what's really important.

When creating your business model, that of your competitor’s or
even when you want to compare different business models, the

power is in the simplicity. Great business models are straightfor-
ward and simple. Add too many details to your business model,

and your point of view will become foggy.

To simplify and clarify your point of view and the story you're telling,
use sketches or pictures instead of words. Even better, puzzle your
business model together using hand-drawn icons cut out from a

template. For more on visual storytelling, see page 72.
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AS AN EXAMPLE WE HAVE COMPOSED TW0 BUSINESS MODELS!
ONE F0K & TKADITIONAL TAX COMPANY AND ONg F0K UBEK.
WITH THESE [T'S EASY TD COMPAKE BOTH MODELS AND
UNCOVEK THEIK STKENGTHS AND WEAKNESSES.
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UNDERSTANDING HACKS

ONLINE SAFARI

In the age of the Internet it would be silly not to take an online safari. There
are several tricks for getting a quick idea of what people are actually doing
online. Take a look at your own user forum or that of a competitor. What are

people complaining about? What conversations are they having? Use Twitter

to get in touch with people that write about similar products. What kind of
pictures do they post on social media? Are there any video blogs or YouTube
channels that cover similar topics? How popular are they? What trends can

you find there? You can get a lot of information in a very short amount time if

you start following some online leads!

DO IT YOURSELF BE THE BARISTA!

It pays to step into your customer’s shoes for a while. If you really want When you really want to surprise your custom-

to understand your customers and their preferences, slip into their ers and put them into a different state of mind,
shoes, do what they do, and shop where they shop. We learned this trick consider going the extra mile. Find (or build) a
from an expert retail food marketer. If you're interested in understand- nice coffee cart and add to it everything you need
ing what attracts customers, go to the stores they shop at, observe them, to get people talking. Making the rounds in a place
and start pulling things off the shelf that attract you. Compare what you where your customers hang out is guaranteed to
bought with what you see in customers’ shopping carts. You'll likely find put a smile on their faces. You'd be surprised at
customer segments that stick together and look for similar qualities in what people tell their barista! What we’re actually
the things they buy. Best of all, you'll quickly learn what attracts cus- saying: be a perfect host(ess) and facilitate the

tomers to your competition. interaction.



DO THE
COFFEE

CHALLENGE...

To help your team get over their initial
uneasiness at getting out of the building,

consider the coffee challenge.

We created this in a program for the
Impact Hub: drink 25 cups of coffee with

customers in the coming 2—3 weeks.

Every time you have a conversation, cross
off a cup from the list. The person who
clears the card the fastest wins! And the
entire team wins every time someone
comes back with a new or validating
insight they learned while drinking coffee

with a customer.

Be sure to set this up as an internal chal-
lenge! You will learn about a lot of coffee

shops and even more insights!
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BECOME A CREATIVE GENIUS

We all have ideas. Sometimes the ideas that pop into our head keep us up at night — ideas we feel we must

follow to the end; they must be executed. Surely they're the best ideas ever. But the truth is: as good as they

may be, ideas are limited. Impact is only created when ideas become additive and expansive: more is better.

IDEATION

You know that idea you came up with in the shower? It’s prob-
ably a great one. Yet, it’s also just one of many potentially good
ideas for solving a problem or addressing an unmet need. In
other words, there is no one single right solution (or idea) for

any problem or unmet need.

Ideation is about generating a lot of ideas quickly. Big ideas.
Bold ideas. Feasible ideas. Impossible ideas. Even crappy ideas.

It takes a creative, optimistic

DO IDEAS COME FROM
A MAGICAL, PARALLEL

mindset and the ability to use
the right side of the brain to
build on your — and everyone
else’s — shower idea without
evaluation or judgment.

DIMENSION?

At the end of an ideation

session, it’'s not uncommon to have a wall of 500+ sticky notes,
each with a uniquely interesting idea. This will become the fuel

for generating future options.

WHERE DO IDEAS COME FROM?

We all have random has ideas that pop into our heads at random
ideas as if they’re coming from some magical, parallel dimen-
sion (or the shower). Some people, however, seem to be able to
come up with “good” ideas more frequently than the rest of us.
Are these people creative geniuses? Do they have some sort of

mental antenna that finds the best ideas?

The short answer is no. As clichéd as it may sound, we are

all born with the capacity for curiosity and creativity, though
perhaps we have forgotten how to harness it. The people we call
“creative geniuses” have learned how to use their innate sense of
curiosity to tune into ideas, trusting that all ideas are potential
options worth validating. The best part about this is that you
can learn to do the same thing. And with a little practice, you'll
be generating the same volume of ideas as the “creative genius”

Look out, geniuses!



IDEAS ARE JUST IDEAS

What differentiates a good idea from a great one is not its con-
text or content, but your ability to validate whether the idea is
truly executable and will make a difference. Simply put, ideas are
just thoughts based on assumptions. On their own, ideas have

little value.

Therefore, its important to split ideation from validation.
During ideation you want to cast as wide a net and generate
as many ideas as you can in as little time as possible. If done
well, you and your team will have innumerable opportunities
to combine these initial ideas and create new ones that can be

evaluated, prototyped, and validated.

PUTYOUR BRAIN(S) INTO GEAR

Maybe you find that in your daily life, you're the most creative
when you're in the shower, or on a walk. That goes for most of us.
When you get to work, however, perhaps you switch to execution

(noncreative) mode, where you stay until you get home.

IDEATE >> INTRODUCTION >> BECOME A CREATIVE GENIUS

TIP! Make sure you have plenty of fun while ideating. Fun

and humor are the most important catalysts for creativity.

Designers must be able to shift seamlessly from a creative to an
analytical and decisive mode. This is part of the design process.
You'll need to do the same, so will your team. At first, it may
feel awkward to add additional design and search tools, like
observation, to your executional tool belt. It'll probably feel just
as awkward to move away from evaluating and judging to being
creative for creativity’s sake. It’s worth it, though. Once your
team is able to work together to generate and build upon each
other’s ideas, you'll find that everyone gets on the same page

that much earlier.

Of course, there are plenty of tools and techniques to help you
and your team ideate in an expansive and systematic way. By the
end of this chapter, you'll have new ways to shift into creative
mode and think outside the box to generate more ideas. And
youll have new ways to evaluate your ideas before selecting

(some of them) for prototyping and validation.



MASTER IDEATION

I START YOUR (CREATIVE) ENGINES

Generating lots of ideas with a team is easy if
you know how to do it. It all comes down to
facilitation. This entails employing the right set
of tools in the right atmosphere (space) with

a creative mindset focused on accomplishing
this one task. It’s also crucial to set a time limit
for your ideation session. It would be counter-
productive to generate ideas all day. Set a time
bound and create within that space. And when
you believe you've run out of gas, reshuffle the

ideas in front of you and build off of them.

TIP!

|

I BUILD STEPPING-STONES

The more ideas you and your team put out
there, the more chances you’ll have to make in-
teresting connections and build ideas on top of
other ideas. Moreover, just like when you build
a path to the future, the shape of the stepping-
stones is not as important as their number and

arrangement.

[EX CREATE A RITUAL

It takes a bit of time even for an experienced

creative to shift mental gears and get the

HOW TO BUILD MORE STEPPING-STONES

{ @ )
it 1

creative juices flowing. Consider creating
some kind of ideation ritual, like a fire starter
(discussed later in this chapter on page 144).
With practice, you'll learn how much time you
need to get in the zone. Most important, plan

for that time to be uninterrupted.

I} USEATOOL

Don'’t think you have to conquer the idea
frontier all by yourself using only brainstorming
techniques. There are lots of ideation tools, like

the Business Model Canvas and Creative Matrix,

iz )
G-

;



that can help you and your team create many
valuable ideas. Using tools for ideating enables
you to frame the session while simultaneously
expanding on and exploring new ideas. For
example, the Business Model Canvas provides a

framework for digging deeper into each idea.

H GO DEEP

It is one thing to generate, share, and expand
upon lots of ideas. But you'll also need to ex-
plore some of those ideas in more depth — es-
pecially when it comes to selecting a few ideas
to prototype and validate. What is the core of
each idea? What and whose problems does it
aim to solve? What will customers pay for and
how will they find it in the first place?

You will not be able to explore every idea this
deeply. But for some ideas, digging into their
context and unpacking the assumptions you
and your team have made when generating

them is extremely valuable. B

IDEATE >> SKILL > MASTER IDEATION

FREE UP SPACE FOR DEEPER THINKING

Developing new ideas is central to design and business, but it's
easy to forget that a big part of ideation is “editing.” During the
ideation process, it's vital to get as many ideas as possible out of
your head and onto paper, whether through words or images — or
both.

Oftentimes we fear that some of our ideas might be silly or em-
barrassing. But that doesn‘t matter. Getting those first ideas out of
your mind helps free up space for deeper thinking. Our first ideas
may actually end up being the most appropriate, but we need to
explore as many options as possible before we can assess this ac-

curately. The more ideas we can develop, the better

chance we have to select the best option. And

it is crucial to allow yourself to dump an idea

at the eleventh hour in favor of a better

one.

Remember that ideas can come from
anywhere — and that ego needs to be
removed. The ideation process is most
impactful when there are a number of
people involved at the same time. That

way we can build on the ideas of others.

Kevin Finn
Creative Director
TheSumOf



STORIES OF IDEATION

FROM 1...TO 10

As part of our Health & Wellness initiative,
we were working on several prototypes for
our initial concepts. We had gathered great
insights from in-person and market research.
What we needed, however, was a matching

business model strategy.

As an electronics manufacturer, it was clear
to us that we could offer a product for sale.
But we were also interested in understand-
ing how we might offer value-adds, such as

online services.

As a team, we gathered in our innovation
room for a couple of days to generate new
ideas. We quickly mapped out our idea for

this new product onto a Business Model

Canvas — then used that as the basis for 300+
more ideas! We clustered these ideas into
10 different business model options that we

then explored and designed.

Using this approach enabled us to quickly
create new options. It also provided a
framework for us to analyze our underlying
assumptions. We applied a customer-centric
approach to this framework in order to vali-

date different business model alternatives.

This fresh approach to ideation revitalized
our innovation efforts. We continue to use

these tools as part of our process.

JUST SAY NO TO DRUGS

A group from a large pharmaceutical company
used the Business Model Canvas in an ideation
exercise. The group was asked to identify the one
thing they knew for certain about their business —

selling drugs — and remove it from the canvas.

Indignantly, the CEO responded: “You obviously
don't understand our business. 100% of our reve-

nue comes from selling drugs!”

Nevertheless, we asked them to spend 30 min-
utes on this “ridiculous” scenario, just to see what

they could come up with.

Adding this constraint made them look at their
business in a whole new light! The team found
that the company actually had an incredibly
valuable (key) resource it had never considered as
a potential source of revenue: its knowledge of

cancer treatments.

DON'T MAKE LISTS WHEN IDEATING AS A TEAM, AS THIS SEEMS TO LIMIT PEOPLE’S ABILITY TO COME UP WITH MORE THAN SEVEN IDEAS.
THIS MAY BE A RESULT OF THE URGE TO BE CONSISTENT OR COMPLETE. INSTEAD, MAKE AN UNORGANIZED PILE OF STICKY NOTES FIRST!



IMPROVING THE LIVES OF MILLIONS

| was running an ideation session with representa-
tives from our clinical, technology, marketing, and
sustainability functions. We sketched out a long list
of ideas and then thought about how to filter them.
| wanted just one criterion: it had to improve the
lives of over 10 million people in the developing
world. By the end of the day, we were looking at a

handful of best-guess business models that had

the possibility of not only achieving commercial
success but of transforming lives. | remember being
genuinely moved. Fast forward three years: that
same guy from sustainability is exploring how to
evolve these models in the market - but this time
he has over 100 million people in his sights.

// Alex Davidge, Head of Business Architecture
and Strategy Development, Bupa

MAKING IT SAFE TO SPEAK

A traditional financial services firm held a
two-day offsite with its top 60 executives to
discuss disruptive ideas for growth. Because
the firm’s culture emphasized detail orienta-
tion and risk mitigation, the participants were
unaccustomed to sharing wild ideas in an open

format.

To help the participants become more com-

fortable, the facilitator created custom “Safe

to Speak” playing cards with clearly identified
behaviors that supported provocative question-
ing and candid feedback. This encouraged par-
ticipants to reward one another for modeling

more open and inquiry-based behaviors.

The cards not only stimulated exciting new
ideas, but the participants had more fun and
got a chance to see their colleagues’ creative

sides.

HOW TOYOTA
FINANCIAL
SERVICES
SPURRED
CREATIVE
GENIUSIN
THEIR MIDST

»




WE DON'T WANT TO
BECOME THE RECORD

COMPANY OF
THE CAR
INDUSTRY

// GEORGE BORST, FORMER CEO, TFS
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TOYOTA FINANCIAL SERVICES

& THE BIG IDEAS

In 2012, the Toyota Financial Services (TFS) group, the financial subsidiary of the Toyota Motor Corporation,

was under a lot of pressure. Toyota had experienced a substantial number of automotive recalls, and the

external business environment was transforming. The CEO, George Borst, knew he needed to transform his

business along with the environment.



TOYOTA FINANCIAL SERVICES AND THE BIG IDEAS

on top of spreadsheets, metrics on top of metrics, and score-
cards on top of scorecards. Lots of business plans everywhere,
and everything had to come from a trend report” The executive
team knew that traditional methods of innovation wouldn’t be
enough to move the company toward its future goal. To bring in

new tools and techniques, TFS organized an offsite.

PREPARE FOR CHANGE

The organizers wanted to get a feel for how people within the
company wanted to grow the business over the next five years.
They asked employees to submit ideas via an internal web
portal, focusing on across the following dimensions: increasing

revenues, optimizing resources, and managing costs.

Over 60 new ideas were submitted. But when they plotted
them on an Innovation Matrix, the executive team noticed two

things.

First of all, every one of the ideas fell on the left-hand side of

the Business Model Canvas: internal operations. However,

(L[, 00 COMING UP WITHWAYSTO CUT COSTS IS EASY.

FINDING NEW IDEAS FOR VALUE CREATION IS NOT.

none of the ideas did much to address the right-hand side
of the canvas: where value is created for customers and the

company.

(IN{ 1) THE RIGHT FIRE STARTERS REALLY

KICKSTARTED OUR PROCESS!

Secondly, the executive team noticed that the ideas would only
bring incremental changes, not substantial ones. No one was
convinced that incremental changes would enable TFS to double

profits in five years.

FIRE STARTERS TO THE RESCUE

The executive team needed a way to help the participants

think bigger, expand beyond their initial ideas, and place more
emphasis on value creation. With some outside help, the team
prepared four fire starter questions to inspire the participants.
These served two purposes. They helped frame the challenge
around simple, straightforward questions. And they split the
overarching goals (double profits in five years and focus on
value creation) into more manageable parts that the participants

would ideate on.



RETHINKING INSURANCE
What if we rethought insurance? What if
we restarted the business from scratch?

CUT OPERATIONAL EXPENSE BY 50%

How can we cut operational expenses by

2
3
4

50%? What are the knobs we can turn?

PARTNERSHIP SURPRISE

How can we surprise our partners, the

dealers? Can we co-create with them?

LOVE BRAND
How can we become

financial love brand?

the customer’s

while

Jeating

IDEATE >> CASE>> TOYOTA AND THE BIG IDEAS

DESIGNING A BETTER FUTURE
ISYOUR DAY JOB!

//George Borst, former CEO, TFS

DRY RUN

Prior to jumping into ideation and trying to figure out what
would work for the executive team, the organizers held a
pre-workshop session. A small group of key leaders from a few
business units spent a day and a half creating Business Model
and Value Proposition Canvases depicting the current state of
TES and its customers.

The committee learned during the pre-workshop that there was
a lack of agreement about and understanding of the current
business model, even within company leadership. In turn, this
created a lack of unity within the executive team about the
company strategy. The committee also realized that using tools
and working visually would make the larger conversation much

easier and more substantive.

ACTUAL OFFSITE

Once the dry runs were completed, 55 top executives and
managers of Toyota Financial Services came together in Santa
Monica, CA, USA, for a 2%-day strategic planning workshop.
After their detailed preparation, the organizers had high hopes
that the participants would walk away with a better understand-

ing of how to design a brighter future for the company. >>



TOYOTA FINANCIAL SERVICES AND THE BlG IDEAS

ony 1 POINT
oF VIEW

DESIGNA
N BETTER
BUSINESS

Borst opened the offsite and, to set the scene, he gave the

rallying cry: “Double profits in 5 years’ time!” since on this

first day, the participants mostly would be refining their point
of view.

An incredible breakthrough occurred as each team began
building their business models. The group realized they
lacked consensus on who the primary customers actually
A were: the car dealers, or the end consumers, or both. Were
REVENUE the dealers their customers or were the end consumers?
Borst told the participants, “We can discuss, debate, and

disagree — but we need to decide and do.” So the team de-
cided that the key customers TFS serves in their business
model were both dealers and end consumers.

They ended day one with consensus on their current
INCREMENTAL
©@®0® ® | S pesiouABETTERBUSINESS '

business model, something they never had made
explicit before.

Toyota Financial Services used
the Innovation Matrix to plot how ideas scored against the criteria.

The matrix helped them filter out the really promising ideas.

(L[, 00 WE HADTO STARTWITH A RALLYING CRY

See page 146 on how to use it.

TO CREATE A SHARED SENSE OF URGENCY.
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DAY 2
\DEATION

[LMI<. 1) USE IDEATION TECHNIQUES T0

FORCE PEOPLETO THINK OUTSIDE THE BOX.

The next day, the participants started ideating new business

models, using the fire starters as a starting point.

They were instructed to make sure that the left and right sides of
their new business model canvases were connected by the goals
of creating, delivering, and capturing value. They made sure
each of the building blocks supported the goal and was linked
up to the other building blocks.

At the end of the day, each group selected their most promising
idea for a new business model, based on the design criteria and
their enthusiasm, and presented it onstage. The audience rated
each idea as if they were the CEO, allocating funds only to those

models that would result in doubling profits.

By the end of the second day, the group had come up with four

very concrete models for moving the company forward.

DAY 3 THE
pOUBLE L00P

Closing the offsite was just as important as starting it, and the

team made sure next steps were laid out.
We visualized
the fire starters
and stuck them
to the walls in
the workshop
space to give the
teams an anchor
while ideating.

“This time, we made the ideas concrete before we left and knew
how we were going to take them forward. We had no shortage of
volunteers who wanted to work on it in some way. I've never had
that happen before,” said Chris Ballinger, the CFO.

Borst concluded the offsite by endorsing the new tools in a very
real way, emphasizing that the offsite was not pie in the sky and
that this work had to continue on a regular basis in order for
TES to get to where it needed to go. He went on record saying
his job was to enable the executive team and managers to con-

tinue their effort begun that week.

LM L WE CAN DISCUSS, DEBATE, AND DISAGREE,

BUT WE NEED TO DECIDE AND DO!

Designing for a better future is not something to do on the side;

it is your job. H



INTRODUCTION TO IDEATION TOOLS

While everyone can and should bring their shower ideas to the table, expanding and exploring ideas is

much easier done with the right-sized group using the right tools. Here are some ways to ideate together.

