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6. Evaluation of DIVE with SMEs1

The previous chapter developed a design-led futures technique to make and share 
vision concepts for SMEs: DIVE. Two iterations were used to tune it to practice, and 
resulted in various adaptations, and a proposed, consolidated technique, DIVE 0.1. 
This chapter seeks to (i) improve the technique, allowing to make better versions of 
DIVE’s toolkits (0.1, 0.2, and 0.3) regarding the needs of SMEs, and (ii) uncover the 
benefits and limitations of applying vision concepts for SMEs. To achieve these goals, 
we developed three rounds of evaluations (see Figure 6-1) which were sufficient 
to form the basis to the insights that this inquiry provides in Chapter 7 and 8. 
Chapter 7, which answers the design question of this research, describes a set of 
recommendations for designers when they use the final version of the technique: 
DIVE 1.0. Chapter 8 answers the final research question providing insights to the 
futures studies and design fields.

Figure 6-1 Overview of the three rounds of evaluations and how these rounds serve Chapter 7 and 8. 
Source: the author.

This chapter comprises three sections. Section 6.1 gives an overview of the method 
for the evaluations. The next section reports the results of the three rounds. Section 
6.3 discusses the implications of these results for the design practice and the fields of 
futures studies and design.

6.1. Method
The three rounds of evaluations include six cases with SMEs. In Evaluation 1, we 

This chapter is partially based on the paper: Mejia, J. R., Chitiva, A., van Bruinessen, T., & Verhoeff, W. 
(2018). DIVE in SMEs: a design-led technique to explore product and service futures. In Touchpoint, The 
Journal of Service Design, 10(2), pp. 56–61.
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conducted two consecutive cases with one enterprise to learn from one case to 
conduct the other. This evaluation was also useful to adjust the research methods 
and the criteria of assessment. In Evaluation 2, we conducted three cases with three 
enterprises at the same time, which allowed us to compare the lessons learned among 
the cases. In Evaluation 3, a last case with one enterprise served to consolidate all the 
lessons learned.

As shown in Figure 6-2, in each case, the participants followed the instructions of a 
toolkit to undertake the activities and create the outcomes defined in Chapter 5, along 
a specific time (duration).

Figure 6-2. Structure of each case. Source; the author.

We planned a series of modifications across the cases to find the most efficient 
conditions to apply DIVE and thus gather the benefits and limitations of this practice 
in view of the SMEs’ characteristics, described in Chapter 1. Table 6-1 shows these 
modifications, which include the involvement of different number and type of 
participants, the improvements of the toolkit that they used to follow the activities, 
and their duration. While the participants, toolkit, and duration were modified, the 
activities and type of outcomes remain unchanged.

Table 6-1. Overview of the cases

Participants

Eval. Cases SMEs Company 
representatives

Designers Toolkit Duration

1 1 Solutions 
Group

2 directors & 1 
manager

3 without 
professional 
experience

DIVE 0.1 68 hrs.

2 4 70 hrs.
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2

3 Campo Real 1 director & 1 
manager per 

company

6 1 with <7 years 
of professional 

experience DIVE 0.2 24 hrs.
4 Ethos 6

5 Ci2 6

3 6 Oceanco 2 managers 5 with > 9 years 
of professional 

experience

DIVE 0.3 20 hrs.

The next sections give a detailed description of the participants and the procedure 
that includes the toolkits and duration.

6.1.1. Participants 

To determine whether the technique is useful for different size and type of SMEs, 
we involved two small-sized enterprises and three medium-sized enterprises across 
different products such as dairy products and superyachts, and services, such as 
software and technology solutions (see Table 6-2). These SMEs include business-to-
business (B2B), which sell products or services to other companies, and also business-
to-consumer (B2C), which sell directly to end-users.

