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What does it take to become truly

customer focused?



Executive Summary

In 1999, B. Joseph Pine and James H. Gilmore published their now pivotal
book, The Experience Economy, arguing that products and services are not
the only goods to be bought and sold, but that experiences themselves
have real economic value. Consumers, they believed, were not only willing
to pay for experiences, but would soon begin demanding them. The

big winners of the 21st century would be the brands able and willing to
capitalize on them.

In the nearly 20 years since it was first published, the book has become
gospel for many of the millennium’s most successful brands, and,
seemingly overnight, managed to invent the field of what we now call
Customer Experience (CX).

A quick look around and you won’t be lacking in examples of how the
concept of experience-as-commodity has infused nearly every industry,
driving what we now call digital transformation. Airbnb has transformed
the travel and hospitality industry. Uber has fundamentally altered how
we move around cities. Netflix has changed the way we watch television
and movies. And after Amazon, retail will never be the same. These
brands have proved Pine and Gilmore’s thesis, illustrating how, in the
21st century, it’s experience that sells. And, as of 2016 we now know that

companies that offer consistently best-in-class customer experiences tend
to grow faster and more profitably. (Catlin, Duncan, Fanderl, Lorenz 2016)


http://www.mckinsey.com/industries/financial-services/our-insights/the-growth-engine-superior-customer-experience-in-insurance

Companies that offer consistently best-in-class customer
experiences tend to grow faster and more profitably.
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01. Weak Digital Culture impedes the ability to understand customers

But when we talk about experiences, what we are really talking about

is a renewed focus on the customer. Brands competing on experience

are those who truly understand their customers, and in doing so, are
able to build experiences around customer journeys, tapping into their
customers’ needs and desires. For this reason, focusing on Customer
Experience is a win-win for brands and customers alike. By giving
customers exactly what they want, brands are able to gain loyalty and, of

course, grow their businesses.

Understanding what customers need and desire, however, is easier

said than done, especially in more entrenched and regulated industries
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where legacy companies are beleaguered by complex regulatory
requirements and a culture of “business as usual.” These limitations
explain, in part, why certain industries have been slower to adapt.
According to a McKinsey report from last year about the imperative for

insurance companies to focus on Customer Experience:

“The main reason so many companies fail to improve customer journeys is
that understanding what customers value is not an easy task. Identifying what
drives customer satisfaction and translating it into operational performance
improvements requires deep customer insights, solid analytics, and modeling
the most important customer journeys, with cross-functional ownership and
multichannel, end-to-end management.” (Catlin, Duncan, Fanderl, Lorenz

2016)

Not surprisingly, McKinsey’s Digital Quotient—a metric designed to
evaluate 18 management practices connected to growth and total returns
to shareholders—places several industries, including banking, insurance,
and private equity below the global average when it comes to their

ability to effectively transform and deliver on Customer Experience.

Distribution of Digital Quotient® score by industry, globally.
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McKinsey, Digital Quotient (2016)


http://www.mckinsey.com/industries/financial-services/our-insights/the-growth-engine-superior-customer-experience-in-insurance
https://digitalinsurance.mckinsey.com/digital-quotient-where-does-your-company-stand/

According to the same study, a “weak Digital Culture” is to blame for the
slow transformation. But what exactly is a “Digital Culture?” McKinsey

defines it using 5 key attributes:
An appetite for risk
A test-and-learn approach to product and service development
Agility
Willingness to collaborate internally
Willingness to collaborate externally

While most P&C insurers are held back by their “weak Digital Culture}
the top P&C insurers not only rank high in these areas, but are increasing

revenue 1.5 times as fast as the rest of the field.

P&C insurers with strong Digital Cultures are increasing
revenue 1.5 times as fast as the rest of the field.

McKinsey, Digital Quotient (2016)

02. Culture and Organization as key areas for growth

Among the areas important to an organization’s digital transformation
are culture and organization. When it comes to culture, the most
successful companies “have a greater risk appetite for digital initiatives,
embrace a test-and-learn mindset, enforce cross-disciplinary
collaboration, and look outward for inspiration.” And when it comes to
organization, companies with “high-quality governance and employee
practices” and those who effectively align roles and responsibilities tend
to outperform their peers. Both are areas where all companies—and P&C
insurers in particular, as the graphic below suggests—struggle, greatly
impeding their ability to become more customer focused, and thus to

grow faster and more profitably.


https://digitalinsurance.mckinsey.com/digital-quotient-where-does-your-company-stand/

P&C insurer’ performance scores in the five attributes important
to Digital Culture
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03. Agency and talent acquisition is an incomplete path to digital

transformation

Some of the more beleaguered industries with low Digital Quotients,
like insurance and financial services, have long recognized the need for
transformation. In the past decade, among other steps toward change,
we have seen the massive trend of in-housing UX talent alongside the

acquisitions of UX agencies by corporations, the most talked about being

the Capital One acquisition of Adaptive Path.

Similarly, the business consultancy Accenture, in a continuing effort to
compete on the Customer Experience battleground, has been on a buying
spree, acquiring 12 digital agencies since 2013, including two Sidney-

based agencies, the Monkeys and Maud, in May of this year alone.


https://techcrunch.com/2015/07/08/capital-one-acquires-oakland-based-design-and-development-firm-monsoon/

And while acquisition can certainly be a path toward the organizational
change needed for companies to become truly customer focused, the
transformation often happens in the wrong direction, with corporate

culture infusing creative agencies rather than the other way around.

For example, when Accenture acquired the ecommerce agency, Reactive,
a large number of Reactive’s employees left the company, because,
according to AdNews, “they couldn’t align their values with the new
organization. It is said to have gone from a nimble, small agency startup

with a dynamic culture to a cog in a corporate wheel that smothered it.”

FJORD’s transition to becoming a part of Accenture appears to have had
speed bumps of its own. It’s Glass Door page is replete with references to

the difficult transition. One employee’s comment reads:

“The relationship results in a sort of ‘two-headedness’-working style, culture,
types of projects, desires/demands can sometimes be in conflict with Accenture
and FJORD.”