STARTING OUT

When you're starting the ideation process, you'll need to shift
your — and your team’s — mindset away from evaluation. That’s
not always easy, especially when you have a job that involves
critical thinking, making many decisions, and evaluating other
people’s work. But don’t fret. With a bit of practice using the
tools and techniques made for ideating, you'll get it in no

time!

TAKE YOUR TIME

It may take you and your team some time — perhaps even 15-20
minutes — to switch into ideation mode. This is where ice break-
ers make a big difference. Shifting to a more playful, fun mindset
will help the mental transition from execution to ideation

tremendously. Like everything, the more you practice, the better

you'll get at it.

One caveat: Don't spend the entire day in ideation mode. Not
only will it be counterproductive, you'll quickly run out of gas
and more than likely begin arguing about the ideas rather than

expanding upon them.

DON'T BLOCK

Be aware of “blocking” behaviors that break the flow of creativ-
ity. Prematurely evaluating and judging ideas will block the cre-
ative flow. To overcome this, try using “yes, and . . ” rather than
“yes, but..” statements. And make sure your team is wearing

their yellow thinking hats; they can don their black hats later.

DON'T OVERTHINK

The key to ideating is not overthinking every idea or word on

the sticky note in front of you. Let your brain come up with any-
thing it wants, and take the role of recorder rather than trying to
direct the flow of your thoughts. This is also something you'll get

better at with practice.

USE A CANVAS

Sometimes it’s hard to get the creative engines started. Sure,
people come to work with their favorite shower ideas. But in
ideation, you're looking to build upon and expand beyond the
shower ideas. Often, the best way to do this is to use a canvas,
like the Business Model Canvas or Value Proposition Canvas,

to help frame the ideation session and expand from there. The
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Business Model Canvas has the added benefit that it also re-

quires people to go a bit deeper.

GO INTO SPACE

Sometimes it’s necessary to force yourself and your team to take
a trip to space. What if you had to start from scratch? What if
you stopped doing what you do today? Asking these questions
will help your team expand beyond the boundaries of your
current strategy and its limitations. As you leave reality behind,
start to build on others ideas to make the big idea even bigger.
When you land back on earth, you'll likely find that you‘ve
learned something new that can augment your current

strategy — or spark an entirely new one.

WALL OF IDEAS

The wall of ideas is a great way to record the results of your
ideation session. When they fasten their sticky notes to the
wall, everyone, from the introverts to the extroverts, is working
together creatively and feeling a sense of achievement. As the
team adds ideas to the wall, they will no doubt come up with

new ones or point out ones that are funny or interesting.

COMING BACKTO EARTH
When you have been ideating with your team for a while, the arc
of tension will naturally come to an end at some point. Everyone

will slow down their idea generation; it will start to feel more

TIP!

creative session! Immediately process the results and look for

Don't allow the dust to settle on the results of your
any hidden gems.

like an effort to come up with another idea. Be cognizant of this
state as this is the point where the collective energy is starting to
dissipate. This is a perfect moment to call for a break. When you
come back, you and the team can begin evaluating ideas, which

will help to increase the energy level.

THE FRUITS OF YOUR LABOR

Once the team has generated tons of ideas — perhaps several
hundred (no, really) — and stuck them to the wall of ideas, it’s
time to start organizing them. It’s important not to think of this
as busywork. Organizing ideas will actually lead to new combi-
nations and more ideas (remember the stepping-stones concept).
One of the best ways to do this is to cluster similar ideas together

and give them some big title or headline.

After you've clustered the ideas to your satisfaction, you'll want
to filter the ones that are most promising to work on. No need to
deliberate or agonize over this, either! At the end of this chapter
we've shared a great tool that will help you do this quickly and

in a structured way, since long discussions about which ideas are

better on paper simply are a waste of time. [l



100L CREATIVE MATRIX

When you're finding that everyone’s ideas are falling in and around the same

areas of exploration, it's time to expand the boundaries of your thinking. This is a

perfect time to use a Creative Matrix.

CREATIVE MATRIX

The goal of ideation is to expand the thinking and ideas of every-
one on the team, to create something that is greater than the sum
of its parts. However, without context and practice, most of us have
a tough time expanding beyond what we know (or came up with in

the shower).

The Creative Matrix was designed with this in mind. Essentially,
the Creative Matrix is a tool that will help spark new ideas at the
intersections of discrete categories. This tool is all about divergent
thinking. Best of all, you get to design your own Creative Matrix
based on your design criteria, the market you play in, or the cus-

tomers you serve (or wish to serve).

THE GRID

To design your own Creative Matrix, draw a grid on a whiteboard or
poster paper with no more than five rows and five columns. Give it a

topic or a central “how might we...?" question.

For each of the columns, designate a customer segment (existing
or new). For each of the rows, designate a particular technology,

enabling solution, or value proposition. You might also opt to

designate the end column and/or row as a wildcard category, for

placing open ideas.

FILLIN THE CELLS

With your matrix in place, it's time to ideate! Using sticky notes,
have each person randomly and rapidly add as many ideas as

they can come up with to the cells in the matrix. Words are good.
Pictures are better! The goal is to fill every single cell in the Creative

Matrix with at least one idea.

To incentivize people to generate more ideas, assign a point for

each sticky note. The highest total score wins.

Once every cell has been filled in and the time limit is up, it's time
to review everyone's ideas. Have the team huddle around the create
matrix as if it were a painting. Once everyone has had an ample
chance to look at each other's work, have each person call out their
favorite ideas (or top two). From there, as a team select the most

promising ideas to move forward.



Add the different things you want to
come up with, e.g., a channel, value
prop, and revenue model, for each
segment. Or ideate for variations of
the same thing.

HOW MIGHT WE...
INSPIRE PEOPLE TO LEAVE THE
OFFICE BEFORE MIDNIGHT?

Come up with a number of different
ideas for each cell, and try to avoid
taking the easy way out by just making
variations on a theme.

Try to put in the different customer
segments along the top. That way you
can generate ideas for each segment
and accommodate their needs.

Tip: To spice up the exercise, add an
extra “wildcard” row where your team
needs to come up with ideas that do
not fit in any of the other categories.

You can add as many columns as you
want. However, for an effective result,
we don't advise going over a total of
20 cells.

IDEATE 3> TOOL >> CREATIVE MATRIX
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CHECKLIST

[] All of the cells are filled with
ideas that make sense.

[] The ideas are concrete and
well defined.

[ ] You can't think of any

categories you left out.

NEXT STEP

> Validate your new ideas.




T00OL BUSINESS MODEL CANVAS IDEATION

The Business Model Canvas can be a terrific ideation tool if you know how to use

it as such. The tools on this page help you generate different options that you

can either explore further or put on the shelf for later.

FRESHWATCHING

Need a jump-start for ideating based on your current business
model? Why not use another company’s business model to rev your
creative engine? This is the purpose of the freshwatching ideation

technique.

Freshwatching is mixing and matching business models from other
companies — often totally outside your business or industry — to see
what you can come up with. For instance, what if you applied Uber
or Amazon'’s business model to your own? What if you operated like
Netflix or Spotify? How would your value proposition change if it

was informed by EasyJet or Apple?

It doesn't matter if the company is an online business, an offline re-
tailer, or even a well-known one. With freshwatching, you're simply

looking at your company through the lens of another.

REMOVE YOUR CORE
Examine your business model to find your company’s special
sauce — that one thing you are absolutely certain defines how your

company creates, delivers, or captures value. For instance, if you're

running a software business, this might be the proprietary software
you develop and sell. It could also be an irreplaceable partner or a

specific customer segment.

Now remove that sticky note. Chances are, your business model
now has a big hole in it. Your task: try to fix it. No cheating: Don't
sneak the removed sticky note back in! This constraint will definitely

give you new ideas.

EPICENTERS

The Business Model Canvas represents a dynamic system. There
is interplay — cause and effect — between each and every block;
changing an element in one will affect another. This lends itself well

to a technique called epicenter-based ideation.

With epicenter-based ideation, you effectively have nine different
boxes, or epicenters, to play with in order to generate more ideas.
One way this works is to clear your business model of eight boxes,
leaving the focus on one. What would you build if you kept that
one? For instance, what if you were able to bring to bear your

company’s resources to create an entirely new business model?



Amazon did just that when it figured out that it
could use its cloud infrastructure to generate

revenue.

Other areas to focus on using this method might
be your customer segments (what else could

you offer them?); your value proposition (what
other customer segments could you address?);
revenue streams (what other ways might you sell,
lease, or rent your product/service?); and even
your channels (what else could you leverage your

channels to do?).

FOLLOW PATTERNS

When you scan the landscape of existing business
models, you'll notice many patterns exist. Business
model patterns are like formulas that can be
applied to a business model to address a new
customer need, create a new revenue stream, etc.
Some well-known examples of business model
patterns use subscription revenue streams and/or
have product platforms whereby one part of the
product relies on the other to make money (think
cheap handles, expensive razor blades, or cheap

printers, expensive ink). [l
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CHECKLIST

[] You came up with more than six
new business model options.

[] The options you came up with
are all very different.

[ ] You made the options concrete

and specific to your business.

NEXT STEP

> Pitch them and see which ideas
resonate with others.

> Select a business model that
you want to turn into a Value
Proposition Canvas.

> Select a business model you

want to turn into a prototype.
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T00L WALL OF IDEAS

Asking “what if?"is a powerful way to fill a wall with great ideas. Feel free to use

these trigger questions, or create your own! Ask them of your team at a fast

pace, challenging each person to create lots of ideas.

you your #1 product or service?
you offered it [l ?

you turned your Jfeam e e e?

you or offline?

you offered a [T Rt N’

you used a model?

you offered a model?

WHATIF...

TRIGGER QUESTIONS

R L

> > 500 DEAS

Aim for 20-30 trigger ques-

your offering was or only? J ‘ |

tions, which will take 10-15 you could [l EiEE] costs? How?
minutes to ask.

ASKTRIGGER QUESTIONS
The purpose of this tool is to fill up an entire wall with the ideas
generated by a team in a short amount of time. This technique uses

trigger questions to get the creative juices flowing.

The wall of ideas requires preparation. First, decide on a list of [ile /el
that you're going to ask the team in rapid succession

(one every 30 seconds or so). Use the ones above to get you

started, taking out the ones that don't apply to your business. Use

your existing Business Model Canvas as fodder for creating new
questions. If, for instance, you sell a product today through retail-
ers, what would happen if you sold it directly to customers through

an online channel? What would that look like? You get the picture.

As the trigger questions are asked, each person will simply write
whatever comes to mind on a sticky note using a permanent marker.
By the end of this exercise there should be a pile of at least as many

sticky notes as there are questions in front of each participant.




CLUSTERING YOUR IDEAS PARKING LOT KEEP IT VISIBLE

You can use affinity mapping (i.e., put Perhaps you'll find some things that Keeping the wall of ideas visible makes

similar things together) to cluster like are not directly useful or related. A people come back to the ideas they

ideas. parking lot makes it easy to save those had. Check the wall one last time: what
for later. did you miss?

CLUSTER YOUR IDEAS

Once the questions run out, have everyone affix
their sticky notes to the wall, one at a time, calling
out the idea, so everyone is clear about what's
been added. Don't worry about organization at
first.

Next, organize the ideas into a maximum of five

high-level clusters. You can define the clusters

m

RECORD YOUR WORK
Take a picture to record your visual
wall.

beforehand, or you can use [Eiiilali/nEleeline) and

let them emerge.

When you're done clustering, record your result.
Photos make it easy to do that. Send them
around to the team, and don't forget to keep

them informed of future progress! Il

IDEATE >> TOOL >> WALL OF IDEAS

DOWNLOAD

Download example
trigger questions from

www.designabetterbusiness.com

145

CHECKLIST
[] You came up with over 500
ideas (or about 25 per person).
[] You clustered them into

sensible themes.

NEXT STEPS
> Make a selection: Select the
most promising ideas to con-

tinue to work on.




TOOL INNOVATION MATRIX

Your wall of ideas is filled with hundreds of ideas, and the time has come to

make a selection. What are the really promising ideas? Use the Innovation Matrix

and the ranking system on this page to filter out the best ideas.

CATEGORIZE YOUR IDEAS

We humans are fantastic at categorizing things. We spend much of
our professional lives categorizing and sub-categorizing the work
we do. When it comes to pairing down your wall of ideas, a 2x2

matrix is a perfect tool to harness our innate ability to categorize.

The Innovation Matrix lays out rows delineating incremental and
substantial changes and columns delineating reducing cost and
increasing revenues. You can certainly use your own decision criteria
for the rows and columns. Whatever criteria you choose, make sure
they have clear distinctions that will help you organize your ideas

and select the ones to move into prototyping and validation.

GO BIG OR GO HOME

This tool is designed to separate the ideas that result in incremen-
tal, easy-to-accomplish changes from the ones that will make a
big difference. For instance, an idea to reduce costs by mandating
that everyone print double-sided pages is incremental and small.
Sure, for a large company, this could certainly reduce operational

costs. However, it is probably a change that can and should be

implemented anyway. A big change will cause bigger shifts. These

ideas will show up in the top quadrants of the matrix.

USING THE MATRIX

To use the Innovation Matrix, pull your ideas off the wall or canvas
and, as a team, discuss where each idea belongs on the matrix.
Unless you've modified the canvas to represent your own axes, the
discussions you have at this point are not about feasibility or even
viability. They're about the potential for change. Is it an incremental
change, one that your company could take on with little work or
resources? That idea should probably placed in the bottom half of
the matrix. Is it an idea for generating more revenue? The right half

is where that one belongs.

THINK BIGGER

As described in the Toyota Financial Services case, when you find
people sticking to small, incremental ideas on the bottom half of
the matrix, you'll need to find ways, such as fire starter questions or
an "into space” exercise, to push the boundaries and get people

thinking bigger.
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[] Most of your ideas are in the
INCREMENTAL top two quadrants.
@% @ @ @ | trDESIGNABETTERBUSINESS OV D The outcome from the \/Otiﬂg
) b was significant.

] You were able to make a clear
selection based on the design
criteria.

LOW-HANGING FRUIT represent quick wins. When the to people who can take them
There could be low-hanging fruit ~ matrix is completely filled in, further. But the ideas on the top NEXT STEP

in any one of the quadrants that you might even distribute these make the biggest changes. > Can you validate your ideas?



IDEATION HACKS
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YOUR WORST NIGHTMARE

A great ideation exercise based on the Business
Model Canvas is to imagine your company’s worst

nightmare.

What if you had to start from scratch without a
legacy to stand on? What competing business
could take yours completely out of the game?
These are your organization’s worst nightmares.
And if you aren't exploring them, chances are,

someone elseis . . .

GAMIFIED IDEATION

Direct the participants’ attention away from the

quality of their ideas and onto the quantity.

Perhaps the person contributing the most ideas

wins a prize.

The point is not the prize, but the fact that a bit of
healthy competition can make people overcome

uncertainty and fear.

THINK LIKE A STARTUP

What if you were to look at the opportunities and
challenges your company addresses through the
eyes of a startup founder? To use this method,
start over with a new, clean business model can-

vas and reinvent your company.

What would you do differently? What do custom-
ers need and want, and how would you align your

value propositions to match?



IDEATE 3 HACKS >> IDEATION

Zﬁi

PICTUREIT

Have people draw their own or other's ideas
instead of writing them down. It's fun, and forces

them to be concrete rather than abstract.

If people are nervous about their drawing skills,

they can use Lego Serious Play instead.

OUTDOOR IDEATION

Take the team outdoors, to a busy, noisy area in
town, with lots of different stimuli. Do the ide-

ation session in that location.

Draw the participants’ attention to the myriad of
signals and inputs around them as a source of
inspiration. Tuning in to the noise can help your

brain make even wilder leaps.

THE UNUSUAL SUSPECTS

Ideation is not the exclusive domain of the
creative or R&D departments. Ask some unusual

suspects to join; they will surprise you.

Break away from your usual perspectives. Don't
ideate only from your current point of view. If
you keep coming back to what you already have
and already know, try to start with a completely

different base.



YOUNOW HAVE . ..

) 4-6 NEW BUSINESS MODEL

Based on your business model(s).

CANVASES FILLED OUT P142
> AWALL OF IDEASWITH
AT LEAST 500 IDEAS P144
> 4—-6 NEW VALUE PROPOSITION
CANVASES FILLED OUT P106
> CRASH TEST YOUR IDEAS P156
Using prototype
> REVISITYOUR POINT OF VIEW P46
Did you challenge your vision
enough? Do you need to readjust
your point of view?
> SELECT BUSINESS MODELS P68
Based on your design criteria.
> DESIGN VALUE PROPOSITIONS  P106

RECAP

THERE IS NO SINGLE RIGHT
SOLUTION. IDEAS ARE
STEPPING-STONES.

FUNISTHEBEST IDEATION
ELIXIR.

IDEAS DON'T COME FROM A
MAGICAL DIMENSION. START
YOUR CREATIVE ENGINES.

USE ATOOL TO EXPAND YOUR
THINKING. GO DEEPER FOR
BETTER IDEAS.

SELECT IDEAS BEFORE
MOVING FORWARD. YOU CAN'T
TEST 500 IDEAS AT ONCE.




FREE UP SPACE
FOR DEEPER
THINKING. «
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THE MAKER MINDSET

It probably feels safe to spend time and energy on the aspects of your idea that you can grasp. The technical

challenges are often much more visible and well-known. It's tempting to skip ahead and spend time “solving

the big problems,” such as developing the right algorithms. But why do that?

THE MYTH OF “BUILD IT AND THEY WILL COME”

When you're by yourself or with your team, it often feels exciting
(and quite safe) to riff all day on your ideas. You've probably
spent countless hours, energy, and brainpower on the “coolest”
details of your idea. When you're a technical person, or part

of a technical team, you probably even start heading down the
road of how to solve the technical challenges of your idea before

you've even explored how to test the idea itself.

We do this because the things we know and can figure out on
our own, without having to step outside of our box, feel comfort-
able, and frankly, they are often rewarding personal puzzles to
solve. Hence, we're tempted to skip ahead and spend time
“solving the big problems,” such as developing the right algo-

rithms, distribution channels, or manufacturing systems.

While solving puzzles is fun and can create lots of energy on its
own, when it comes to customer-facing products, there simply
are no shortcuts. You must figure out how to solve the toughest
challenge: will this idea resonate with customers? There is no
point in solving future problems if you haven'’t solved today’s

problem first. Start at the beginning!

START SMALL

Think like an engineer or an architect. Just like the Wright
brothers built kites before they ever attempted to build a human-
scale plane, architects always start with models first. Of course
you know why they do this: if you're designing Stonehenge, it’s a
lot cheaper to test it on a small scale before hiring hundreds of

people to move 60-ton megaliths around.

Likewise, Leonardo da Vinci created hundreds of sketches and
built scale models of his machines in his workshop, weeding
out problems before he ever shelled out real money to build the
real thing. Sketches not only helped da Vinci solve potential
construction problems; they also helped him to explain and sell

his ideas to his patrons.