Table 6-2. SMEs part of the evaluations

Ev. Cases Enterprise Size (*) Products or services Clients

1 1 & 2 Solutions 
Group 

Medium-sized Point-of-purchase 
material

Consumer goods 
corporations

2

3 Campo Real Small-sized Dairy products End-users

4 Ethos Small-sized Software Financial institutions

5 Ci2 Medium-sized Engineering projects Maritime and security 
corporations

3 6 Oceanco Medium-sized Superyachts End-users

(*) The first four companies are Colombian, where the law (Ley 905 de 2004 (agosto 2), 2004) defines 
small-sized enterprises as companies with fewer than 50 employees and no more than EUR 1.2 millions 
of total assets and medium-sized businesses with fewer than 200 employees and no more than EUR 6.5 
millions of assets. Oceanco is located in The Netherlands where medium-sized companies employ fewer 
than 250 people and with an annual turnover of less than EUR 50 million (European Commission, 2003).

Following Chapter 5, participants of these cases were company representatives 
with comparable levels of responsibility within the enterprises, and designers with 
different levels of experience in design research and communication. The former 
acted as problem owners, who would benefit from the insights of the exploration, 
and the latter as process owners, who were in charge of facilitating the process.
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Company representatives

To find the appropriate type and number of company representatives for DIVE, we 
included three or two top- and middle-level managers who represented at least two 
of the functions of the companies: the managing, the innovation (sometimes also 
called R&D), the design, and the marketing (see Table 6-3). Given these managerial 
positions, the company representatives have a clear sense of the company’s evolution 
and enough influence to define its future. These participants had more than 20, 12, 
and 11 years of experience in management, innovation, and design, respectively, 
bringing to the cases complementary knowledge of these fields.

Table 6-3. Company representatives of the three evaluations

Ev. Cases SMEs Company 
representatives

Area of expertise Years of experience

1 1 Solutions 
Group

Managing Director (*) Management and 
design and innovation

> 20

& Innovation Director (*) Design and innovation > 20

2 R&D Manager Design and innovation > 10

3 Campo 
Real

Managing Director (*) Management > 20

Design Manager Design and innovation > 5

2 4 Ethos Customer Service Director 
(**)

Marketing > 15

5 Ci2 R&D Director R&D and design and 
innovation

> 15

Design Manager Design and innovation > 10

3 6 Oceanco R&D Manager R&D and design and 
innovation

> 7

Design Manager Design and innovation > 5

(*) The directors of Solutions Group and Campo Real were also the founders and owners of these 
companies. (**) Because none of the owners of Ethos could attend the workshop, moments before the 
exercise they entrusted this duty to the Customer service director.

Designers

As shown in Table 6-4, we have moved along two dimensions in regards to the 
participating designers. We started with a large number of student designers, because 
students were easily reached in the context where this inquiry was conducted and 
they can be instructed and are used to reflecting explicitly on their experience. In 
later cases, we moved to fewer designers, and professionals rather than students, 
in order to come closer to relevance for practice and to commercial constraints on 
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budget. These changes gave us the opportunity to understand in which form the level 
of experience is determinant in these explorations and allocate the size of the design 
team.

Table 6-4. Designers of the evaluations

Evaluation Cases Designers Area of expertise Years of 
experience 
(average)

1 1 & 2 2 groups of 3 student designers each Design 0

4 student designers Design

2 3, 4 
& 5

3 groups of 5 student designers each Design < 2

3 professional designers, 1 per group Design < 7

3 6 5 professional designers Design > 9

Evaluation 1 comprised designers from the Faculty of Industrial Design Engineering 
at the Delft University of Technology. In the first case, six second-year undergraduate 
student designers who voluntarily took part in an Honors Program, which is 
followed by students who have higher than average grades. In the second case, 
four second-year master student designers who follow a Joint Master Project, a 
collaborative assignment from the Masters’ programs. Three professional and fifteen 
student designers took part in Evaluation 2. The junior industrial designers were 
from Solutions Group, looking for more practical training with DIVE in view of the 
valuable results of the first evaluation. The fifth-year industrial design students were 
from the Faculty of Architecture and Industrial Design at the Pontifical Xavierian 
University, who followed the course Design Project: Technology and Innovation. 
Evaluation 3 included a team of five professional designers from the Service Design 
Studio at Oslo, Norway.

6.1.2. Procedure

After the preliminary arrangements in each case, we led a kick off meeting with the 
participants in which we gave them an abbreviated theoretical background and the 
instructions of DIVE’s activities (see Figure 6-3).