Another employee’s advice to management reads:

“You have an awesome in-studio team, which I’m afraid if Accenture continues
to interfere with the work you guys are doing, that several of your most talented
folks will abandon ship. Do everything you can to separate the Accenture
workflows from the Fjord workflows. If Accenture wants to work on a Fjord

project, have them learn the Fjord way.”

And while a few employees’ voices on GlassDoor give us a very
incomplete picture of what the relationship between FJORD and
Accenture is really like, avoiding this kind of two-headedness can prove
difficult, especially at large organizations deeply entrenched in old
ways of doing things. Furthermore, as the McKinsey research suggests,
transforming your organization to be more customer focused requires
more than just the right talent, it requires cultural and organizational

change.


http://www.adnews.com.au/news/accenture-won-t-compromise-our-culture-the-monkeys
https://www.glassdoor.com/Overview/Working-at-Fjordnet-EI_IE522452.11,19.htm

68% of life insurers say internal company structure or

cultural constraints are the key challenge they face in

delivering their digital strategy.

EY, Insurance in a digital world (2013)

Recognizing that UX and creative agencies hold the key to delivering
on Customer Experience is definitely a step in the right direction, and
has surely contributed to some of the major transformation we have
seen over the past decade in financial services with what has come to
be called Fintech. But many companies, particularly those within the
insurance space, continue to struggle to transform. And while 68% of
life insurers believe that company Culture and Organization are the
key barriers to improving their Digital Culture (EY, 2013), KPMG’s 2016

Insurance CEO Outlook report found that most CEOs are still looking

to talent and acquisition to solve their digital strategy woes, with very
few investing in the organizational transformation and agile design
practices required to enhance their Digital Culture, as depicted in the

graph below.

What is your organization doing to accelerate the execution of
your strategy?

HIRE TALENT

FORM NEW PARTHERSHIPS / ALLIANCES
MAKE STRATEGIC ACGUISITIONS
STREAMLINE INTERNAL PROCESSES

SPIMN OFF / ISOLATE THE MOST INNOVATIVE
DIVISION INTO A SEPARATE UNIT

ADOPT A "FAIL-FAST", “FAIL-CHEAP"
APPROACH TO EXECUTION

BRING CUSTOMERS IM EARLIER
ELIMIMATE BUREAUCRACY

RESTRUCTURE THE ORGAMIZATION
(E.G LESS HIERARCHY, MORE CROS5-
FUNCTIONAL DEVELOPMENT, ETC)

SPIN OFF / ISOLATE & LEGACY DIVISION
INTO A SEPARATE UNIT

TIE COMPENSATION / OTHER INCENTIVES
TO SPEED-TO-MARKET

KPMG, Insurance Outlook report (2016)
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https://assets.kpmg.com/content/dam/kpmg/us/pdf/2016/11/embrace-change-in-changing-times-insurance-ceo-outlook.pdf

04. Going beyond talent to transform Digital Culture

In order to innovate and become truly customer focused, insurance
companies need to develop an internal culture of understanding and
designing to customer needs. But that sort of change doesn’t just happen
overnight, and it doesn’t happen automatically when you hire a new CIO
or acquire a digital agency. So where should insurance companies start?

How can they seed this change and make sure it sticks?

This white paper presents an innovative learning model we designed

to facilitate transformational change within insurance and financial
services organizations. Our model is based upon more than 10 years of
working within these types of organizations to teach design thinking
techniques, conduct design studios, and empower organizations to use
these methods to institute the cultural and organizational change needed
to build these capabilities internally and develop a Digital Culture that is

truly customer-centric.

In combination with our agency experience working with insurance and
financial services companies like MetLife, Prosight Specialty Insurance,
and Citigroup to design and launch new and innovative products, we
also hold internal expertise in adult learning; members of our team are
regularly invited to guest lecture and teach design thinking workshops
to MBA students and other business professionals, hold positions on
design thinking advisory boards at prestigious universities, and speak

at conferences on the use of these practices within the insurance and
financial services space. Not only does this white paper detail best use of

such practices, but sets out a model for internal adoption and scalability.

11



How do companies seed the kind
of change that transforms their
organizations?

12



The Learning Model

Effective change starts small and then grows inside an organization
authentically. Authentically, however, does not mean automatically.
In order for transformation to take foot, organizations must be
thoughtful and intentional about how they go about instituting

change.

GOAL

To enhance the Digital Culture at insurance and financial services
organizations by infusing the organization with a spirit of innovation,
design thinking, and customer-centricity by implementing a
participatory learning model. Using McKinsey’s 5 attributes of Digital

Culture, our learning model aims to:
Increase the organization’s appetite for risk

Improve agility within the organization, ie. their ability to change

midstream and execute changes quickly

Institute a test-and-learn approach to product and service development

across the organization

Improve the organization’s willingness to collaborate internally and

externally



METHODS

Our learning model makes use of proven methodologies and approaches

from across the fields of service design, user experience, design

thinking, and business administration.

* For a complete description of methods, please see section 6 of this white paper, Glossary of Methods

Design Thinking Methods
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APPETITE FOR
RISK

AGILITY

TEST & LEARN
APPROACH

WILLING TO
COLLABORATE
INTERMALLY

WILLING TO
COLLABORATE
EXTERMNALLY

MEASUREMENT OF SUCCESS: RUBRIC

The success of an organization’s digital transformation can be difficult

to measure, as it is always ongoing and the definition of what constitutes

a strong Digital Culture will inevitably change as society shifts and

customer expecations and technology evolve. Our success rubric is based

upon McKinsey’s 5 attributes of Digital Culture and can be used as both a

baseline, to guage where an organization is currently at, and as a means of

assessing progreess as an organization undertakes our learning model.
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LEARNING THEORY: ANDRAGOGY

It is critical to develop a successful learning and training function if new cultural
and organizational practices are to take hold and ultimately, be owned and taught
by and within the organization. Our learning model makes use of several key

learning theories.

Leveraging Malcolm Knowles’s widely known theory of adult learning,
andragogy, we can form a basis of effective training. Moreover, taking
into account different learning styles, we can make sure that learning is

easy for all types of learners.

