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Design thinking (DT) is a novel approach for problem-solving in contexts
which are volatile and ambiguous. It helps in understanding the unmet
needs of users, crafting solutions which are radical rather than
incremental, and this ata faster speed and lower risk to the organisation.

This monograph, ‘How Design Thinking can Drive Innovation, “outlines how
this approach can create an organizational culture where innovation and
creativity can thrive. We discuss current best practice, trace managers’
journeys in the implementation of Design Thinking in their organisations
and identify new directions in other areas of decision-making and
management. We cover how DT philosophy can help shape leadership
and strategy, and how people can transform the way they think about
themselves orrespondto life using Design Thinking.

Some of the questions that are covered in this monograph are:
a] Whatis Design Thinkingand whyisit becoming popular?
b) Howshouldacompanybeginits DT journey?

c) Wherecanitbeapplied?

d] Whatarethe pitfalls, how canwe avoid failure?

e] Apart from new product innovation and improvements in user
experience,whatare the emergingareas of application for DT?

SBAC 2019 is the 10th SPJIMR - Business Academia Conclave. For this
event, we brought together experts from different backgrounds —experts
in Design Thinking, practitioners in Design Thinking from manufacturing
and service industries, communication experts and behavioural/
cognitive change consultants. We also exhibited at the Conclave some
prototypes of products created in the SPJIMR Design Thinking Lab as
part of the philosophy of 'rapid prototyping” where failing fast to succeed
quicklyisthe anthem.

If you would like to know how Design Thinking can spur creativity and
innovation, or how it can successfully implement a change management
programme in your organisation, do write or call. We would love to hear
fromyou.

Thomas Puliyel
August 2019
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What is Design Thinking?

¢¢ |f your problem is structured,
if your problem has a right answer...
then you don't need Design Thinking! 3°

_E_F.;'.'_il'@ Scan the QR code on your

__'|,-."" @ smartphone to watch the recorde
E-'* p  session onYouTube.
A
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#DesignThinkingforinnovation

Why is it different from any other approach to problem-
solving and innovation? When should we use it? When
should we not use it?

Four key elements for a « Design Thinking (DT) is an approach to innovative
oL problem-solving which is different from other

successful DT initiative approaches because it uses eclectic non-
hierarchical teams. Using team members with

1. Non-hierarchical teams, with diverse diverse backgrounds, with a flat structure and
backgrounds decentralised authority is important because we
are trying to create something new. This is the

2. User-centric Insighting kind of environment where creativity and

. _ . innovation flourishes.
3. Rapid prototyping — failing fast to

succeed quickly! o Andy Grove of Intelin his book ‘Only the Paranoid

Survive', had a famous line which said, “The CEO
is the last to know”. In any organisation, the
people who find out first about what is happening
in an organisation are those who are closest to
the action, and they are not necessarily at the
highest levels of hierarchy. There are multiple
people with different perspectives; and these
voices need to be heard for the most innovative
design to be created. This is why an eclectic non-
hierarchicalteamiscriticalfor DT.

4. Curiosity and risk taking

« Today, one of the most effective ways of taking a
decision or resolving a conflict in an organisation
is a practice called “muting the HIPPO". The
expansion of the 'HIPPO" is the Highest Paid
Person’s Opinion. In order to leverage the
potential of creative teams one needs to mute the
HIPPO, so that the highest paid person speaks
last.

e The second important aspect in DT is
understanding the ‘user’. The userisverydistinct
from what we refer to as the ‘customer’. Auseris
somebody who comes in touch with the product
or service, has an informed opinion and can shed
light on how that product or service is used.




Therefore, the user in Design Thinking provides
a multi-stakeholder perspective, that is user-
centricinsighting.

The keynote speaker at SBAC 2018, Prof
Mohanbir Sawhney from the Kellogg School of
Management, said: “To get an insight you have to
put yourself in the user's shoes. But before you
can put yourself in anybody else's shoes you
must first take off your own shoes.” The second
dimension in DT is ‘Insight’, a fundamental
understanding about user behavior and
motivation. This is what, we at SPJIMR call,
“retrospectively self-evident”. This is an insight
which is obvious when you see it, but was not
obvious tillyou sawit.

The third dimension of DT is 'Prototyping’ and
‘Rapid prototyping’. The difference between
‘Prototype’and 'Rapid prototype' is thatin Design
Thinking, a prototype is simply any tangible
representation of anidea. When you have anidea
that you think is worthwhile, you create
something - if it's a service, you create a flow
chart, and if it is a product, it could be a simple
mock-up. You put this for feedback to the user
and the entire Design Thinking process iterates
time and again. The philosophy is to ‘fail fast to
succeed quickly’. We are often asked why we
would not perfect the prototype before going to
the user. The reasonisverysimple, who are we to
decide what is perfect? It is the user who decides
what is perfect and this is why we need rapid

prototyping.

The fourth dimension in Design Thinking is that
one needs a mindset of curiosity and willingness
to take risks, because it is not human nature to
put a half-formed idea to somebody else and ask
themtocritiqueit.

