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Roadmap

1. Feeling
2. Thinking
3. Doing
4. … and Learning



1. Feeling about design

Why am I doing this?



Copyright GB Marine Art



Could design fix management education?



OK, but what is design anyway??



Critiques of business schools

At the same time that management science and technique have
grown increasingly in power and prestige, there has been a
persistent and growing awareness of the importance of an art of
managing which reveals itself both in crucially important
situations of uncertainty, instability and uniqueness, and in those
dimensions of everyday practice which depend on the
spontaneous exercise of intuitive artistry.



Critique 1: values

… by propagating ideologically inspired
amoral theories, business schools have
actively freed their students from any
sense of moral responsibility.

Business education … is devoted overwhelmingly to technical training.
This is ironic, because even before Enron, studies showed that
executives who fail … rarely do so from a lack of expertise.  Rather,
they fail because they lack interpersonal skills and wisdom … Thomas
Lindsay, University of Dallas



By the end of the first year of study, students have shifted
from “customer mode” to “manager mode.” As a result,
shareholder value gains in importance as a measure of a
successful business and as the primary responsibility of the
company.

• All three waves of MBAs define a well–run business as
one that attracts and retains exceptional people and
provides excellent customer service.
• Comparing Waves I and II, there is an increase in
emphasis on offering high shareholder returns and
a decrease in emphasis on producing high–quality goods
and services.
• When asked about the primary responsibilities of the
company, students give greatest attention to
shareholder return —a reflection of the powerful place
shareholders occupy in the first–year curriculum.
• Responsibilities to the local community and
environment are seen as less critical.

The aspen study 1999-2001

Wave 1: entering business school
Wave 2: end of 1st year
Wave 3: graduating



Defining a well-run company



Critique 2: relevance

Some of the research produced (by business schools) is excellent,
but because so little of it is grounded in actual business practices,
the focus of graduate business education has become increasingly
circumscribed – and less and less relevant to practitioners.



Critique 3: pedagogy

It is time to recognize conventional
MBA programs for what they are – or
else to close them down.  They are
specialized training in the functions of
business, not general education in the
practice of managing.  Using the
classroom to help develop people
already practicing management is a
fine idea, but pretending to create
managers out of people who have
never managed is a sham.



Management education must become more like design
education

In the end, design is about shaping a
context, rather than taking it as it is. When it
comes to design, success arises not by
emulating others, but by using organizational
assets and integrative thinking to identify,
build on, and leverage asymmetries, evolving
unique models, products and experiences -- in
short, creative business solutions.



Design education

B-Schools teach people how to take
an existing problem and break it
down into its parts to solve it. D-
Schools teach people how to define
a problem, search for possible
solutions by integrating information
and iterating options.



A vision for business students

• Spend much more time understanding why we do
things as well as how we do them

• Pay more attention to the system-wide implications
of decisions

• Truly collaborate in diverse groups
• Open to alternative perspectives
• Spend more time thinking about what might be

possible tomorrow, not just what can be done
today.



Enterprise designers?

It’s design, stupid

This is wicked



Horst Rittell’s wicked problems

Difficult to define
No stopping rule
Involve tradeoffs between multiple
stakeholders
Can never really be ‘solved’
Symptoms of other problems
Each essentially unique

In a clearly defined and stable situation, when the feasible
alternatives are well known, a decision attitude may be the
most efficient and effective way to approach problems
solving. But when these conditions do not hold, a design
attitude is required.





2. Thinking about design: answer 1

From the literature, pieces of the puzzle



Piece 1.
Users

Why do we put up with the frustrations of everyday objects, with
objects we can’t figure out how to use, with those neat plastic-
wrapped packages that seem impossible to open, with doors that trap
people, with washing machines and dryers that have become too
confusing to use, with audio-stereo-television-video-cassette-recorders
that claim in their advertising to do everything, but that make it
almost impossible to do anything?



What a concept: putting users at the centre

•Make it easy to determine what actions are
possible at any moment.

• Make things visible, including the conceptual
model of the system, the alternative actions, and
the results of actions.

• Make it easy to evaluate the current state of the
system.

• Follow natural mappings between intentions and
the required actions; between actions and the
resulting effect; and between the information that
is visible and the interpretation of the system
state.



Piece 2.
Systems

Analysis focuses on structure: it reveals how things work.
Synthesis focuses on function; it reveals why things operate
as they do.  Therefore, analysis yields knowledge; synthesis
yields understanding.  The former enables us to describe; the
latter, to explain.

systems thinking = analysis + synthesis



Piece 3.
Build to think

A reflective
conversation with the
situation

• Surface problem frame
• Reframe/reshape
• Engagement with the problem space
• Frame testing experiment
• Implications of reframing
• New meanings/ideas



It’s about attitude

[The decision attitude] starts with an assumption that the
alternative courses of action are already at hand – that there is
a good set of options already available, or at least readily
obtainable … the design attitude, in contrast, is concerned with
finding the best answer possible, given the skills, time and
resources of the team, and takes for granted that it will require
the invention of new alternatives.



