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ken friedman, laurene vaughan and Jonathan vickery
the editors of aesthesis have been thinking of new approaches to ‘the art of management’ 
– or perhaps thinking about new ways to approach old problems. it seemed natural for us 
to think of design and design thinking as central to this intellectual endeavour – design 
is the process by which designated problem-solvers address the problems of legitimate 
stakeholders using innovation and creativity. But design is more than just problem solving. 
design engages the sensibility, and designed artefacts take their shape in terms of feeling 
and form as well as function. the papers submitted for this issue on design, management, 
and organization covered all those areas and more. 

in different shapes and guises, the articles in this issue all merge on the subject of ‘design 
thinking’, whether looking at ‘tools’, processes, experience or interactions. in terms of 
subject matter, the term ‘design’ in this issue emerges as a dynamic element of investiga-
tion into organizational learning, collaborative networks, product development, organiza-
tional resource management, service capability development, strategic urban planning, 
organizational creativity, contemporary art, and the conceptual-philosophical content of 
the epistemic functions of design that give us frameworks to think, create, assess, analyse 
and evaluate. design always involves three great questions. how do we make things? how 
do we make things work? how do we make things work better?

nobel laureate herbert simon (1982: 129) defines design as the process by which we ‘[de-
vise] courses of action aimed at changing existing situations into preferred ones.’ creating 
something new or reshaping something that exists for a purpose, meeting a need, and 
solving a problem, are courses of action toward a preferred situation even though we may 
not yet be able to articulate this preferred situation. this definition therefore covers most 
forms of design. 

design is not necessarily an outcome, but rather a process. the verb ‘design’ describes a 
process of thought and planning, and this verb takes precedence over all other meanings. 
the word ‘design’ had a place in the english language by the 1500s; its first written citation 
dates from the year 1548. Merriam-Webster (1993: 343) defines the verb design as ‘to 
conceive and plan out in the mind; to have as a specific purpose; to devise for a specific 
function or end’. related to these definitions is the act of drawing, with an emphasis on 
the nature of the drawing as a plan or map, as well as ‘to draw plans for; to create, fashion, 
execute or construct according to plan’.

the american architect and designer Buckminster fuller (1981: 229-231) describes design 
as the difference between a ‘class-one evolution’ and ‘class-two evolution’. class-one 
evolution is natural evolution according to darwin, the natural phenomena studied through 
evolutionary biology. class-two evolution involves ‘all those events that seem to be result-
ant upon human initiative-taking or political reforms that adjust to the change wrought by 
the progressive introduction of environment-altering artifacts’ (fuller 1981: 229). design is 
both intrinsic and essential to human development in a fundamental sense, but also cre-
ates artefacts that change the very context of that development. 

one argument for the importance of design is the increasing number of areas now subject 
to human initiative. the vast range of technologies that surround us mediate most of 
the human world and influence our daily lives. these include the artifacts of information 
technology, mass media, telecommunication, chemistry, pharmacology, chemical engineer-
ing, and mechanical engineering, along with the designed processes of nearly every service 
industry and public good now available other than public access to nature. Within the next 
few years, these areas will come to include the artifacts of biotechnology, nanotechnol-
ogy, and the new hybrid technologies.

fuller’s metaphor of 'the critical path', which was the title of his last book (1983), articu-
lated a scenario where our world is as much subject to disintegration as it is development 
or growing better. the way that the new artificial world affects the natural world has 
immense ramifications that parallel fuller’s idea of class-two evolution. this is what victor 
Margolin (2002) called ‘the politics of the artificial’, where design has become so intrinsic 
to our environmental development that we need seriously to assess its power, and create 
new boundaries, ethics and agreed protocols. 

