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What is
Design
Thinking?
An Introduction
Rikke Dam and Teo Siang of the
Interaction Design Foundation define
Design Thinking as "an iterative
process in which we seek to
understand the user, challenge
assumptions, and redefine problems
in an attempt to identify alternative
strategies and solutions that might
not be instantly apparent with our
initial level of understanding. At the
same time, Design Thinking provides a
solution-based approach to solving
problems. It is a way of thinking and
working as well as a collection of
hands-on methods." (1)

Design Thinking is a
human-centered, creative problem
solving-process.
In other words,

Developed 30+ years ago at Stanford
University’s design school and
spearheaded in the business world by
design firm

IDEO,

Design Thinking

encourages organizations to focus on
the people or customers they're
creating for and leads to humancentered products, services, and
internal processes. Instead of making
decision solely based on gut instinct
or even historical data, Design
Thinking emphasizes radical
collaboration, prototyping and
rigorous testing.

When done right, Design
Thinking can:
Reduce the risk associated with launching new
services & offerings
Help organizations learn faster
Generate solutions that are innovative, not just
incremental
Enable organizations to navigate through
complex or ill-defined challenges
Capture the mindset and needs of
customers/users
Optimize the user experience and boost
customer satisfaction
Identify and resolve areas of poor performance
Develop HR services that speak to the emotions
of users
Ensures that multiple, divergent perspectives are
incorporated into the design process

Though different schools of

the 5
phases of Design Thinking
are generally thought to be:
thought vary on this,

Empathize
Define
Ideate
Prototype
Test

Image sourced from https://www.digitalhrtech.com/design-thinking-disrupting-hr/

Image sourced from https://www.digitalhrtech.com/design-thinking-disrupting-hr/

But what does this
mean for HR
SSOs?
From start-ups to public companies, employees
are demanding the same quality of service at
work as they do as a consumer. As a result, highperforming companies are looking to create
meaningful and memorable employee
experiences.

2019 HR SSO speaker Chris Haver, the AVP HR
Shared Services at WVU Medicine, told us," We
have spent some time using Design Thinking
principles in our work. As an example, as we
started to design the employee experiences of
life events, we realized that a customer can
enter that experience at multiple points. Some
customers think of Benefits as the starting point.
Others think of home address, contact info or
legal name changes as their starting point. Our
design for Life events needed to encompass all
elements of the process and capture employees
at any entry point. Where we have created, from

By leveraging Design Thinking techniques, HR
SSO leaders can develop an in-depth
understanding of what makes their "customers"
tick, co-create new HR services with users and,
ultimately,
offerings.

humanize their digital self-service

an initial design perspective, are checklists
guides for customers that initiate any of the
activities within the Life Event experience. Our
HR Customer Service team, when interacting
with a Customer, includes those checklist items
as reminders/follow-up items to ensure the
experience is complete."

EMPATHIZE
Observe user behavior

Design Thinking
For HR SSO
Checklist

Get to know your customer through interviews,
surveys and focus groups
Immerse yourself in the customer experience

DEFINE
Use your findings from the empathy phase to
identify the exact problem you're trying to solve
Create actionable problem statement or

Point

of View (POV)

IDEATE
Brainstorm with customers and cross-functional
collaborators to generate potential solutions
Don't limit yourself to the "best idea." Explore a
wide variety of options

PROTOTYPE
Prototypes are most successful when
(the design team, users, and

people

others) can

experience and interact with them
A prototype
physical

can be anything that takes a

form—a wall of post-its, a role-playing

activity, a sketch.
Develop multiple concepts to test in

parallel

TEST
Test potential solutions with employees and
refine them with data and feedback
Use employee feedback on prototypes to
deepen "empathy"

PART II: EXPERT INSIGHTS

KEYS TO BUILDING A CUSTOMERCENTRIC HR SHARED SERVICES
ORGANIZATION

The Customer-Centric HR SSO

Speaker
Intelligence

Are there any specific tools, processes or
methodologies you use to help your team better
understand and empathize with the
customer/user?
While in the design of the strategy, I have employed a
Voice of the Customer survey to customer groups to
better understand what they expect from Human
Resources, how they prefer to engage with HR Services
and where they find opportunities in the current state
model.

This method has helped to fuel design options

as well as to baseline the current state service delivery.
With the VoC responses, we designed Customer
personas that defined our different customer needs
based on expected life experiences and engagement
preferences. These personas drove our process and
content development and we have implemented these
personas within our operations.

