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Abstract

While ublic service organisatiom@vadaystrive to shiftheirmind-sets to be human

centred, collaborative andldun-house design capabilitiessign as a growing strategic

tool is not clearlynderstood among pubtficers. What exactly is design, vahatits

contributions and how to relate design practices tettegirdayork are barriers to

successfully embed design within their organisations. There are also limited facilitation tools
to achieve a mutual understandieiyveen designs and publiofficersduring collaborative
projects This research introduces the development of a design capability mapping tool, with
the aim of capturing and amplifying clarity a
and aptitude to embed design at vatexeds throughduhe organisation. The tool has

been tested with several governragencies in Singaptoehelpthem identify their

perceptions of design, resources and-getwito utilise design as a strategic tool, as well as
misaligments in theiunderstandings.
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Growing design capability in the public sector

Many successful servieglementationarein the understanding of the adaptability of

publicofficers (Keller, 2013)he sources of innovation are not solely from designers and

users but also employees and stakeholders of the organisations. New ideas are being regularly
generated through user interactions and empl o
research ahdevelopmentaictivities (Miles, 2001). Whitscussing an organisation's

propensity to absorb design metaad humaitentredapproachs Miles (2001dlescribes

it asdesign capabdityorganisation's ability and aptitude to absorb these leBresimgs.
capabilityeflectghe level in which design is operating within an organisafamal

creative methodsr identifying problemslevelopingoncepts and implemeé&rgnew or

enhanced services and prod(ktsss, 2015According to Branson (201&)yvelldefined

design capability in organisation is structurally an optimised work systemh&om ad
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projects and practicaés,formally defined guidelinésmeasurable metrics, to ensure
sustainability and success.

Yee ad White (2016) stated that changes to organisational practice cannot occur without
building capability and flexibility across any organisation. To sustain transformative changes,
Halvorsen et al. (2004) drew attention to the importance of creatinglectiveetnd

learning opportunities for design methods to be effectively disseminated and exploited
throughout any organisatidss Bason (2010) argues, for delsidrinnovation to be

integral of the corporate hierarchy, there needs to be constansiimjaitiee status of-in
house design capability and constant conversations with other corporate functions like
Information Technology, Engineering, Marketing and so on to create alignments.
Organisatiotransformation by design can be a product of cedleantd individual learning
through reflections (Goh andcRards, 1997). Reflective learnings thus focus the
organisatioon required interventiorReflection tools play an important role as shared
platforms and as contextual representations for undiémgtanganisational challenges and
social problems (DiSalvo, 2010; Bjogvinsson, Ehn and Hillgren, 2012).

It is insufficient to introduce design methaid tools without equipping people with a

common vocabulary to communicate processes and outcomes. A common design

vocabulary is required if officers are going to be able to share collectively what, why and how

theyare applying design (Bailey, 20h2his paper, we introduce the development of a

practical tool that helps the public service organisations map their design capabilities. The

tool maps the organisationds cuyaumrentskii percept i
sets and organisatal supporthroughcollective participatisof public officers. By doing

so, it aims to facilitate their shared understanding about design and visiions of the
organisation. Taking cues from Jungingerds st
aims to serve as a conversational piece, a designed platform to engage organisations into
conversations about their own design legacies and their future design visions (Junginger,

2015). This paper presents a conceptual framework of the tool and préimingsyfrom

orngoing tests witheveral public service organisations in Singapore.

Towards a design capability mapping tool

Review of related works

There have been sever al attempts to diagnose
of their degn capabilities, from both industry asddemidrahalad and Hamel (1990)

explained that all organisations gain knowledge as they solve problems and establish new

cultures. Over time these collective learning bexmemeompetencies and set as shared

knowledge foundation. A legacy within organisations is seen as routines aed pfoces

problem solving that acenveyed from person person(Junginger, 201¥)ne way to

understand design legacies is to inquire into organisational design YWanticesved a

few tools to identify opportunities and limitatidiese toolsveredevelopedo measure

impacts of design in organisations and to medesign capability organisations.

Considerationsateh e t ool s® appr oac hitssuppordadf evidemaea bl e ev al
based analysis by creating links betwseondents, organisations dath.