Figure 6-3. Whereas the kick off meetings of the Case 1 and 2 were conducted via video chats (image of 
the left), these meetings were plenary lectures for the other cases. Source; the author.
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As part of these meetings, the participants received the different versions of the 
toolkits (see Figure 6-4), which we improved, making more useful and user-friendly, 
following the insights from the evaluations.

Figure 6-4. The three versions of DIVE in which some tools aim (i) to give instructions about the activities 
or (ii) to visually record the outcomes. Notice how the worksheets and booklet of DIVE 0.1 unified into 
the folders of DIVE 0.2, and subsequently separated again in the webpage, poster, rule, and folders of 
DIVE 0.3. Source; the author. The three versions of the toolkits are available in Appendix Chapter 6 online 
http://dive.pktweb.com/ 

DIVE 0.1, developed in Chapter 5, consists of a booklet to provide participants 
background information and the instructions for the activities, and the worksheets 
and canvases to report the activities and their outcomes. In view of the insights from 
Evaluation 1, we identified that designers acknowledged the value of the canvases of 
the first two activities, but they lacked the opportunity to visually record the other 
activities and their outcomes. Moreover, participants mentioned that the information 
included in the worksheets and booklet is repetitive. These insights lead us to develop 
DIVE 0.2, which is reported in the section Discussion from Evaluation 1. We included 
four canvases instead of two, and five folders. The folders integrate the instructions 
from the booklet and the separate worksheets. Evaluation 2 gave us positive feedback 
on these changes to the toolkits. However, having taken the booklet, participants 
missed some theory and an overview of the technique. Moreover, we observed that 
keeping the participants focused on the future is a hard task to achieve. Given these 
insights, we developed DIVE 0.3 which is reported in Discussion from Evaluation 2. It 
included quite similar canvases and folders; both incorporated the modifications based 
on the previous evaluation. In addition, it contained a website –http://dive.pktweb.
com/– with some theory to support the participants through the entire process, a 
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poster with an overview of the activities, and an artifact to support designers keeping 
company representatives in the future. The artifact is a rule with a slider that helps 
participants indicate the time frame(s) of the exploration. 

Depending on the needs of the participants, the cases were conducted either in English 
or Spanish. The toolkits were written in English and, when necessary, translated into 
Spanish to facilitate understanding. English was used as a standard language for 
Evaluation 1 and 3, which involved participants with different mother tongues and 
Spanish was used for the Evaluation 2, which involved Colombian participants.

Figure 6-5 illustrates the company representatives and designers working towards the 
activities including a picture of a designer filling out one of the tools.

Figure 6-5. Participants in the different activities of the cases. Source; the author.

After all the activities, we led a closing meeting where the toolkits were consolidated 
as final deliverables for the company representatives and final thoughts were collected. 
In all cases, DIVE’s activities result in comparable outcomes; however, in Case 2 and 6 
the recommendations took the form of concept products for the world as it is.

Table 6-6 shows the way we have moved along two dimensions in regards to the 
duration of the cases. First, we decreased the duration of the activities –from 70 hours 
in Case 2 of Evaluation 1 to 20 hours in Evaluation 3– trying to find the participants’ 
minimum investment in time, in view of the characteristics of the SMEs introduced in 
Chapter 1. Second, we increased the collaboration among participants in view of the 
collaborative characteristic of DIVE which responds to the managerial style of the 
SMEs. The time for collaborative working moved from 20% in Case 1 of Evaluation 
1 to 60% in Evaluation 3. Participants of Case 1 only had contact in Activity 1 and 5 
via video calls because they were in different countries: the company representatives 
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in Colombia and the designers in the Netherlands. Participants of Evaluation 2 and 
3 worked together at the same location. As there is not much space for collaboration 
and learning from the company representatives in making the prototypes and the 
video in the focus of this research, we defined that Activity 4 is the only one in which 
the designers should work alone.