How has your organization leveraged customer
input, feedback or testing to improve your HR SSO
model, processes, technology, etc.? Could you
share a specific example?

Chris Haver
AVP HR Shared Services
WVU Medicine

As I mentioned above, we utilized the VoC survey
responses as input into the design of the customer
channels, operational processes and technology.

We

have also utilized a customer survey option for every
resolved Service Request which solicits feedback based
on speed, quality and customer service of the

How do you go about ensuring customer-centricity
is at the core of your HR SSO strategy?
From my perspective, a customer-focused Shared
Services organization designs everything around the
needs of the customers. The design of the service

interaction, including a measure of Net Promoter which
allows for external benchmarking.

When testing or assessing a new process or
technology, do you assess for human-centered risk?
If so, how and why?

delivery methodology, operational processes and HRSS
organization must start with the outcomes expected by
the customers.

The strategy begins with understanding

who the customers are and what they need from Human
Resources.

Incorporating the needs of all Customers in

the design is essential.

This translates to customer

channels, processes, content design as well as HRSS
organizational structure and roles.

When designing new processes and tools, we do assess
the human risk of engagement & adoption.

The most

significant risk I find is the idea that we ask customers
to leave their familiar work environment (tools,
processes) to interact with HR. Our most significant
hurdle to overcome is to provide our services where,
when and how customers want to engage.

If that

interaction is through text, email, chat, mobile app,
existing business apps/platforms, other social channels,
etc. then that is where HR should be present.

Each month the services teams analyze our customer

The Customer-Centric HR SSO

Speaker
Intelligence

surveys and emphasize certain parts of our customer
experience model based on findings. Ex: If NPS took a
dive after increased case volume, we would
acknowledge high volume days and remind the team to
focus on the customer and take time to answer and
resolve each case.

We also leverage side-by-side case reviews with our
team members. Together, a leader and team member
evaluate one of their phone calls/cases and evaluate it
using our scorecard which is aligned to our customer
experience model. We’ve found this very effective
because the scorecard is simple enough to self-grade
and sparks conversation around the customer
experience. When the meeting is over, everyone leaves
the room on the same page about how the call went,
the score and the customer experience.

How has your organization leveraged customer
input, feedback or testing to improve your HR SSO
model, processes, technology, etc.? Could you
share a specific example?

Ashley Hill
Director – Talent Services

Express Scripts

Regularly: Each case sends a survey to the customer
and monthly each team is expected to review their
data and make improvements based on the feedback
(i.e. update knowledge, review a process, coach, etc.).
Monthly, we get together as an HR services team to
review our metrics and talk about what each team is
working to improve.

How do you go about ensuring customer-centricity
is at the core of your HR SSO strategy?

Technology & Processes: We have leveraged our
customers from a user experience perspective to get
feedback on our AskHR self-service portal. We also had

Our customer experience model is built into the way we

employees involved in user acceptance testing for the

work. Our surveys, scorecards, case reviews, operations

launch of Workday timekeeping.

reviews and strategy are all aligned to the pillars of our
customer experience model. This keeps our
conversations consistent and aligned no matter your
position or team.

Are there any specific tools, processes or
methodologies you use to help your team better
understand and empathize with the
customer/user?

When testing or assessing a new process or
technology, do you assess for human-centered risk?
If so, how and why?
We know that many of our processes can have levels of
human error which is why we are just starting to
implement robotic process automation (RPA). We are
starting with the entering of punches for intermittent
FMLA.

Have you experimented with applying Agile or Design Thinking principles to HR shared services? If
so, could you tell us a bit about that process (i.e. what problem were you trying to solve, results,
etc.)?
In general I would say we have an agile mindset in our HR services organization. Our HR technology team is
located within our HR services team so we are constantly making minor improvements that are propelling
us forward. We started to embrace the agile approach when shifting to a services model. We didn’t move
everything to our services team at one time – instead, we slowly incorporated all areas over two years.

The Customer-Centric HR SSO

Speaker
Intelligence

How has your organization leveraged customer
input, feedback or testing to improve your HR SSO
model, processes, technology, etc.? Could you
share a specific example?
One example of leveraging customer input is in our
pilot Career Lab. The monthly Lab offering is intended
to support employees in their exploration of career
development while gathering their feedback to
enhance HR support of their needs.