Ar t ef a c tDesyn Matupitp Survey

Design Maturity Surveyas developed by the Artefact group to evaluate orgaditatigin

of desigmmaturity(Artefact group, 2013) is an online system thmbvidesrespondents

with individual insighteh el p t hem pri or i ti s esplushboatexs or gani s a-
to evaluate business performantieere are five categoriesvhichrespondentgate their
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organisation basegonbest practice example statemérite categorieseEmpathy,
MasteryCharacterPerformance ankmpact(Figurel). It provides amverall maturity score
given based on the average of thechitegory scores, as welseoreacross each of the
categories.

Design Maturity Survégrelevant and good foundation for organisation to start thinking
about how design approach is beimgjied Although it provides general insights, it does
not provide irdepthanalysis or any industry benchmark to help management understand
how to improve design initiatives. The survey has atfiragitemplate whenespondents

will not be able to customise according to the curreditioms of their organisations.

Let's begin with Mastery Character Performance Impact

Empathy Mastery refers to the Character refers to Performance refers to  Impact measures the
Empathy refers to how  level of excellence in how well your how design helps your cultural, social and
well your company your company’s design  company culture company outperform  environmental impacts
understands its process and execution.  supports design and its competitors, and of your organization's
customers, and uses encourages innovation. | how customers products and services.
that understanding to perceive your brand.

inform business

decisions.

Back to Mastery

Back to
Character

Figurel. Design Maturity Surveyds five categories
(Artefact group, 2015).

The Momentds I nnovation Checkup

TheMo me mnho¥agion Cheadkpis an onlineidgnostic tool designed in 2014 to

understande n  or g ani s stbinnovat@leelnnovaiah ICmeeaksconsists of 15

questions oRulture,Infrastructure andctivity Figure2.1' t eval uates the organ
current innovation status while highlighting strengths for leverage and opportunities for

improvement. Uponanpleting theool, an email with visual representation of tiesults,

a description of contexts and some possible nextstegde a baseline indication of

innovation effort§The Moment, 2014)

Utilising high marks to suggest innovation success or low marks to imgte gaps,

Innovation Checkugoesnot highlight theesponderdt snderstandig and involvements in

the organisationds services, stightstitelaps es or vi
not share any mode of design interventioreeper insighte howthe organisation

functions relative to cultivating, implementing and improving innovation. The survey also

has a fixed survey template wihespondentwill not be able toustomise according to the

current conditions of their organisations

Yvonne YeoJungJoo Lee 53¢
Mapping design capability of public service organisations: A tmtliafoorative reflection
Linkdping University Electronic Press



ACTIVITY

“Our people easily generate novel ideas, and have
structure and freedom to explore and test them.”

Always Often Sometimes Rarely Never

Figure 2. The Innovation Checkup structure is based on three areas that are
deemed necessary for organisational innovation readiness (The Moment, 2014).

A conversational tool of inquiry of Service Dominant Logic

Although its focus is on manufacturing business than the public sector, the tool of inquiry of
Servicddominant Logiavasdeveloped to helgrganisations realise theitugan the

transition journey from Good Dominantdio to Service Dominant Log&afigiorgi et al.

2016). The underlying principle of this tool is that design can help organisations adopt
Service Dominant Logic, with its quality of custameteredness and collaboration that

can lead to value-coeationLusch, VargandO 6 B r i e nThere2afe @oldr themes,

namely Service, Design, Users and Vision, thadorime framenor&csinquire about
organisatiof perception of current practices and future vigkigsre 3)Each category

has specificugstions to help respondents realise their understanding of how the four key
themes are being manifested and operationalised in their organisations.

One of the benefits of this tool is that it c¢
understandingglated to the four themé3angiorgi et al. 2016) terms of the inquiry on

design capabilitighjs toolfocuse®n Service Design Logic where design is part of the

whole, so it has limitation fordepth, detailed inquiry for understanding de&gythe tool

is only designed as a probe, action planning |
workshoptypeof activities with employees of different departments.
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Figure 3. The conversational inquiry tool of Service Dominant Logic (Sangiorgi et
al. 2016).