design plays a role in the evolution of an increasingly manufactured world, from ordinary 
objects to advanced technology. the design process takes on new meaning as designers 
take on increasingly important tasks. these tasks are important not because designers are 
more visible and prestigious, but because design has greater effects and wider scope than 
ever before. despite this scope and scale, however, robust design solutions are always 
based on and embedded in specific problems. in Jens Bernsen’s (1986) memorable phrase, 
the problem comes first in design. each problem implies partially new solutions located 
in a specific context. the continual interaction of design problems and design solutions 

generates the problematics and knowledge 
of the field.
design as an activity translates utilitarian, 
symbolic, and psychological needs into 
functions; it translates needs and wants 
into ideas; and it translates these ideas 
into the structural descriptions and entities 
to produce required functions that satisfy 
needs. as such, design always serves stra-
tegic goals on some level, large or small. 
the different forms of professional design 
practice require a process incorporating the 
strategic and managerial aspects of design 
as well as the hands-on developmental ap-
plication of design. these move from think-
ing, research, and planning at one end of 
the process, on to manufacture, assembly, 
packaging, and presentation at the other.

for business firms, design is a comprehen-
sive part of an integrated process that links 
selecting challenges and solving problems 
to developing products and marketing them 
successfully. for business firms, design 
is a comprehensive part of an integrated 
process that links selecting challenges and 
solving problems to developing products 
and marketing them successfully. the im-
material forms of design process have long 
been hidden, and now we are in the midst 
of a transition. getting from one point to 
the next in this complex map of process, 
project, and product requires 'design think-
ing'. design is in the business literature and 
designers are being brought in to organiza-
tions as they seek new ways of being, work-
ing, and producing. it is an exciting time of 
evolution. the literature on design thinking 
and the role and contribution of design to 
the fields of organizational and business 
development is expanding – and this issue 
of aesthesis is part of this process.
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designing innovation 
into organizations: 
the new landscape of design management

as companies confront the challenge to think more innovatively – how they 
go to market, whom they serve, or what they provide to their customers –
they turn to the people they have always relied upon for innovative solu-
tions – designers. in these new circumstances, designers shift from problem 
solver to process trainer, from design practitioner to an active partner in 
embedding innovation capabilities across an organization. 

this paper presents principles that designers and innovation practitioners 
can leverage to meet the challenge of designing innovation into the fiber, 
the culture, and the aptitude of the organization.

What does changing the focus of design practice mean to the methods, 
models and processes utilized in this new type of work? through a series 
of internal interviews with team members playing various roles on projects: 
account leads, project managers and innovation consultants, we compiled a 
number of issues to consider for managing innovation, and discuss these in 
the context of an over-arching model for building enterprise wide innovation 
capability.

Kelly Costello | Roger Mader | Jessie Gatto

Figure 1: design thinking stretches from Products to organizational change - Managing 
innovation requires continuity across the full spectrum of design evolution.
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in business, innovation refers to the creation of new concepts, offerings, or 
modes of conducting business. the degree of change that innovation requires 
may be incremental or radical, encompassing several different spheres of a 
company’s operations and organizational units. as patrick sullivan notes: 'the 
aim [of innovation] is an organization that can develop streams of new prod-
ucts or repeatedly introduce new process technology to give the firm lasting 
advantage in the marketplace' (sullivan 1998: 97). for sullivan, innovation 
management denotes attention to the strategic direction, core capabilities, 
and operations of the firm. When a company desires significant innovations, it 
must define change that is radical enough to truly have impact, while preserv-
ing the capabilities critical to current success. this may include innovation in 
management, operational systems, business models, organizational structure, 
and other areas of impact. 

on the specific topic of management innovation, gary hamel describes these 
changes as ‘anything that substantially alters the way in which the work of 
management is carried out’ (hamel 2007: 19). as our own experience with 
client engagement indicates, this is still an area of developing interest, and 
expertise in the marketplace. as hamel notes, a survey of the world’s leading 
business magazines shows how conventional business literature marginalizes 
innovation management. While articles relating to technical innovation garner 
tens of thousands of hits, references to product innovation yield thousands, 
and pieces on strategic innovation several hundred, articles that focus on 
organizational innovation and new management practices result in just a few 
hundred hits (hamel 2007: 35). clearly this is a field that business strategists 
and academics studying business practices have usually neglected, and one 
that has received increased attention only quite recently. 