There are seven key principles for designing adult learning:

Learning Theory: Andragogy

Adult Learners Education Approach

Attitudes Teaching Styles

® © S & L& w

Avtonomous Grounded Relevant Practical Collaborative Experiential Flexible
Self-driven and Leverages existing Relates the Applicable to Respectiul coaching Immersive, engaging Adaptable to
adaptable knowledge and learning to a real-life based instruction and interactive for different levels of
experience person's geals situations different kearning experience
sryles

Source: Knowles, 1970
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We incorporated the principles of andragogy into our model design to
ensure that user centered design and design thinking skills are fully

utilized by the adult learners:

Autonomous: Self-driven and adaptable

Learners have a desire to succeed in their internships and secure a
full-time offer. Providing context of how these skills will help them
be more innovative, faster, will provide internal motivation to learn

these techniques.

Providing a guide for learners to follow allows them to direct
their own learning. We provided a check-list of skills, steps and

milestones for them to follow through the course.

Grounded: Leverages existing knowledge and experience

Inviting the learners to share past exposure to design thinking and
associated success stories will bring their existing experience into

the classroom.

Asking learners about past barriers to success, allows for

customization of the course to help them overcome those barriers.

Relevant: Relates the learning to a person's goals

Asking learners about their goals will allow for tailored exercises

and examples throughout the course.

Practical: Applicable to real-life situations

Asking learners about their projects will allow for tailored exercises

and examples throughout the course.

Collaborative: Respectful coaching based instruction

Learners are asked for feedback on the course throughout the
experience in order to continually optimize and make sure the

course is fitting into their project work



Learners are always invited to share relevant background

information and prior knowledge.

Teaching is done using a coaching-based model, rather than a

didactive one, to establish rapport with learners.

Experiential: Immersive, engaging and interactive for different

learning styles

Utilize different methods of teaching, including lectures, videos and

in-class practice.

Allow learners to practice methods using their existing project work

to make sure all methods are relevant.

Flexible: Adaptable to different levels of experience

- Learners are able to share their level of experience and gain

additional coaching if needed.

Partnering with other learners enables them to learn from each

other not just from instructors.

There are also three main types of learning styles:

Learning Theory: Learning Styles

Visual Auditory Kinesthetic

See process visualized, step by step Hear process described Performing tasks

Video In-person Written Tradiricnal Flayback Dialogug Project based Trial and Secondarily:
demonstrations  demonstrations instructions Lectures recording of within a learning BrrOr EXpPosUTe Lo Wisual
lectures lecture and/or auditory

methods



Our learning model also addresses these:

Visual: See process visualized, step by step.

Leverage video demonstrations, in-person demonstrations and well

as written instructions to appeal to visual learners.

Auditory: Hear process described.

Utilize traditional lectures with the ability to stop for a dialogue
within the lecture and to record the lecture for later playback

ensures processing by auditory learners.

Kinesthetic: Perform tasks.

Including project based learning such as practicing affinity
mapping on a white board, running classmates through sample
usability testing scripts, and journey map sketching so learners
can experience trial and error ensures comprehension by

kinesthetic learners.

PARTICIPATORY LEARNING

Participatory Learning is ultimately about facilitating a process of
collective analysis, learning, and problem solving amongst a group of
people. By approaching students as both collaborators and objects of
study-to be learned from, about and with-learning and teaching become
mutual between instructor and learner. When implemented well;

participatory learning increases collaboration, subverts hierarchies,

encourages agility, and rapidly increases skill acquisition. The practice of

Participatory Learning can be used successfully as a pedagogical method
in schools, in community planning, and in professional settings as

professional development.

Our Participatory Learning Model has four key steps:

19



Participatory Learning Model
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Each step is grounded in adult learning theory and our model adapts to
all learning styles, while utilizing methods and approaches drawn from

Design Thinking, UX, Service Design, and Business Administration:

Investigation

In this step, the instructor interviews stakeholder and the learners.
This uncovers a wealth of information about participants, their past
background, expertise, and relevant subject matters for adapting
exercises. Acquiring this knowledge enables the facilitator to ground
learning in learners’ knowledge and expertise, and to adapted topics
appropriately. It also establishes the basis of collaboration between the
instructor and the learners, fostering a dialogue that can be sustained
throughout the course for feedback and optimization. Learners’
experience levels are also uncovered to ensure content is tailored to

different levels.
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02.

03.

Methods to be utilized:

Stakeholder Management
Business Model Validation

Guided Sensory Brainstorming

Participation

Learners are run through sample workshops and exercises as
participants. This gives learners exposure to the techniques without
needing to master the methods, it establishes a common experience
for all participants, and builds empathy for the process and actual
excitement since learners are able to use these techniques successfully
solving a real problem for real people. Participation ensures that all
learning styles are being addressed and also allows the learner to
establish their own opinions and approach to the techniques in an
autonomous fashion. The topics of the practice workshops should be
relevant and practical to learners’ current business problems. These
workshops, by their very nature, reinforce the collaboration between
students and instructors as they are experiential and flexible in their

delivery.
Methods to be utilized:

Affinity Mapping
Design Studio
User Journey Workshops

Persona Role Play Improv

Classroom Learning

After experiencing the techniques, learners are taught the theory
behind each technique as well as how to execute it. There are mini
practice opportunities within the classroom environment as well. But
students are mostly learning the practical skills for setup and execution

of the techniques.

21



O4.

All learning styles are catered to within the classroom setting. Learners
are able to direct their study autonomously through readings and design
of in-classroom exercises. The study is always grounded in the shared
experience of past participation which further drives collaboration and

flexibility.
Methods to be utilized:

Lecture: instructors will choose from a sampling of desired methods, using

lecture to teach the theory behind these methods.

Practice & Coaching

Learners are given the opportunity to plan, execute and analyze

the new techniques under the coaching of the instructor. This trial
and error approach reinforces the need for autonomous, grounded,
relevant, practical, collaborative, experiential and flexible learning
experiences. Learners bond and create a shared culture around their
successful mastery of the techniques, cementing their ability to

socialize the techniques with their colleagues.