Developing a mapping framework

Themappingool can be both a diagnostic and communication technique, with a set of basic
scalable cetia for aftelexaminatiofrom individual selissessmetd collaborative team
discussiongiccording ® Goh and Richards (1998arning and reflectiam an

organisatiogan occur at thraeterrelatedevels of individuglteans and systems

Evaluation oflesigrcapabilitthenneedto be actionable, relational and accountinee
requirements for the development ofrtf@pingool were generated: fiysit should be
diagnostiof the current statugetsuggests what can be available as future directions;
secondlyit should enable individual gliesis and reflection, imatand cros$eam sharing

and mapping against the organisational viasaly, it should allow for both quantitative
measurement and qualitative discussion as a conversational tool.

The result is a tool design of a series of 20 qudstioresl withirtwo axes of approae$

to understand desigalatednitiatives awareness of design methods, practice of design
tools and resourcipportin the organisatio®ne axis reflects the types of activities within
the design process and the second axis regptiof capability legdsee Figure 4for

the types of activities within the design prottesguestions aim to inquire about five
themef activitiesnamely Discover, Define, Develop and Deliver, lmastdw Double
Diamond Design procesmdel(Design Council, 200G}he fifth theme is Organisation

Vision and Culture to understdmalv an organisation harnesses innovation and sipport
design infrastructuréhe Double Diamond Design process model is one of the popularly
used service design precemdels whefehe Lab of the Singaporeds Pr
Service DivisiorpesignSingapore Council and its partners had shared with public officers
through design thinking workshops and seminars (Challenge Online, 2011).
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Choice #4

Choice #3

Design Process
(Vertical Axis)

Choice #2

Choice #1

Mapping Choices in ascending level of
design capability (Horizontal Axis)

Figure 4. The mappingt ool 6 s t wo a xsdesign procesp (pertioal ¢ h
axis) and mapping choices (horizontal axis).

Thesecond axis reflects mapping cha@oesged in ascending level of design capability
referencedgainst the Danish Design Cenirs De s iagihnh &€ adKdeDPesi gn Counci
PublicSectoDesign Ladder {gure5). TheDanish Design Cemtrd s Desi gn Ladder
developed i2003as a framework for two surveys conducted in 2003 and 2007 to assess the
economidenefits of design, to shtmw design enhargtereativity, innovation and

competitiveness @fanishcompaniesThe higher a company ranked, the greater strategic
importance they attributed to deqi§haring Experience Europe, 2008¢ UK Design

Counci |-Sedor PegigniLaddsera roadmap deloped to highlight progress towards
desigred policyto highlighp u b1 i ¢ s e r v istatlen applyn@desigaantl i on s 0
directiorsin whichto grow design capabilifyhe higherrankedn the ladder, the more

value design credteut alschighlighedbarriers to use design (Design Council, 2013)

Sage 4
Design as a Srategy
Design isakey strategic
means of encouraging
innovation.

Design
for Policy

Design thinking is used by
policymakers, often facilitated by
designers, to overcome common
structural problems in traditional
policymaking such as high-risk pilots
and poorly joined-up processes.

Sage 3
Design as Process
Design isintegral to the

development process.

Design as
Capability

Design becomes part of the culture of

public bodies and the way they

operate and make decisions. This

increases employeesd kilbat

commissioning designers, but they

Sage 2
Design as Styling
Design is only
relevant in terms
of style.

also understand and use design
thinking themselves.

Sage L
No Design k7S
Design plays no role 1™
in product/ service
development.

9% of companiesin 2003

Design for
% of companies in 2007

Discrete Problems
Saurce: . : o
The Economic effects of design, National Agency for Design teams are hired for individual
Enterprise, Copenhagen, September 2003, projects tackling discrete problems.
. Design Crestes Value, National Agency These can be very large and have
36% for Enterprise, Copenhagen, September 2007.  systemic implications but the

196 | y projects are one-off.

Figure 5. Left figure showstheDani sh Desi gn Centancrigd Desi gn Leé
figure showsthe UK Desi gn Co uSeator Desigh Laddem($hariog
Experience Europe, 2009 and Design Council, 2013).