Table 6-5. Duration of the three evaluations. The cells highlighted in gray represents the collaborative 
working between company representatives and designers

Activities  1 2 3 4 5 Total time Collaborative 
working

Evaluation 1

Case 1 4 hrs. 10 hrs. 4 hrs. 40 hrs. 10 hrs. 68 hrs. in 
10 weeks

 

20%

Case 2 4 hrs. 10 hrs. 12 hrs. 40 hrs. 4 hrs. 70 hrs. in 14 
weeks

25%

Evaluation 2 4 hrs. 4 hrs. 4 hrs. 8 hrs. 4 hrs. 24 hrs. in 3 
days

50%

Evaluation 3 2 hrs. 2 hrs. 4 hrs. 8 hrs. 4 hrs. 20 hrs. in 
2.5 days

60%

6.1.3  Data analysis

We used mixed methods, as defined by Creswell (2009), to identify what participants 
say, do, and make while making and sharing vision concepts (see Figure 6-6). 
According to Sanders and Stappers (2012), listening to what people say provides 
explicit knowledge, observing what people do gives observable knowledge, and 
analyzing what people make addresses tacit knowledge; therefore, researchers can 
gain a better understanding of a case. They also propose interviews, observation, and 
generative sessions to uncover the explicit, observable, tacit, and latent knowledge 
respectively. The use of these mixed methods help us look at the application of vision 
concepts with SMEs from multiple perspectives, thus triangulating the methods of 
gathering data.
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Figure 6-6. Research methods. Just after each case, external innovation experts assessed the outcomes. 
The full line represents the research methods that mostly bring qualitative data and the dotted line the 
quantitative data. Source; the author.

To evaluate the activities, we gave the designers a questionnaire and conducted 
interviews with the participants. The outcomes were evaluated with company 
representatives and experts. Other sources were field notes from our own observations 
during the sessions.

Questionnaires for designers

After finishing each case, the author sent the designers an online questionnaire 
which included the instructions and an average of nine questions per activity. These 
questions used the five-point Likert rating scales suggested by Mosley (2013) to 
measure:

•	 Effectiveness: whether the designers could complete the activities successfully 
and whether these activities were easy to understand and follow

•	 Efficiency: whether the toolkits and time available for them were sufficient and 
appropriate

•	 Satisfaction: whether the designers were satisfied in applying DIVE
Designers took about thirty minutes to complete the questionnaire, which was 
written in English and translated to Spanish for Evaluation 2.

As suggested by Sauro (2011) in cases with a small sample, we analyzed the quantitative 
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data by comparing the grades of the assessments with 3, the middle of the scale. In 
view of the questionnaires’ results, we identified the critical aspects of the activities 
that were investigated more deeply through the interviews.

Interviews with participants

The author interviewed the company representatives before the cases, immediately at 
the end of the cases, and nine months after the sessions. The author also interviewed 
one designer at the end of each case. These face-to-face interviews lasted thirty-five 
minutes on average and were conducted in English for Evaluations 1 and 3 and in 
Spanish for Evaluation 2.

All interviews started with the author giving an introduction which included a 
non-disclosure agreement. After that, we used a guide with the same topics of the 
questionnaire. During the interviews, we asked follow-up questions to clarify the 
insights collected before and to identify other aspects that respondents overlooked 
when they answered the questionnaires. 

These interviews followed the same data collection and analysis explained in Chapter 
3. In Evaluation 2 and 3, the author had the support of a second coder, a junior 
design researcher, along the analysis of these interview. As recommended by Sanders 
and Stappers (2012), he received the same transcriptions, organized including 
labels with who recorded, where and when –time and date– it was recorded, and 
the code of the participant. Following them, he then read each transcript to select 
the most representatives quotes and clustered them into groups with comparable 
characteristics. During the process, he labeled the quotes and groups using his 
own set of codes, which were subsequently compared with the codes of the author, 
trying to find agreements and discuss the disagreements. By combining these two 
interpretations, the author tried to overcome the intrinsic biases and the issues that 
come from a single-observer attempting triangulation.

We used this combination of quantitative and qualitative data to ensure that the most 
critical aspects of the activities were identified and subsequently explained by the 
participants. The questionnaires and the structure and questions of the interviews 
were simplified in subsequent cases. In Evaluation 1, these instruments included a set 
of broad and comprehensive questions to explore; in Evaluation 3, they were small 
and specialized inquiries to validate and complement previous insights.