Methods to be utilized:

Coaching: instructors will give adult learners the opportunity to teach
and conduct activities on their own, while providing support, facilitating
questions, and providing feedback, including facilitating adult learners’

assessment of their own performance.

The different steps of the Participatory Learning Model are
interdependent and reinforce the overall adoption of the new
techniques. The different steps of the Participatory Learning Model
are interdependent and reinforce the overall adoption of the new

techniques.

22



Without any of the steps, the training is not as effective. Each
step is interconnected, and it is critical that the steps take place
chronologically, as each step builds upon knowledge gleaned in

previous steps:

Step 1, Investigation is a key step in planning out the other three
steps and making sure that all content is relevant and sufficiently

flexible, grounded, and practical.

Step 2, Participation, builds off of the learnings of the Investigation

phase and establishes a baseline of competency for all participants.

It also creates a shared experience for grounding knowledge within

Step 3, Classroom Learning.

Step 4, Practice & Coaching is the culmination of the entire
experience and leverages what students have learned throughout
the entire course. It also establishes a means by which learners can
socialize their learnings with other team members who have not

participated in the same training.

Each step can take as little as a week to complete. Being exposed to
this content over time, and building on each step will enforce the
skills. It is important to not let too much time go by in between steps,
as this ensures that all knowledge is fresh in participants minds as

they advance through the steps.

L] L]
Class Timeline
WEEK 1 WEEK 2 WEEK 3 WEEK &
BHVESTIGATION
Team Intersiews and Manning for carriculum
personalizatians
1-1 HES FOR INTERVIEWS

Prep and execistion nd sampde workshop and
fachllzared recap dsoussion

10AY OF WORKSHOPS

Um=gibe seminars on design thinking and
11X processes

31 DAYS OF SEMINARS

Support prep and execution of team's
workshop and recap disoassion

5 DAYS FOR WORKSHOPS & PREP
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o1.

02.

SCALABILITY AND ONGOING DEVELOPMENT

Not every organization is ready to adopt a fully self-driven learning
program. And while the learning model detailed above provides a
framework for getting started, the transformation of an organization
takes time and significant effort at all levels of the organization. Though
an organization might acknowledge that they need to change, gaining
the momentum to do so can be daunting and sheer desire might not be

enough.

Choose an innovation partner to seed the appraoch

Insurance and financial services organizations are no strangers to
working with agencies, consultancies and other outside partners to help
them execute projects. These types of partners are often brought in
when an organization knows they must achieve a critical milestone on

a project, but business as usual isn’t bringing them any closer to their
goals. And while this approach may work on a project-to-project basis,
it doesn’t bring about the kind of institutional change necessary to truly

transform an entire organization.

We recommend that these organizations partner with creative agencies
and consultancies who, rather than just using design thinking and UX
methodologies to develop more customer-centric solutions, can actually
implement a learning model like that outlined above to seed change
within the organization, and help the organization build this same

capacity within.

Start small and be targeted

The kind of hands on, participatory approach described above cannot
be implemented across an entire organization at once, nor can it take
place within a vacuum. The idea is that the approach is contagious, and
spreads across the organization organically. In our experience, we often
see organizations make the mistake of trying to overhaul their entire
way of doing things at once, or limiting these types of creative and
innovative approaches to a self-contained group of people, stifling the

spread of ideas.
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It is best to look to a special cross functional team that is integrated
across the organization to pilot the learning model. One example of this
type of team might be a group of interns. They are often young, and

in being so, open to new ways of thinking and willing to experiment.
Additionally, depending on the size and structure of the organization,
interns tend to work across all parts of the organization and also form
deep bonds with key hiring managers within their functional areas.

If interns can show rapid progress, and can advocate their process to
their individual managers, they have already started to spread the
change across the larger network of the organization. If that cycle comes

together, the spread of these ideas can be rapid.

Should you choose to pilot the program with interns, we also
recommend instituting the model simultaneously with a special project
team to ensure the ideas are infusing all levels of the organization. It is
critical that all such teams are cross functional, and not comprised of

members of a single department.

We recommend that the composition of a special project team including
mid-level employees—anywhere from Associate VP level to Senior

Managers—and some combination of the following:

Marketing: Someone who is customer facing and can advocate for

customer needs

IT: Someone with experience supporting a project from a technical

standpoint

Business: Someone who is core to the products and services the

organization is selling

Running these programs simultaneously seeds change at multiple levels
of the organization, and provides an internal framework for advocacy,

especially as newer employees may run into resistance.

Seeing employees succeed at using new methods, teaching them to their
own managers and returning as full time employees with these skills,

can transform an organization in as little as 6 months.

Regardless of which team you start with, the cornerstone of this

program is in leveraging the network effect and encouraging the adult
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03.

04.

learners to teach these methods across the organization and induct

others into these methods.
Nurture advocates through ongoing coaching

In order to achieve a critical mass, we recommend continuing to

work with an external coach and trainer on a regular basis. While the
participatory nature of the learning model provides adult learners with
ample opportunities to practice the methodologies within their training
cohorts, the key to institutional change is in being able to transfer these
new found skills to the regular working environment and experience

success outside of the ‘classroom’.

Having access to ongoing coaching and feedback, even if infrequently,
gives adult learners opportunities to refine their skills and ensure they
are successful in the natural environment-a.k.a the workplace. Having
access to ongoing coaching also models this behavior to employees,
establishing a general culture of openness, flexibility, and the
expectation of personal and professional development, all of which are

valuable in helping an organization become more customer focused.

Institutionalize the learning model

If teaching, training and coaching is required of all learners as a means
of cementing their understanding and getting others to practice

these methods, the ideas are more likely to spread. We recommend
institutionalizing the learning model-eventually making it a part of an
onboarding process that everyone goes through, an official professional

development opportunity, or a company-wide initiative.

When doing so, it is critical to do everything you can to help employees
see the training regimen as an opportunity for personal and
professional growth, not a mandate. Developing a culture of celebration
and ceremony around completing the course and sharing project ideas
and associated business impact can help all employees see the value.
Involving the external coach in some of these activities, especially early
on, can help facilitate the transfer of stewardship to internal members

of the team.
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Change owned, groomed and operated by an internal team is critical to

the success of such a model. Any way that organizations can provide

positive reinforcement around adoption, ownership and success, the

better the outcomes will be.