The Wright brothers, the architects of Stonehenge, and Leon-
ardo da Vinci were prototyping masters. They understood to
their cores that it is foolhardy to assume that you understand
your abstract idea well enough to construct it flawlessly on the
first attempt. Moreover, these masters of their craft understood
that other people need to get a clear grasp of an idea in order to

become enthusiastic about it. The idea needs to be tangible first!
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IDEAS ARE NOT REAL

After all, an idea is nothing more than an idea: something that
seems great on paper based on a bunch of assumptions. Ideas
are abstract and have little substance on their own. Of course,
some ideas are truly great and have potential to be game chang-
ing. But that potential can only be unlocked by introducing

the idea to reality. The cool part of this is that building simple
prototypes early on in the design journey will make it easier to
find that potential.

PROTOTYPES ARE TANGIBLE; THEY ARE ARTIFACTS

There’s a well-known story about how the Dropbox founders
prototyped their idea with customers. The idea seems simple
today: enable people to save files anywhere and have them
synced everywhere. However, when Dropbox was just getting
started, there wasn't really anything like it on the market. While
technically feasible, what Drew Houston, Dropbox’s CEOQ, really
wanted to know was whether customers would even be willing
try his product. So, instead spending time and money putting a
piece of code into the world that didn’t really do his idea justice

in terms of the experience and vision he was shooting for, he put

PROTOTYPING GIVES IDEAS
FORM AND FUNCTION.

out a video that showed the experience. This wasn't a sales video.
It was a prototype of the experience that cost him only the time
to make it. Ultimately, the prototype helped Drew and his team
learn enough about their customers that they launched what is

today a brand name.

Prototypes, like Dropbox’s video, are not meant to be a full-
blown product. They’re built such that they can be experienced
by the customers with the real value being the lessons learned
which will ultimately lead to a better idea. In this way a proto-
type is much richer than an idea, or even a description on paper.

A prototype allows you to explore different perspectives.

Why prototypes — especially visual prototypes — work best is

science: we are visual, auditory, and crave experiential. Being
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TIP! Practice putting form to idea using the tools at your fin-
gertips. Whether it's a pen and paper, sticky notes, or presen-
tation software, sometimes the simplest things make the most

practical prototyping tools.

able to see, touch, and manipulate something, to feel the weight
of it and see it respond to an action, gives us a deeper, more vis-
ceral understanding than a description. This is what prototypes

can do for us.

CRASH TEST YOUR IDEAS

Give your idea life and accelerate your learning in doing so.
This is what prototyping is all about. Think of your prototype
as the controlled crash-test experiment. What is the aspect of
it that you want to learn more about? Is it the overall experi-
ence, the download experience, the experience of driving it
around the city? No matter what your idea is, there’s a proto-
type that can help you to test it in the real world. What’s more,
prototypes come in two main flavors: prototypes meant for
you to get a better understanding of what will work and what
may not work; and prototypes meant to test something with a

customer (or user).

In both cases, you'll need to ask yourself what you're testing
in the first place. What is it you really want to know? In the

chapter on validation there are a ton of great tools and starting

points for prototyping in case you want to test your design
with customers. But even when you are doing a quick mock-
up with your team to see how something will fit together, it’s
important to know what single aspect of the idea you want to

prototype.

DESIGN YOUR PROTOTYPE TO TEST THAT ASPECT

Once you have figured out what you really want to know (and
crash test), it’s time to design the minimal prototype that will
fit the bill. Start small, and only make it more complex when
you really must. Always ask yourself: Can it be made even
simpler? What can we leave out? Are all these features really

necessary?

Just remember, it’s never too early to start prototyping. Whether
you're prototyping a single element of your idea or the whole
thing, the keys to prototyping are the same: define what you
want to learn, get started, and keep it simple. Drew Houston,
from Dropbox, said it best, “Not launching [is] painful; not

learning [is] fatal”

SCRAPPY DOESN'T EQUAL CRAPPY

Especially early on, your prototypes should not be sophisticated.
In fact, they may even be downright ugly. They should be built
just well enough to serve their purpose, be it testing them with
customers or simply looking at them with your team to see if the

prototype makes sense.
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BEYOUR OWN GUINEA PIG

This goes back to designing the right prototype for the job. In
the beginning of your journey, there’s simply no need to spend
resources building and testing high-fidelity aspects of your
design. This is a waste of resources that you can use somewhere
else. In prototyping, you want to test the basics, the fundamen-
tals. And, it’s not only okay to fake it, it’s expected. Keep it low-fi

and learn as much as you can. But do this fast and repeatedly.

NO NEED TO WAIT

Interestingly, experienced designers are often wary of the fallacy
of pretty-looking prototypes. A beautiful prototype can look so
amazing that it blinds you or others to the inherent underlying

problems with the idea.

People will simply like how it looks or feels, and you won't be
able to tease out what you really want to learn from the tests.
Often that means that you'll be led in the wrong direction alto-
gether. The level of detail of your prototype should be linked to
the stage of your journey. Do it low-fi first, and high-fi later.

In the rest of this chapter we’ve given you a number of examples
and tools to help you get started building your own prototypes.
It’s never to early to get started! No, really. [l

Don't think you can figure it all out in your head.
You need to prototype your design, not just for your

customers, but also for yourself.

In any design process, it is vital that the design team understand
the design as intimately as possible. What are you creating? How
does it work? How does it feel? If it's a digital service, how might
you mock it up quickly to see it come to life on your screen (or on

a piece of paper)? Perhaps you can use PowerPoint or Keynote for
that. If it's a physical product, are there other things you can modify

to approximate the shape and weight?

With every new stage of the journey, familiarize yourself with the
design. The best way to do this is to try it yourself. As a designer,

you are your own guinea pig.

Prototyping it, and interacting with it, will give you many more ideas
about how you might solve problems, how your customers will

react, and what your next steps will be.

If you are designing a product, it's best to use the prototype, as
your customers would, first. If you're designing a process or a ser-

vice, you are its first user.



MASTER PROTOTYPING

Il SKETCH ITFIRST

Sketching is a great way to feel your way around a prototype,
approaching it quickly from different angles. You can sketch on
the back of a napkin, with cardboard, code, spreadsheets, Lego
pieces, welding equipment, or the salt and pepper dispensers on

your lunch table.

What makes a sketch a sketch is that it is low fidelity. It’s rough;

it’s not about the details. The details can be worked on later.

A KEEP IT SIMPLE

What if you had no budget and no time? What can you accom-
plish in 30 minutes or less? Funny enough, adding constraints to
yourself will increase your ability to be creative. It frees you from
the urge to make it perfect, and will help you avoid kne-jerk
reactions, such as outsourcing or immediately hiring developers

to build a final product.

MacGyver (yes, that is now an accepted verb in the Oxford Dic-

tionaries!) together the scrappiest prototype you can, with only

TIP! Ask yourself the following question: Do you really need
to build it? Is there any way to get (most of) what you need
from something that is on the shelf? Can you wire together

existing products?

the materials available in your desk drawer. It will be done in no

time, and it will almost certainly teach you something new.

X YOUR MATERIALS ARE AROUND YOU

In early prototyping, you don’t need fancy materials if you know
what you want to test. Tinkering with office supplies, paper, and
everything else at hand is usually all you need. A coffee mug
becomes a customer, your phone is the store manager, and you
can play out the interaction in the store. Avoid the trap where
you think you need some expensive component or complex pro-

cess before you can test: try to figure out how to fake it first.

I} PROTOTYPE THE PROTOTYPE

It is one thing to generate, share, and expand upon lots of ideas.
But you'll also need to explore some of those ideas in more
depth — especially when it comes to selecting a few ideas to
prototype and validate. What is the core idea about? What prob-
lems does it aim to solve and who for? What will customers pay

for and how will they find it in the first place?

You will not be able to explore every idea this deeply. But there
some that will require more context in order to really under-
stand what they are all about and what assumptions you've made

(or your team has made) when generating them.



I3 PRESENTATION MATTERS

The presentation is part of the prototype. Even if it is just a
scribbled note, if you want someone to take it at face value
and give you an honest opinion, you need to present it as if
it were the real thing. The way you show it sets expectations,
and setting the wrong ones means you won't learn what you

want from it.

A STAY ON THE CLOCK

Make sure you have a tight deadline: timeboxing makes you
more creative and means you'll try to find the fastest possible
prototype you can build. Otherwise you risk turning your
prototype into a product, and starting to add unnecessary

features. [

Prototyping voting as done
by Team MACCR, Innovation
Studio 2015, DMBA. (Riley
Moynes, Cynthia Randolph,
Meghan Luce, Amodini
Chhabra, and Chandrima
Deuri)
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PROTOTYPING VOTING

How do you prototype ideas to
solve a big, hairy problem like
voter engagement? Look for

the pain!

Voting pain is found in the
registration process. A group of
MBA students used prototyp-

ing to test their idea.

They did it by hacking to-
gether a new registration
experience and recording
people receiving their

prototype. Priceless!



FAKE IT BEFORE YOU MAKE IT

There are many ways to “fake it"before spending big bucks on prototyping. Which method to choose

depends on the idea that you want to prototype. Availability of resources is another determining factor. W
i £

Sometimes a simple prototype will do the trick. Other times you need something more elaborate. Here is an

overview from easy techniques to ones that require more resources. R
2
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STORIES OF PROTOTYPING

CARD DECK @

AHAT IF

Yuke AMPIENE
Jo = LY

Working on a format for storytelling, we started with this prototype:

a card deck to help people build and share stories in 10 steps.
While prototyping we also discovered a kick-ass light version.

For more about this way of storytelling, see page 74.

PROTOTYPING A VIP QUEUE

When a large remittance bank came up with an idea to add a
VIP service to their offices in Russia, so loyal customers would
be helped faster, they initially wanted to do a market research
questionnaire to gauge customer response. We convinced them
to prototype the approach in one of their offices and to do it in
person. The resulting feedback from customers validated the

idea and gave them input for even bigger improvements.

PROTOTYPING
THE BUSINESS JET
EXPERIENCE

To find out if a new idea for a business jet service between
Amsterdam and Paris was feasible, the startup’s founders sat in
the Thalys high-speed train for a few days and showed business
people the offering, asking them if they would want to buy a
ticket. Not only did the founders pick the right assumption to
test, they did so with what was probably the right audience.
This simple, but effective, prototype cost them only the price
of the train tickets. The findings they received in return were

invaluable.

PLAYMOBIL® WALK-THROUGH

While we were preparing for a big strategy event involving hun-
dreds of executives with a large European bank, their CFO came
up with the idea of prototyping the run-through of the entire
event using Playmobil figures. That helped all the participants
understand their roles and where they were supposed to be. This

really helped to iron out some bottlenecks

that were impossible to spot on paper. @ !

LEIY




BURSTING THE BUBBLE

At Impact Hub Amsterdam, we helped ~ was to develop an expensive dispenser,

social startups turn their ideas into so he could put it in local gyms.
running businesses. One of the par- We convinced him to take a few of his
ticipants, with an idea for an organic shampoo bottles and put them on a
shampoo dispenser for when you table with a nice sign at the local gym
forgot your shampoo at the gym, had a few doors away. Instead of spending
a valuable a-ha moment. In his mind, hundreds of euros and a lot of time, he

the first step toward a working business  got his feedback the same day.

PROTOTYPE
PRICETAGS

A startup wanted to prototype
the price experience of their

ready-to-launch product.

They placed a mock-up in
different stores with different
prices to see what happens.
Why should your product
have the same price tag every-

where?

D@

CTRREIN
L

BRAND YOUR PROTOTYPE

In an Innovation Workshop at a large consumer goods
company, teams were challenged to think and work like
a startup. To make it feel more “real,” the whole setup
of the workshop was changed and teams got brands for
their startups, printed on t-shirts. This really put the

teams in the right mindset!

PROTOTYPING
THE FUTURE

»




Autodesk, a large software company mostly known for its found-
ing flagship design software, AutoCAD, has been developing

and selling design-related software for more than 30 years.

BEYOND COMPUTER-AIDED DESIGN
While many people may not know Autodesk by name, their

software has touched most people’s lives. Most human-created
things on earth (designed and made in the last 30 years) —

from the chair you're sitting in, to the building that it’s housed
in, to the car you drove in on, to the special-effects blockbuster
you watched — are likely to have been created, at least in part, by
Autodesk software.

As pervasive as Autodesk’s software may be, the company’s lead-

ership has for the last decade been aggressively exploring what’s

next for the company. Beyond incremental improve-
ments to its legacy products, Autodesk has been
developing new tools to solve the design problems

that its customers will face in the future.

Carl Bass, Autodesk’s CEO, a hardcore “maker”
himself, was not only interested in finding potential
markets to expand into. He was also interested in
prototyping early and often in order to get real

insight into what would matter to the company —

and its customer — in the future. Carl is an
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innovator with a high degree of risk tolerance. As such, he likes to
prototype and experiment to understand what’s working and what's

not. This principle permeates Autodesk’s culture today.

Enter Maurice Conti, head of Autodesk’s Applied Research
Lab and the director of strategic innovation in the compa-
ny’s office of the CTO.

CARL BASS: QUICKLY PROVE
OR DISPROVE ASSUMPTIONS
IN ORDER TO LEARN

THE CHALLENGE

Back in 2010, Autodesk’s CTO, Jeff
Kowalski, tasked Conti to “go look

in our blind spots,” which Conti
knew, by definition, he could not
be directed to find. He had to

go look where the company
was not, seek out new op-
portunities to focus >>



CASE STUDY AUTODESK: PROTOTYPING THE FUTURE

on, and consider things that no one had yet pondered. So

began Conti’s search.

A-HA

As Conti scanned the horizon for blind spots, he began looking
into different areas adjacent to those Autodesk traditionally
focused on. For instance, as he dug into the manufacturing
industry — one of Autodesk’s most important areas of focus — he
saw an opportunity in advanced robotics. “We [had] nothing
really going on [there],” Conti said. “No strategy, no projects, no
point of view. I thought we were probably overlooking some-

thing really important for the future”

Even more interesting to Conti was the idea that robots could

be used to augment human capabilities. Rather than the current
debate about how increasing the use of robots will fundamentally
remove humans from the equation, Conti has a different point
of view. In his mind, there are many jobs that neither humans
nor robots do well alone. By getting them to work together, in a
sort of symbiotic relationship, you could essentially change how
work is done, enabling many things to be performed more safely,

efficiently, and effectively.

Conti and his team dove into the opportunity headlong. After
asking lots of questions (i.e., observing), the team decided to

prototype a scenario whereby humans and robots could work

side by side (without the fear that robots would squash the
humans). To test this, David Thomasson, a principal research
engineer on Conti’s team, began programming small, affordable
desktop-sized robots to watch and learn from humans. “There’s
a robot watching a craftsman, for example, carving wood. And
it’s learning the types of cuts you prefer, and it can come in and
repeat them, or make variations of what you do, in your style, so

you can both be working on a job together”

As the team continued to prototype this idea, more questions
arose along with the new insights. How can we make it easier to
program industrial robots? The software that comes from the
manufacturers is focused on getting the robot to do one thing
thousands of times. But what if you want to do thousands of
different things just once? Can we interact with the robot in real
time, without needing CAD and CAM? With just gestures i
and natural language? Or could we just teach the robot to
learn how to do things on its own with deep machine
learning systems, so you don’t need to tell it what

to do, just what you want?

Conti’s philosophy is that to under-
stand these kinds of questions
deeply, one has to actually try

to answer them through
prototyping. >>



HelloWinnic
o U Ot ouUt of

o c
| Milks
. 1?5@(-_1:‘1
Orange juice




YOU IMAGINE ANV
VESION, AND TLL
CREATE.

THE MORAL OF THE STORY IS ...

Conti’s team has a unique approach to R&D, which they call
Risk and Determinism. Autodesk’s product development teams
are on the hook to deliver great high-quality software on sched-
ule. They can’t assume much risk, and the company relies on
their determinism. Conti’s team, by contrast, can assume a lot of
risk so the product teams don'’t have to. His small team of about
half a dozen designers and engineers prototype new ideas and
concepts quickly and iteratively. They can quickly develop an
understanding of the core challenges and opportunities without

having to invest a lot in resources.

In Conti’s mind, the absolute keys to his group’s success are the
following: a direct connection to management gives them the air
cover needed to take the real risks necessary to develop innova-
tive ideas. It also creates a very short feedback loop so that the

lab’s findings can quickly influence strategy.

Short, aggressive timelines to prototype and demonstrate
value are a must. Typically the Applied Research Lab works
in three-month tranches. Some concepts may take longer to

develop fully, but prototyping is done quickly and iteratively.

CASE STUDY AUTODESK: PROTOTYPING THE FUTURE

In addition, ideas and prototypes must eventually link with the
company’s vision and core strategy. The team has a keen focus
on making sure that their work is providing value back to the

company.

Finally, prototyping does not have to be physical or cost a lot of
money. In fact, storytelling can be a great way to prototype ideas

early.

In this vein, Conti and his team have been developing method-
ologies to effectively explore deep-future concepts. They call it
Strategic Futures, but the technique is sometimes called SciFi

Futures, scenario planning, or world building.

By using storytelling, in the form of graphic novels, to explore
futures that are relevant to the company, Autodesk can validate
and execute new business models without wasting time and

money trying to bring every idea to life.
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PROTOTYPING TOOLS

are fuel for creativity. When you are in a really
early stage, just playing around with different

concepts, use materials that are easily available
~

.

-
9
' B \ WHAT MATERIALS TO USE?
) \ 1 e re—
_ \ It was author Mokokoma Mokhonoana who
said, “A blank check kills creativity”” Constraints
| ‘ |

and cheap and that are accessible. A material

L

that limits your aesthetic options helps to
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ANY 0BIECT
CAN KEPRESENT

ANYTHING

WHILE ‘oUKe
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BECOME AVAILABLE
FOK EVERYONE.

MAKE A TANGIBLE
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TABLE LIKE THIS
ONE, FILLED WITH
- MATERALS.

remove fear and to avoid focusing on how it
looks. That is something to tackle in a later
stage. Once you're a bit further along, it still
makes sense to make “throwaway” prototypes,
but they will be more involved. Paper proto-
typing keeps your entire design team engaged,

even if they don’t have developer skills.
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A marker and a piece of paper are

all you need to solve problems!

SKETCHING A PROTOTYPE

It's super effective to start your prototype by

sketching it out with your team.

Let's look at this tool in practice using a
fictitious example: a company wants to
develop a new health-focused mode

of transportation based on a bike.
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For more on
sketching, read:
The Back of the
Napkin by Dan
Roam.

@ NEED T) PUT INTO THE SKETCH/PROTOTYPE

X
=
ol

CHECKLIST NEXT STEP

[] You created more than 20 varia-  » Gather feedback from others on
tions that are really different. the prototype.

[] You are able to present the > Use the prototype in an experi-

sketches. ment.

DOWNLOAD
Download visual thinking examples from
www.designabetterbusiness.com

PROTOTYPE >> TOOL >> SKETCHING

SKETCHING IS PROTOTYPING

Visual thinking and sketching is about taking advantage of our in-
nate ability to see — both with our eyes and with our mind's eye — in
order to discover ideas that are otherwise invisible, develop those
ideas quickly and intuitively, and then share those ideas with other

people in a way they simply “get.”

Welcome to a whole new way of looking

at design in business. Whether you're
sketching a new org chart on the
whiteboard or sitting around a table
drawing simple — maybe funny — pic-
tures on sticky notes, sketching is

an incredibly powerful and effective
way to communicate your point of

view and your ideas.

If you can draw simple shapes, such as
a rectangle, triangle, circle, and line,
you can visualize your ideas by

sketching them.