Today everybody is talking about Design
Thinking. And that can be dangerous. When an
idea in management moves to become a fad, one
isenteringvery dangerous territory.

o When should DT be used and when not? If your
problem has a right answer, if your resources are
known, if your methods are known, and if your
options are limited, that's a structured problem.
Youdon't need Design Thinking.

o But if there's an unstructured problem: How to
make Indians respect the environment? The
problem is that we don't know who doesn't respect
the environment, we don't know why they don't
respect the environment, we don't know what the
alternatives are, and we don't know what success
looks like. An unstructured problem is a problem
where ‘problem definition” is a part of the problem
itself.

o Whyisdesignthinking getting bigger? Because of a
phrase thatwas invented in the US military, VUCA -
an environment that is Volatile, Uncertain,
Complex and Ambiguous. As the world is
becoming more VUCA, the number of ambiguous
projects is growing and therefore also the number
of potential applications of Design Thinking.

o Earlier it was all about marketing a new product
and innovation but today we realise there are a
lot of HR problems that are unstructured, that
organisation design is unstructured, and that
change managementis unstructured. The range of
applications has grown and the range of contexts
has grown. It is important to keep in mind that
there is a continuum from structured problems to
unstructured problems; and as you move
towards unstructured, the benefits from Design
Thinkingwill be larger.

“Before you can put yourself in
anybody else's shoes, you must first
take off yourown shoes”

Prof Mohanbir Sawhney
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Design Thinking in India Inc.

Scan the QR code on your
smartphone to watch the recorded
session on YouTube.
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This is a presentation of findings of the first phase of a SPJIMR
study to assess the extent of use of Design Thinking (DT) in
corporate India, identify the emerging areas of application of DT
and map the road ahead for its implementation.

Scope of the study

o Adipstick study, with preliminary findings based
on 12 in-depth qualitative CXO interviews and
52 structured interviews with senior industry
leaders, two-thirds of whom are CEOs/ CXOs/
Business Heads.

o Participants who took part in the study had work
experience of 19 years with about 6 years in their
current position.

The Study results

of the aware of DT, a third

participants of them had attended DT

surveyed were programmes/ workshops,
not aware of DT. many of them held outside
India.

Organisations aware of DT seem to differin terms
of use of eclectic teams and the acceptance of the
‘fail fastto succeed early’ philosophy.

Understanding of Innovation

o The organisations which have a mature
understanding of Innovation go beyond focussing
on processes and benefits and into an
appreciation of execution, profitability and
scalability.

o Mostappearto believe that Innovationis driven by
technology; that artificial intelligence, robotics,
algorithmsact as enablers (45%)]; a third believed
that the context is important, that the business
demands innovation; while only 20% felt that the
criticaldriver for Innovationisthe user.

We asked our respondents to name an Innovative
product or service and to cite two reasons why they
thoughtthese products were innovative.

Among the 19 who were not aware of Design
Thinking, a third said Uber or Ola and others said
API, analytics, artificial intelligence and the
Internet.

Whereas the group which were aware of Design
Thinking, only two out of 33 mentioned Uber as an
Innovative product or a service. The others spoke
of artificialintelligence, digital signatures, digi skin
twin (a technology used in medical robotics to
study therapy effectiveness), prolonged fizz
retention by Coca-Cola using silicon gas
technology, plant performance analytics, robotics,
groceryinterfaces,and soon.

The richness of the examples and the knowledge
ofthose who have undergone DT training appearto
be much greater than those who haven't been
through such training.

Which DT elements are seenascritical?

Most respondents regarded user-centric
insighting as most important for successful DT,
followed by cross functional eclectic teams and
rapid prototyping.

Reframing post insighting’ was considered
relatively unimportant. This is interesting as it
suggests that DT is often applied to semi-
structured (and not completely ambiguous)
problems. ‘Reframing’ is the process where, once
you have a reasonably final product or a service,
you go again to the user for feedback. If even at this
last stage you get fresh insight, you are able to
rework the product or service for optimum results.
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Applicationareas of DT and itsimportance

o Acrossindustry, the key application areas where
DT playsaroleinclude new product development
and customer experience. However, there were
significant differences in application areas by
industry sector. Banks and the FMCG sector
considered human resources as the most
important. ITES looked at applicationsin process
redesign and the Home furnishing (HF) sector
mentioned customer experience as the most

HF
New Product / Service development 2
Expanding sales of existing products 3
process redesign 4
Human resources 9
Change management 6
Customer experience @

important application area. The DT process is
however sector-agnostic and DT tools and
processes can transfer across industry with little
change.

o The study seems to indicate that complex areas
like change management is relatively under-
exploredinIndia.

ITES SERVICE BANKS FMCG  AVERAGE

2 O 2 3 @
5 2 4 4 3.6
O 4 5 5 3.8
6 5 OO 4
4 6 6 6 (5.6)
3 3 3 2 2.4

Scores = Rank Avg. smaller value indicates higher preference

Hype far greater than substance

o While everybody is talking about DT, what we
have achieved with it is far lower than the hype
surrounding it. Among the different sectors,
many of the IT/ITES companies have travelled
further down the road. Early adopters are the
technology and software sector, companies like
IBMand Infosys.

Marketing and service-related applications
dominate in many sectors. This is both good and
bad. It's good that these are visible applications,
demonstrating the power and benefit of DT. The
downsideis that DT has been relegated to certain
domainswithinthe organisationanditis not seen
as an organisation-wide initiative. This makes it
difficult to realize the full potential of DT across
the organisation.

o Complex, cross-silo applications are still at a very
nascent stage across organisations and it is
perhapsasignalthat CEO sponsorship of DT needs
tobe morevigorous.

o There are many companies that claim they are
doing DT and if we actually dig deeper, we realise
that they are doing whatever they were doing
before but that they are now calling it ‘Design
Thinking'.

o The highest level of application is the mindset. The
mindset of fail fast to succeed early’ and when you
get to that mindset you are really talking about
culture change.
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5-Level Model: Key Transitions

Initiate Deep Dive

Setup Train senior
insighting management,
process, create in-
identify focus, house
department/ capability, and
champion identify cross-

silo projects

Level1: Initiate

o This is the stage where somebody reads about
DT, likes the idea, forms a group, trains a group
and does a pilot project. This is often a very good
place to start because we have an empowered
employee at the middle level who initiates the
process.