05. Stick it out when things get tough

The true sign of full adoption is being able to maintain and evangelize

these newfound methods, even in the face of setbacks. Being able to

embrace a culture of failing fast and incremental iteration helps to

overcome the doubt that naturally creeps in when there are setbacks.

Pushing through those doubts, continuing the practice regularly, and

inducting other members into these methods will help ensure the

success and adoption required for true organizational change.

Organizations tend to move up in maturity in terms of their readiness for such

practices and their ability to sustain and grow. The below maturity model shows

the different stages organizations go through. This model can also be used as a

diagnostic tool for understanding how easily an organization will embrace this

sort of training.

Digital Innovation Organization Maturity Model

& ENDWLEDGE
DERIRE s SRS
8 T
AWAREMESS &
Wit pitot
aitacnil introspection
S1ATUS QU atimufus
5 - = L pilol progran
by = Papad grov® in 8 ey % & 1851 &nd leam
Sk = Dasira 1or rapid growth e G Ovarcomea stagration iy
GDALS E organizalioeal hangs
mE = Choss a lew-ish cross-
e = Top-dowr directives o = Hies pukids consullans = Cormsenses based funcliorsl pilcl 1Bam o
chango for project-Sasad work decision making rrovation iraining and
TACTICS projicd bamsed praclice
P = Elowed teams, repeating o = Cwercoming fear of falure
g ol 1acics Wit only " mm‘:&ﬁ:}; mmm + Dilficulty implamanting and choosing 1ha sight
Inements silieide consultans s s wirk projecis Fal have impact
CHALLENGES Improvamonts ! and visinigy

%

ABILITY

natwork

= Drgaric propagsion al

changa throughou the
oganizalion

= Calsbrafion ol sucass

snnes & sponsonshio of
radiwiduals for training and
projac-Eased geadion

= Seecing change o drive

arganizaticnal
Irangfenmaion

s
L
REINFORCEMENT

evangelists

= Changs i oweed and
ropagated by intemel
Haude

= imernal lesd Faring and
coaching

= Feeping momaniam
Pugh sl backs

27



What you don’t know can hurt you.
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Things to Remember

o1.

It wasn’t a week later that they were convinced. It was

Expect pushback (and plan for it).

When teaching adults in a corporate environment, it is likely they have
never been exposed to many of the activities and methodologies you are
encouraging them to participate in. Hot pink sticky notes and sharpies
are not necessarily the staples of a corporate conference room. In our
experience, it will take a little time for participants to get on board with
what you are doing. To make them believers, they’ll have to see the

fruits of their labor immediately.

an hour later.

Years ago, during our first engagement with one of our insurance clients,
we lead a Design Studio exercise to help the team generate ideas for the
design project we were working on. The meeting brought together all
aspects of the business, including calims, operations, IT, and marketing
to brainstorm a new design for their website. About an hour into the
meeting, the project sponsor pulled our account director aside to express
his concern that the techniques we were using were not going to work on
his team. He thought the Design Studio may not be the best use of their
time and that it was not going to generate any useful ideas. We asked
him to give us another hour. Within the hour the juices were flowing:
participants were sketching out their ideas, sharing and ranking them,
and getting feedback from everyone on the team. By the end of the
session we had a prototype ready for testing. It wasn’t a week later that

they were convinced, it was an hour later. We had made them believers.

2 years later, this same project sponsor asked us to come back and teach

the entire company to do what we do.
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Reach

Percent

20

15

This story reinforces the need for Step 2, Participation. Make
sure that the participants are included in the actual design
process before you try to teach them the mechanics (ie. Step 3).
Teaching the concepts before experiencing the success of actually
participating in the activities will make it more difficult to secure

buy in from learners

As we know from marketing practice (and depicted in the
graph below), targets must be exposed to a message multiple
times before they are imprinted with it and act. The same goes
for education: having multiple touch points and options for
iteration of each throughout all of the four steps will aid in the

effectiveness of the training, and help ensure skill acquisition.

Marketing Effective Frequency

Mo exposure

— Ineffective Exposure

- Threshold of effectivensss

Reinforcement of effectiveness

Effective
Exposure

Excessive exposure

1 2 3 & 5 & F i B g 10 1 12 13 & 15 16 17 18

MUmBer Of EHPRELNES

McGraw-Hill Education, Effective Frequency, 2015

Hegative exposure
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02. Theory isn't enough (and neither is practice).

Anyone can read articles about design thinking, watch web training
videos about user testing, or listen to a Ted Talk about the power of
collaborative brainstorming, but to retain learning and actually transfer
new skills to the work that we do requires multiple levels of exposure and

access to a variety of different kinds of learning opportunities

In their work studying the effectiveness of training teachers in public

schools, Joyce & Showers found that:

“Training that only consisted of theory and discussion produced a modest gain
in knowledge and the ability of teachers to demonstrate the new skills in the
protected training environment but there was no transfer to the classroom. More
substantial gains were made when demonstration, practice, and feedback were
added to theory and discussion in a training workshop, but still with little use

of the new skills in the classroom. When on-the-job coaching was added large
gains were seen in knowledge, ability to demonstrate the skills, and use of the

new skills in the classroom with students.” (Joyce & Showers, 2002)

And while there is not necessarily a 1:1 correlation between teachers
and corporate employees, the same principals apply: adult learners will
be more effective at retaining and applying the skills they learn when
exposed through theory, practice, and coaching. Theory, on its own, is

never enough.
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Effectiveness of Training Techniques

THEORY Middle to high Low (5%) -
DEMOMNSTRATION High Low (3-5%) -
PRACTICE & FEEDBACK High High (Bo%) Low (5-10%)
COACHING High High (95%) High (80%)

Joyce & Showers (2002)

03. Change doesn't go "viral" on its own.

The network effect is a key principle in driving change across an
organization. The more participants you have, the larger the gains will
be. Yet, as we see from Metcalf’s Law, meaningful change can start with
just a few people. The key is in making everyone you train an expert and
an advocate who can carry the ideas and methods they learn into other

areas of the organization.