Dan Roam
Author, The Back of the Napkin



100L PAPER PROTOTYPE

Four ways to make your idea come B3 ProtoTYPE A PRODUCT

i i i TAPE HACK THE COMPETITION
a||Ve Wlth paper prOtOtyplng e = Prototype a product using an existing
product, for instance, one made by a

.--;../ wpetitor
Kl PROTOTYPE A PROCESS 2 2 '/ Face sk
& Create a fake brand

CREATE A GAME BOARD \%upe?\:w\jgo layout and print it
00

Sketch out the process as a game board e
Don't forget to include pitfalls, dead ends,
energy boosters, necessary steps in the STICKIT ON
process. ACME CO Tape your design to
DEPARTMENT B the existing product’s
. — box.

DEPARTMENT A : . ; o CANYOU FEEL IT?
- «L—> : h\/ Pick up the box and
T see how it looks and
J/ \\ a feels, get feedback
T — . e from others.
\*’// DEPARTMENT C
- #
. .

PLAY THE PROCESS

Use a pawn for each
department. Play out different
scenarios that are based on
daily processes. Record what
happens.

/ PUTIT ON A SHELF

Why not put it in an
actual shop to see
how people respond
and how it looks next
to other products?

ne)
VELIVERY

ROBLEMS!

MEETING
TME!

WHICH

T PER
! ;’;’,‘ g\, AT PELIVER PEPARTHENT ADD CHANCE CARDS TO SPICE T UP
PECE OF 4OUR PITCH. T0 60 o7 Create cards for unexpected
: situations to add reality.

INFORMATION




n PROTOTYPE AN APPLICATION OR WEBSITE

BEFORE YOU START TO MAKE WIRE FRAMES
Don't talk through wire frames if you first
need to see if it works at all on a small
screen.

BE SELECTIVE

Boil it down to what
you really want to
validate.

ITERATE
Work on it until you
feel it hits the right
spot.

STICKIT ON
Stick it onto a smart-
phone or tablet.

SEE IF IT RESONATES

Try it out and feel

it. Take it outside or
to the environment
where you would use
the app.

DON'T SHOW EVERYTHING
Leave out the details
and stuff you don’t
necessarily need to
test — now — when
showing it to your
test subjects.

THAT WAS EASH
-0 wROTOTYPE!

FEELIT

Does it feel too
small? Too big? Too
cramped? Can you
reach the buttons
easily?

CHECKLIST
] You built something you can in-
teract with and show to others.
[] People respond to your proto-

type and give you new insights. ment.

PROTOTYPE >> TOOL >> P, PROTOTYPING

e e

n INTERACTIVE PROTOTYPE

USE AN ONLINE TOOL
Need to test some more interactivity? You
can use online mockup tools to make your
sketches come alive!

[
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NEXT STEP

> Gather feedback from others on

the prototype.

> Use the prototype in an experi-

« Y3



PROTOTYPING HACKS

BUILD ITTOGETHER

Building a prototype together works like visually
thinking out loud: more iterations, people get
involved, and you create ambassadors for the

idea and prototype.

Everybody will build off each other. A quick cau-
tion: groups shouldn't be bigger than five people.
That is the (proven) maximum to keep the dynam-

ics going and to keep everybody active.

CREATE WITH CUSTOMERS

If you want to go for the unexpected and out of
the realm of security, let your customers tackle

the problem you want to solve for you!

Make sure you agree on the design criteria and
scope. One thing is certain: they will never look at
the issue at hand from your company’s perspec-
tive. An outside-in approach will certainly help

you pinpoint your blind spots.

COMPETITOR HACK

Use the product (and the packaging) of a com-

petitor, and rebrand it with your product name

and other particulars.

This approach saves you the time mocking up

your own future product.

This works perfectly if you want to prototype, e.g.,
branding, color, dimensions, weight, and want to

learn what people think of existing products.
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PLAYIT OUT

Have people draw their ideas rather than write

them down. You can have them either draw their
own ideas or make drawings of other people’s
ideas. It's fun, and forces them to be concrete

rather than abstract.

An alternative is to use Lego Serious Play, when

people are nervous about their drawing skills.

USE YOUR FAVORITE OFFICE TOOL
In the book Sprint, by Jake Knapp, John Zeratsky,

and Braden Kowitz, from Google Ventures, the
design team mocked up an interface for a robot
using only Keynote, the popular presentation

software.

Not only did the prototype look real enough to
get reactions from customers, it took them only a
few hours and cost them nothing, as they already

owned the software.

e
Jw)

VISUAL DRINKING

Where do most interesting and open brainstorms
take place? In coffee shops and bars! Outside
the corporate setting, people tend to get less

inhibited by rules, agendas, second-guessing.

The ideal place to introduce visual drinking is out-
side of work. Make sure you always carry a marker.
Use coasters, napkins, table tops, menu cards to

brainstorm visually. Your next best idea may be on

one of those coasters!!



YOUNOW HAVE . ..

> LEARNED HOW TO BRING IDEAS

RECAP

PROTOTYPE = SOLUTION.
BE YOUR OWN GUINEA PIG AND
CRASH TEST YOUR IDEAS.

YOU CAN'T FIGURE IT OUTIN
YOUR HEAD. PROTOTYPING
MEANS SOLVING
(UNKNOWN) PROBLEMS.

T0 LIFETHROUGH SKETCHING P172
) MADE AT LEAST ONE PAPER
PROTOTYPE P174
) EXPERIENCED WHAT IT MEANSTO
GET FEEDBACKON A
PROTOTYPE FROM CUSTOMERS ~ P176
) VALIDATE YOUR PROTOTYPE P202
Create and run experiments.
> TRACKYOUR FINDINGS P206
See how you progressed over time.
> ITERATE YOUR PROTOTYPE P174

Based on your findings, rebuild

your prototype.

ADOPTTHE MAKER MINDSET.
SCRAPPY DOES NOT EQUAL
CRAPPY.JUST GET STARTED!

KEEP IT SIMPLE AND
MACGYVER IT TOGETHER.

YOU CAN PROTOTYPE THE
FUTUREWITH STORYTELLING.




REMEMBER,
DON'T SNIFF

THE GLUE. «
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KILLYOUR DARLINGS

We all have ideas. Sometimes the ideas that pop into our heads keep us up at night — ideas we feel we must

follow to the end; they must be executed. Surely they're the best ideas ever. But the truth is, as good as your

ideas are, they are only ideas. Impact is created when ideas become additive and expansive: more is better.

THE BEST IDEA IN THE WORLD

All of us, every single one of us, have the answer to solve the
business problems (or address the business opportunities) we
face. All day long we see other companies releasing killer apps,
products, and services and executing on strategies that rocket

them into the stratosphere.

THE BEST IDEAS ARE
WORTHLESS UNTIL THEY

You might be thinking, “Surely
our idea is that good. It must
be. We know our company
and our products better than
anyone, right?”

ARE TESTED

Except it’s not. Before it has

been tested in the real world,
it is just an idea, based on assumptions. Like the well-known
block-stacking game Jenga®, if any one of the core assumptions —
the one holding up the stack — is wrong, the entire stack will
fall and your idea with it. What we often fail to recognize is that
our idea is just one of many possibilities. On the design and
innovation journey there exists no single right solution — only
many options. It’s your task to use validation to find the best

ones and help your idea evolve into a viable one.

NO DVD FORYOU

In 2011, the streaming entertainment giant Netflix decided

to split its streaming and DVD business into two separate
businesses, with separate names and separate websites. These
would be Netflix, the streaming service, and Qwikster, the
DVD-by-mail service. On paper this idea probably looked great.
By totally separating their subsequent business models, the
company would be able to develop operational and marketing

strategies specific to each. Makes sense.

Actually, to the customer, it didn’t make sense at all. Netflix
delivers a set of services that are all about delighting customers.
The very nature of Netflix’s rise to prominence was its ability

to continually address its customers’ specific entertainment
needs. The idea and resulting decision to split the company and
services in two was never validated with Netflix’s customers.
Subsequently, shortly after the split, Reed Hastings, Netflixs
CEO, made the following announcement: “It is clear that for
many of our members two websites would make things more
difficult, so we are going to keep Netflix as one place to go for

streaming and DVDs”



In the end, by not validating its assumptions prior to splitting
the company into two separate businesses, Netflix spent a lot of
time and resources executing something that drove away cus-

tomers — only to reverse its decision shortly afterward.

VALIDATE YOUR ASSUMPTIONS

By validating assumptions you will learn something new every-
day. And, just as often, you will find that your initial assumptions
were wrong. Your experiments and tests will fail. This is actually
great news. It means that you'll learn a ton about your idea

early. And you'll learn how to make it better, before committing

investments and taking big risks.

BE RUTHLESS

But validation also means that your idea will have to evolve.
Nothing of your initial idea, even the aspects you are most in
love with, your “darlings,” is off limits. Belief is not enough:
it’s all about proof. Just like a scientist or detective, you'll need
to be ruthless in your pursuit of proof, following the evidence
wherever it leads. And it’s essential that you learn to “kill your

darlings.” This is what design and innovation are all about.

So, the next time you come up with what that game-changing
idea, consider validating it before you execute. Not only will you
save time and resources, you'll almost certainly come up with
something even better — and with the evidence to back it up.

Your customers will love you for it! [l

VALIDATE 3> INTRODUCTION >> KILL YOUR DARLINGS

YOUR FIRST IDEA SUCKS

In over 500 startups we've seen, not a single one
ended up building the idea they started out with.

The ones that made it are the ones that pivoted.

"Pivot” is the hottest buzzword for startups. The term, introduced
by Eric Ries, describes how startups change direction quickly based
on customer insights and other technology or contextual findings

that they gather from prototyping and validation.

Leveraging new findings, a startup team may decide to utilize what
they've already built to test a new customer segment, try some-
thing totally different with the same customer segment, go back to
an older idea and test it instead, scrap their entire line of thinking

and start over, or even move on completely.

What's important is that the founders move quickly, staying grounded
in their point of view and how it's been informed throughout; they
need to be resilient to make these pivots. The alternative is more
risky, simply jumping compulsively from one vision to another, which

is likely to lead to a death spiral.

Startups that are in love with their idea and don't want to change

course have a dramatically low success rate.



MASTER VALIDATION

Il FAIL EARLY, FAIL OFTEN

Your first idea will very likely not survive contact with a cus-

tomer. You'll need to learn and adapt, fast! How can you learn as
much as you can about your customer, the problem to be solved,
and the potential solution early on, when changing course is not

so costly? This is what’s meant by failing early.

In a sense, failing in this way is not really failing. Sure, you'll
need to kiss your original idea goodbye and change direction.

By doing so, you take another step on the road to success.

In validation, experiments are the tools you use to try to learn

faster. Experiments allow you to “fail” in a controlled way.

E Pivot

When an experiment tells you that a fundamental assumption
behind your idea is flawed, you'll need to change direction: you'll

need to pivot.

A pivot can be relatively simple, like changing the price of a
product, or it can be more complex. For instance, your findings

might indicate that you need to approach a totally different

FOUR DIFFERENT PIVOTS




customer segment, solve a different problem for your customer,
or that the customers you're targeting have a completely differ-

ent need.

X PERSEVERE

Conversely, your experiment can also tell you that you are right
about your assumption. In this case, you should move forward
and tackle the next assumption. You should persevere and con-

tinue to move forward.

With regard to both outcomes, there is a caveat: you could also
have simply done the experiment wrong. Maybe you asked the
wrong people, or maybe you ran the wrong test. Before making
any big decisions on pivoting or persevering, try to exclude
this first.

DO IT AGAIN

So, when does validating your idea stop? Well, to be honest, as
a designer it should never really stop. You'll keep learning new
things about your customers that will tell you how to approach

them even better.

And you'll keep making assumptions that turn out to be wrong.
The good news is that every failed experiment will take you one

step closer to a better outcome. B

VALIDATE 3> SKILL >> MASTER VALIDATION

LESSONS ON VALIDATION

Marc has launched, sold, and closed several companies, and has
gone through 22 surgeries during his lifetime; he’s had to learn to
walk more than four times now. Marc is literally a startup and has

shared some of his lessons on validation below.

Marc: “Sometimes, when startups start out they want to build a
Rolls-Royce, but | so don't care: | just want to get from A to B. The
question is, will the startup understand this, or will they fall in love
with their idea.

"Teams who fall in love with their product

only validate what they want to validate.
They jump through hoops to confirm
their idea. You need to look at it as an
entrepreneur and focus on the bigger

picture.

"Through validation we learn. Teams who
have pivoted their business model are the

most likely to succeed.”

Marc Wesselink
Recruiting & Alumni
Startupbootcamp



STORIES OF VALIDATION

STICKTOIT

We love the Post-it notes that 3M makes,
because they simply stick the best. It turns

out that 3M, now famous for Post-its, actually
stumbled upon the idea by accident. In 1968, a
3M scientist tried to make a new super-strong
adhesive, but accidentally found a glue that was

“low-tack” and reusable.

Five years later, a colleague started to use the
glue to hold a piece of yellow paper in place as
a bookmark. That idea gained traction within
3M and pioneered a totally new product line

and customer segment.

CHEW ONTHIS

The famous American chewing gum manufacturer actually didn't start out selling gum at all. At first,
William Wrigley Jr. was just giving away sticks of gum as incentives with the soap he sold. Then he
noticed that the gum was actually much more popular than the soap. He quickly turned around his

business and started producing his own line of gum.

A CAPTIVE AUDIENCE

Today, Twitch.tv is the place where e-sports of hours of live streams per year. Twitch.tv is

fans watch the live streams their favorite star a spin-off of Justin.tv, an earlier live stream,
gamers share while playing video games and aimed at a much broader audience.
performing in tournaments. E-sports fans

are a very loyal audience watching millions



THE PIVOT.
ITUSED TO BE
CALLED

“THE FUCK-UP.”

// Marc Andreessen, Investor, Entrepreneur, Engineer

PAYPAL

PayPal has always focused on payments, but it
has gone through many permutations. It was
developed by a company called Confinity in
1999 to allow people to "beam” payments
from their PDAs (handheld digital computers,
such as the Palm Pilot, an early incarnation of

the smartphone).

After merging with a financial services company
called X.com, PayPal became the preferred
online payment system for eBay sellers, which
propelled its name into payment processing

fame.

HEAD IN THE GAME

The popular chat app for work, Slack, cur-
rently valued at $2B, started out as some-
thing completely different: a social video
game, called Glitch. When it turned out that
Glitch was not going to be a popular busi-
ness, the company pivoted to a new name

and a new product.

The funny thing is, Stewart Butterfield,
Slack’s founder, made this pivot before. In

2004, he started building the game Never-

ending, which eventually pivoted into ... the R EA D A B o u T
popular photo-sharing site Flickr. T H E M ASTE R
OF THE PIVOT




// EMANUELE FRANCIONI
CO-FOUNDER, GOSPARC
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Any business evolves and needs to transform. If it doesn't, it will go extinct. This is what happened to Com-

e
modore, a great technical product that found great traction and interest from customers worldwide. But

they forgot to figure out their next transformation.
/)

If you ask me what and how we pivoted, I would ask you back
what exactly you mean by pivot. From my point of view, a pivot
is jargon in the startup world that has different meanings to
different people. I do believe transformation of your business is
the key to survival. You need to be open about unmet customer

needs that must be fulfilled.

Our team came from Tom Tom, the in-car navigation company.
We obviously had a passion for geo-positioning. Our first
thought was to develop the best geo-positioning product out
there. We hunkered down for almost 1.5 years and developed
what we thought was the best outdoor positioning technology
in the world. We just needed to find the right audience and

business model.

U
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CASE STUDY GOSPARC: THE MASTER OF THE PIVOT

1ST PIVOT = BUREAUCRACY

We identified a need for our software in the education
sector in the UK. Students who get their visa to study in
the UK do not always show up to the classroom. To deal
with this, universities implement costly infrastructure.
Whereas ours was cheaper and technically better. We
found a customer need, we had a solution, and we iden-
tified more customers who wanted to pay for this. But
we had to pivot. In order to sell our technology we were
required to submit a tender to each of the universities,

a process that would take us three years. We decided to

turn away (quickly).

2ND PIVOT = NO TASTE FOR DATA

We started to look into other markets. Sports sounded
interesting to us. We could offer positioning data to
athletes to get insights and perform better. This was the
customer need we were looking for. However, our cus-
tomer base not really well developed. We were solv-
ing a problem, but we had no idea how to employ a
solution. We needed to get a lot of content (data) in
order for our customers to deliver relevant informa-
tion back to us. To be honest, we needed to drive
a lot of efforts in a market we did not care much

about. If you not an expert in something, forget

it. You need to know this stuff cold. We pivoted again.
Well, we half pivoted because we sold the solution to

our Canadian partners.

?

—
o

3RD PIVOT = DIFFERENT PRIORITIES

Through our pivots, we got to a stage where we could
provide licenses (for intellectual property) to interested
parties whereby we could co-develop something together.
With this plan we could implement a revenue-sharing
business model. In this model we could keep on devel-
oping solutions and create lots of different products,
commercialized by others. This meant less exploration by

us. We would make money if and when our partners did.



Best of all, this idea initially came to us from the same
partners. It seemed that everything checked out. There
was growth. We had partners wanting to sell it for us.
We had their customer base. We would sell in bulk.
We implemented this model with four partnerships.
But there was a problem with this as well: we had zero
control of sales and strategy. When your partners have
other plans, they have little reason to factor you into
those plans. The technology was ready, but suddenly
they had different priorities. Great customer base,
money in the bank, a product-market fit, and they were
all market leaders. But we had to pivot again. With no

control, we just had to.
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A-HA HAPPENS, BUT YOU NEED TO
KNOW YOUR CUSTOMERS. THE NEED IS
THERE BUT YOU WOULD NEVER SEE IT BY

4TH PIVOT = BUNCH OF SMALL PIVOTS

The current phase we're in is all about small pivots.
Small and different transformations. We decided to
make our own technology and do our own sales. Our
first solution was just for parking: a clear problem that
everybody understands. The tool we developed based
on a spark of an idea is the parking charger, which can
be plugged into your car and will pay for parking. This
led us to another question: Is this for consumers or

businesses?

CONSUMERS

The solution needs to be priced properly and con-
sumers must like it. Their needs are different from a
business. One of those needs is the coolness factor;
our solution needs to be cool. We also found two other
customer needs during validation: the need to 1) check

out of the parking space so as not to be overcharged;

NOT EXPLORING.
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and 2) pay for parking without using coins. Our current
value proposition is the following: save money. It’s not
really what they want. It’s not really cool yet. But it does
work. We've also found that some very early adopters
are technology minded. They want something they can
make work with other things. We could certainly chase
this opportunity as well. But we'd need to support the
community in a totally new way. At this stage we need

to find other customers in order to scale.

BUSINESS

Businesses don’t care as much about saving money.

But businesses do want to expense parking for their
own employees as well as manage their fleets. To test
our solution with businesses, we added real-time fleet
tracking. Suddenly, this became a product for business
operations. We measured success by booking at least 10
paid pilots. We managed to win more of these than we
lost. Even tax authorities wanted this. But again that’s
not enough. With proof in hand, we were happy to do a
pilot. But of course, that’s not what happened . . .