And it’s about organization

Nothing can’t be done
Constraints increase the
challenge and excitement

We can only do what we have
budget to do
Constraints are the enemy

Dominant Attitude

Deductive
Inductive
Abductive (Generative)

Deductive
Inductive

Mode of Thinking

Collaborative
Iterative

Defined roles
Wait until it is “right”

Style of Work

Solving “wicked
problems”

Managing big budgets and
large staffs

Source of Status

Projects
Defined terms

Ongoing tasks
Permanent assignments

Flow of Work Life

To “Design Shop”From Traditional Firm …Feature



A form of intelligence?

There is enough evidence … that there
are particular, “designerly” ways of
knowing, thinking and acting. In fact, it
seems possible to make a reasonable
claim that design ability is a form of
natural intelligence, of the kind that
psychologist Howard Gardner (1983)
has identified.

Linguistic
Logical-mathematical

Spatial
Musical

Bodily-kinaesthetic
Personal …

+ Design??



2. Thinking about design: answer 2

Interviews with designers and experts



Methodology

• Personal interviews with:
– Designers
– Design educators
– Thinkers about design
– Designer/managers
– Business educators

• Conducted in person and by phone, 2006-7.



Design Thinking:
Systems thinking
Generative reasoning
Reflection

Design Feeling:
Empathy
Optimism
Openness
Responsibility

Design Doing:
Research
Thought tools
Structured creativity
Conceptual prototyping

Design Problem:
Desirable
Viable
Feasible

A model …



Design Thinking:
Systems thinking
Generative reasoning
Reflection

Design Problem:
Desirable
Viable
Feasible

Design Feeling:
Empathy
Optimism
Openness
Responsibility

Design Doing:
Research
Thought tools
Structured creativity
Conceptual prototyping

I think of analytical thinkers and scientists taking
something they see in the world and then taking it all
apart and looking at every part and trying to understand
it. Design is exactly the opposite of that.  They take lots
of pieces that they see in the world and figure out how
they can assemble them together to make a single thing.

For a long time, partly because of my schooling, I
was in the business of trying to show objectively
what people were doing and why they were doing it
… [but] realized that actually if [team s] can get
[user experience] at a visceral level they get
completely engaged, their imaginations are fired up
about potential solutions. It’s a totally different
kind of creative experience that comes from some
capacity to connect with other people’s experience.

Personally I want to embrace [analysis] in design thinking because I think
there are moments of analysis and there are moments of synthesis that
need to complement one and another.



Implementation is integral to thinking, not a
consequence of it

What we call ‘build to think’ is making stuff in order to reiterate
your ideas. When designers are working at the beginning of the
process they’re doing that incredibly quickly.  Often dozens of
ideas.  And then as you get further down the process you start
doing physical prototypes.

Appearance prototypes tend to happen late in the process ... but
how do you know you’re working on the right thing in the first
place?  … As business is paying more and more attention to not
just making incremental change but bigger changes, then
appearance prototypes are insufficient, and you need conceptual
prototypes much earlier in the process.



Design Thinking:
Systems thinking
Generative reasoning
Reflection

Design Doing:
Research
Thought tools
Structured creativity
Conceptual prototyping

Design Problem:
Desirable
Viable
Feasible

It’s a way of approaching problems in the world that begins from a
point of optimism, that there is a solution, and it’s a matter of us
reaching it.  It builds on that with this idea of “mind of a
child”,[the] ability to be open to whatever the world is going to
tell you, and coupling that with an attitude of wisdom.

Designers generally take an inherently human view of the world.  They’re
generally looking at what the people want and need, desire, and so when
they’re looking for inspiration, they’re not in the lab tinkering around with
electronics, they’re out in the world looking at what people do.

[The decision attitude] starts with an assumption that the alternative
courses of action are already at hand – that there is a good set of
options already available, or at least readily obtainable … the design
attitude, in contrast, is concerned with finding the best answer
possible, given the skills, time and resources of the team, and takes
for granted that it will require the invention of new alternatives.

Design Feeling:
Empathy
Optimism
Openness
Responsibility



We choose to go to the moon in
this decade and do the other
things, not because they are
easy, but because they are
hard, because that goal will
serve to organize and measure
the best of our energies and
skills, because that challenge is
one we are willing to accept,
one we are unwilling to
postpone, and one we intend to
win.



Design Thinking:
Systems thinking
Generative reasoning
Reflection

Design Feeling:
Empathy
Optimism
Openness
Responsibility

Design Problem:
Desirable
Viable
Feasible

Standard innovation … begins with doing business analytics;
our hypothesis and the structure of our program reverses
that order.