There are a few key things you can do to ensure the learning doesn’t stop

with you, but is infused throughout the organization:

Provide learners ample opportunity to practice and execute the
methods you are teaching, both within training sessions and within
the organization at large. This will require collaboration with the

larger organization to ensure these opportunities are made available.
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Train at multiple levels and across functions. Only training one group
within a particular aspect of the business will limit organizational
transformation. Ensuring that training sessions include individuals from
across the different business functions and at different levels within the

organization will give you advocates in many places.

Don't underestimate the importance of on-the-job coaching.

As discussed above, theory and practice alone are not enough. Ensuring
all learners have access to on-the-job coaching will be vital in ensuring
information and practices spread across the organization and that
techniques are being implemented effectively. This also provides a
means of modeling to learners how they can support their colleagues in a

similar capacity.

Network Effects Metcalf's Law

F 3 &
°
* & »
®
» »
o ® ° ®
& 9 16

Love (2012)
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04. Materials matter. No really, they do

Make drawing amd writing more fun with the right tools.
Different colors let you create contrast and hiecarchy
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Half of the reason design thinking and UX techniques work is because
they are fun. They get people involved in learning in a way they actually
enjoy. Which is to say, that the materials—the colorful post it notes, the
sharpies the scissors, the tape and highlighters—they actually matter.
Fun, colorful, and creative supplies make people forget they are working
and help them feel more open to taking risks, sharing ideas, and being
experimental. Neon post-it notes will bring a smile to the face of any
participant, while at once symbolising a shift in mindset from work to

fun, important to getting the creative juices flowing.

Having a ready-made kit always available removes the friction of

assembling everything, and makes these activities feel more accessible.
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When the tools are on hand, they can be done at anytime without

advance preparation.

For many people, these materials tap into the same excitement they

likely felt on the first day of school, when they got to use those fresh

new crayons for the very first time. Play into that nostalgia.

05. Being creative and innovative can be a powerful

mechanism for recruitment.

All companies are competing for the same top talent. Because of the

insurance industry’s reputation for being slow, bureaucratic, and behind

the times, it can be especially difficult for them to compete for top

talent. Training programs and innovative ways of working are key ways

of attracting these the kind of talent needed to infuse more creative

practices into the organization. Millennials in particular are looking

for more out of their work than traditional workplaces, especially in the

financial world, have to offer.
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So when hiring younger talen, what skills are critical for the new
innovative workforce? Digital work requires a large selection of skills,

including: research, strategy, design, testing, prototyping and more.

On the contrary, you do not want hire a single person to fill all of these
roles, nor do you want your team members to only be hyper-focused on
one of these digital skills. It’s best to build small teams of three to five
people who overlap in their digital skillset. T-shaped team members who
possess one deep functional skill and a breadth of other skills will work
great with other other T-shaped teams who have complementary skills
(Goldschmidt, 2017).

For many insurance and financial services organizations, focusing on
hiring talent with digital skills is quite a departure from the traditional
skills they have recruited for in the past. And while all team members
should possess the analytical skills needed to understand insurance
industry, building teams with digital capabilities and design thinking
skills will further foster innovation and customer-centricity within your

organization, igniting the spread of ideas.

The Spectrum of Digital Skills

FACILITATION & LEADERSHIP

: Development
Product Information Content
Business Research Strategy Management  Architecture Strategy Desles g e Wlirlmt"' imn
n L)
i e Aok R L L L L] SPECTRUM OF SKILLS ==r="=cccsssacnsssssacsnnnncnns -
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To be able to teach innovation is to be

able to innovate.
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Conclusion

Teaching user centered design techniques—and watching them transform
an organization—is not all that different from practicing user centered
design, and seeing an experience fundamentally transform the way
people do things. Both follow the same basic structure of design
thinking, because both are grounded in helping people. The four steps
of our participatory learning model can be easily mapped to our agency’s

actual design practice.

When working with clients we start with investigation and uncover

user needs—step 1. We then move into ideation, which, like step 2 of the
process, is where our team starts testing out ideas and honing in on a
hypothesis. The kind of classroom learning that happens in step 3 is

not unlike a series of working prototypes, which we test out with users
(or in this case, learners), until something clicks, with the modification
happening in real time. Finally Step 4, Practice & Coaching is nothing but

iteration cycles for getting the techniques down correctly.

It is important to draw this parallel in structure, as it reminds us that
when we are teaching these techniques what we are actually doing

is designing an experience—-a different way of working-that, like the
products we strive to design with our clients, is better for everyone:

for customers, for employees, and for business. At the end of the day,
the skills needed to teach customer-centric innovation are the same
skills necessary to innovate customer-centric solutions. Why not be an

organization that does both?
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Learning vs Making Model

Dig &
Investigation Participation Discover
Practice & ' Classroom lteration
Coaching Learning Cycles

About Cake & Arrow

Cake & Arrow is a customer experience agency who partners with
insurance and financial services organizations. We’re leading global
digital initiatives with MetLife, ProSight, among others, for launches that
span life, group benefits, P&C, and specialty. We use customer data to
achieve results, focusing on increasing policy renewals, driving profitable

growth, and creating digital experiences to get you closer to customers

and allow for more self-service.

To learn more about how Cake & Arrow can support your business,
including how we can train your organization to become more innovative

and customer focused, visit our website at cakeandarrow.com or email us

at biz@cakeandarrow.com.

Inspire &
ldeate

Design
Prototypes &
User Testing
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the end goal.
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started her quest to understand what makes people tick. Finding the web changed
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Foo pebararch, sepaea i quates inio ailinake, behrviors arsd
A i aned Wi each o 4 pest-il nete, Ferconospt
or b liny resting, wrie each fallune point and
sEpgeEticnyan s pot-it e,

GROUP IDEAS

Reail ssch dans palne sut kad, creane grepsaf dwa with
the peat-lenctes on &l or shiebasrd . Move @em
meund and try diffeomt grougs.

AMALYIE DATA

A 3 graep, discans aach of the groups and debate
it e Pl impe L. Faom i groups is
vl Dras  circke around ach fival groap and
gve thema summan zing aame.