Level 2: Deep Dive

o If this person is reasonably influential in the
company then we get to the next stage, where
we identify an SBU or a department to set up the
DT process. It is the insighting process (getting
the problem right] which is the most
critical element of the DT process. This will
get measurable proof-of-concept in the
organisation.

Level 3: Enable

o The next level is Enable. Senior management
needs to get trained and our understanding is
that a one-hour workshop for senior
management does not work. We need to train
them intensively over a two-three day period,
they need to be involved inthe process first hand
and need to create and work with prototypes.

e We need to empanel trained internal
facilitators, above a certain level of scale, to
carry the process and to applications across the

Enable

00006060

Activate Sensitise

Ownership at Culture
CEO level, change
build into initiative -
innovation cascaded to
process, where every level

does it not
apply is well

understood

organisation. We need senior management to be
aligned and drive the agenda through the
organisation.

o There are many companies like Aditya Birla
Group, Mahindra & Mahindra and Godrej that are
at this stage. They are implementing applications
in HR, change management and product design
acrossdifferentdepartments and functions.

Level 4: Activate

o At level 4 the CEO gets involved and starts
becoming a champion and this is the stage we
have to say, “Where does DT fit in my company's
innovation process?” Companies typically have a
process for incremental innovation and a process
for radical innovation. A lot of radical innovation is
often driven by technology and one has to assess
how user feedback gets integrated in the
innovation process and the product/ service
creation. A lot of incremental innovation comes
from across the whole organisation and we need
to create a mechanism to filter the incremental
innovation ideas to identify those that have
potential from a user standpoint.

o Thisis the stage of execution where we work with
something like a three-year time line. Again, once
companies have got the buy-in, they are pretty
good atexecutionand implementation.
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Level 5: Sensitise

The final stage is when there is a mindset of
experimentation across the organisation. There
are companies, like Pidilite, where this mindset of
experimentation has historically been present.
For example, product innovators at Pidilite work
with carpenters to create products, through an
iterative process.

If we want to build a DT protocol for our
organisation, how does one move across stages -

o From ‘Initiate’ to 'Deep dive’ we need to set up
aninsighting process andidentify a department
or championforanearly pilot.

Concludingremarks -~~~

o From 'Deep dive’ to ‘Enable’ we need to train
senior management and look at the innovation
process.

o For moving from 'Enable’ to ‘Activate’ we need
ownership at the CEO level, we need to look at
modifying the innovation process and we need to
know where to apply and where not to apply
Design Thinking.

o Finally, to move to the mindset level we need
culture change. The mindset change needs to
percolate throughout the organisation and get
integrated into the values and behaviours.

The simple way to look at Design Thinking is that it is appropriate for a certain category of problem. :
Wherever there is an unstructured problem with multiple stakeholders and different perspectives, this :

approach has potential.

As the most critical part of Design Thinking is insighting, it is a highly teachable skill. Creativity is not an
innate human trait; it is something that society and the education system has socialised out of us. If we
break the script around creativity and look at insighting as central, then it is a skill that is of value to :
everybody.



Design Thinking and the
Innovation Mindset — Shaping
Strategy and Leadership

Fi

/SPIMR

Bharative Yidya Bhavar

E E < Scan the QR code on your
X smartphone to watch the recorded
E session on YouTube.

1
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There are six steps in the process of using DT to move from problem to solution.

Clarify
' R
opportunity areas
Ideate
“ insights
& framing
l o #® 0 I
°
..J observations
o Develop
L. >

Using Design Thinking in the areas of
Organisational Strategy and Leadership

o Design thinking is usually applied to product and
service design. It has also been applied to
business modeland process design.

However, if one takes a user-centric view, can DT be
used to come up with innovative strategy while
responding to important unmet needs? Can the
same tools be effectively applied to strategy and
leadership? Using these tools, can | redesign my
own behaviour, relationships, my ways of
influencing other people or bring about a change in
organisations?

Mahatma Gandhi and the Design Thinking
Mindset

o My fatherwas a freedom fighterand I grewupina
household very deeply influenced by Mahatma
Gandhi. | am therefore an unbashed admirer of
Gandhiji.

o Let's look at a couple of episodes in Gandhiji's life
that underlined his strategy and leadership. He

was designing a freedom movement on how India
was to gain independence. This was a design

Implement [ o ]

o The standard DT process starts with making
user observations.

o Deep empathy and understanding of user
observations leads to insights and problem-
framing.

o The next stage is that of Identifying opportunity
areas and coming up with ideas through
brainstorming. At this stage, a body of
techniques, that we call systematic inventive
thinking, helpsinidea generation.

o We then develop those ideas with rapid
prototyping.
o The final stage is that of implementing

innovations making sure that it actually works
in practice.

problem, very uncertain in terms of what the
outcome would be and requiring several aspects
of strategy and leadership.