Monthly

enhancements to the lab are made iteratively and
based on employee input.

For example, we’ve implemented a career coaching
model based on employee feedback.

We track a net

promotor score, (a commonly used index to measure
willingness to refer this offering to others), to assess
success and opportunities for improvement.

The pilot has intentionally been kept small and nimble

Angie Wilen
Director of HR Innovation

Freddie Mac

(i.e. minimally viable), allowing us to execute quickly
while learning and modifying with each Lab offering.
Ultimately, our goal is to complete the pilot with a data
based recommendation on how to embed the offering
longer term based on a user centric design principle.

In the age of user-centricity and customer experience, Design Thinking coming

Wisdom
From Our
Archives

č

to the fore. SSON’s editor talks to Mito Miheli , Head of Design Thinking at
Viessmann Group GmbH.

Why is Design Thinking becoming so important? The answer is because most
organizations don't truly know their customer, and that’s a problem they need to
solve, especially as the digital revolution risks exacerbating this gap. And while
Design Thinking might be an intuitive approach to improving Viessmann’s
customers’ appreciation for the company’s heating, cooling and climate control
technology, it’s equally valuable in improving business process gaps. In fact, the
philosophy is truly about humanizing digital processes.

Design Thinking to
Humanize the
Digital Process
By Mito Miheli
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Here’s why.

When we consider the digital solutions that are currently disrupting traditional
business support services, for example the robotic automation tools that are
driving such improvements in processing performance, the challenge is that
these solutions are generally programmer-driven, developed by techies for
whom the technology environment is home. This does not make the tool or
solution naturally intuitive to the end user, however.

"The truth is that end-users are not as skilled in digital work as the designers who

č

design these tools,” explains Mito Miheli , Head of Design Thinking at Viessmann
Group GmbH. “As 'design thinkers' we are the messengers between the
developers and the digital solution. Our intervention turns a good solution into a
great one because we ensure it suits the user's needs."

While Design Thinking is something of a buzzword right now, that’s primarily
because there has never been a greater need to ensure that innovative solutions
are matched to the user’s experience as well as to the problem they solve, Mito
explains. "We need to make sure that whatever solution we come up with
provides a differentiated value for the end-user – and you simply cannot
optimize a solution unless you align it to the user."

View original

This need to optimize solutions is driving a lot of low hanging fruit for design
thinkers. The concept has been in vogue for a few years (read HBR’s 2015 article

article at
SSONETWORK.COM

here), it’s true, but it’s only more recently that institutions like Stanford are
offering courses on how to integrate Design Thinking into organizational teams.
Mito’s team, too, while predominantly focused on supporting German-owned
Viessmann in problem-solving its customer- and user-experience, has seen such
interest that it now offers its expertise to third parties through Viessman’s VC/O
User Lab subsidiary.

6 Steps to Design for Users
1. Understand the Challenge

The first step in Design Thinking involves a small team of 5 to 7 people that include
experts as well as newbies and is led by a facilitator or coach. The objective is to
educate each other on the challenge to solve, Mito explains, by starting with, for
example, a simple semantic analysis of the problem statement.

“For example, if the challenge is to design a way for how people will work in future, our
approach would be, first, to underline the keywords: people, work, and future. We then
take each word individually to figure out what it means,” he says. “‘We’ could apply to
the team, the company, or the ecosystem; ‘work’ is about imagining what it will look like;
and ‘future’ could be robot-enabled and emotionally driven”.

The point of this step is to clarify the issue and identify the users by way of a stakeholder
map, Mito explains. Once these have been identified, the next step is to meet with them
for a series of qualitative interviews – whereby the objective is not a 'yes or no', he says,
but about understanding the stories and emotions behind their answers. While
stakeholders can range from the mailroom to the CEO, the management level tends to
be where most struggles bottleneck and where the impact of Design Thinking is
therefore most effective, he adds: "If we can solve solutions for the mid-management
level, we tend also to gain the greatest support for our work."

2. Point of View
The first two stages result in a clear persona, which best represents the particular
problem or gap at stake. "We tried to merge the various points of view into one crisp
persona, complete with name and hobbies to humanize them, for solving a particular
need," Mito explains. "For example, we may come up with a 37-year-old man called
Tom, who leads a team of 10 people, and runs marathons in his free time. The point is
that, for whatever reason, his team’s inputs are not well received or impactful. So, how
can we help him overcome this challenge?"