INEGHT IDERTIFICATION

Analysie cin mveal Lot duld 00 0Nl s persea
o e ik ar e esedl o Momm & Hrategic colbection of
iEabilivy changes,

EVEMT SETUIP

R Lify o Ll s and Chair goals ot it
experknoe, Beoood fhe (ot lements 2 k3o whal o
ane laking 18 feam

EECRUIT USERS

Kdenaily b RaTEer users p want 1 sk i Try o have
4+ purtictpania froe sach maje uer (rpe. Wiile 8
irveTsr o rake s yous ogees maich por citesisar
0 1o wihkere e Ghege ) already s, 1862 1w Drick and martae
locatien of am oeline stoee.

CARD: BOETIRG:

Waite aack place of isformation en an fdidus card.
Sl (st Cardts and lot aach paeticganl andt leem
A5k thern o group Hoe e lopither, A0 1 end they
sheaukl 2550 CaRERrY Bames 10 £330 Ea.

ARCHITECTURE DEVELOPMENT

Comnlidate all of the dat feam pach smaioz
Divebep o mastar site sirscrara based 2n the reenge
approach aceesi il i,
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USER EXPERIENCE METHODS: n

IGEMTIFY DATA

Personas s Sl A TR

i i aned wite each o & pest-il nate, Tagexh
painrwhh demography, or peychographic il

Creabe a portrait of key user groups
;&!l to serve as a point of reference for
g user-centered decision making.

GROUFE RELATED DATA

Birirw th data ared proup it by differest demogsaphics o
pepchagrapiics 1 by arsd foem umigu uses Iypes by
wetaniars ad mindsers

AMALYTE QAT
m P e e
them. Fermn st groups a8 ikl [ a gl

araand earh final group.
+ Pest-ft notes ¢ Team members

o £
- Wail ar Wirireboard

PERSORA FINALIZATION

e each persona willa sick nare, Fil inany
bianks with s from secendary ressanch and
atakshakler intanvaws fos o SaE phovare ol asck use.

SERVICE DESIGN METHODS

SERVICE DESIGN METHODS: n

EWENT GETLIF

User Journey Workshops i A

Uncover the key points in an m
experience. [dentify the user's
needs and feelings at each touch
point. GEMERATE & JOUSMEY MAP GRID
Creane 3 grad i wp the ramarmar's ey on

thae apen liwe ax inforreatizn yeo am beoking muncover
A thie Lo, [BLaul (e peint in Uve jouraey, thes
anashd b shipes i thie custoenen likscycke

SMALL SROUP COLLASORATION

Hreak o simel s and brainsronm key poincs in
the jserney. ‘Wrie sach ape doan on 2 Pes-1 nare

and place it o your geid. Dncess ass ieam sl

redima.
. Post-it notes + 1 Faciitatar
. Sharples + 1 Thme Keaper u
- wai or + Team members
Wiriteboumrd LARTGE GROUR MEFIREMERT

A1l groups peesent Ehedr joumesy maps, Disouss pros
and canu s s Leger s, Camclidate infarmatim
and vrte on any irken Haak v can’s fzrm g
cofautan Hete ay Enal el
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SERVICE DESIGN METHODS:

Persona Role Playing
and Improv
Act out the persanas you are

solving problems for to uncover
their voice, Issues and needs.

+ Pest-ft notes + T Fagliftator
- Fharpies « T Thme Kasper
- WAl or Wiiteboard + Team members

SERVICE DESIGN METHODS:

Sensory Brainstorming

Imagine new ideas by using
external stimulus for each sense to
change your perception of the
problem.

. Past-# notes (smail & © 1 Faciiitatar
T T - 1 Thme Keaper
Ha . Participants
Titee
Stimufue

CREATE TEAME

Break o grouge ol % oo poeson plis Ohe cusiomer,
sty plas Ue experion e arsd the thicd Is 8 nate paber
) it WA repect of UV SET JOUITTIY PN MR 3 Ak
i, it cruld be Bardare Eke ieraction, during or atter.

POLE PLAY SCENES

Ther two team menbens act ol @ soene & if the cunstorser
& i g aconvarsation with e experience. Talkaboul
when g are feeling and Thinking o well a1 questions,
tears arad watch sucs, The dind isam member 1abes rnes
ar by pumis of the coTvenation, gesarsbng o pos-i
atw farasch idea..

SHARE AMO FINALITE

all o tha e s et back Igitles and preseal thedr
olriervations ot group. COker groups dhimein en
aren tharssere similar and dferear. Tsodss hos o
canelldate andincarpoes arvy et kase thae
g inche dbceason.

DOCUMENT

Dol kale Sha Bnal mas ke wxgubeace by ondring
by pesi-il notes onle a large wall o whildbean

FRAME THE FROBLEW

Exeplain U prodviemn i aoe 1ying Lo S0l As @ goep
chease aB a2 10 krous an 1 will [ ber po goals

ETIRILLIE

Thar facilitaser should choosa one of the s and tha
srempEyieg wmubis o help e e thisk
Ailleremby. 1T you are daisg Uhe sinie of Doch, Chods
woenve b0 soll, rough, textured, eie

CART BTORM

For 4=t minaets, asch s rearcher warks alone o
think about e stigrales ared Use problem and il
ety i B id sl §eds o1 e srmall pest-it oo,
Repeat 1his pracess el afl stimali e done,

SHARE &MD AMALYZE
Exch isammarsber sharm thsiridem. Gosoosd all

panticipanis and ther aliow everyone oeaie o their
topidias. Redohe beaissieom as ikl
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FACILITATION METHODS

FACILITATION METHOD5:

Stakeholder
Management

Learn o understand each of your
stakeholders, how they think and
e what informatien is most helpful to
their decision making process in
order to bener influence them.

¢ Past-i notes « T Facllatefor
- Eharpies + Team members
- W¥ail or Winitebosrd

FACILITATION METHODS:

Customer Feedback
Gathering

Learn methods for guantitative
,5 collection of customes feedback.