Making innovation an enterprise-Wide 
coMMitMent
the process of building innovation competence works best as an enterprise-
wide commitment with cross-functional, multi-disciplinary teams. innovation 
initiatives find the greatest success – and the quickest uptake of ideas - when 
a dedicated team (from here forward referred to as the core innovation team) 
functions as committed practitioners and champions to keep efforts alive 
at the enterprise level. they are ideally selected from qualified members of 
cross-functional, multi-disciplinary teams. participatory workshops can be 
used to transfer critical skills, generate enthusiasm and build commitment 
to innovation as an internal capability. these events establish a shared vision 
and sense of ambition across the organization to set direction and maintain 
traction.

the model on the right presents several areas of emphasis for a program fo-
cused on building innovation capabilities. each component plays an important 
role, and is associated with a number of activities and outputs. it is important 
to customize the approach for the organization’s needs, identify prioritized 
actions, and begin initiatives. if a company has a pre-existing process model to 
support current innovation efforts, it is necessary to evaluate its current state 
and identify which elements work well and which need improvement. this 
assessment should inform a tailored approach that resonates well with the 
values, principles, and needs of an enterprise.

the model is not a process; there is no single chronology to the components. 
companies frequently place higher value on one of these elements — organi-
zational culture, process, or the products of innovation initiatives. understand-
ing where this prioritization lives can aid in crafting a custom approach to 
innovation work that prioritizes easier uptake of building innovation capability 
within the company. if the company values process over either of the other 
elements, defining a clear innovation process may help initiate change in an 
area of familiarity and comfort.

the different components are interdependent and, at some point, all need be 
considered. the team can be great, the strategy clear, a process agreed upon 
and executed with an innovation initiative that yields excellent new products 
or services, but if the current infrastructure in a company can not support an 
initiative, and no partnership or organic increase of capability occurs, then 
implementation will fail.

Figure 2: d
riving o
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th through eff
ective innovation – B

reaking innovation capability building into 
several critical areas outlines a successful approach for instilling innovation in an organization (k

ing 2009).

Customizing an 
Innovation Blueprint
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strategyconsiderations
though most large companies may 
have a relatively sophisticated busi-
ness strategy in place, it may not 
address how to deal with innovation. 
crafting a vision specific to the goals 
of building innovation capability pro-
vides direction in creating an optimal 
organizational structure, setting an 
agenda to guide concept and plat-
form development, and identifying 
relevant initiatives to meet the goals 
of the agenda.

early strategy work defines oppor-
tunity spaces that are ripest for the 
company to pursue as part of the 
overall agenda. as the core innova-
tion team defines these spaces, 
they craft a strategy and agenda 
precise enough to provide guidelines 
for decision-making, broad enough 
to incorporate opportunities that 
are truly new to the company, and 
ambitious enough to inspire the 

group while providing proof that a 
commitment to innovation can make 
a difference.

approach
Set Expectations, Ambition Level:  
When setting the tone for collabora-
tive exchange, strive to appropriately 
set expectations for the ambiguous 
and uncertain nature of the proc-
ess for re-building an organization’s 
innovation capabilities. early in the 
process, the innovation team should 
share an initial set of principles, 
outlining high-level requirements for 
a robust innovation culture: collabo-
rative teamwork, multi-disciplinary 
team members, contextualized, 
equity-based decision processes, and 
business concepts developed through 
deep customer knowledge. in many 
ways, the successful implantation of 
an innovation unit depends upon the 
ability of the core innovation team to 
build, internalize and disseminate this 
core set of principles.

Figure 3. the core innovation team defines and positions their ambition intent at the 
company level, and in the context of increasing their innovation portfolio



// 138 aesthesis  vol. 2//three: 2008

defining levels of innovation ambition 
and aligning the team around what 
these mean and the characteristics 
of breakthrough innovation sets the 
team on a common path for the de-
velopment of an innovation portfolio. 
how grand is the scale of the com-
pany’s ambition – a measure of both 
its willingness to reshape its focus 
and its commitment of talent and 
resources to the innovation process?