This idea was first described in a session that Dr
Vinay Dabholkar of Catalign Consulting and | had
done. Dr Dabholkar used the famous Salt March
as an example of DT in strategy and leadership.
The 1930 Salt March, where Gandhiji argued that
the Salt Tax wasn't a good tax, is very tightly
coupledtoinnovation, strategy and leadership.

The 1930 Salt March
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o Butthestorybeginswith the eventin Gandhiji's life
on June 7th, 1893 that Gandbhiji later describes as
the ‘'most creative experience of my life".

Observation > Insight

June 7, 1893 - While working in South Africa,
Gandhiji was removed from the First Class
compartment and thrown off the train because of
laws restricting the rights of Indians in travelling in
the “whites-only” compartment

o In one sense, Gandhiji was faced with an
operational problem. He was thrown off the train
and needed to get to wherever he was going. In the
corporate, social or not-for-profit world, we are
very often faced with operational problems. Most
of us are good at solving operational problems, it
could be to get help, try another mode of
transportation, or some other.

o Design thinkers, however, will try to convert the
operational problem into an innovation problem.
The question that they ask themselves is whether
the focus should be on a different problem, so that
the root problem is addressed. This is an example
of how DT can help shape both strategy and
leadership.

Ideation—1906

o ldeation: In 1906, Gandhiji conceived the idea of
Satyagraha. Gandhiji was not sure what
‘Satyagraha’ was going to mean and how it will be
applied. Often when one is thinking about
innovative ideas, we don't really know the
outcome, we don't know ifit's going towork or fail.

Conceives “Satyagraha” - Insistence on truth
“Soul force”

Satya - truth

Agraha - insistence

The concept of subtraction - removing ‘violence'
from revolution.

“I myself could not say what it was”

o The concept of subtraction: Most of the
revolutions — French, American, etc. - seem to
use violence to be successful. One of the
techniques in thinking about innovation is how do
we take out an element that we thought was
essential (e.g. 'violence' in revolution) and yet
succeed. For example, can we conceive of a
successful non-violent revolution?

o Prototyping: What Design Thinkers call
‘prototyping’, Gandhiji called ‘experiments’. His
autobiography was titled 'The Story of my
Experiments with Truth’. These were just a series
of experiments or prototypes to help refine and
improve theidea.

Concept Development and Prototyping

First experiment—1908

Launches the first campaign of “Satyagraha” (protest
through civil disobedience) against the Transvaal
government after it sought to further restrict the rights
of Indians.

o Gandhiji's life was full of experiments, trying
something new, trying to see what he might learn,
experimenting to see if he could do something
better, placing these products into the hands of
the 'users’, getting feedback and improving the
idea.

o After getting the idea and prototyping, he needed
to think about implementation and to start
communicatingtheidea.
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Implementation - February 2, 1930

(U T——

Young Im_ixa

First communication:

“When | am arrested...”

o His first communication was in 1930 with this
Young India article, “When | am arrested...”. The
article starts by trying to create curiosity, and get
people engaged with the idea. The next part of the
article talks about why he regarded British rule as
a curse. He was trying to give people the
opportunity to come up with different solutions.
When considering an innovation, it is always good
to compare the solution offered with different
options.

Salt March

o Walks 200 hundred miles over 24 days.
o Picks up grains of salt on April 5.

o Has the NY Times journalist accompany him.

e On April 5th Gandhiji picked up grains of salt in
defiance of the rules. Gandhiji wanted to make
sure that he was communicating his movement
effectively to build public opinionand so had a New
York Times journalist chronicling this whole
journey.

Implementation Principles - The 1930 Salt March

We can come up with anidea but if we don't prototype and implement it, it remains just a creative idea. It's not

aninnovation untilwe actually putitinto practice.

Some broad principles -

1. Curiosity before content

Try to get people to be curious and engage with the
idea. Let them know what is being planned, what
areyougoingtodoandwhyisthisimportant?

2. Optionsbeforesolutions

Convey the message - ‘Remove the evils or face civil
disobedience’

3. Demonstrate tocommunicate

Carrying out the Salt March over a 24-day period.
Giving the Government a glimpse of what civil
disobedience looks like. Moulding public opinion by

having a New York Times journalist publicising the
event.

4. Makeitpersonal

Salt is a necessary ingredient in every Indian
household. The more the people relate to the idea,
the more the idea is likely to succeed. Gandhiji
involved the people, explained why the salt tax was
wrong andwhy people should revoltagainst it.

If we use these principles, then it is highly likely that
theseinnovationswill succeed.
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Performance and Growth Mindset

Performance Mindset Growth Mindset

Creates an urgency to prove yourself Creates a willingness to learn from failure

because you believe you have only a certain because you believe that you have the

amount of intelligence, a certain personality, potential to change and grow your talents,

and a certain moral character. aptitude, and interests through application and
experience.

Carol Dweck suggests there are two types of mindsets:
o The performance mindset is one where the person has an urgency to prove himself because he believes
thatthey have only a certainamount of intelligence, personality or moral character.

o The growth mindset is one where there is a willingness to learn from failure, believing that we have the
potential to change and that talents can be grown. Thisis the mindset of agood innovator.

............................................................................................................................