A

. Online Survery + T Aesearch Desigmer
Sl . Partizipants

GESERVATION
Eaxch veain mhembet rcalls d pas intercrions with the
raget slaketiakler o7 01 leely abeerve pece eractbn s

Becard pemsivsd motkations, Fain peines, behavions,
i likad dats o decmian trewn.

FEREONA CREATION

B a ieam, coredect @ persana workohap. Cormbne all of
ot dlseralions. Pay spedial anenlisn 10 cemenn
questine the stakehakler sk and (o 1han they was;

SCRMARID BEAMSTORM & ROLE PLAY

AN 8 praep, Bt commar mersctian with ke
stakatiakler. Note-any that weil o ered in Instsation
Brvak o grougs ol threes, aned ok play e soes.
e person wil play chemmaetees, one person will play
the sraketakier s anorher wil cige ates

COACHMNG

AN 3 twam, grve the (eam member pleeng themss e
ViR o wires Uy e @ G o fle
e e B ey i 0 Dl Rl bk
plaing 5a that each menber fes a chance o fay
themsehees and the pakeshier,

EWENT GETLIF

Ly o ol s aned Larget s, Docussent what yeo
e laking 1 beam

FECRUNT USERS.

Kdareify the tarpe s pou mant to serery. Weite s
screerser ta make s yous targees muich it

Kby 1l o e s e e g L0 0d 19 a0 A 1

iy

SLIEVEY DESIGH

Lears pa dealgn aurveys 1o gackar feadback on &

cEatnmen's sxperiance o2 brand perceplions
thai demegraphic infor r

i al b endl be nal irngerad TIENg eut 1l by
pesions

QAT ARALYSIS

Frwiw the sarvey data and proesale patiiim.
Estabdish benchmark data sl i
e L pecend Changes.
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FACILITATION METHOD5:

Cross-functional Team
Facilitation

= Eeasible solutions are generated
4 L efficiently when cross-functional
R teams come together to ldeate,

+ Pest-ft notes + T Fagliftator
- Gharples + Team members
- W¥ail or Winitebosrd

FACILITATION METHODS:

Business Model
Validation

Obtain a deep understanding of the
business ohjectives, landscape and

ﬂ user behavior. Evaluate if approach
I= differentiated from the
compericion.

¢ Past-it notes « T Facliftator

. Eharpies + Team members

- Wai or + Company Shakehoiders
Winitebouwrd

FRAME THE FROBLEM & CARD STORMMG

Exeplain U prodiemn s ae Ling Lo dolve and the delign
sl prooess. Take 1-5 miraites 1o ndivifisls 1owrine
dorn theie Keasan pest-lt oo and share with thelr
sreall group e mske wire chey v o 5ot of daas they want
e aheick

HDAIDUAL SHETCHIMG

Sheick % ke in § mimets, snieg che determinad skeich
KPS,

SMALL GROLF COLLARORATION

Al groupoavesabers shase ek ieas. Toam sembers
ask et s aid ik aggedions
thie [deas

Tesam hesmbeers fromm diTerent ackgoamnids rake
tumz defesding cekar taam meaman’ idas. Tae
stk nate of the rew ideas that s e and
i Tl i,

FRAME THE ENVIRONMENT
Exphere fhe proliiem wos are mying ro sk As3 e
enitity thesrwimanmental and shsatiens] changes:
affecting the peatlar and posis.

ETAHEHOLDER INTERVIENS
Ilervins by stakefiaklers (v difbeoe ot lanctional
Reasis Frobs en 1l ol i U Caniguaty, Ui gosls ard

mathatkm andrke chaBienges (hey ae ITAng oo
avemane b SN0

MODEL INVESTIMTION

Explare the company's madil. Probs on thalr
Indextry and s dyzareicy, compatiien, vabatiste,
it cenneel, brand and Dichesleg. Fay alemion
10 il appeadh 1o mareliag asd pordions
Canshler 3 SWOT anatysi:

COMPETITOR MAR

Write fows the company samean & poat-it note, an
el as all of itk main and o0 fdiey oo AL
Clhaonichar b s aied ool thee i s s i bl thie
& quaicanes of the graph. Lacke see 1 the ares they
ane phaping In s cramided o7 if these (s an appanming
For tan diffeveniiabizn
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FACILITATION METHOD5: n

LecturE LNDERETAND THE MATERIAL

Toaam rdanksies soubd barve dm uaikestan g of the lpics
ey will beseaching. Teaching can help them cement
shelr kmosneddge box 11 shoukdn be & new concept

Being able to teach a concept is the
ultimate test of true understanding, u
E‘]‘:il Plus the network effect of training
X the trainer is critical for
Mganl:.at.l.unal change. ADULT LEARRING THECRY

T Tacilitater shsubdeplann Uhd bucsics of sdult ke ving
Thesry mmsch team mermber. [0 critical 1 demarsirane
I ke action toe cansisent with the theary,

SAMPLE LECTURE

Exch mam maniber diould howe tians (o prepars and
pueemi a wmpls lecture. The other ilam marsbers
weill ke play bring sudrmes

© FPaper « T Fagllitaror

Treasm mevabeers shoild 1ake nams giing ove leosire
Fexsfusck. Team members shaukd strve 1o Inclisde 3
pastive slereen: the imitzicier shaud ke daing.
and s consenucties pant dar Surthar gractioe. Fapast
sansplic lvtures untd all vam mermbers el
cenllesr

FACILITATION METHODS: n
Coaching P

Paticipants tecond el goals and read Backgnmasd

e Tkl
Using observation, listening, and
@ feedback to empower continued
growth and help others refine their
skills. EVALUSTION

Fanicipanas en e In 3 se-reaiiatin that helps o
ancover betuniors, atrea i and develaprment areas
arder incovsts 3 plan foe growih ard develapmeat.

SHILLS DEVELOFMENT

o leam casching and praccice
them in a clasrmm siting.

© nia + T Fagiiitator m
+ Partigipants

AFPLIED LEARNING

Pantklpanis lewse the chmsteom st g o practioe
el new sk 1z i dve real warld, They meswih
their coaches for asditional reicforcenana s
tzauble shaating,
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