NOW: WE HAVE A KILLER APP!

We happened to have the killer app. We talked
to a bunch of public transit companies during the

pilots and got the same question over and over:

how might we check in and out passengers?

Can a passenger tag herself onto a bus? Is this
more scalable than the Dutch OV chip system,
which costs 8k euros to install and another 15k per
month per vehicle for maintenance? Our solution

seems to satisfy customers' needs quite well.

Now we're onto something great!

... or so we think.
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HEY!YOU SHOULD TRACK PETS! BE AROCK STAR

What about tracking and tracing of pets or kids? The Business Model Canvas and
lean thinking is like playing guitar.

We have looked into this. We saw a first interest but in the end You see the chords and you need

dog owners and parents do not care so much and do not have a to play it over and over, until the

strong need to buy such tooling. We would be naive if we went music is internalized.

that way.

Then you should start from the

beginning again. Eventually
you're singing and playing at the

HARD AN D SOFT PIVOTS same time. And before you know

it, you've got an entire group

I believe there are two pivots: a hard one and a soft one. A hard singing with you!

one makes you change your product to the core, from technology

to the product. Another one from one segment to another.

Small pivots. Soft pivots. You don't really

understand when you pivot those. You ) /@

find yourself in a different position. You H ow

don't know how you got there but the ‘ (J To PIVOT

consequence of small tweaking your

business got you to where you are. : Yo u R WAY
TO VICTORY




CASE ONETAB: MATURING BUSINESS MODELS THROUGH PIVOTS
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If you want to open a tab in a pub in Australia (as

in many other countries), you will have to hand

, THEKE MUST BE ANND
— asEl WA TO OPEN AND
Ay CLosE A THB. LET'S MAME

- AN AP

over your credit card. And that is a hassle.

Scott and Paul had an epiphany at their
favorite bar Cha Cha Char (Australia): an

app that would solve everything.

AFTER THREE BOTTLES OF
WINE WE WERE “READY
TO LAUNCH...

€ NOT MY PROBLEM
They had an app built based on the assump-

€ HOUSE OF CARDS

Scott Cross and Paul Wyatt were convinced
that settling a bill would be much easier tion that punters would pay for the app to
via an app. It would solve the waiting, card have their problem solved. Scott and Paul
loss, forgetting to sign off or even to collect were proven wrong. It wasn’t about the app

your card. at all.
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€) THE POURERS PROBLEM @ A MATCH MADE IN HEAVEN © ACCESS TO KNOWLEDGE

The real problem was with the bar owner: At OneTab they realized that more conve- Using POS providers as channels made it easier
fraud, administration, lost or forgotten credit nience for the punter and less administrative for pubs to get access. An extra incentive was
cards, unpaid bills. They were surely willing to hassle for the pourer could be solved with one the rich behavior/user data that OneTab was
pay for a convenient solution that solved these (multisided) platform. The latter would pay for able to record. From “app” to multisided plat-

pains. the use as the former surely would order more! form: success in four pivots.



RUNNING EXPERIMENTS

If prototyping is all about bringing life to your ideas to see them, feel them, and quickly identifying your

assumptions, then the focus of validation is to add rigor to the design process. Validation calls for experimen-

tation to test your assumptions and measure the results.

WHAT DO YOU REALLY KNOW?

When you believe in your idea so much that you ignore evi-
dence that suggests your customers really don’t like it, or worse,
they’re totally disinterested, you're following a dangerous path,
as many failed startups have illustrated. Remember, your idea is
nothing more than a stack of unvalidated assumptions, assump-
tions that need to be picked apart and validated to see if they are
true in reality. That’s the only way you'll know what’s true and

what’s not.

Before making any big decisions (and investments), it makes
sense to use your other, rational side and learn as much as

possible about what’s going on.

EXPERIMENTS

You'll need to learn, and you'll need to learn fast. Just as small
children learn to walk by falling down a lot, you will perform
lots of experiments to find the truth. To validate assumptions,
you'll create, run, and analyze experiments that will deliver the
data you need as evidence to back up or destroy your assump-
tions. Using facts, evidence, and data will bring your rational
mind to the equation and make it easier to prove to yourself and

your team that you are on the right (or wrong) track.

THE RISKIEST ASSUMPTION GAME

So, let’s start validating and experimenting. But what should we
test first? Using our favorite Jenga metaphor, think of your ideas
as being a tower, where all of the bricks are assumptions. When
one of the assumptions on the bottom of the stack is invalidated
and the brick is removed, the entire tower may fall. When you
remove one from the top, not much will happen. Included in
this book is a visual template to make it easy to find the riskiest

assumptions with your team.

HOW DO | SET UP AN EXPERIMENT?

Once you've found your riskiest assumption, it is time to start
experimenting. Over the next few pages you'll learn how to set
up your experiment step by step, using the Experiment Canvas

to quickly construct and run your next experiment.

FALSIFYING VS. VERIFYING

The point of your experiment is not to confirm your hypothesis;
it’s to try to falsify it. Only after a sufficient amount of effort,
when it proves to be impossible to build an experiment that

falsifies the hypothesis, can you accept it.



Even then you're not completely off the hook. Practically speak-
ing, if you can think of another experiment that might give a
different outcome, run it. Actively look for another outcome.
After all, it may cost a little to get that data, but it will save you a
lot in the end!

PIVOT OR PERSEVERE

After you have done your experiment, it is time to draw some
conclusions. In essence, there are three possible outcomes of
your experiment. Either your experiment matches the result you

predicted; it contradicts the prediction; or you're not sure.

In the case that your experiment matches the result, and you've
tried your best to falsify, it’s time to mark the assumption

as “validated” You can “persevere” and move on to the next
riskiest assumption. If you're not sure, it’s time to check your
experiment setup. Did you ask the right questions? Did you
talk to the right test subjects? And finally, if your experiment
contradicts the result, you probably need to change direction:

you need a pivot.

YOUR NEXT EXPERIMENT

One thing you can be sure of: you won't get to the finish line
without running quite a few experiments and experiencing a
number of pivots. To make it easier to look back and see the pat-
terns while tracking findings, we’ve included the Lean Startup’s
validation board in this book. [l

an

For more

background,

read:
Running
Lean by Ash
Maurya
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RUNNING LEAN EXPERIMENTS

In 2010, | developed an approach to help startups become more
successful, called the Lean Canvas. That method was based on val-
idation: running experiments and testing assumptions. Since then,
the Lean Canvas has transformed into a global movement that uses

and further develops the lean approach.

While experiments are highly effective at testing guesses and as-
sumptions, simply running experiments is not enough. The output
of your experiments can only be as good as the quality of your

input guesses.

[t becomes more important
to find the riskiest assump-
tions to test and to build
the right experiments to

get the data you need.

That is why | created the
Experiment Report that
you will also find in this
book.

Ash Maurya
Founder, Lean Startup
Author, Running Lean



THE RISKIEST ASSUMPTION

We've all been there: your idea is so great that you're literally bursting at the seams wanting to launch it as

soon as you can (maybe even today). Most of us feed on this excitement. But how do you know you're mak-

ing the right bet with your idea? Which bets does the success of your idea hinge on? These are your riskiest

assumptions; they need to be tested.

WHAT DO YOU REALLY KNOW?

Dutch people love their cheese, as evident by the long lines
you'll encounter at just about any cheese shop in the Neth-
erlands, especially the ones in central Amsterdam. With this
“problem” in mind, a cool, new startup based in Amsterdam

set out to address this problem with a mobile app, wherein
customers could preorder sandwiches and avoid waiting in line.
It seemed simple enough. After mapping out the customer jour-
ney, the team identified the riskiest assumption: customers hate

standing in long lines.

With this assumption in the front of their mind, the startup
team went out into the street to validate this assumption. After
speaking with over 50 customers, they found that customers did
not see this as a problem at all. Customers were willing to wait
for freshly made sandwiches prepared by good-looking people

behind the counter.

With the only cost being time spent speaking with people during
a single lunch break, the team found that their riskiest assump-

tion was false and invalidated. Whether you work for a small

startup or an existing large organization, validate your riskiest
assumptions as quickly and cheaply as possible so you don’t
waste valuable time and resources toiling away at something that

likely will never work. But this is often harder than it sounds.

YOUR RISKIEST ASSUMPTION ISN'T ALWAYS EASY TO FIND

Imagine you're idea is to open a tailor-made denim jeans store
on a main shopping street. Surely people love their jeans and are
willing to spend money on ones that look great and are made to

fit. But is this your riskiest assumption?

If you think through the customers’ jobs-to-be-done, pains, and
gains as well their journey, you'll find more assumptions and
questions to ask: Are they willing to spend money at all? Do they
have time to wait for a tailored pair of jeans to be made? Are
they willing to return a couple of weeks later to pick up their

jeans?

TIP! Remember to ask the right questions while validating

your assumptions. See The Mom Test on page 89.
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By interrogating your Business Model and Context Canvases,
you'll find even more assumptions and questions to ask: What
key resources can we rely on to produce something people want
to buy? Can our key partners ship materials on time and for the
right price? At what price would we need to sell jeans in order to

make a profit?

The first key to identifying your list of riskiest assumptions is
to bring a team together to unpack the idea and brainstorm
together. And if you don’t have people on your team who have
deep experience in unpacking the business model and context,

invite some industry experts from your network.

IDENTIFYING ASSUMPTIONS

As a designer, your primary focus is on the customer. It makes
sense then that the first assumptions you identify will come
from some customer problems you've found. But these aren’t the
only assumptions, nor are assumptions about customers always
the riskiest assumptions. To find more assumptions, you can
also use the Business Model Canvas on page 116. When you plot

the customer segments and some assumed value propositions

WHEN FOUNDERS FALL IN LOVE WITH
THEIR PRODUCT, THEY VALIDATE WHAT
THEY WANT TO VALIDATE. NOT WHAT
IS GOOD FOR THE BUSINESS.

// Marc Wesselink, Startupbootcamp

on the Business Model Canvas, you'll also need to link these to
some revenue streams and channels. In all four of these boxes
you'll find assumptions: (1) customers exist that want to buy (2)
your product for (3) some price through (4) a specific channel.
All of this exists on the right side of the Business Model Canvas.
These are assumptions that you'll need to validate in order to

ensure you can deliver some value in the first place.

On the left side of the canvas you'll find all of the operational as-
sumptions as well, such as key partners and resources needed to
create some value in the first place. And, of course, you cannot

leave out the cost required to produce your solution.

With the team in place, use your designer tools (sticky notes,
markers, and a big wall) to rank these, based on which you could
not do without or which are most likely to be false. The sooner
you find these, the more likely you are to be able to validate

them and either move forward or pivot. Il



TOOL RISKIEST ASSUMPTION CANVAS

In your stack of assumptions, the riskiest one is the first gate. If when testing this assumption it

continually comes back as “false,"you don't get to pass go, you don't get to collect your $200.

This tool will help you rank your assumptions before moving on to experimentation.

FINDING THE RISKIEST ASSUMPTION

Finding the riskiest assumption is not always easy. Discussing
assumptions with your team will help to identify the ones to go
after. Do this visually so it's to the point and provides you with the

outcome you need!

JENGA

Jenga is a game where players in turn try to remove blocks from a
wooden tower. Each block that's pulled out may make the tower
collapse, but the blocks on the bottom are critical to keeping the

tower upright.

Think of your idea as a big Jenga tower, where all of the bricks are
assumptions. When one of the assumptions on the bottom of the
stack is invalidated and the brick is removed, the entire tower may

fall. When you remove one from the top, not much will happen.

We need to make sure that the base of the tower is safe. We need
to start at the bottom, with what we call the riskiest assumptions.

At the moment, all the other assumptions are not as important.

After all, if the riskiest assumption is incorrect, it may be totally
irrelevant to think about any of the others: maybe your idea needs

to change completely in the light of the new knowledge!

To find your riskiest assumption, go over your Business Model
Canvas, value proposition, design criteria, and the other things you

have already learned.

What are your assumptions? What are the things you're not sure
about? Use this template to map them on a wall with your team
as a Jenga tower. The ones that absolutely must be true for your
idea to work go on the bottom of the stack. The ones that are less

important or depend on other assumptions go higher up.

TRYTO FAIL

The goal is to try to make the tower fail fast! So pick the
bottom-most assumption, which is the riskiest one. That's what
you'll want to know more about. If it is right, you can move to
the next riskiest assumption. But if it fails, your Jenga tower falls,
and you'll need to go back to the drawing board to find another
approach that works better.
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CHECKLIST

] You clearly identified one
riskiest assumption.

[] You have described the riskiest

assumption in a concrete way.

NEXT STEP
> Design an experiment to test
the assumption using the

Experiment Canvas.



BRING ON THE SCIENCE

For the Riskiest
Assumption
Canvas, see
page 200.

EXPERIMENT CANVAS

\‘ RESULTS
RISKIEST ASSUMPTION “

USE THE
HIPOTHESIS
FD(MMLA T)H(LUSIQH

;\ISEIABLE HYPOTHESIS

For the Exper-
iment Canvas,
see page 204.

. 2

RISKIEST ASSUMPTION

HYPOTHESIS

3 _

-

TEST SUBJECTS

4

PROTOTYPE



ON THe MONeY

RUN THE EXPERIMENT . GET YOUR DATA MAKE A DECISION

PERSEVERE

Pick your next riskiest assumption
and start to validate that.

PIVOT

Back to the drawing board! Reas-

sess your point of view and see if

you can find a different solution to
validate.

REDO EXPERIMENT

We may have botched the test.
Check the setup, subjects, and
hypothesis. Try to replicate your 2 03

result.




TOOL EXPERIMENT CANVAS

Once you've found your riskiest assumptions, you'll need a way to figure out how best to test

and measure them in a quantitative way. The Experiment Canvas provides a straightforward

way to break down your assumptions into measurable, observable, experiments.

THE RIGHT EXPERIMENT

The purpose of the Experiment Canvas is to design the right
experiment at the right time, facilitating a team to have the right
conversation. With the Experiment Canvas, it is easy to design a
well-defined experiment: start with identifying the current risk-
iest assumption, then specify a clear, falsifiable hypothesis and
experiment setup. After running the experiment, check the results

and plan your next steps.

CRAFTING A GOOD HYPOTHESIS

Your hypothesis is a statement you believe to be true about your
riskiest assumption. Write it down before you run the experiment. It
is too easy to change the conditions afterward to make the data fit,

and this robs you of valuable insight.

QUANTIFY YOUR PREDICTIONS

Quantify your hypothesis. How many customers will do it? How
many times? In what time frame? It's okay to use a bandwidth for
this, as long as you specify it up front. The metrics you define need
to be actionable (i.e., they need to directly relate to the hypothesis)

and accessible (i.e., you need to be able to see the results).

Link the numbers back to the assumption you are testing. Why does
having 10 positive results validate your assumption? Specify any
qualitative outcomes and variables. What different answers you are

expecting? How will you cluster them?

RUN THE EXPERIMENT
Armed with this hypothesis, you're ready to start your experiment.
Track the data immediately and write everything down, so that later

you can check if you interpreted the results correctly. [l

USETHE HYPOTHESIS FORMULA

(specific testable action)

(specific measurable outcome)

(time frame)
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RISKIEST ASSUMPTION EXPERIMENT SETUP RESULTS CONCLUSION

What is the riskiest assump-
tion you want to validate?
And why is it so important?

What is the prototype you
will use to test with? What
are the important variables
and metrics? Is it quantita-
tive or qualitative?

FALSIFIABLE HYPOTHESIS
Declare the expected
outcome beforehand. Try to
have a good estimate rather
than fake precision!

Enter the qualitative
and/or quantitative
data resulting from
your experiment.

Summarize your findings.

Did your result validate or
invalidate the hypothesis? Or
was it inconclusive?

NEXT STEPS
Do you need to pivot, perse-
vere, or redo the experiment?

VALIDATE >> TOOL >> EXPERIMENT CANVAS

DOWNLOAD

Download the
Experiment Canvas from

www.designabetterbusiness.com

CHECKLIST

[ ] You have created a
hypothesis to test the
riskiest assumption with.

[] Your hypothesis fits the struc-
ture.

[ ] You defined measurable out-
comes.

[ ] Your data is significant.

NEXT STEP

205
> Create a prototype to support

your experiment.
> Do the experiment and collect

your data.

> Pivot, persevere, or redo.




TOOL VALIDATION CANVAS

With your experiments in place, it's time to start testing them and tracking the progress over

time. Sometimes your tests will return positive, sometimes negative. Along the way you'll iter-

ate — adding and changing as you go. This tool will help track your progress over time.

TRACKYOUR PIVOTS

Running one experiment is almost never enough to know you're
right. Some startups make many pivots before they find the right
product-market fit. In every case, it's absolutely essential that you
know where you've been before moving on. It would be a waste of
time and resources to continue to run the same exact experiment
over and over again, waiting for the results to magically change.
Looking back will help you understand the choices you have already
made and avoid the resurfacing of invalidated assumptions later in

the process.

VALIDATION PROCESS

The goal of the validation process is to learn as much as possible,
as fast as possible. You'll want to spend as little time and effort as
you can in this process, while you maximize the outcome. With that
in mind, you'll need to run experiments iteratively. The Validation

Canvas is the central nervous system of this process.

YOUR BEST GUESS
It starts with the value proposition you have at this moment. This
is your current "best guess” with respect to who your customer is,

what problem you solve for them, and what your solution is for that

problem. No need to make this overly complicated. Start small, with
the simplest solution you can test. Over time, pivots will change

that best guess.

EXPERIMENT

Your current best guess is based on assumptions. Find the riskiest
one: the one that, if it's wrong, completely disproves your best
guess. Choose a way to test that assumption and define what the
minimum criteria for success are. Plug this stuff into the experiment

canvas and run the experiment.

When it comes to experimentation methods, you can choose
from things like exploration, pitching, or even a concierge model.
Through exploration, you'll learn more about the problem you're

trying to solve for.

Pitching will help you understand how important your customer
thinks the problem is. Is it a must have or a nice to have? A con-
cierge model will help you understand whether you can deliver on

the customer’s expectations at first, doing it by hand. [l



VALIDATION CANVAS

DESIGN A
BETTER
BUSINESS

START

PIVOT 1 PIVOT 2

PIVOT 3 PIVOT 4

RISKIEST
/
ASSUMPTION

CUSTOMER
SEGMENT

CUSTOMER
NEED

PROTCTYPETO

VALIDATEWITH

MINIMAL SUCCESS
CRITERION

RESULT: PIVOT CR
PERSEVERE

<

RISKIEST ASSUMPTION

ESIGNABETTERBUSINL \ 5.0

What is your current riskiest assump-
tion to test with an experiment?

CUSTOMER

Define your value proposition. Split it
in parts: your customer, the customer
need you are solving for that customer,

and the solution you assume solves

that problem.

VALIDATE
Describe the method you want to test
with. What kind of experiment is it?

What are the minimal criteria for
success?

Adapted rom the Vlcation Bosrd crosted by Ash Maurys

RESULTS

Keep track if your experiment vali-
dated or invalidated the assumption
and what your findings were. Did you
pivot? Or persevere?

Over time, you can see what your
progress has been.

VALIDATE > TOOL >> VALIDATION CANVAS

DOWNLOAD

Download the
Validation Canvas from

www.designabetterbusiness.com

207

CHECKLIST

] You tracked your experiment.