Performance Mindset Growth Mindset

o Need to prove oneself ! o Desire to learn and improve

o Carefulaboutwhattheysay o Opencommunication

o Avoidchallenges . « Embrace challenges

o Getdefensive whenfaced with obstacles o Persevereintheface of sethacks

« A belief in talent not effort as the key to : . o Seeeffortasapathtomasteryandsuccess

. success e Growand learnfrom criticism :
o Ignoreusefulnegative feedback i o Find lessons and inspiration in the success of
. o Feelthreatenedbythe successof others others ;

Applying Design Thinking to Strategy and Leadership

o If we are going to apply DT to leadership and
strategy, we should engage with people,
customersorthose we serve.

o It requires a process of both concrete and
abstract thinking. We need to clarify, ideate,
prototype andimplement.

o ltrequires a growth mindset without which we
will have little desire to improve, embrace
challenges, persevere and learn from the
success of others.
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Innovations in India - The Role of
Design Thinking in Practice
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Dr Srikant M Datar, Harvard Business School

E E < Scan the QR code on your
smartphone to watch the recorded
=] i session onYouTube.
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Mr.R. Gopalakrishnan

e The Swachh Bharat
Abhiyan has benefited
by using the principles
of Design Thinking. The
mere presence of a
toilet was not going to
help. When dealing with
the problems of behaviour
change, we realise that the principles of DT are
relevant — problem complexity, ambiguity, no
obvious solutions, getting more than one idea,
experimenting, prototyping, making mistakes,
andwhensuccessisvisible, scaling up fast.

Ms. Sonali Dhawan

o DT can be used in product
design too. The problem
that we faced was how to
design a cap for a liquid

detergent that could act
as both, a good closure as
well as a measuring device.

We started by observing how housewives use the

product. After the housewife measures the

dosage by using the cap, some of the product
remains in the cap and as she closes the cap it
spillsfromthe cap ontothe container.

e We needed to have a
design which, when the e
housewife measures, it
doesn't look like she's
losing a lot and she \
doesn’t have to rinse the o \
cap before closing the dﬁ\gq,

container. §? g g
« Based on this insight, we V AR‘EL'
redesigned the closure
system such that the \—/
threads are placed inside
the container (and not outside). With this design,
measuring with the product became easy and the

product remained in the container without spilling
andinconveniencing the user.

Mr.Bharat Puri

« | went to my Chairman (of Pidilite) and told him |

have been invited to speak about Design Thinking.
He said, 'What is Design
Thinking?' | said thatitis a
philosophy that keeps
the consumer at the
centre in everything
that we do. He said,
‘Well, that's what we have
doneforyears’.Solsaid, but
you have to first observe
inclusively. He said, 'We have

been observing carpenters. They were using
animal glue to stick wood together. When we
introduced synthetic wood adhesives that's
exactly what we did". But | said 'Did you ideate?"
He said 'We made about 100 formulations before
we got it right’. So, in Pidilite, the ideation and the
prototyping had been done.

o Pidilite on a regular basis talks to 100,000 users

every month across various sites. We are one of
the few companies in Indiawhich has two different
sales force teams. One sales force calls on trade
and the other sales force calls only on users. Each
of the members of the sales force sends every
month their observations based on conversations
with the trade and users. Many of Pidilite
innovations are based on feedback from these
observations.

e Many of you may be familiar with a product

called Fevicryl. A lot of you who are married, or
have relatives going to get
married, design these lovely
lehengas and wedding

. Fevicryl
clothes which have a lot of i
zardozi and beads on the .
clothes. Earlier, all of those u S.‘:"'\f:

S
beads were stitched on ©« *° “
clothes. Our team, via Sarre
observation, realised that
there was a problem, the poor
karigar who sat on the floor,
took about a week to just do

the zardozi for an average
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lehenga. At times, with the whole team working,
it took even up to a month. They all sat on the floor
when they had to put various decorative stones,
each of those stones had to be attached unit by
unit. To cut down the time required we developed
the product called Fevicryl.

o This is the only Pidilite product that has a unique
design stands upside down because we realised
that this allows the adhesive to be immediately
available for use. The length of the nozzle was
increased by 30% to improve reach. Various
bottle designs were tested, off-centred necks,
symmetrical curved sides for easy-press on both
sides, different shapes for different hand-holds.
This whole creative process was an exercise
carried outin collaboration with users.

o During the wedding season when
business booms, large contractors
subcontract this task of adhering
zardozion lehengas to housewives.

o The housewives didn't like the
standard pack design of Fevicryl.
They were familiar with and liked
the mehendi cone. Together we
created a series of prototypestill
we got it right. We now sell nine
million units of this every
month.

Mr.Vivek Sunder

e India has millions
of people who are
economic migrants,

living in different cities
from their parents. They
have a problem of getting

food easily and quickly in the city they are in. Once
we solved that problem, we got millions of users
adopting the service. Most engineers and sales
persons in Swiggy are potential customers for
such a service. Testing the offer, elements of the
service, or user experience came easily to them.

Empathy with the consumer is the first part of

Design Thinking.

e The concept of ideation, testing and
experimentation is core to Swiggy. There are 630
tests running this month just in Mumbai. A good
start-up has got Design Thinking in the heart of
what they do. In a digital ecosystem, it is easy to
testandread the resultsinrealtime.

o But when expanding to different segments -
smaller cities, housewives or older targets, we
found that navigating through the app was a
struggle, the food options and even the times at
which meal options were offered were alien to
them. When serving mothers with hungry kids,
they are probably not looking for a wide choice of
restaurants but want food to be wholesome and
delivered as speedily as possible. When
addressing to different market segments,
empathetic thinking is a key to good user
experience and market success.