cultureconsiderations
culture plays a critical role in build-

ing innovation capability, 
with the following fac-
tors contributing to the 
relationship of innovation 
to culture:
> the ability of people to 
contribute to and support 
an innovation competence
> a social ecosystem that 
supports and sustains 
innovation, particularly the 
acceptance of new ideas   
> the leadership, person-
nel, and organizational 
structures that can gener-
ate, develop, and imple-
ment new ideas
> the values people have 

and their expectations around what 
behavior is rewarded in the organiza-
tion

though culture can be the single 
most important facilitator or inhibi-
tor of innovation, it is also the most 
difficult element to impact directly. 
only by focusing on other elements 
of the model – strategy, processes, 
initiatives, and infrastructure – can an 
organization transform its culture. 

several key diagnostics inform the 
understanding of a company’s cul-
ture. internal interviews (within the 

company) help assess the overall innovation condition and identify orthodox-
ies – the unwritten rules people hold true but don’t always acknowledge. these 
conversations also identify capabilities and potential barriers to the adoption 
of new ideas. 
When the main focus of interviews is garnering support and input for a single 
innovation initiative, only executive leaders within the organization are inter-
viewed. But when the intent of an engagement is improving company-wide in-
novation capability, it is important to conduct interviews that are intentionally 
cross-functional and multi-dimensional. a 360 degree approach to selecting 
interview participants – where people at different levels within the organiza-
tion are included – is one of the most effective ways to ensure a clear under-
standing of the dynamics currently impacting successful innovations and thus 
to develop an approach to address company needs at an enterprise level.

approach
Characterize the Organization: Identify Attributes Impacting Innovation Effec-
tiveness: 
embedding a program for innovation effectiveness within an organization 
requires us to understand the current situation of that organization through a 
diagnostic study exploring the structure and culture of the organization and 
the team dynamics of those dedicated to innovation at an enterprise or initia-
tive level. this approach maximizes the efficacy of interventions while avoiding 
the pitfalls that may result from an incomplete understanding of the dynamics 
of the organization.
an innovation condition assessment, undertaken at the start of the project, 
can ascertain specific needs of the organization by asking some key questions: 
> What is the history of the organization’s practices? perceptions of success 
and failure?
> Where are the current innovation strengths? Weaknesses?
> how specific is the core innovation team’s intent? 
> are major stakeholders aligned around this intent?
some of the drivers of innovation readiness include risk tolerance, the current 
innovation capability, core innovation team dynamics, and the interplay of 
decision-making and leadership models.

We collaborated with leaders of a medical product manufacturer to design the 
structure of a new innovation group. the team understood that a cultural and 
philosophical shift was needed to successfully position this innovation group 
within the rest of the company (tyson). the team addressed organizational 
design issues such as:
> Who will set and who will own the innovation strategy for the company?
> What is the current leadership model; what would be most effective for in-
novation?
> What is the organizational structure? What changes are required?
> What are the organizing principles and priorities for the new group?
> how much is enough? how should a massive, diversified company balance 
focus with the opportunity to do new and different things?

Figure 4: innovation condition assessment - Mapping current offerings across the 10 
types of innovation [tM] illustrates capabilities and areas of potential opportunity.
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the account leader described the 
inherent challenge of achieving both 
focus and diversification of effort, par-
ticularly in attaching people through-
out the organization to different 
innovation agendas in the following:

“it was a capacity issue. We had to be 
able to do enough to have impact and 
there was no way to do that with only 
one [innovation] agenda. But, it was 
hard to do more than one agenda with 
only four people.  We had to create a 
leveraged model, where we attached 
people throughout the organizations 
to these agendas. this model demon-
strated how we could leverage differ-
ent parts of r&d or others within the 
company. [the ability to do that] also 
becomes a key metric. this agenda 
has leveraged x number of people from 
outside the core innovation group. 
this becomes an evaluation metric, an 
effective value creation (evc) metric” 
(tyson).

some people within an organization 
are eager for the changes that accom-
pany restructuring and embedding an 
innovation group, while others are wary 
and risk-averse. assessing openness to 
risk can be a key determining factor in 
understanding the ability to challenge 
and evolve current innovation practices 
at an organization. in examining how 
open a company is to change, evalu-
ators must consider both the hard and soft qualities of the organization: the 
hard qualities include the overall infrastructure, the management and report-
ing practices in place, and the distribution of funds within the organization; the 
soft qualities include the overarching culture of the organization, the types of 
decision-making processes, the emphasis placed on innovation, and the recep-
tiveness to new ideas. 