NEXT STEP

> Pivot, persevere, or redo.
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WANTED TO FIND QUT IF PEOPLE WOULD

THEOW AWAY OK STEAL THE UMBKELLAS.

HE FOUND 8 SHOP OWNEKS, WHO

TUENED OUT TD BE ABKELLAS BEST
AMBASSADOKS.
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BACK IN DENMAKK, HE DID HIS FIKST
EXPEKMENT HE WENT T0 TALK TO SHOP
OWNEKS DN KAINY DAYS AND ASKED THEM

i
HOW BUSINESS WENT. THEY TOLD HIM

THEY LOST 75% OF THEK KEVENUE \.‘?‘ I
WHEN [T KAINED. -
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THE PILOT WAS A SUCCESS, WTH THE
BIGGEST FINDINGS THAT PEOPLE DID
NOT TKASH OK STEAL MANY UMBKELLAS
AND THAT SHOP DWNEKS WHO WEKE

s [ELLING THE STORY KIGHT SA HMOKE
HAPPY KETUENING CUSTOMEKS WHEN TT
KAINED. FOK_ THOSE SHOPREEPEKS, THIS
WAS & NEW WAY TD BULD A LONGEK
EELATIONSHIP WTH THEK CUSTOMEES.
AMBASSADOKS MATTEK.

ANDKEAS ASKED 200 PEOPLE ON THE

STKEETS OF AKHUS IF THEY KNEW

ABOUT ABKELLA, AND AN ASTOUNDING

52% ANSWEKED “YES'” AFTEK THE PILOT.
PEOPLE LIKED THE STOKY AND SPKEAD
THE WOKD T THEK FKIENDS,
AFTELTHOUGHT: INSTEAD 0F OKDEKING
1000 UMBKELLAS FROM CHINA AND WAITING
FOK 2 MONTHS T0 GET THEM, [T WOULD
HAVE BEEN MUCH FASTEK AND EASIEK TD
BUY 100 0F THEM AT IKEA . ..
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AFTER THE PILOT, MATTIAS EDSTKOH
JOINED ABKELLA AS A CO—FOUNDEK

AND THEY STAKTED T0 SCALE UF.
MOKE ADVEKTISEKS, MOKE SHOPS, MOKE
UMBRELLAS . .. THEY WEKE VOTED THE
MOST INNOVATNE STAKTUP 0F DENMAKK
IN" 2015, THINGS WEKE LOOKING GKEAT!
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DUEING THEIK J0UENEY, THEM FIGUKED
OUT THAT THE PEOPLE WHO KEALLY
NEED AN UMBKELLA AKE MOSTIM PEOPLE
FKOM OUT OF TOWN. LOCALS CAN
ALWAIS GO SOMEWHEKE T0 GET DKY,
BUT VISITOKS AND TOUKISTS HAVE NO
OPTIONS. S0 THEY AKE NOW ADDING
HOTELS AND OTHEK ENTKY POINTS AS
NEW AMBASSADOKS.
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SCALING UP, THEY
FOCUS ON OTHEK PROBLEMS, SUCH AS
LOGISTICS: SOME PLACES LOST LOTS
OF UMBKELLAS. AT ONE POINT, THEY
SUDDENLY FOUND OUT THEKE WEKE NO
MOKE UMBKELLAS LEFT IN STOKAGE!
IN " THE END, THEY PNOTED T0O A MOKE
ENGAGED PAET OF THEK CUSTOMEE
SEGMENT. ONLY SHOPS THAT Weke TKUE
AMBASSADOKS. THEY STAED IN TOUCH
WITH THE AMBASSADOKS BY HAND—
DELNEKING UMBKELLAS B1 BIKE.
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VALIDATION HACKS

TIP! The next time you plan an experi-
ment, go through it first with a few of your
colleagues and fix any problems. After all, it
would be terrible if you went out and asked

thousands of people the wrong questions.

QUALITATIVE VS. QUANTITATIVE

Although the results from a quantitative test
are often easier to interpret, your first step in
experimentation is to find out what to test. Do
a qualitative experiment for that. What are the
typical things people do? Why do they think
they do those things? Remember, running a
qualitative test does not mean you can'’t gather

numerical data.

Qualitative experiments are great when you
want to capture richer data about what custom-
ers experience. Make sure you're testing what
people actually do, rather than what they say

they do. It’s also important not to ask about fu-

ture behavior, as your customer probably won't
be able to answer without guessing (the future is

uncertain). Instead, ask about current behavior.

After doing that, it’s often great to back it up
with a quantitative test to see how many people
actually display the same behaviors in reality.
A qualitative test will provide insight as to how
well your quantitative test is geared up to mea-

sure the things you want to measure.

Keep in mind that qualitative tests are difficult
to use in situations where you are testing the
response to a very small change. If you want to
test two different colors of button online, the
data you'll get from a qualitative test would be

quite useless.

Another thing that people will happily tell you
when you ask them is that they will (or won't)
buy your product. However, that information
is useless. Only a test where they actually buy it

has any real value.

RUN A SMALL-SCALE TEST

Running an experiment takes time and effort.
Before going out and doing a large-scale exper-
iment, try it out first on a small scale to iron

out any issues with the test itself.

On the Discovery Channel show Mythbusters,
the hosts regularly try out their experiments on
a small scale to see what the possible outcomes
could be and to make sure their large-scale

tests will yield reliable results.

DON'T INFLUENCE THE RESULT

When running your test, make absolutely sure
nothing you do or say is secretly influencing
your result. Don’t “sell” your prototype to the
test subjects. Let them experience it as they

would without you present.

Online, this is quite easy to do using analytics,
but offline it can be more difficult. Go out of
your way to present the prototype in as natural

a way as possible.
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One way of doing this is to have a test subject
record their experience using a camera or

notepad that you give them beforehand.

TESTING THE COMPETITION

When you don’t yet have a prototype to test, or
want to get a head start, try this: get people to
test a competing product or service. Find out

what they say about it.

Even if you don’t have any direct competitors
yet, this can give you valuable insight. Some of
the assumptions you have about your own idea

hold true for other things as well.

There are some cool examples of appliance
companies which have employed this sim-

ple experiment using a similar commercially
available kitchen product, for instance, and
have invalidated some of their most important
assumptions. For the price of a food processor
and an afternoon of their time, they figured out

they had to really make a big pivot.

OFFLINE A-B TESTING

Online, A-B testing is all the rage. Show users

different versions of the same advertisement or
web page, and find out which one they click on
the most. The data will tell you beyond doubt if

the change makes sense to implement.

Offline, you can use exactly the same tactic.
You don’t have to show every test subject the
same prototype. Mock up a brochure of your
product (using Keynote or PowerPoint, for
instance) and change the price, show different
colors, or play with another variable, and see

how this influences the result.

Make sure you only change one variable at
the same time, though, or your result will be

confused!

If you run a few experiments at the same time
with a different value for the variable you are

testing, you can save a lot of time. [l

TIP! Include a few versions that are out of
your comfort zone. If you are testing a price
range, include a price that is bordering on
the ridiculous, too. Maybe it turns out that
customers find that price less ridiculous than

you thought.




YOUNOW HAVE . ..

> IDENTIFIED YOUR RISKIEST

ASSUMPTION P200
> DONE AT LEAST 1 EXPERIMENT P204
> VALIDATED YOUR RISKIEST

ASSUMPTION P206
> RUN YOUR NEXT EXPERIMENT  P200

Tackle the next riskiest assumption
> REVISITYOUR POINT OF VIEW P68

Did you challenge your vision

enough? Do you need to readjust

your point of view?
> GO BACK INTO THE LOOP P46

Go back into the loop
> AREYOUR READY? P244

Check your investment

readiness level

RECAP

THE BEST IDEAS INTHE WORLD
ARE WORTHLESS UNTIL THEY
ARE TESTED.

YOUR FIRST IDEA SUCKS; YOU
NEEDTO FAIL EARLY AND
FAIL OFTEN.

FAILURE IS LEARNING. KILL
YOUR DARLINGS.

DON'T VERIFY, BUT FALSIFY.
TRY TO MAKE YOUR IDEA FAIL.

PIVOT OR PERSEVERE. THE
PIVOT USED TO BE CALLED THE
FUCK-UP THERE IS NO SINGLE
PIVOT; THEY ARE ALL DIFFERENT.
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WHENTO SCALE

Whether you embark on the design journey as a startup or an existing company, one thing is certain: it's a

roller-coaster ride, and it doesn't end when you come up with an idea. It's a journey that is meant to scale

both the design process and the execution of the idea.

THE END OF THE LINE

This is the last leg of the journey . .. well, this journey anyway.
After going through the double loop, designing a better busi-
ness, and learning from your customers, the world, and yourself,

you should give yourself a hand. You did it! At least once.

Now buckle up, it’s time to get

back on the ride.

DISTRUST KILLS
INNOVATION.

Designing one innovation is
not enough. It’s simply not

a one-off thing. As with any

profession, design takes prac-
tice. Doing it over and over will lead to mastery. Only then will

the practice of designing for better business become a mindset.

RIGGING THE GAME

Rigging a game will turn the numbers in your favor; using design
processes to build better businesses will improve your odds
(and your organization’s odds) of success. A design mindset

that favors understanding, ideation, prototyping, and validation

will allow you to execute and scale. Best of all, when you start
to develop this mindset and see the world through your own
design-colored glasses, you'll find that not only are your odds
better, but you'll also be able to confidently bet on multiple

games at once.

If recent history has proven anything, it’s that organizations
that build this drive for exploration and learning into their DNA
are the ones that have the best chance to turn uncertainty into
opportunity. They are the ones that successfully rig the game in

their favor. And it’s never too late to start.

LEARN FROM OTHERS

So, how can we scale up from one successfully designed out-
come to incorporating design into our core culture? The best
way to start is to learn from others’ journeys, successes, and
failures. In this chapter we’ll explore and evaluate a number of

approaches to scale design.

We'll look at a special co-working space, a successful accel-

erator, a large bank setting up an innovation lab of their own,
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and a large energy company building design capacity through
acquisitions. We'll also look at a couple of large software com-
panies using the design process to embed this mindset into their

respective cultures.

TIP! Think about not only scaling design, but also scaling
the network of people your team will need to tap into to get

better answers to their questions.

INGREDIENTS

There are four main ingredients necessary for scaling design

within your own organization.

First and foremost, we’ve said it before and we’ll say it again,
don’t go it alone. To scale design you'll need to build a network
and find ways to tap into it. You need access to customers;
talented, like-minded people; feedback; experts; and even
investors. Anyone can put on a cape with a giant “D” printed on
it. But without a network, you're just a guy with a stack of sticky

notes and a marker who’s wearing a cape to work.

Second, you'll need support for your design endeavors. As
Maurice Conti from Autodesk stated, you must have a direct
connection to management when embarking on the design
journey. This will give you access to the resources you need, like

time, space, funding, people, etc.

Third, you'll need quick access to practical knowledge. A validated
methodology, like the one laid out in this book, will go a long way
in helping you gain the support you need to move forward. But
you also need to learn from others who already have made a lot of

the mistakes implementing the methodology.

The final, most important ingredient is trust. You'll need to trust
the process. And you'll need others to trust you, so that you can
feel empowered to make mistakes, take risks, and fail (in small
ways) in a fail-safe environment. For most existing companies,
this trust is hard won. But it is so so very worth it. Why? Dis-
trust kills innovation. And with distrust comes detailed budget

scrutiny and time-clock behavior.

AREYOU INVESTMENT READY?

We have included Steve Blank’s Investment Readiness Level
(IRL) as a way to gauge where your company is right now and
what the next steps might be as you drive toward a successful

sustainable business. [l

TIP!

agement. This is where ambassadors really help.

To scale you'll need a direct line to man-
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COMPANIES THAT SCALE DESIGN 81
SKILLING UP PEOPLE

Eneco
Quby
P226

Startup-
bootcamp
P223
Autodesk
P164
COMPANEES THAT MAKE OUTSIDE
INVESTHENTS IN STALTUPS,
WTHOUT AFFECTING THE
LAKGEK COMPANY'S COKE
CULTURE 0K PROCESSES
RBS
P224
THE END OF THE LINE Startups never stop following the double
Scaling is something that you do when loop; they continue validating and adjusting
your simple idea is ready to fly into full-on their point of view based on evolving under-
execution mode. For existing companies, standing about their customers.
execution all too often signals the end
of the design process. For startups still DESIGNING SCALE
searching for their sustainable business What we mean when we talk about scale is PRO§ESS DKIVEN
model, scaling is about building a bigger, more akin to the startup: scale is about tackling s =
COMPANEES THAT FOCUS ON BULDING
better product, perhaps one that finally a different problem, raising the stakes, and THE COFE DESIGN PEOCESSES BY WHICH

makes money. continuing the design journey (as a culture). TO INFUSE SCALE AT & MACRO LEVEL.
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1871
P222
SEB LAB
P225
COMPANIES IN WHICH DESIGN
PERHMEATES EVEKYONE ON EVERY
TEAM, THROUGHOUT THE
CULTUEE 0F THE COMPANY
Scaling is about using the same pro- businesses, scale is less about specific tools and
cess described in this book to figure more about an organizational mindset. Because
out how to scale the process to an entire each organization comes with its own cultural
organization of people, wanting and needing constructs and unique challenges, opportu- ACC E |_ E R ATO RS .
better ways to create opportunities from uncer-  nities, and makeup, there is no one perfect T H E N Ew
tainty. How meta! process or tool for scaling. Rather, scaling
permeates an organization’s culture such that H u N TI N G
There are many ways to scale design in an design tools flourish. [l G R o u N D F o R
organization. However, although this book
describes tools to design and innovate Adobe SCA I- E .

P227



DIFFERENT WAYS TO SCALE

Accelerators, incubators, and startup studios are relatively new constructs that focus on scale, and scale only.
In these programs, startups use design to churn through pivots until they find scale or burn out. If you want

to scale design in your organization, it's important to know how the successful ones do it.

A BIT ABOUT ACCELERATORS The support comes in a form of mentorship, affordable office
If you were to do a web search for accelerator programs, you spaces, and some starting capital. In a nutshell, a program con-
would find more than 2,000 of them across the globe. Partly sists of the following core elements:

because of inexpensive capital and partly because of the success
of well-known accelerators, like Y Combinator, Techstars, and
others, the accelerator space has seen explosive growth in the
last few years. With all of the press and success accelerators have
generated, big companies like Royal Bank of Scotland, Sephora,
Nike, Target, Google, and the Los Angeles Dodgers have started

their own accelerators.

Accelerators work for both startups and big companies,
although bigger companies, with their larger network and

greater resources, can use accelerators to sponsor startups,

promote entrepreneurship, and nurture founders. It used to be investment management companies that looked for
the most promising, early-stage companies to invest in. The hope

WHAT IS A STARTUP ACCELERATOR PROGRAM? was that the startups would go on to raise the next rounds of

A startup accelerator program is an intensive business and funding and ultimately (and hopefully) get acquired or offer an

personal development program that supports a small team of IPO. Today, there is a new mindset and different kinds of accel-

founders, who have big ambitions for growth and impact. erator programs, each with its own vision and ambition. [l



OVERVIEW OF ACCELERATORS

An office location that provides

desks, office space, and facilities (in-
WORKSPACE frastructure) at a reduced or low rate

to startups and growth businesses.

STARTUPWEEKENDS, Events run for 48-72 hours and

are intended to create new startup

4
: HACK-A-THONS, AND  teams that are actively engaged in
S—

developing a business idea under a

BOOT CAMPS strict time limits.

Profit-driven (theme-based) pro-

grams that accept open applications
STARTUP to attend classes (or “cohorts”)

of new companies run by small
ACCELERATOR founding teams. The initial ideas are

expected to be already developed

by the founders.

Not-for-profit-driven programs that
accept open applications to attend

classes of new companies run by
CORPORATE small founding teams. The focus
STARTUP of these programs is to build the

network and ecosystem, change
ACCELERATOR the corporate culture, gain access

to ideas and technology, and create

jobs to benefit for a wider society.

A smaller, more hands-on and
intimate version of an accelerator: a
startup studio houses a few startups

STARTUP STUDIO under one roof wherein the princi-
pals of the studio invest personal
time and effort into each startup,
trying to help them scale.

Ruud Hendriks & Patrick de Zeeuw
Founders,
Startupbootcamp




LET’S FACEIT:
THE GARAGE

IS OVERRATED.
IT’SCOLD IN
WINTER, HOT IN
SUMMER, AND
LONELY ALL YEAR
ROUND.

// Howard Tullman, CEO, 1871

1871. THE CO-WORKING PLACE WITH A TWIST

1871 was founded in Chicago, IL, USA, as a not-for-profit community of de-

signers, coders, and entrepreneurs who learn from each other, encourage each

other, and share the journey up the steep startup learning curve.

BACKTO 1871

The Great Chicago Fire (1871) dealt a major
blow to the booming economy. The direct
need to rebuild the city led to great innova-
tions, cross pollination, and practical ingenu-
ity. In 2012, a group of Chicago’s technology
boosters wanted to rekindle this passion. This
became 1871.

What does a booming economy look like? A
booming economy is as much about creating
an environment that fosters entrepreneurship
and innovation as it is about big companies
growing bigger. 1871, an entreprenuerial hub
for digital startups, housed on the 12th floor of
Chicago’s historic Merchandise Mart, is a place
where entrepreneurs seeking a collaborative
and flexible work environment can go to design

and build the businesses of their dreams.

What’s perhaps most interesting about 1871 is
that it’s designed from the ground up to help

entrepreneurs network at scale.

Through this network, existing startups have
readily available access to a potential customer
base that can validate their ideas. And newly
forming startups, or even single founders, are
able to find co-founders and others to help
develop their ideas further. In this way, 1871 is
all about scale: scaling the network to scale the

opportunities for design to flourish.

TAKEAWAYS

It’s hard to build a successful business. It’s even
harder if you're not plugged into a commu-
nity of people. 1871 helps founders build their
teams and works on building resilience and

perseverance.

PEOPLE ORIENTED

<

INSIDE-OUT

WORKSPACE
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o starumboorcamp STARTUPBOOTCAMP. THE ACCELERATOR

Patrick de Zeeuw visited the US and fell in love with the Techstars concept. He

wanted to help as many startups as possible, but realized he couldn’t do it on

his own. With his friend Ruud Hendriks, they launched Startupbootcamp. This is

what they learned.

HOW WE RECRUIT TEAMS

We’ve honed our application criteria over the
years. You can join Startupbootcamp if you

comply with the 4-M’s:

MARKET Have you defined your niche
clearly?

MODEL Are you here to make money?

MANAGEMENT Do you have three partners to
start with, including a product
person in the middle, the back,
and the front?

MOMENTUM Is this the right moment?

Well, the last one is a bit slippery.

TAKEAWAYS

Running an accelerator is not about real estate;

it’s about adding value through network and

knowledge. It’s about pushing teams to go out

of the building to find customer needs.

You cannot be afraid to fail. Business school or

big corporate companies may have taught you

to fear failure. But here, failing means learning.

Don't be afraid to say: “I don’t know.” That’s
okay. We don’t know either. Be vulnerable

and clear about what you don’t know.

Founders’ shit will always hit the fan. Some
companies lose themselves in internal battles.
Make sure you mediate right away: fix internal

issues before they become big problems.