For companies such as Swiggy, is it possible to
apply Design Thinking to other problems such as
wasteful packaging, pollution and unsafe driving.
Is there any way to make companies such as
these more socially sustainable?

Mr.Vivek Sunder

There are three ecosystems for Swiggy- the delivery
ecosystem, restaurant and consumers. Itis a Three
way market place at every stage where we have
applied a logical, linear approach to solving some of
these problems. So, for example, we've tied up with
50 traffic police trainers to provide mandatory
training for our drivers. But this has not worked
well. We now have a group of people from
behavioural science and Design Thinking to work
with us and conduct workshops using DT principles
tosolve these problems.

Caninternallnnovationteamsin organisations be
as effective as external Design Thinking firms?
What kind of problems would you give to your own
innovation teams vs. external Design Thinking
firms?

Ms. Sonali Dhawan

[ think internal teams can be as effective as external
teams. However, we have to learn to leave them
alone till the final stages of the project. A vigorous
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review process, with frequent project status
updates, tends to kill creativity of project teams. At
P&G, we pick a very diverse multifunctional team
from the doer level and we let them be until they
think the project is over. That process at least in my
work group, has turned out to be really effective.

Dr.Srikant M. Datar

You might get a lot of interesting
innovative ideas coming
from outside, but then will
these be accepted inside
the organisation because
they haven't been part of
the process? It is better to
integrate internal and
external members so that

there's diversity of thinking. Also,

keeping in mind the reality of the organisation which
is that we don't usually hire for innovation. It is best
to inject different thinking that will come from
outside. However, it is not a good idea to leave
Design Thinking and innovation only to an external
team.

Dr Datar, you came to SPJIMR in 2013, trained
quite a few of us and also some Professors from
the top IITs which have Innovation Centres. Are
you happy with the speed of adoption of DT in
India and across the world? | know that at times
we struggle teaching DT to our students.

Dr.Srikant M. Datar

DT as an idea has traction in many parts of the
world. Ithink the biggest challenge of teaching DT is
the variance among students. There are some
student teams who think that DT is the best course
that they have ever taken in business school
because it has enhanced their ability to think and
create innovative products. But there are other
teams for whom the DT course did not work very
well. In academia, variance is the biggest problem.
Can you get the right kind of projects for them or
should it be a compulsory course? Can it be taught
as a separate course or within marketing or some
other course? These are some of the challenges
that faculty need to grapple with.
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o Communication has to convey emotion; the
benefits of a product beyond functionality and
attributes such as better, cheaper, faster.

The brand Fevicol has an image, based on history
and the way it has been built. Advertising came
very much later. The communication design that
Fevicol has is very Indian, its very folksy, has a
sound of his own and the brand so far has not
deviated from that position. It has an openness
which allows us to persist with the campaign
design for almost 30 years, yet the design never
tires.

Sometimes, innovation in design comes out of
need, because of a problem. Constraints
sometimesbringthe designertothe fore.

Madhya Pradesh Tourism: Showing destinations
is central to a tourism campaign; however, the
Client did not have the budget to cover
photography at destinations. So we used old
photographs and slides that the Client had from
past work. | wrote a poem based on something
that my father used to recite when | was young,
and created a commercial, with mood and music,
that became a runaway success. This advertising,
born out of the creativityimposed by constraints of
budget, continues to win best tourism campaign

Sometimes, innovation in design
comes out of need, because of a
problem. Constraints sometimes
bring the designerto the fore.

awards from the government year after year. MP
moved from being the 14th destination to the 5th
preferred tourist destination inthe country.

o Constraint of time can also be a motivator of
innovative design. Vodafone wanted to run
multiple commercials on IPL because it is very
boring to see the same commercial repeatedly
during IPL. We had only 15 days and we could not
use animation to create advertising in that time.
That's when the Creative Director and the
filmmaker came up with the design of using men
and women in bodysuits which enabled us to
make some wonderful path breaking advertising,
producingas many as two commercials a day.

e This is communication design beyond logic and
structure, but winning hearts and minds through
clear, freshthinking and creativity.
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#DesignThinkingforlnnovation

Cognitive Change

at Scale How Design
Thinking can help

We will demonstrate, using cases and examples, how people’s lives can be improved
using Design Thinking. Improving people’s lives means improving the way people
respond to life, how they think about life, change the way they think about themselves
and the way they design their lives. We call this Cognitive Change. We have to make
this cognitive change at scale because we need to impact millions of lives in India to
really make a difference.

at is Cognitive Change at Scale? o think about our careers, or how to deal with
oking “conscious change” situations differently, people have to think about

change in a radically different way. This is when
people have toinitiate Conscious change.

Building capacity to respond to challenges > « How can we get 50,000 people to start thinking

about themselves in a different way and start
responding to life very differently?

Enabling individuals and collectives to
stop coping and start engaging proactively

Enabling individuals & collectives to w is Cognitive Change at Scale
maximize meaning and fulfillment in their chitected?

klives
A FOUR-STAGE PROCESS

Enabling “enlightened choices”
1 Framing the Cognitive Challenge
« Behavior change is not the same as Conscious y) Architecting the Conditions for
change. Behavior change is about trying to get Change
people to modify their behaviours using

incentives, fear, enablers or disablers from 3 Creating Replicable
outside, which shifts the way they think. Cognitive Outcomes at Scale
~
o Conscious change is when change has to come = =
from within. When we look at our own lives, or the 4 Sustaining cognitive
. : o . change
way we are going todeal with crisesin our lives, or ~
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CASE
(| Framing the Cognitive Challenge

Improving the responsivenessto citizens in public services

Framing The Challenge

a. Study the Policeman's daily encounters with
citizens and perceive the “stress generating”
flashpoints.

b. Create a cognitive model of the ‘interactional
world of the policeman’.

c. Articulate the points of “conscious change”
where the policeman has to choose to
respond positively.