As an exampl@able lpresentshe formulated Discover phass of questions
representingctivities within théesign procegsertical axigndmapping choices
(horizontal axigepresentingharacteristiand degreesf desjgn capability.

| Discover Phase |
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The process of understanding users, challenges, environmental and social situat

1 They are internal cresctional teams and senior

Who are your user; management

1  We work with intermediaries (external seprimdders
and other public agencies)

9 They are indirect users of our services and products

1 They are end users whom we administer our service
co-creators of our solutions

1 They are data representations féémint demographic

What role do users segments
play in projects? 1 They provide feedbacks on service satisfaction level
complaints

1 They provide critical voices for testing services and
products

1 They are informants of their life experiences and acti
contributors to the design adelivery of our solutions

_ 1 We rely on desktop research and historical data
What is you or your f We rely on external consultants to gather data throug
teamds ap surveys
m?;%%%?fgggut T Werely on frpntline departmeatprovide past service
LUSErs? usage stat|stlgs . .

1 We interact with end users through field observations
focus group interviews,-coeation workshops and
prototyping tests

1 We have ifficulties in kickstarting ethnographic resear

What are the 1 We have difficulties in identifying challenges and

challenges that you synthesising data that was collected

SL%g;rggﬁlﬁgéace 1 We have difficulties in the management of users, inte
\ and external stakeholders

delivery? . — .

1 We have insufficienesources (time, funds, manpower
support et. al.)

Table 1. An extract of a set of questions and mapping choices for the Discover

phase.

Development of the mapping tool and tests

Tool design

The mapping tool was designed to be used in various sEltengkysical format asosim
in Figureb is ideal fomworkshop environment where smaller participaamgg complete

the questionnaieg the workshop itself and discuss about their responses upon completion.
The digital format as shown in Figiican bedeployed for medium to large scale sharing,
wherethe questionnaires to be completed Iogspondentprior, follow with a sharing
sessiomtaseparateorkshop.
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Figure 6. Physical format of the mapping tool.

Thanks, Yvonne! You will now be shown a series of questions within the

categories below, about the use of design in your organisation.
e 5+ Who are your users?

a They are internal cross-functional teams and senior management.”
RO
1= False, 2 = Mostly False, 3 - Slightly False, 4 = Slightly True, 5 = Mostly True, & = True
Organisation Vision & Culture. 7 7 7 7 7 7
m @ @ ® ® ®

— [

Figure 7. Screenshots of the digital mapping tool.

For each questiorespondentareto choose whatest represestheir understanding of

design, their work practicdsir airrent organisational dynamics andinatge form ofa

Likert scale (see FigeThemappingool alsopromps respondents tenvision future

goalsTo contextualise the application of the toolreakearchemworked withthe
organisingommittees$o incorporate organisataltypographies and terminologies.

Relevant projects were crafted as scenari@sfandents to delve to daily work

challenges. Thistis ensure that the mapping tool is relational while treating the experience
as selfliscovery. T@processs exploratory and asto uncover value relations among

diverse audiences gmojectgKimbell,2010).

Themapping tool generates bgtmantitative and qualitative ddtae questionnaire results

providean overview of the rcapabfithmdie nthed rpeomrgainy esdt
propensity to embed desi@roupdiscussionsurnthese quantitativdata into meaningful

diagnostic insighterough evidential dialogu&be collateddatawereanalysed to source

for patterns, differences and interesting themrtéghlightcurrent conditions and possible

future steps.

Visualisations of mapping results

Upon questionnaire completioespondents receia series omasthat visualise their
capabilityevelin each category. Fig@s a representation afindividual mapping results
andFigure9i s a r e pr e s ecomaredinapping cefultdat etaenmadnsd swo r k
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typologyis generated to describe areastreingthandgaps for improvements with data
from both questionnaires and group discussions (Fifared Figurd.1).

Design Capability Mapping Tool

Respondent’s contact details

Who are your users?

They are and senior
We work with intermediaries (external service providers and other public agencies)
They are indirect users of our services and products

They are end users whom we administer our service and co-creators of our solutions

They are data representations of different demographic segments

Vihatrole do users play  They provida feedback on services' satisfaction level and complaints

in projects?

\What Is you or your
team's approach when

gathering

They provide eritical voices for testing services and products

‘They are informants of their life. d ibutors tathe design livery of our solutions

We rely on deskiop ressarch and historical data

We rely on extemal consulantsto gather data through surveys

aboutusers?

We rely on frantiine deps provida past statistics

We interact with end users through interviews, 0ps and prototyping tests.

We work with extemal service providers

Who are Involved (0 the  They are individuals from various departments on ad hoc basis

design and delivery of

services and products?  There is a dedicated intemal team with a formalised design process

What are the

challenges thal you or
your team face during

seniice delivery?