DIVERSITY
ISHARD TO
“ORGANIZE,” BUT
IT MAKES FOR
HIGH-ENERGY
TEAMS.

// Patrick de Zeeuw, Co-Founder

Startupbootcamp




WE HELP THEIR
BUSINESS TO GET
GOING.

// Ross McEwan, CEO, RBS

RBS. CORPORATE STARTUP ACCELERATOR

NatWest, RBS, and Ulster Bank are three banks with eyes focused on the future. Their

accelerator hubs offer free workspace and the opportunity to unite with fellow entre-

preneurs, specially trained bank staff, and experienced businesses.

ACCELERATOR HUBS

NatWest, RBS, and Ulster Bank, in partnership
with Entrepreneurial Spark, run free business
accelerator hubs across the UK, targeting appli-
cants from all sectors and offering free work-
space and the opportunity to unite with fellow
entrepreneurs, specially trained bank staff, and

experienced business mentors.

At the end of the program each will hosts a “grad-
uation” event bringing together entrepreneurs and
business advisors. This gives accelerator graduates

the opportunity to pitch to potential investors.

Alison Rose, chief executive of commercial and
private banking at RBS: “We are determined to
support entrepreneurs across the UK and the
positive impact they have on the economy. That
is why we are creating entrepreneurial eco-
systems across the country that give startups the

best chance of success and the free hubs remove

concerns on things like office facilities, letting

them concentrate on their business.

TAKEAWAYS

Gordon Merrylees, Head of Entrepreneurship
for NatWest, RBS, and Ulster Bank: “We will
support 7,000 entrepreneurs for free over a five-
year period. With our partners Entrepreneurial
Spark we teach them new mindsets, behav-

iors, business models, and how to pitch. We
work with them as a bank providing expertise,
knowledge, and access to networks and markets
that help build strong entrepreneurial commu-
nities and cultures. And, just as important, our
staff gets involved, not just to help but to learn
themselves too. We now have our own Entrepre-
neurial Development Academy where colleagues
can develop and learn about entrepreneurialism.
It means they can have better conversations with
customers and better understand and support

the challenges businesses face”

> RBS

©)

PROCESS ORIENTED

b
K

OUTSIDE-IN

CORPORATE
ACCELERATOR



SEB

PEOPLE ORIENTED

<P

INSIDE-OUT

CORPORATE
ACCELERATOR

SCALE > CASE>> DIFFERENT WAYS TO SCALE

SEB INNOVATION LAB. THE IN-HOUSE INCUBATOR

Mart Maasik, Head of Innovation at SEB LAB, describes the LAB as a great place

to collaborate and contribute with “nonprofessional” (business) developers and

diversified teams. We started to experiment with external partners’students.

OUR AMBITION

Our ambition is simple: we want to enable

and inspire our people and make innovation
happen. It’s first and foremost about people.

We want to have a critical mass of “lighthouses”
who have experienced and are inspired by deliv-
ering solutions as part of the LAB. Sometimes
we call the LAB a base camp where people
come for personal development and to system-

atically future-proof the organization.

TAKEAWAYS

We have learned a lot since launching the LAB.
Many of these things show up as new skills
that people learn as part of their experience.
Firstly, it'’s about learning to understand the
customers and see their experiences as part of
a larger journey. They also hone their ability

to connect the dots. If the service in question
has to be redesigned or simplified, it’s better

to see the whole system than to put on an

engineer’s hat and dive right into the tech. If we
are targeting a new service concept, it’s critical
to learn how to set a vision balanced with the
ability to collect proof points that support the
vision and help with the overall story. Finally,
leading a team is a big learning curve for most
people. On diversified teams it helps to be a

multiskilled leader.

We've also learned that people really like to
experiment if they’re given a safe environment.
We also find that customer interviews are

hard for most people at the beginning, but the
insights and stories that they bring back with
them are really powerful: learning speeds up as

validation increases.

FOR PEOPLE
WHO ARE USED
TO FOCUSING
ON EXECUTION
ALL DAY, THE
INNOVATION
PROCESS CAN
SEEM FUZZY.

// Mart Maasik
Head of Innovation at SEB LAB




A CORPORATION
SEES ONLY RISK

WHERE A
STARTUP CAN
SEE THE

OPPORTUNITY.
TOGETHER, THEY

CAN PLAYIT

SAFE AND MAKE

IT HAPPEN.

// Tako in 't Veld, Head of

Quby Smart Energy

QUBY & ENECO. GETTING ITTOGETHER

When Ivo de la Rive Box joined Quby in 2005 to help the startup scale, he had

no idea what he was in for. After five years and several pivots, Eneco’s Tako in 't

Veld convinced them to join forces and launch a successful thermostat system.

WE STAYED UNDER THE RADAR

In order not to stifle the startup as they came
on board, Tako shielded them from the full
force of corporate scrutiny and bureaucracy.
Only later, when the team was successfully
integrated into the organization and the pilots
were successful, did the board need to have full

insight for the next, high-stakes phase.

TAKEAWAYS

If you bring on board a startup with a different
culture and different work styles, don’t expect
the members to flawlessly integrate with an

existing corporate setting.

Also, you don’t want that to happen. They
shouldn’t adapt to you, but you should adapt to
them! Become a member of their team, bring

a case of beer to their Friday happy hour, and
understand what it is that makes them such

different players.

As the startup gets more traction, have other
members in the organization jump on the
moving train, but do it in a durable way. The
corporate world’s culture of rapidly shifting
teams and allegiances and interchangeable job

descriptions is alien to a small startup.

At Eneco, the energy and enthusiasm of the
initial Quby members has now spread far and
wide, and the people in the organization are
proud of their new product. The startup infu-
sion has helped shift the company’s mindset,
as well. Instead of being an energy company
in a commodity market, Eneco now sees itself
as a data-driven and service-based company
providing a top-quality product that supports

energy sales and savings.

Quby
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SCALE > CASE>> DIFFERENT WAYS TO SCALE

ADOBE. THE INNOVATION HIVE

When Ann Rich, a Senior Manager for Adobe’s Accelerated Design & Innovation team,

first joined Adobe, she recognized that the design process being used in Adobe’s

HIVE was good for finding solutions to big challenges, and it needed to scale.

SOLVING PROBLEMS AT SCALE

Adobe, a software company with over 14,000
employees, is not unlike many other large
organizations. With a global workforce and
many products that serve different markets,
from consumers to creative professionals to
marketers, it’s a challenge to collaborate and

solve problems at scale.

PILOT PHASE

In 2014, CTO Chief of Staft Joy Durling and
Kim Mains, Director of Planning & Business
Operations, came up with a new vision for
accelerating innovation and tackling Adobe’s
biggest challenges. In partnership with
8Works, a consulting firm, they launched a
prototype and transformed an existing space
at Adobe’s headquarters into what is now
known as The HIVE. Durling and Mains
wanted to test whether Adobe was ready for

design-led thinking at scale and to use design

to accelerate solution development for (big)

business challenges.

THIS IS WAY
BIGGER THAN
THE PHYSICAL
SPACE.

// Ann Rich, Senior Manager

More than 400 people solved big problems
together using the HIVE methodology, specif-
ically designed to enable collaboration. HIVE
was a proven success. Now it was time to scale.
In 2015, Ann Rich, an innovation and design
strategist, was hired to oversee scaling HIVE

Accelerated Design & Innovation

principles throughout the entire organization.

TAKEAWAYS

One of the key takeaways from this journey
was that highly facilitated engagement can
make it difficult to relate experiences to
everyday work. To scale, HIVE must move
beyond sessions to capability development.
The best feedback Ann has received was from
an Adobe employee in Bangalore: “When can

you teach us how to do this?”



Matter. THE DESIGN-DRIVEN ACCELERATOR

you want to go faster. It's intense, but it pays off”

VENTURE ACCELERATION

Matter is about venture acceleration. It’s about getting where
you're headed faster. It’s not about getting a workspace. It’s
about helping portfolio companies reach product/market fit bet-
ter and faster than they would through their existing operations,
funding, and their advisor networks.

Matter’s five-month accelerator program starts with a one-week

boot camp, followed by four one-month design sprints. It’s
really intense, but it pays off.

DESIGN THINKING DRIVES EVERYTHING

Design thinking applies throughout the lifecycle of a company.
Our program lies at the intersection of design thinking, entre-
preneurship, and the future of media. The first piece is absolutely
critical. Because design thinking is fundamentally driven from

a human-centered point of view, its lessons don’t apply only as
you push toward a first beta, they also apply to sales strategy,

fundraising, geographic expansion, and hiring practices.

The teams who come through our program leave with a skill

set that keeps them moving faster for years after they launch
out of our program.

Corey Ford, Managing Partner at Matter: “Matter is a design-driven accelerator program that supports

entrepreneurs who want to change media for good. It is about venture acceleration, about getting where

WHAT MAKES MATTER DIFFERENT?

At Matter, we've created a very intentional culture of experimen-
tation. We're focused on creating an experience for these entre-
preneurs and our partners trapped in old-school media organiza-
tions to help them reach their absolute highest potential. We do
so much more than provide space and funding for our entrepre-

neurs. It’s not just about getting the highest financial return.

MINDSETS DRIVE OUR WORK

There are clear and visible messages about unique mindsets we
live by. Behind each mindset, such as “Be Bold and Disruptive”
and “Tell Stories,” we articulate clear behaviors and prompts for
action. The signs act as reminders of how we want to show up to

our investors, our strategic partners, our entrepreneurs, our

HOW DO WE CREATE A DESIRABLE,
VIABLE, FEASIBLE IDEA
INA20-WEEK PROCESS?




SCALE>> CASE>> MATTER. THE DESIGN ACCELERATOR

mentors, and the broader community. They are the “signal
generators” of the culture that we want. You have to carry the

culture in everything you do.

ITISALL ABOUT FEEDBACK

Regular and disciplined feedback cycles are core to our process.
Every month our entrepreneurs have to deliver an elevator
pitch and demo a product to a panel of diverse experts and an
extended group of trusted mentors in what we call a Design
Review. It’s a safe space to get constructive critique from differ-
ent angles and fresh perspectives. It’s focused on uncovering the
unknowns about the business. Each design review runs through
a gauntlet of nine questions that are hung up on the wall for
everyone to see. For example: “Does your excitement outweigh
your hesitation?” We ask the entire audience to respond to them,
including the other entrepreneurs in the cohort. This makes

them better givers and receivers of feedback, too.

My hypothesis is that the entrepreneurship journey is lonely.
Most people wait way too long before getting feedback. By the
time they do get feedback, it’s too late and the feedback comes

across as too harsh. Feedback is everything here.

ONE-PAGE VISUAL BUSINESS PLAN
The one-page business plan allows us to understand our busi-
ness through very intuitive and clear questions. It’s the driver of

the viability question.

ENTREPRENEURS THAT CAN KILL
THEIR PUPPIES ARE THE BEST IN
THE WORLD

There’s lots of business stuff tied up in the plan. It unpacks
business-speak into “how might we” questions. It helps us cut

through the jargon of business.

For example, if you asked my entrepreneurs if they know what
“sustainable competitive advantage” is: 90% of them will say

they’ve heard it before, but they don’t really know what it means.

THETHINGS WE LOOK FOR

We look for teams that are able to let go of their original ideas
and plans. Our team GoPop, which was acquired by BuzzFeed
and is now running their mobile prototyping efforts, is a great
example of that. The majority of teams cling to something that is

not working way too long and they run out of time.

And then there are some teams that recognize the light bulb
moment. They can kill things that were once dear to them and
do it confidently without knowing what comes next. They have
stories of people who have done this before them and that gives

them the strength to do it, the confidence of going down into

the abyss. >>



MATTER. THE DESIGN-DRIVEN ACCELERATOR

EMPATHY AND THE HUMAN FACTOR

The beauty of taking a design approach is that everything
starts with the human factor. You base your entire discovery
process on a real need about real people. If you try to build
a business that’s not grounded on that, you're building the

business on sand.

When you start with understanding the people who will use and
purchase your potential offering, it’s a lot easier to build and test
the right prototypes that can maximize desirability, feasibility,
and viability. Without this essential empathy, lean startups often
find themselves optimizing toward the best version of what they
decided to create without having ever figured out if it’'s what
they should create. In essence, the lean startup is a great way to

get to a local maxima, but not necessarily to a global one.

IT’S ABOUT SPEED, NOT STAGE

When we evaluate companies for our accelerator, we judge

whether they're right for us based on the skill set and track

record of the team and our excitement about their products and

services.

More than anything, though, we want to see that they possess
the mindsets and the drive to navigate the fog of entrepre-
neurship: they’re mission-aligned, highly collaborative,
user-centered, prototype-driven, and ready to walk through

the desert to change media for good.

They take advantage of the rare opportunity to benefit
from the contribution of everyone in the ecosystem —
mentors, media partners, investors, and each other.
They view feedback as a gift. And they want to

reach the next stage of their growth much faster

than they could at their current pace. ll

Dedicate time to interact
with mentors and other
organziations that pro-
vide feedback.




For all that's been said about scaling design with-
in organizations, future leaders are graduating
today having mastered design tools and skills,
while taking on the designer’s mindset. They're

not just coming from art programs either.

Around the world, MBA programs, the stalwarts
of business management pedagogy, are embrac-
ing design thinking. In some cases, such as the
one described on the next few pages, design
has been completely and totally merged with

business.

As the world changes and requires different skills
and a new mindset, MBA programs are evolving
with it to ensure leaders graduating from these
programs have the skills and mindset to match.
Whether you like it or not, the future leaders of
your company are designers. Design is coming.

Are you ready?

FUTURE LEADERS
ARE DESIGNERS >>




Are we teaching business leaders the right skills for today’s

dynamic, unpredictable, and yes, exciting environment?

If you earned a master’s in Business Adminis-
tration more than five years ago, you would have
studied the prescribed disciplines of marketing,
economics, finance, operations, organiza-
tional behavior, and leadership through lectures,
textbooks, case studies, and group assign-

ments. You would have learned that marketing

ASKYOU
WHAT
QUESTI
AND NO

SELF

E
IS

THE

ANSWER

revolved around four P’s, competi-
tion comprised five forces, and strategy boiled
down to one of three choices: market leader,
fast follower, or low-cost provider. A leader
was someone who could communicate the big
picture, and managers had operational skills to

oversee projects and people. A lot has changed

CC

CALIFORNIA COLLEGE OF THE ARTS

Nathan Shedroff is the Founding Chair of the
MBA in Design Strategy program at the Cali-

fornia College of the Arts. Shedroff envisioned
a totally different type of graduate business
program that would expose emerging leaders
to the mindsets, disciplines, and practices
that would allow them to imagine and design
better futures that were not only profitable,

but sustainable and meaningful as well.

“Designers learn that you don't have to wait

for someone else to make changes. In the
context of sustainability and resource
scarcity, we need 6 billion more people
that think like this to make positive
change. Let's introduce the design pro-
cess to education, in kindergarten and
on up. Somewhere between kindergarten
and 12th grade, we tell them that they can't

do this anymore.”

// Nathan Shedroff, Associate Professor and Program Chair,
Design MBA Programs; designmba.cca.edu



since then. Today, constant change is fueling
new disruptors and disruptions, leaving old

strategies in the dust.

DRIVING FOR INNOVATION

Competition is no longer based on who can
grab the biggest share of (fixed) customer
needs but on who can respond to real customer
needs in entirely new ways, in real time, as they
constantly change. With a click, customers can
find any service or product they desire. And

if they don't like what’s offered, their global
megaphone can instantly inflict damage with a

few nasty tweets.

Driving for innovation is the rule today, not the

exception. Viable business models now come

in a variety of flavors, and enduring success is
far more complicated than outlined in the case

studies used in traditional MBA courses.

So what do future business leaders need to
know and experience to lead successfully in to-
day’s dynamic, unpredictable, and yes, exciting

environment?

INTUITIVE SKILLS

Ten years ago, author Daniel Pink challenged
us to think of the “MFA, or Master’s in Fine
Arts, as the new MBA In his seminal book, A
Whole New Mind: Why Right Brainers Will Rule
the Future, Pink predicted the world would get
more automated, outsourced, and abundant in
its offerings. He argued that more educational
and organizational attention should be placed
on high-touch, high-concept skills such as
empathy, story, play, and meaning. In short, he
urged disciplined training to support the devel-
opment of our creative and intuitive skills and

our process-driven, quantitative skills.

// Emily Robin
DMBA graduate 2016

SCALE >> CASE >> MASTERING BUSINESS AMBIGUITY

WHEN WAS THE
LAST TIME YOU FELT

COMFORTABLE WITH
"NOT KNOWING" ALL
THE ANSWERS?

Pink’s vision predates most of the things we
couldn’t do without today, like smartphones
and Uber. He was right in his predictions, just

wrong about how soon they would occur.

AMBIGUITY

The DMBA believes it’s time to incorporate
Pink’s MFA as the new standard for MBA
programs. We can start by changing the title
of these programs. Long gone are the days of
“Mastering Business Administration” (what are

we administering anymore?). Today, the model

EVERYTHING IS AN
ASSUMPTION UNTIL

PROVEN OTHERWISE

// Shribalkrishna Patil
DMBA graduate 2016




we must teach is more appropriately titled

“Mastering Business Ambiguity”

For the last six years, Lisa Kay Solomon has

been part of the groundbreaking MBA in Design
Strategy, focused on integrating creative and
analytical problem-solving skills that help create,
capture, and scale value in sustainable and
impact-driven ways. As one of 13 progressive
graduate programs at the California College of
the Arts, the “DMBA” curriculum is informed

by the integrated pedagogy of the well-regarded
109-year-old art and design school and the entre-

preneurial spirit of the Bay Area.

ADAPTIVE PROBLEMS

At the DMBA, each of the four semesters
includes a studio-based course that weaves
together theory, best practices, dynamic tools,
and hands-on engagement with real clients or
emerging world issues. Classes are designed to
help students think beyond profits to consider
the social, community, and environmental
impacts of their work. In “Innovation Studio,’

students have tackled complex, adaptive prob-

lems such as the Future of Money, the Future
of Work, and the Future of Voter Engagement.
These challenges start on the first day of their
graduate school experience, as a primer of the
divergent and convergent pro-

cesses they’ll experience and

practice throughout the

program.

TEAM

BUILDERS

Like any business

challenge, this

approach calls for

courage and a willing-

ness to take on prob-

lems that don’t have single,

simple solutions. Students dis-

cover their way to possible solutions,

applying the same tools and skills found in
this book. They learn generative skills such as
visual and design thinking, perspective-taking,
and empathetic, open-ended questioning. They
learn to facilitate collaborative and productive
teams of diverse perspectives across nearly
every kind of communication channel. They
have the opportunity to work directly with

a wide range of industry experts and leaders
who frequently come to our classes not just to
lecture, but also to learn with the students as

co-creators, mentors, and network builders. >>
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WORKING ON THE TEAM
IS AS IMPORTANT AS
WORKING AS ATEAM.