Design Thinking Inputs

Empathy
and
Observation

Designing
Response
models

The case of Mumbai Police

o About a few years ago, the Mumbai Police
Commissioner said that they had a severe
problem of how policemen interact with the public
and they don't know how to change their image in
the eyes of the public. How were they going to get
40,000 policemen change the way they thought
aboutand dealt with the public?

o What we found is that if the Police really want to
change their lives, they have to change the way
they respond to situations. The biggest problem
that the policeman faces is stress. An average
policeman in the city of Mumbai faces five
flashpoints a day. That means that five times a day
an average policeman has a quarrel with
somebody from the public. There are 40,000
policemeninthe city of Mumbai. S0 200,000 times
a day someone in the Police force is having a
quarrelwith the citizens of Mumbai.

Partners: ILFS - ETS & Mumbai Police

o How do we solve this problem? How do we get
themto startchanging the way they think about it?

o The question that arises is, how do we model the
world of the policeman? If one studies these
flashpoints, we will find that these flashpoints are
notrandom. Beneath these 200,000 flashpoints a
day, there are just 120 flashpoints that are
repeating themselves againand again.

o If we study this problem more deeply, we find that
an average traffic policeman has only 8 or ¢
flashpoints which are repeated. So, when we
apply Design Thinking principles, what looks like a
large problem, boils down to a much more
manageable problem foranindividual policeman.

o Similarly, if we take each role we want to change,
we can give them new response models on how to
deal with life. This is design thinking at work:
when we begin to look at problems and solutions
inatotally differentway.
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Architecting the Conditions for Change

Nutrition educationforilliterate housewivesinthe ruralvillages of Uttar Pradesh

Solving Cognitive Challenges

Giving nutritional
knowledge to illiterate
women.

A

/80000080

e — p———

Design Thinking Inputs

Strengthening deeper positive identities
(Durga-Lakshmi-Saraswati)

Providing 'solution thalis' that address
nutritional, cultural and financial criteria.

User-
centered
design

Example about nutrition

e We know that there is a need for nutrition
education in India. What is the traditional
approach people use to promote nutrition?

o Theytypically use a food pyramid which shows the
foods that are needed. Educators use this when
they gotovillagesto train mothers about nutrition.

o Afew years ago, someone from WHO came to us
and said that we're doing this programme in the
villages of UP. We find that the ladies are not
changing their thinking, they're not interested in
this kind of knowledge about food and nutrition.

o However, when we start applying user-centered
design thinking processes we realise that the
approach needs to be different. Housewives have
someverydeepideals abouttheirroleinthe family
-thatsheisDurga, the protector of her family, that
she is Laxmi, bringing prosperity or that she is

Partners: RKM-Home of Service Varanasiand WHO

Saraswati because she influences the education
and the knowledge of her children. If we amplify
those identities then she looks at the situation
totally differently, from a more empowered point
of view.

o We gave them new models of thalis, based on the
foods which came from Eastern UP, and we asked
these housewives to show us how they could
designtheir own food and nutritioninacompletely
new way.

o The purpose of education is not merely to give
knowledge but to give people different ways to
live, different ways to respond to their lives, and
differentways to engage with situations.

The question is therefore how do we design and
bring change in people and do it in large numbers in
acountrylike India?
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#DesignThinkingforlnnovation

Creating Replicable Cognitive Outcomes at Scale

Building a “system of values” in school children, class 7-8-9

Scaling A Cognitive Change Solution Over Large Numbers Design Thinking Inputs

Values Programme delivered across 48 sessions

How to scale
discovery learning and
build “capacity to
respond positively and

Traditional approach New Cognitive Change Solution to be scaled

Freedom Frame

. <
v 0
Y ) »

" PR

O

S :
= ~

Control Frame

ol
of ¢.
o 0
*
o R
0

« Moral Science wu thou‘g.htfully [Acr.ossa
. Tell mode " @ Livingin tracthtlo]nalschoohng
T, . system
o Systemofdo'sand T e !‘.‘;‘_rgony y

don'ts
@ Y “““ ." Expanding
i @ -, ourselves
.Adapting to the
" . environment
Working with
collective
intelligence

Partners: Ramakrishna Mission Delhi (scale-up
partner), BHEL, ONGC, TCS and other corporate
funding partners

Case - Value education programme about uncovering the infinite possibilities which
are withinyou'. Some of your deepest possibilities

o The traditional thinking about value education S
areyour character possibilities; you can be a force

comes from a moral science viewpoint. It usually
comes from a viewpoint where one is in a Tell’
mode, asking people to shift the way they think.
Or, we are in a ‘Control’ mode, giving them do's
and don'ts. We can shift our thinking a little and
say that 'Values are about freedom, values are

fordoing goodin life.