We have a service- oriented innovation strategy that invoives al levels of the organisation

We have dificulties in understanding and apphying design methads and tocks to projects.

We have diffculties analysing and data that was collected

We have difficulties in the management of internal and extemal stakeheiders

We have insufficient resources (time, funds, manpower, et al.) for testing Rerations of prototypes ta treat sk and minimize failure

DISCOVER

Figure 8. An extract of an individual map of the Discover phase: The left column
contains questions; the middle column shows the responding choices and the

bars on the right highlight grading of choices from the most applicable (Grade 6)
to the least applicable (Grade 1).

DISCOVER PHASE

‘Who are your users?
We work with
intermediaries (external

service providers and

They are Internal cross- They are end users whom They are data

functional teams and

They are indirect users of
our services and

we administer our service| representations of
and co-creators of our | different demographic

What role do user:

[They provide feedback on
servicesosatisfaction

s play in projects?

They provide critical
voices for testing

They are informants of
their life experiences and
active contributors to the

senior management. i e T ) products solutions ST level and complaints services and products  |design a::IS:Ll:zvy of our|
R d N 6 6 5 3 3 7 3 7
espondents & 5 5 4 N M 4
names 3 4 3 Team& Combined Results 3 3
s 5 4 | a 4 s

What is you or your team@ approach when gathering information about users? Who are

‘We interact with end

involved in the design and

delivery of services and products?

We rel (e We rel Pl We rely on frontline users through field Thi dividuals f There is a dedicated We have a service-
. e 'ey;’ ‘"‘d hesl op 9 e 'e“‘/ ""‘ f)‘ "l‘h department to provide observations, focus We work with external ey a'eé" "’r" ““l TOM | internal team with a oriented innovation
esearch and istorical | consulants © gaier | "ot senvice usage | group ntrviews,co- | - senice proviers | VA/19US 4ePaNMents on | i ajced design | sirategy that involves ai
L3 EALITCIE DETNEZ) statistics creation workshops and LS Lt process levels of the organisation
prototyping tests
5 7 7 5 g g 5 g
Respondents 6 4 3 3 5 4 4 4 5
names 3 4 3 4 4 4 3 3
4 4 4 4 4 5 5 3
What are the challenges that you or your team face during serv
We have difficulties in We have insufficient
We have difficulties in identifying resources (time, funds, Notes
understanding and risks/challenges, ehaieicul j“':‘ e ‘"Ie manpower, et. al.) for
applying design methods. analysing and a:‘ ﬁa::!;:‘;"y:k::‘:;;;s testing iterations of
and tools (0 projects | synthesising data that prototypes to treat risk Admin team dealt more with internal stakeholders
was collected and minimize failure ™ .
r 3 3 and indirect users; yet responses showed a high
Respondents 6 4 3 2 2 engagement of interactions with end users
names 3 2 3 4 ! . " .
N 5 5 5 throughout brainstorming and prototyping sessions.

f.Currently | am not very sure if | should lump users and customers together.. because Ie
internal and external customers.. There is different definition (among the team).o

i Lead Manager

Clarity on definition of who the end users are, will be
Qualitative Analysis

‘Admin team faces chal lenges in |dent|?;|ng risks and
anlaysing data, could be linked to collaboration with
the service/product owners during service/product
design and delivery.

Figure 9. An extract of a team map of the Discover phase: The team map shows
a combination of selected choices along with their respective questions. A related

guotation from an officerwashi ghl i ght ed

perception and aptitude within the Discover phase.
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DESIGN CAPABILITY MAPPING ANALYSS OF TEAM

STRENGTHS

DISCOVER PHASE

The Admin team understood the value and
knowledge users bring to projects.

The team also has an open mind to gather
information beyond the traditional statistical
methods.

AREAS OF IMPROVENVENT

DISCOVER PHASE

For a holistic engagement, users need to be
part of stakeholder management plan beyond
survey feedbacks on services Gsatisfaction
level and complaints. Depending on the role
of the officer, users priority tends to differ.

The team will benefit from a common and
shared definition of 'users ,8'indirect users’
and ‘custc ensure data and

STRENGTHS

DEANE PHASE

The Admin team has a structured process

it

implementation issues.