It starts out with user immersion.  What needs do you
discover?  From those needs…what new needs do you
discover?  Then the second part of the program deals with
the second part of imagination…how do you visualize and
prototype those concepts?  Then the third part is once
you’ve gone through that process and create the activity
system, you do a business assessment. One common way of thinking of creativity and imagination is

that it’s free play and unstructured.  I think it can be
dramatically enhanced by structuring it … for example
consciously looking at things from different points of view.

Designers build frameworks that help them
deconstruct; in business school, we had the
notion of the arithmetic and the math and
the economics, but when BCG creates a chart
that shows what a cash cow is, that’s a form
of design thinking, because it’s a framework
for how you put everything in a continuum.

Design Doing:
Research
Thought tools
Structured creativity
Conceptual prototyping

Even while they’re doing research, they are doing
sketches…first they do research, then analysis, then
sketch ideas.  It happens all throughout.



2. Thinking about design: answer 3

Design process and tools



A guy named Suh

(CA) (FR) (DP) (PV)

Customer
domain

Functional
domain

Physical
domain

Process
domain

Mapping Mapping Mapping

Understand customers’ needs
Define the problem
Conceptualize solution through
synthesis
Perform analysis to optimize
Check the resulting solution



Credit: Institute of Design

(One version of) ID’s process

Statement of
intent 1.0

Biz
Market

User
Context

Design
Techno

Statement of
intent 2.0

Research

Analysis and synthesis

Concept
development and
prototyping

Evaluation and
business case

Reflection, reframing

Implementation



“Methods” (there are over 100 at ID)



User research …



Build to think …



3. Doing design



A (small) mess I made in Austria



Strategic innovation
This course is a reflective practicum in the process of innovation.  Students will
be introduced to a user-centred design process and, in teams, will apply this
process to develop either a new product/service idea or a business strategy for
an existing product/service.  Lectures and discussions will highlight the key
stages in the process, and students will reflect regularly on their own individual
approach to strategic innovation.  By the end of the course, students will have
developed a generalized, individual framework for strategic innovations they will
face in the future.

Assessment

Group:
Final project presentation 40%
Progress presentations 10%

Individual:
Final synthesis and personal innovation process 30%
Regular reflective papers 20%

Projects (selected by students)
Financial service for students
Art supermarket
New type of zoo



Syllabus

Session Topics 

1 

 

Introduction 

1A Group meeting 

2 

 

Phase 1: Statement of Intent 

2A Group meeting 

3 

 

Phase 2: Know Users in Context 

3A Group meeting 

4 

 

Phase 3: Insights and Principles 

4A Group meeting 

5 

 

Phase 4: Reframing and Concept Development 

5A Group meeting 

6 

 

Phase 5: Solution development  

6A Group meeting 

7 

 

Phase 6: Planning 

7A Group meeting 

8 

 

Final project presentations 

 



Learning to love mess

The redefinition of our research question
helped us to focus the problem. So I
learned the right question can help me to
[understand] the problem and to focus on
the pain points … Each redefinition made
us get two steps ahead.

It is important to be able to express the
thoughts and emotions not only with
words, but even with pictures and other
creative techniques. Only if there is
something … your colleagues can touch,
can they start to understand the meaning
of the idea.



Having a look on my everyday life, I often find
myself looking out for possible solutions when I
recognize a problem. I cannot stop that, it is
crazy! But I like it. Next week, I start an
internship … I would like to go there and change
everything.



A bigger mess: health care in LDC’s



One wicked problem
• Millions die because of
inadequate access to health care
• Poor health is both a result and
a cause of poverty
• Supplies are lacking, staff are
few and ill-trained, facilities are
remote, basic hygiene is
unavailable, disease is rife,
antibiotic-resistant strains are
increasing …
• … but some models are working



Affordability, quality and availability

• New models
• Existing models
• Context/Replication in other settings 
• Scale- up
• How models fit into a health system
• Harnessing the existing private sector
• Vertical programs and horizontal health systems
• Public/private synergy



Reframing the problem

Biz
Market

User
Context

Design
Techno

What is working, 
and why?

What is the 
patient’s

experience?

What is feasible 
in the environment?



4. Learning



Could design fix management education?

The Wicked Good book project



What’s interesting about design
Synthesis/analysis
Doing to think
Centrality of users
Attitude of possibility

Some issues
About innovation rather than “management”
Unless you are God, it’s tough to be both a
creator and a leader
Will it get them a job?



Differences of emphasis
Focus on users
Thinking by doing
Observation vs. questioning

Design and IT: a difference of emphasis or of
substance?

Similarities
Openness
Empathy
Creative resolution

Assertive Enquiry: People can and
will answer truthfully if asked the
right way

Test/prototype: People may
not know or won't tell you how
they think

Model clash?



If there’s on thing I’d like you to remember …

Thinking

Feeling

Doing

Design

Design is a way of feeling,
thinking and doing, not
just a way of doing



Thanks!