The finest human qualities are in-built in all
human beings. Can we leverage that? How do we
convert that into a programme? How do we get
people to start thinkingabout thisinanewway?
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CASE
3B Creating Replicable Cognitive Outcomes at Scale

Design Thinking Inputs Design for scale

How to scale a) Designing The Programme o Research

‘discovery learning” and build « Ideation & modeling

cap.a.uty to respond , o Rapid prototyping and user
positively and thoughtfully'? testing with multiple groups

(Across a traditional
schooling system)

b)Multiple-level Pilots o Opilot-5schools
To build for scaling to « Tstpilot-50schools
thousands of teachers and « 2nd pilot-100 schools
students. _

« Scaleup (panindia)
Design for
scale c) Scaling Up Adopted by:

Including capacity buildingof ~ « 5000 +schoolsacross India
mastertral_ners, school « Covering nearly a million
teachers with our scale-up students annually
galriel Rl e 15,000 schoolteacherstrained

Mission, Delhi
o CBSEapproved

« Can Design Thinking principles be used to help 4 |t is possible through Design Thinking to create

scale a programme like this? The answer is ‘Yes', scalable platforms of education which can then be
because this programme is running today in more taken and scaled into a traditional education
than 5,000 schools in India, with over 15,000 system.

teachers trained. It is part of the CBSE syllabus,

andis being run with a million children annually. o These are examples of how Design Thinking can

be used in completely different ways, to start
« We went through a whole process of research, shifting the way our children are thinking about
ideation and modelling to create and design a themselves.
three-year programme.

o You have to do rapid prototyping, you need to
create designstogetinto multiple pilots.
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#DesignThinkingforinnovation

Sustaining cognitive change

Embedding a new approach to careers in university students

Evolution Of Design

Design Thinking Inputs

Pedagogies Traditional Facilitation Design-thinking
Teaching pedagogies
Teacher Traditional Detailed Dynamic support
enablement teacher training teacher guides via WhatsApp
methods & periodic groups + digital
remedials engagement
Tools for students ~ Textbook Textbook + Multi-model
Apps experiences

Impact assessment Normal audits
methods

Enabling audits Real-time audits

Partners: Gujarat Technological University (500
colleges), IIT Delhi, IT Jammu, Centurion
University Bhubaneswar, AICTE (in conversation),
Adani Group (pilot funding partner)

There is a programme which has been tried out in
[IT Delhi, lIT Jammuand in more than 400 colleges
across Gujarat.

This programme looks at college education and
seeks to create new types of people who think
about their careers differently. As a student,
should | be looking at my career as a job seeker
who's waiting for a job, or should | be thinking of
myself as a contributor who is going to make a
difference tothe world around.

If | want college graduates to think about
themselves differently, it means new thinking and
new pedagogy. Design thinking is a journey and
this has taken us six years. We evolved from

traditional pedagogies, traditional teacher
training, textbooks and normal audits to
facilitation, detailed teacher guides, apps,
enabling audits, dynamic support from WhatsApp
groups so that college teachers and students are
upgraded. We have now taken it to the next level
where we use Design Thinking pedagogy inside
more than 400 Colleges which follow the
traditional education system.

o We need to step out of the frame of Design
Thinking as a tool for management to start saying
that Design Thinking is a tool for changing lives. It
is for changing how the country is run and of
reshaping this country’s future.




#DesignThinkingforlnnovation
I- Cognitive Change

Conscious awakened individuals who can respond to life in their own role spaces

.........................

A Policemanwhocan .
move from coping
with stress, to
responding &
designing positive
interactions with
citizens

" Acareer seeker who
views him/herself not

as a ‘wanting job

seeker' but as a

valuable and powerful
contributor who can
design his/her own
career

Space for design in an
individual's life

e This is a programme that can change the way
people think. We can use it at multiple levels and
on diverse groups. We can use it to give self-
esteem to petrol pump attendants. We can also
use it for changing the way retail traders think
aboutthemselves.

e In all these situations the important thing to

.........................

A rural housewife -
who can design
nutritious meals for
her family using

local ingredients

A student who is not
constrained but
unleashed by his/her
value system and has the
capacity to respond to the
challenges of a
competitive environment.

realise is that there's a space for Design Thinking
in every person’s life. We are realising, after all
these years of work, that we have an opportunity
to create adesignerin every life. Whenyou do that
you stop thinking of design only as an enabler, but
as one of the key outcomes that you can bring
aboutatthe societal level.

I-red possibility?

3 Instruction-led, routine
3 *“ 5 thought that destroys both -
38, t S meaning and inner strength -
3 3 L in organisations, schools,
: 3 3 i public services and our

higher education system

o Can we use Design Thinking to stop routine
thinking which destroys purpose in people's
lives? Or use it to create conscious and awakened
people? Today | am not talking about design

Create conscious awakened
collectives, who can adapt
and evolve to a changing
world, while delivering
meaning and purpose

to their members

Ny i

2

)

thinking alone, but I'mtalking about creating design
thinkers. Every one of us can be a design thinker in
everypartofourlives.
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Graphic representation of the proceedings at SBAC 2019 by Mr. Santosh Nair

WSPIIMR

Bharatiya Vidya Bhavan

The mission of SPJIMR, a constituent of the Bharatiya Vidya Bhavan, is to influence practice and promote value-based
growth. The Institute is ranked among the top ten business schools in India and is noted for pedagogic innovations and
pioneering management programmes - for women returning to a corporate role, entrepreneurship, family-managed
business, and those in the social development sector. SPJIMR currently operates from its 45-acre campus in Andheri,
Mumbaiand acampusin New Delhi.

To avoid confusing us with any other institution, look for the five strokes logo and the Bharatiya Vidya Bhavan
association.
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