AREAS OF IMPROVEIVENT
DEFANE PHASE

Understanding the root causes of
challenges may help the team to devise
solutions in a holistic platform-level.

Q@i eATh 7=

STRENGTHS
DEVELCP & DELIVER PHASE

It is a good start for project alignments with
senior management and seeks views from
internal  cross-functional teams to ensure
objectives are communicated.

AREAS OF IMPROVENMVENT
DEVELCP & DELIVER PHASE

The team may benefit from exploring different
methods of presentation and sharing of
information through Customer Journey Maps,
Service Blueprint for example, besides

applying quick and cheap interactive
prototyping methods to validate ideas with
users and stakeholders.

and trend reports.

With the involvements of users, the team can
gather deeper insights to widen views and
projectsolutions.

communicated are aligned.

Figure10. An extract of a t @aamifatve andqudlitatinted d anal y si

of Discover, Define, Develop and Deliver phases.

Opportunities in adopting design in the agency

A essitan diesrt mpets; tecpdhilit
r Glererth, pilay e
¢ ¢ . N
P | Sassiosstedhe roe
haotilfornabl eteat te<hasaff T speale—=
it

Parmcsttarapasardmlabas e
atlter dbar EpesOHEES ae
. L -
al
i Lead Manager

DISCOVER& DEANE
Challenge assunptions

Keep an open mind, challenge how
things have always beendoneis
an essential partof reflective

1 SeniorManager

ORGAISATIONVISION& QULTURE
Identify design ambassadors
Many individuals in the division have relevant

knowledge, skills as well as personal interest
to promote design within theirteams and

learning. departments.
— PR e P ——— v &t
D, | SEhort Tt ks | attarswns
p ' s - Lead Manager
rereaaaitelhaoetclit) N\ <
AP -
i Manager

ORGANISATION VISION& QL TURE
A conmon language

A common design and business language
willbe necessary to ensure that the entire
divisionis on the same page.

DEVELOP &DELIVER
Smart failures

Teams who are new to design and
its practices can begin with quick,
low-cost prototypes, smaller
projects and/or experimentthrough
workshops.

To share innovation strategy, objectives and
deliverablesto align sustainable
transformation.

Figure 11. A highlight of related quotations and possible future steps to embed
design in organisation.

Case: The Taxation Agency

Mapping procedure

We testedhte mapping toakith severaSingaporeublic agenciexf diverse polies,
industrieand community engagemeirghis paper, we focus on one case where the
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mapping tool was introductmithe taxation agency in Singapore in Zlietaxation

agency aims to develop a nimble organisation that transforms tax experiences of the
community adh work experiences of its employees by leveraging on analytics, design and
digitalisation. They want to help employees strengthen their capability in design thinking,
deepen their operational skills and develop their adaptability to better respoedgnghall
work situations.

A premapping meeting was held with the organising team to understand almutehe

design adoption status atebign strategypon prepping, @orkshop was conducted with

five members from the Policy Planning Departr{feiaD)andtwo members from the

Organisation Development Divisi@dDD). The patrticipants ranged from managerial to

senior management level. They are design champions in the agency and well versed in design
thinking process$n this experiment, participantsed the physicarmat ofthe mapping

tool in a workshop settingcluding aliscussiosessiomsingtheir answerd.heobjectives

of the workshop ereto achieve a shared understanding amongst team members about

design roles ithe agency to ascentaiirrent statuandfuture directions tachievex

designdriven agency.

The participant&ere informed that there is no right, or wrong answer and to answer exactly
how they perceived and experienced design in their everyd®awicigants had

immedate opportunitie® clear up any challenges while usingnéppingool, thiscreated

an open environment for candid sharing of concerns and issues.-Adaliewiew was
conducted three weeks aftee workshop, where analysesllts were dissetteith the
organisingeam.

Figure 12. A design capability mapping workshop at the taxation agency.

Analysis

Questionnaireesultsdiscussiotranscriptiongnd interview transcriptiongre collected
from this case study. Based on theseatata,coding wadoneto identify generative
themes andategories-ollowed byealective codintp exploreassociations of patterns and
relationship$or interpretations of findingSourkeyareasvere prominent aftemalysis:

1 Individual and groujpperceived valgef design
1 Practial challengas adopting design.
1 Individual and grodprealgatiors of misalignments.
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