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organizational problems, outside of growth. Whether your focus 
is producing growth, redesigning internal processes, engaging 
your sales force, or a host of other issues, the basic innovation 
methodology behind design thinking remains the same. Let’s first 
summarize the D4G approach:

The process examines four basic questions, which correspond 
to the four stages of design thinking:

1. What is?
2. What if?
3. What wows?
4. What works?

What is? explores current reality. What if? uses what we learn to 
envision multiple options for creating a new future. What wows? 
makes some choices about where to focus first. What works? 
takes us into the real world to interact with actual users through 
small experiments. The widening and narrowing of the bands 
around each question represent what designers call “divergent” 
and “convergent” thinking. In the early parts of the process, and 
even within each stage, we are diverging: progressively expanding 
our field of vision, looking as broadly and expansively around us 
as possible in order to escape the trap of our mental models. We 
then begin to converge, gradually narrowing our options to the 
most promising ones.

What is? What if? What wows? What works?? $
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been built on logic and analytics. This equips them well for con-
trol but not for creativity. Twenty years ago, that may not have 
mattered; today it is a fatal flaw. But we need more than just 
extra management tools or techniques: We need a revolution in 
thinking.”

Second Road was built around the neglected path of conversa-
tion. The goal, Golsby-Smith explained, was to equip people to 
become “designers who are making worlds rather than analyzing 
them”—“authors” rather than “readers.” Successful corporate 
strategies, he believed, emerged out of dialogues that engaged not 
only senior executives but employees throughout the organization 
and that focused on invention rather than just analysis.

From these ideas, Second Road developed a set of practices 
for guiding these dialogues, using a framework it called the AcdB 
model:

The format of the framework will be familiar to advocates of 
design thinking, with its focus on the What is? question about 
the present and the What if? question that points to a new future. 

A
C

D

B
Present Situation

(perception)

Design
(invention)

Future Vision
(imagination)

Connections and Consequences
(methods and plans)



together. His intent was to 
build a team committed to a 
common purpose and set of 
outcomes.

In the lead-up to the first 
day, Nick and Amanda from 
Second Road synthesized the 
findings and conversations 
from the task force debriefs. 
Instead of writing a report 
or making a PowerPoint pre-
sentation, they elected to cre-
ate something more visual: a 
set of posters that captured 
the key points. “We had dis-
cussed most of the ‘current 
situation’ during the task 
force debriefs,” Nick recalled, 
“but I didn’t want to lose 
that momentum and insight. 
So we created the posters to 
immerse the team back into 
that topic.”

On the first day, Nick 
asked the group to walk with 
him from poster to poster, 
stopping to examine each 
and giving team members a 
chance to recall parts of the 
previous week’s conversa-

tion that had struck them. By the end of that session, they had 
cohered around a common “story” about their current situation 
and the challenges they faced.

Building Our Future
O P P O R T U N I T I E S  P O S T E R

system in focus operating environment
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Redesigning the Customer Contact Center at Toyota 

support person. This was all happening while the customers were 
on hold. Customers made three calls, on average, to resolve a 
problem. During these calls, reps consulted multiple sources, 
dividing their time in the following way:

Ask tech
support

Multiple
apps

Hardcopy
sources

Ask fellow 
rep

50% 22% 11% 17%

The software side of the equation was equally challenging. 
Reps regularly had up to thirteen applications open on their 
computer screens as they searched for content to answer. Cus-
tomers’ questions. This added needless complexity and potential 
confusion.

Initially, the solution seemed as straightforward as the problem: 
Create a new database for the reps. But in the end, what Gayle 
and her team created was something more transformational: a 
revision of the entire process, both human and technical.

Learning from Past Mistakes

Gayle had previously conducted a series of executive interviews 
at Toyota aimed at understanding why big projects fell short or 
failed altogether, and she took the learning from that project into 
this one. The cause she had pinpointed was that relevant stake-
holders were often not engaged early in the process. Gayle was 
determined to avoid that mistake in the Contact Center project. 
She would take a holistic approach that encompassed people, 
process, and technology. It would not just be about bringing in 
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Social Networking at MeYou Health 

based, like a text message; ideally, they would involve a partner 
or group. The me-time impoverished, who are focused on the 
needs of others, might respond better to a challenge to prepare a 
healthy family meal than to a more individually focused activity.  
As Bill explained, “Doing healthy new activities can actually 
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Industry Collaboration in Financial Services

design theory, moving on to practical work was very use-
ful and instructive. The richness of the interdisciplinary 
approach, the contact with the social sciences and creative 
people, and having recourse to fieldwork and ‘real people’ 
if not a complete discovery for me, at least reinforced my 
convictions.”

•	 “This	 experience	 has	 equipped	 us	 bankers	 and	 insurers	
with a new pair of glasses through which to see the world, 
our society, our clients, and our jobs differently and with-
out prejudices. FiDJI is the pair of glasses that enabled a 
multidisciplinary team to see/identify, work/conceive, and 
imagine/realize together.”

•	 “Together	we	have	demonstrated	that	the	largest	bank	and	
insurance groups were capable of innovating and creating 
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Weeks 10 and 11: Broadcasting the Five Ideas

The teams built mini-prototypes that reflected how the community 
could act on the ideas and shared these prototypes with the public. 
They included a full-scale cardboard office space to simulate places 
where residents could meet and a small section of a potentially 
longer walkway to the coast. The public displays helped identify 
resident champions—those who could take a project concept and 
make it real—by communicating an exciting vision of the future. 
The prototypes were refined further on the basis of feedback, and 
the team continued engaging with potential local champions while 
trying to build city council support.

Week 12: The Big Celebration

Now that the five prototypes were well developed, the teams 
organized a one-day event—a Prototype Extravaganza—to 
attract as many residents as possible. They were presented with 
pertinent details about the project, including available resources 
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Scaling a Design Thinking Competency at Intuit

troops at Intuit. The talks, though engaging and well attended, 
did not produce the results Kaaren had hoped for. “We realized 
after about a year that while people were talking, they were not 
changing their behaviors,” she explained. “It turns out there was 
a big chasm between saying you want to do something and actu-
ally doing it.”

So Kaaren’s design innovation team decided to shift its focus. 
Though it had developed a comprehensive and thoughtful process 
to guide innovation efforts, it elected to emphasize just three simple 
principles instead. “A long process is almost cognitive overload,” 
Kaaren observed. “How do you juxtapose that with lean start-up, 
or agile, or waterfall, or total production systems, or whatever 
your favorite process is? It was simply too much. By looking at 
the principles instead, it was easier to say, ‘OK, how can you get 
deep customer empathy regardless of the process you’re using?’ ” 
The team identified three core principles: customer empathy, go 
broad before narrow, and rapid experimentation.
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Where Do We Go from Here?

•	 Measures of customer satisfaction like Net Promoter Score 
at Intuit

•	 Contact-center-employee satisfaction at Toyota

Again, these are themselves outcomes, and their direct link to 
objective financial metrics like revenues and profits is difficult to 
demonstrate. But increasing the number of people who think they 
understand the strategy, or would recommend your product to a 
friend, or enjoy their work seems valuable in and of itself, doesn’t 

MEASURABLE CHANGES 
IN PERCEPTION

CHANGES IN 
THE CONVERSATION

CHANGES IN 
HOW PEOPLE

THINK

CHANGES IN 
“HARD” 

MEASURABLE OUTCOMES