leverage archetypes and prototypes to 
change an organization
in the process of building innovation capability at com-
panies, we leverage archetypes as a way of discussing 
the current stance toward innovation, how new ideas and 
concepts currently come to fruition, and other models that 
exist for cultivating innovation. this framework helps to 
simplify an otherwise very complex innovation ecosystem, 
and functions as a tool for discussing different models and 
paths to changing the current culture. 

Because a critical part of becoming more innovative as an 
organization includes rethinking organizational structure 
and envisioning new ways of interacting, organizational 
prototyping is a key component of imagining and testing 
alternative solutions.

in his book serious Play, Michael schrage discusses the 
importance of building visual models: ‘redefining and re-
shaping the prototyping culture may prove to be the most 
important and provocative management challenge that 
innovative organizations now face. organizations that want 
to understand their own prototyping cultures need to have 
the courage to confront what their prototypes say about 
their strengths and weaknesses’ (schrage 65).

Figure 6 (below): innovation arche-
types – Breaking down the arche-

types with examples and tradeoffs 
guides the selection of a relevant 

organizational model.

Figure 5 (above): innovation arche-
types – Models for fostering innova-

tion help companies plot a path to the 
innovation ecosystem they want to 

achieve (locsin).
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Figure 7: innovation construction Worksheet – protocols facilitate discussions and the 
generation of new business concepts.

processconsiderations
Work processes specifically address the activities that support innovation 
at the organization, business and new concept development level. the core 
innovation team is tasked to develop and apply processes that guide ongoing 
work.

in thinking about the role and importance of work processes, it is important 
to diagnose the nature of the organization with which you are working. for 
companies that are very process-focused, then prioritizing the role of various 
processes will be critical to successful adoption of a new innovation approach.

approach
Support collaborative processes with protocols:
once the effort is made to understand an organization, focus can shift to 
visualizing a custom innovation process. knowledge of the company will prove 
insufficient unless we’re able to translate cultural understanding into a viable 
strategy and approach. We place a collaborative approach at the center of the 
program, designing the program to emphasize cooperation between relevant 
parties and focus on learning for the core innovation team. 

We have found success in externalizing processes, being explicit about team 
roles and the desired outcomes of the work. people need clear definitions of 
what is expected of them, especially in circumstances where they are en-
gaged in activities outside their own expertise.

a more disciplined model for facilitating collaborative sessions provides the 
tools, information and processes for developing more robust innovations. 
these protocols also ground people quickly in a shared discourse and ap-
proach, creating greater comfort than dealing with what may be unfamiliar 
territory for some clients.
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initiativeconsiderations
the term initiative refers to a project 
focused on innovating in a particular 
industry, product category, or busi-
ness unit — potentially in an unde-
fined opportunity space. to familiar-
ize participants with a new approach 
and create early success associated 
with building innovation capability 
at the company, the core innova-
tion team frequently incorporates 
an initiative into capabilities-building 
engagements. 

running an initiative simultaneously 
provides the team with hands on 
learning while illuminating the need 
for further customization of the inno-
vation approach for the organization. 
While learning-by-doing may present 
logistic challenges and the dramatic 
feeling of ‘building the bus while it's 
rolling down the highway’, it also 
provides unique opportunities that 
stretch and engage the team.

approach
Lay Down an Innovation Foundation 
through Active Learning:
the core enabling processes of in-
novation stressed in the initiative 
include the overall structure and 
approach to the program, relevant 
methodologies, staff roles, manage-
ment models, and metrics for suc-
cess. during the process of identify-
ing and prioritizing key initiatives and 
exploring new business opportuni-
ties, some key questions arise. 
> should the concept project and the 
organization project occur concur-
rently, or should one precede the 
other? 