3. Ideation
Ideation is about brainstorming creatively, in a non-judgmental forum. Lots of sticky
notes come into play to encourage the kind of "crazy disruptive ideas" that promote
problem-solving solutions, Mito says. "We generally work towards 7 to 10 clusters and
vote for a maximum of three that we think fit best.”

4. Prototyping
The idea brainstorm is followed prototyping with the use of fairly simple, even primitive
materials to make these ideas tangible. "We use Play-Doh, LEGO, paper and tape to
come up with truly tangible, tactile solutions to the problem,” explains Mito. “Too
detailed, highly polished prototypes are often admired, since they reflect hours of work
and patience in favour of looking almost like fabricated objects. Very often, however,
the form dominates the function and restricts people from giving honest feedback on
how much sense it would actually make to use these in real life – whereas simple, quick
and dirty prototypes reveal far more honest feedback. Even if it's a digital process, it's
refreshingly insightful to reflect the problem through a tangible medium and this often
promotes better solutions. There is something about moving the pieces of a process
around that make it come to life."

5. Testing
The proof of the pudding lies in the eating. The final prototype solutions are
presented to the original key stakeholders (though not necessarily the same people)
to garner their feedback. "This stage is all about trying out our ideas, and the
feedback we gain is key,” says Mito. “Often, we go back to the drawing board after
this stage but that is not because we failed – it's because we now better understand
the questions we need to ask. As we get closer to the process, we are able to
present different solutions.”
Essentially, Design Thinking is about problem-solving, working in teams, where the
solution is co-created with the end user. User feedback informs the solution process,
so going back to the drawing board is expected.

6. Design Solutions Through Cultural Change
Given Viessmann’s industry, the team’s focus is often on solving users’ concerns
around adopting modern heating or cooling products and services. Today, these are
more often than not based on creating a smart home environment while also
safeguarding user information. Often, the team’s conclusions require finding a third
party to collaborate with, to bring in the extra tech expertise needed to develop the
portfolio. "As we are based in Berlin there are plenty of tech startups that are
working in relevant areas and our approach is generally to align our interests by
either acquiring or collaborating with them,” Mito explains.

Design thinking can be used for any kind of activity. That includes intangible process
work done in Shared Services as well as consumer-driven, sales challenges. "The
driver is the need to humanize the digitalization that is increasingly defining our
lives, whether at home or at work,” Mito explains. “What we do is effectively provide
a cultural change trigger that solves an organization's problems by dealing with
areas of friction, or bottlenecks. We target the frustrations of an employer, be that
sick leave, on-boarding, or how to make yourself more attractive to incoming talent.”

Viessmann’s Design Thinking team has been deployed on a variety of projects, from
helping the international audit team optimize reporting, to solving the CFO’s
concerns around lack of system transparency over key buyer groups. "We have also
supported marketing and logistics very successfully," Mito adds, “to name just a few
examples.”

Of course, getting the persona right is key. “Although we target one representative
persona, it's really useful to bear the extreme outliers in mind,” he explains. “While
you are unlikely to solve for the extremes – that would not be cost-effective – the
truth is that if you convince the extreme outliers, you will also be solving for the mass
of your target market which might not be able to verbalize its concerns as easily. So,
it's worth investing in these outliers because they express what the majority feels but
cannot or will not express."

Summary
Design thinking starts as a linear methodology that very often stays on this level in enterprises,
Mito explains. With iterations, it is made circular, constantly returning and improving previous
steps, until it achieves the best solution for the user.

“The first step is based on observation, but as you evolve through the additional steps you
hone your understanding of the problem. In testing out your prototypes with the end-user you
often realize that you didn't ask the right questions in the first round. The first prototype often
acts as an icebreaker, in other words,” he adds.

“While the prototype introduction might take five minutes, we spend 25 minutes digging
deeper with the user group. It can take a few rounds to get the right solution. Seeing what
does not work is just as important as seeing what does work, from a design perspective,” says
Mito. “Sometimes we are ahead of the curve and our solution may be 'too early' for the enduser. But that's a great place to be."

Design Thinking for HR Video
An Interview with NCR Culture Transformation Catalyst Kevin Finke

Sourced from: https://www.hrexchangenetwork.com/employee-engagement/videos/designthinking-a-video-interview-with-ncr-culture-transformation-catalyst-kevin-finke
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