// Jennifer Muhler

IDEAS IN ACTION

In each semester, DMBA students have oppor-
tunities to create original solutions to unfold-
ing issues. They use dynamic frameworks and

tools to interrogate existing business models —
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and invent new ones. They have to be ruthlessly
curious investigators and methodical research-
ers, while also honing their own intuition and
strategic judgment. They have to find new and
compelling ways to translate their insights into
hypothesis-driven experiments to move ideas
into action. They learn to share their ideas
through compelling stories and experiential
presentations that highlight emotional needs,
not just the financial upside of an idea.
Students grow comfortable with uncertainty
and ambiguity. They take risks and move

outside of their comfort zones to build new

competencies, even if it means early failure.

AINOVM

s f )

~ HOLIMS

gl |

1] JVO wvanananoy TVFOTO m

Ss9BeuRl 10} Jojjo0} Burjuiyy ubisap e
ymous) soy buubisaq

“ g
B

21'?-‘.5;41!1 na_ﬁn
SONIHL ,WCI){HIB?\_EI 4o NoIS3a 2y 1

RS
s o= =
G334

it e

e
-

Fdwring

3

THESE ARE OUR NEW LEADERS

Most important, DMBA students learn a
mindset of possibility, optimism, and abun-
dance - they become confident that their role
as leaders is not to deliver a single, proven
“right” solution, but to create the space, con-
ditions, and team to bring to life something
fundamentally new. They carry with them a
new language, new tools, new skills, and the
ability to continuously and repeatedly harness
opportunities from change. If you want to
make change in the future, this is the mindset

you must have.
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pMBA ALUMN

MASTELING AMBIGUTY IN THE REAL WOKLD

ADAM DOLE, DMBA GRADUATE 2010
DESIGNING ACCESSIBLE HEALTHCARE SYSTEMS

Shortly after completing the inaugu-
ral DMBA class, Adam was named a
Presidential Innovation Fellow, work-
ing at the White House in partnership
with the US Department of Health
and Human Services to accelerate
private sector partnerships and ac-
celerate the growth of personalized

healthcare in the United States.

SUE POLLOCK, DMBA GRADUATE 2013
DESIGNING A SUSTAINABLE PLANET

As Project Director for the Conser-
vation Program Development at The
Nature Conservancy, Sue uses design
to help its diverse staff of scientists,
conservationists, advocates, funders,
and nonprofit agencies work together
toward common goals. “Our work is
inherently about wicked problems.
Convening stakeholders and build-
ing trust are the keys to getting the

work done.”

SCALE >> CASE >> MASTERING BUSINESS AMBIGUITY

MOHAMMED BILAL, DMBA GRADUATE 2014
DESIGNING CROSS-CULTURAL COMMUNITIES

Mohammed Bilal is a captivating
storyteller, producer, and TV person-
ality. As the Executive Director of the
African American Art and Culture
Complex, Bilal oversees a dynamic
institute that focuses on empowering
the community through Afro-centric
artistic and cultural expression, me-
diums, education, and programming
and inspiring children and youth to

serve as change agents.

WHAT'S A
WICKED PROBLEM

YOU'RE PASSIONATE
ABOUT SOLVING?




A CALLTO TRANSFORM

| didn't always think this way.

THE BEGINNING

Before enrolling in California College of Art’s
(CCA) MBA in Design Strategy (DMBA) pro-
gram, I had worked for very large B2B software

Justin Lokitz companies, like Oracle, Hexagon, and Autodesk,

Strategy Designer for almost 15 years. During my time with those

If I were to impart one tip to the companies | used to work for, as well as to my former self, it
would be this: start designing today. Start designing for customers. Start designing business

models and value propositions. Start designing strategies for the future. Just start. Though

companies I held a wide array of roles, from sales
engineer, to software engineer, to product manager
and strategist. These product-focused (vs. customer-
focused) companies tended to talk about things
like market requirements documents (MRDs),

product requirements documents (PRDs), and



SCALE>> CASE > CALLTO TRANSFORM

LIFE

PARADIGM

product roadmaps. Specifically, at Autodesk, where I was the
senior product manager, most things worked on one-year product

cycles, which were often based on five-year roadmaps.

However, as Autodesk made big, transformative moves to the
cloud, it was becoming apparent that the company would need
to shift to incremental improvements over a continuous release
cycle. Personally, as well, I had become frustrated by what
seemed to be an endless, and often futile, guessing game. I knew

there were better ways to develop software.

At about the time I began to consider getting my MBA, design
practices like lean and agile development were becoming
popular. Even at Autodesk, groups like mine began to switch
over to agile development methodologies. As I continued to
drive my multiyear roadmaps forward, I read a lot about design

thinking as a way to build better products. And, of course,

I also knew that I didn’t just want to build products — I wanted

to build products that mattered.

TRANSFORMING INTO A DESIGN THINKER

Most people pursue a business degree to increase their job
opportunities. I was no different. Being an intrapreneur, I cer-
tainly wanted to make a name for myself at Autodesk. But as an
entrepreneur, I was also intrigued by the world of possibilities
outside Autodesk, especially as the tech scene in San Francisco

and Silicon Valley exploded.

In looking for MBA programs that had some entrepreneurial
focus, I came across the DMBA program at CCA. What caught
my attention was the promise that DMBA students would
actually practice design thinking with a lens on the strategic
implications therein, rather than just learn the theory behind
these popular terms. »»



A CALLTO TRANSFORM

| SAW BIG-COMPANY CHALLENGES AND

OPPORTUNITIES IN MY PROFESSIONAL LIFE
THAT WERE MORE OR LESS HIDDEN TO MOST

EVERYONE ELSE

In just two years, each student group would develop business
models and strategies for/with at least six real-world clients and

projects in a (relatively) safe (to fail) environment. I was hooked.

At Autodesk, I had to keep one big software ship afloat. As such,
I generally was not afforded the opportunity to work on a bunch
of different projects at the same time — and I certainly could

not afford to fail at many of them. So, I enrolled in the DMBA

program.

A-HA MOMENT
My personal journey through the DMBA was a bit different

than most of my classmates. For one, I was older than 99% of
my cohort — most of them were in their mid-20s; I was in my

(very) late 30s. I also was far removed from my younger,

more creative self. Having worked for giant, product-focused
companies for a long time, what little design skills I had left had
been buried deep in my subconscious. However, the age gap
between me and my classmates wasn’'t what surprised me the
most. Rather, I was most surprised at how many extraordinarily
talented and creative designers had enrolled in the DMBA.
Needless to say, in a program that focuses on design, I was a bit
intimidated. But I knew that what I brought to the table was of

equal value: experience.

After some initial breaking-down-of-walls via well-placed a-ha
moments, I was able to rebuild my approach to business and life
in a brand-new way. In fact, by the second month of the program,
my mindset had so changed that I saw big-company challenges
and opportunities in my professional life that were more or less

hidden to most everyone else in my company, save designers.

PARADIGM SHIFT

So, how did this happen? How does a design lens allow one to
see things that others don’t? As aforementioned, the DMBA pro-
gram at CCA is developed around the core idea that anything
and everything can (and should) be designed. Sure, we all know
that a product, website, and/or service can be designed. But
innovations, businesses, and even futures can be designed using
the same tools, skills, and techniques. Design processes provide

essential frameworks that focus on customer needs as well as



prototyping and validating assumptions before building prod-
ucts. And when you start to see real-world examples of this way
of thinking, like Airbnb, Uber, Amazon, Procter & Gamble, and
many other organizations with groundbreaking, paradigm-shifting
(deliberately designed) business models, you simply can’t un-see
or unlearn it. For me, this happened in month two, in a course

called “Innovation Studio” taught by Lisa Kay Solomon.

As I replaced my own business knowledge with new tools, skills,
and a mindset, I realized that my own experiences (life and
professional) had only added to my ability to apply the prac-

tice of design-thinking in real time. Back at Autodesk, I wore
new design-colored glasses, which helped me zero in on new
human-centered innovations with my teams. I worked with my
design colleagues to constantly test our assumptions using sim-
ple prototypes and lots and lots of questioning. I also scrapped
every presentation I had ever given and designed a new visual
language that I used to facilitate (what I now call) strategic
conversations (without a lot of “blah blah blah”). With every new

day, I added a new tool to my tool belt.

The innovations we developed (using customer-centric design
thinking principles) for the products I was managing at the time
were also paradigm shifting. In fact, some of those technical
innovations have patents pending — which is a nice side benefit

of customer-centered design. [l

JUST START!

‘lll\



INTRODUCTION TO INVESTMENT READINESS LEVEL

Whether you're an investor, running an incubator, or a startup entrepreneur or a manager at a large

company, you'll want to understand the metrics that distinguish a successful project, product, or company

from an unsuccessful one early on in the process.

GUT FEELING ISN'T ENOUGH

For a long time, investors and corporate managers wanting to
judge whether or not a fledging project or startup was a sound
bet had to rely on a gut feeling. This required a strong con-
stitution. Most often, the only metrics at their disposal were
qualitative ones, like product demos, slide decks, and the project
team. Some people’s instincts are certainly better than others.
But as Steve Blank states, “There was no objective way available

to help judge”

THE INVESTMENT READINESS LEVEL

Today, most every project, product, and company is built atop
a tower of data. What if we could use that data to qualify and
quantify the progression and success of a project, product, or

company? In fact, we can.

The Investment Readiness Level (IRL), developed by Steve
Blank, enables anyone to compare projects, products, and com-
panies — in a simple, straightforward way — to others across the

company or investment portfolio.

MONEYBALL

Throughout this book we've explained that designing better
businesses is about assembling the right team, gaining the right
skills and mindset, and applying the right tools and processes at
the right time. At face value, these qualities seem to be entirely
intangible; how can they be measured by any metric besides the

ultimate success or failure of your venture?

Interestingly enough, this belief was held by American baseball
managers until 2002. As depicted in the award-winning film
Moneyball, which is based on Michael Lewis’s 2003 nonfiction
book of the same name, the Oakland A’s manager, Billy Beane,
took advantage of analytical metrics of player performance to
field a team that competed successfully against competitors with

much deeper pockets.

Using statistical analysis of both hitting and on-base percent-
ages, Beane proved that data provided a better way to determine
offensive success than the qualities most other teams looked
(and paid) for, like speed and contact (with the ball). As a result,

the team was able to save tens of millions of dollars by signing



baseball players from an open market — totally unheard of at
the time. Sounds familiar, doesn't it? Oh, and the A’s went from
having a mostly losing record to making the playoffs in 2002
and 2003.

DO ITYOURSELF

To achieve results from scaling design, you'll need the right
combination of people, skills, tools, mindset, and process. Using
the Investment Readiness Level will provide you with the ability
to play moneyball in order to gauge how your project, product,

or company is doing by applying metrics to its achievements.
On the next page, we'll show you how you can use the Invest-

ment Readiness Level to evaluate your design project in an easy,

metrics-driven way.

For more background, read: The Startup
Owners Manual by Steve Blank

SCALE>> TOOL >> INVESTMENT READINESS LEVEL

IT'STIMETO PLAY MONEYBALL!

Many investment decisions are made on the basis

of snap judgements, such as “awesome presenta-

nou |

tion,” "the demo blew us away,” or “great team
— 20th-century relics of the lack of real data avail-
able for startups and the lack of comparative data

across a cohort and portfolio. Those days are over.

We now have the tools, technology, and data to
take incubators and accelerators to the next level.
Startups can prove their competence by showing
investors evidence that there's a repeatable and
scalable business model. We can offer investors the

metrics to do that with the Investment Readiness

Level.
e
T el
It's time for investors s B Tz \\
to play moneyball. / 3 t]’ '

Steve Blank
Serial Entrepreneur,
Author, Lecturer



TOOL INVESTMENT READINESS LEVEL

With the Investment Readiness Level, you now have a way to quantify the

progress of a product, project, or company help you make investment decisions,

whether you're a team leader, manager, or investor.

CATEGORIZE YOUR IDEAS

Where is the project, product, or company in its lifecycle?

Like all of the tools in this book, the IRL is designed to allow for
arich, strategic conversation, in this case, using a common set of
metrics - related to the business model of the project, product, or

company in question — as the basis for the conversation.

WHAT IS MY NEXT STEP?
The IRL is also a prescriptive tool. Regardless of where your project,
product, or company is in the design process, the next milestone is

immediately clear.

Many project leads, product managers, and entrepreneurs only care
about launching the next product or giving a great presentation or
demo. When employing the design process, however, they should

be focused on maximizing learning.

How many interviews, iterations, pivots, restarts, experiments, and
minimal viable products did they go through? What did they learn
from that? And how did that influence their decisions? What is the

evidence backing up their next step?

Whether they're giving project updates or presentations to
investors using the IRL, the focus should be on how they gathered
evidence and how it impacted their understanding of the under-

lying business models.
LESSONS LEARNED

> The Investment Readiness Level provides a “how are we

doing” set of metrics.

> It also creates a common language and metrics that investors,

corporate innovation groups, and entrepreneurs can share.

> It's flexible enough to be modified for industry-specific busi-

ness models.

> [t's part of a much larger suite of tools for those who manage

corporate innovation, accelerators, and incubators.



INVESTMENT READINESS LEVEL

LEVEL9

Metrics that matter

LEVEL7 &8

Validate

Left side of the Business
Model Canvas

LEVEL5&6
Product/Market Fit

Right side of the Business
Model Canvas

LEVEL3 &4
Problem/Solution Fit
Low-fidelity MVP

LEVEL1 &2

Value Proposition Canvas
complete, Business Model
Canvas complete
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SCALE > TOOL >> INVESTMENT READINESS LEVEL

CHECKLIST

L] You've defined your Invest-

ment Readiness Level.

D You continue to come back

and refine your Investment

Readiness Level.

NEXT STEP

> Think what you need to do

to reach the next level.

> Find an investor.



EXAMPLE INVESTMENT READINESS LEVEL

SO, YOU HAVEAN IDEA...

When you're starting out with nothing but an
idea, you can use the Investment Readiness Level
to track your progress. Or, if you already have an
established startup, use it to figure out what to

do next. Prepare yourself for a bumpy ride!

LEVEL 1 & 2: MAKE YOUR ASSUMPTIONS CLEAR

Start with your point of view. Fill out your Business
Model Canvas and Value Proposition Canvas.
Define your vision and your design criteria. All

of these will be full of assumptions. Try to figure
out which are the riskiest assumptions using the
Riskiest Assumption Finder (page 200). Make your

assumptions clear!

LEVEL 3 & 4: FIND THE PROBLEM-SOLUTION FIT
Check if the problem exists by interviewing
potential customers. Try to really understand their

needs.

Prototype a minimum viable product, one with
just enough features (a rough representation)
to gather validated findings (wow yourself with

customer insights).
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LEVEL 5 & 6: VALIDATE THE RIGHT SIDE LEVEL 7 & 8: VALIDATE THE LEFT SIDE LEVEL 9: METRICS THAT MATTER

Validate the right side of your Business Model Finally, it's time to develop a high-fidelity mini- Define the relevant metrics for your startup
Canvas. Validate the product market fit via a mum viable product which is quite close to the and your industry to be successful or investment
minimum viable product. Validate your value final product. We now need to validate the left ready. The right metrics are the ones that
proposition, customer segment, channel, and side of the Business Model Canvas: can you actu- show you if you are on the right track, as opposed
relationship with experiments, constantly testing ally realize, operationalize, and deliver the value to “vanity metrics” that give a false sense of

your next riskiest assumption. you promise? security. Find the metrics that correlate the

strongest with the growth of your business and
Validate key resources, key activities, and costs, help you scale! Il
and do partner due diligence to make sure you're

working with the right partners.



YOUNOW HAVE . ..

> YOUR INVESTMENT READINESS
LEVEL DEFINED P244

> ACLEARPICTURE OF YOUR

NEXT STEPS
) GO BACK INTO THE LOOP P46

Work on the next investment

readiness level

> SHARE YOUR JOURNEY

Tell us about your journey online

RECAP

DISTRUST KILLS INNOVATION.

ACCELERATORS ARETHE NEW
HUNTING GROUND FOR
SCALE.

FUTURE LEADERS ARE
DESIGNERS.

JUST START!

A CORPORATE SEES RISKS
WHERE A STARTUP SEES
OPPORTUNITIES.

FOR PEOPLE IN EXECUTION,
THE INNOVATION PROCESS
SEEMS FUZZY.
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NEW FUTURES.
NEW COMPANIES.
NEW PEOPLE.

"The world is changing so quickly that by the time new college students grad-
uate, much of what they have learned is far less relevant and in many cases
obsolete. This means knowledge and experience are no longer the primary com-
modity. Instead, what is far more valuable is to have the ability to learn and to

apply those learnings into new and unique scenarios.”

// Jacob Morgan, The Future of Work



Who would have imagined that despite the growth of digital
medium by which to communicate, collaborate, connect, and
track information, coupling simple tools, like sticky notes and
markers, with the skills and mindset of a designer, would enable
us to harness uncertainty in order to design better businesses for

tomorrow?

Never before has there existed a business environment whereby
companies scramble just to keep up with the change around
them. And the speed of change is only accelerating. As large
companies continue to execute known business models from
their past, startups and other design-oriented companies are
challenging the status quo. As they do, entire industries are

emerging while others are being torn apart.

BEYOND THE DEGREE

For the last couple of centuries, special degrees and business
acumen have been the foundations by which large organizations

have grown and created new market categories. However, as

today people with practical design skills are often more sought

after than those who possess only business theories.

What’s more, as the world continues to become more connected,
people will solve problems and address human ambitions in
entirely new ways. And they will do so through collaboration
and design. Change will no longer come from the lone genius

or the knowledge and experience of the individual, but from the
wisdom of the crowd. After all, it’s not about working harder. It’s

about working smarter.

THINKAND WORK LIKE A DESIGNER

The new, smarter way of working is that of a designer. Compa-
nies that embrace design will learn that growth doesn’t come
from pushing back against change or continually reducing costs
to increase the margin. Rather, by empowering people to take

a human-centered point of view with a strong focus on the
customer, smaller teams of people will be able to accomplish so

much more.

the Internet continues to provide open and instant access to
knowledge — plus a global forum by which to connect — formal
qualifications have become less and less important. Even today,
there are many that challenge the very notion of obtaining busi-
ness knowledge through education. In a world where anyone
can learn to design, develop, market, and sell a product simply
by watching YouTube videos, formal degrees and pedigree are

becoming less important. In fact, the tide is already turning:

These companies will uncover huge opportunities in the face

of uncertainty. Multitalented teams of designers — the unusual
suspects — will create new products and services that improve
people’s lives and the bottom line, as well as the planet. The
people (designers) creating these changes will value personal
interaction more than the desks in the office. They will value
quick, cyclical iterations — understanding, ideating, prototyping,

validating, and scaling — to monolithic, linear strategies.



ITALL
STARTS
WITH YOU.

ITALL STARTS WITH YOU

The change in your company, your product, service, and mindset
starts with you. True change requires that you take the role of the
rebel and step outside your comfort zone. You can start small

or you can start big. But whatever you do, you must embody the
change you want to see in your organization. Only then can change

truly happen.




Keep searching, learning, and informing your point
of view using your new tools, skills, and mindset.
Share your stories about change with us:

www.designabetterbusiness.com




Hidden in our “dungeon”for three months in Amsterdam, the making of
this book was a journey in and of itself. We want to share with you the

messy process we went through: following our own double loop and BUSINESS MODEL CANVAS—*
killing many darlings. Looking back, we clearly see that the double loop Y PARTNERS
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shows up in our own design journey as well - as it should!
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