> did the skills learned in the pilot project transfer to the core innovation 
team? how was the team/innovation department impacted? how can we 
measure this? 
> What is the best way to facilitate communication and share best practices 
across project teams?

pilot projects have the ability to move innovation from an abstraction to some-
thing relevant and valuable to the organization. at their best, these projects 
generate momentum, inciting the organization to think in terms of its own 
innovation discipline. By building on strategic conversations and collaborative 
workshops, the core innovation team develops the confidence and experience 
with the process of developing innovative business concepts.

infrastructureconsiderations
infrastructure incorporates a number of operational functions that support 
on-going innovation efforts. it is last in the line-up of components because or-
ganizations should make decisions about what they need to build or purchase 
after completing several innovation initiatives and produce a working model 
prioritizing needs across the organization. typically things like knowledge 
management systems, overall it strategy, project management, and other 
mission-critical systems already exist within the company; the organization 
can then refine or leverage these systems as needed. after the core innova-
tion team has completed enough projects to feel comfortable in defining the 
necessary modifications to their infrastructure, they are in the best position to 
make meaningful changes to the existing infrastructure.

approach
Achieving Results Through a Custom Innovation Methodology:
as we embed innovation capability in organizations, we have the opportunity 
to collaboratively build a methodology suited to their culture, needs, and 
strategy. the resultant deliverable, a custom set of methods and tools, thus 
may include any of the following: 

> detailed guides for training core teams as the innovation program is rolled 
out, encompassing proven strategies and trouble-shooting techniques based 
on past experiences.
> a suite of diagnostic and pedagogic tools for developing strategies, aligning 
teams around a common purpose, and tracking the metrics that measure the 
output of their efforts.
> communication strategies to distribute to innovation teams, so that they 
may socialize the principles of innovation within their organizations and inform 
their colleagues about the intent, desired results, and progress of the program
> a customized interface that ena-
bles the exchange of organizational 
models, allowing protect teams to 
leverage past experience prototyping 
potential outcomes.

SUMMARY
Why Designers (or Design Planners)?
Because designers are trained in 
design processes, critical thinking and 
creative problem solving, they are an 
important part of a healthy innovation 
team. too often, companies rely solely 
on a marketing team to set new prod-
uct development direction, and lose 
the opportunity to leverage designers 
(and design planners) in setting an 
innovation strategy. design planners, 
and by this we mean people educated 
or trained in the practice of integrat-
ing strategy, design processes and 
human-centered methodologies, bring 
a rigorous and considered approach 
to creative problem solving that 
highlights a highly contextualized, 
informed decision-making process. 
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Figure 8: innovation roadm
aps – v

isualizing steps and calling out key events guide im
plem

entation of innovation initiatives.
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several of the skills designers bring to innovation capability building can be 
cited for their importance, including the following abilities:

• Externalizing and visualizing dynamic elements of a system or process
• Fostering an innovation process, and achieving differentiated results
• Generating and prototyping solutions that allow senior management to 'see'
   and potentially validate desired results
• Creating an overall experience that feels different from the current process
   and situation existing within a company
• Identifying critical components of an innovation initiative and aiding a 
   company in an overall implementation plan

this paper has identified a new problem in the innovation consulting industry 
– how to move from solution-focused engagements to methods that improve 
the internal innovation capabilities of an organization. as a result of our initial 
experiences working with companies, we discovered a common set of experi-
ences and insights into how to make these engagements more effectively. 
specifically, we introduced a high-level model that can guide organizations in 
assess their current capabilities and developing programs for enhanced in-
novation effectiveness. in this final section, we began to sketch out potential 
responses to these challenges, modes through which designers can engage 
with the problem.

But just as the task of becoming more innovative has lately become the cen-
tral challenge for businesses and organizations in a diverse set of industries, 
so too it has become a challenge for us as practitioners and educators. in this 
effort, we have presented a model of instilling organizational change and a set 
of lessons from recent experiences. But how do these two pieces – the design 
model and the consulting strategies fit together? how do they inform each 
other? What should that relationship be? discovering the answer to these 
questions – for it is still very much a work in progress – and working as design-
ers to develop the next generation of intellectual property that satisfies the 
needs of these organizations, is our central challenge moving forward. //
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