Interviews and questionnaires for external innovation experts

Whereas the research methods applied with the participants brought an internal 
point of view of the cases, the experts brought an informed outside opinion. This 
perspective helped us to assess the technique’s outcomes and the way that they affect 
the enterprise from a more objective viewpoint. 

We invited three experts chosen for their experience in design-driven innovation 
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(see Table 6-6). The selection of these experts followed the same criteria in all the 
evaluations resulting in the same number and equivalent type of practitioners.

Table 6-6. External innovation experts of the three evaluations

Evaluation External innovation expert Area of expertise Years of experience

1 Expert 1-1 Design and innovation > 10

Expert 1-2 Design > 5

Expert 1-3 Design and innovation > 15

2 (*) Expert 2-1 Design and innovation > 15

Expert 2-2 Design > 10

Expert 2-3 Design and innovation > 10

3 Expert 3-1 Futures studies > 10

Expert 3-2 Futures studies and innovation > 15

Expert 3-3 Design and innovation > 10

(*) In Evaluation 2 we selected experts who speak Spanish because this round’s outcomes were written 
in this language.

Evaluation 1 included three industrial design engineers; one holds a Ph.D. and the 
others have a MSc degree. Two of them worked in a design practice in the Netherlands, 
and they also were design educators at the university. The other one worked as a 
freelance designer. Three industrial designers were invited to assess the outcomes 
of Evaluation 2. Two of them have a MSc degree; and all of them have experience 
in design and innovation, either as freelancers, employees in design agencies, or as 
design educators. Evaluation 3 involved three people: one expert in futures studies, 
who holds a Ph.D., and a sociologist and an industrial design engineer, who hold a 
Master of Science degree. They had experience as advisors in futures studies and 
innovation and the other as a researcher in design-led futures. 

These interviews were conducted by the author, in English for Evaluation 1 and 3, 
and in Spanish for Evaluation 2. The interviews in Evaluation 1 and 2 were in a one-
by-one setting, and in Evaluation 3 in group, and all lasted between forty-five and 
sixty minutes.

In Evaluation 1 and 2, every expert was invited separately to a room where the 
canvases and worksheets hung on the wall, to display the outcomes. Experts viewed 
these outcomes, the videos, and answered the questionnaire. In Evaluation 3, experts 
joined the final activity with the participants. Along the discussion, they filled in the 
same questionnaire. It included the activity’s goal, the expected outcome, and four 
questions, one per criterion (see Table 6-7).
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Table 6-7. Criteria of assessment for the outcomes: domain and time frames, vision statement, vision 
concept, prototype and video, and recommendations

Criteria Definition that applies to all outcomes 

Plausible The outcome must be an artifact that seems possible or real in a future 
context

Relevant It must give a clear sense of direction, where the company is going in the 
future, which is coherent with the company’s strategic goals and pertinent to 
its stakeholders

Inspiring It must open up new opportunities for the company at different levels, not 
just in new product development

Human-scale It must consider human beings in its definition

These criteria were developed by the author and two of the experts. In their view, 
these standards contain the appropriate and sufficient principles by which experts 
could judge the outcomes.

We used the same rating scale and quantitative analysis as in the questionnaire for 
designers. 

Observations

During all cases, the author observed how participants interacted with each other 
using the toolkits to follow DIVE’s activities making and sharing the outcomes. In 
Evaluation 1 and 2, the author assumed the role of an ‘observer as a participant’ 
(Sauro, 2015), who collaborates with the participants in an active manner, facilitating 
the activities, while watching them. To assess if the technique is self-explanatory, 
in Evaluation 3, the author distanced himself a little bit from the participants 
and assumed the role of a ‘complete observer’. In all evaluations, the participants 
recognized the researcher and knew the research goals.

We used the same data collection and analysis explained in Chapter 3.

All questionnaires and data are reported in detail in the Appendix to Chapter 6 online 
http://dive.pktweb.com/ 

6.2. Results

Using the same structure of Chapter 3 and 4, this section presents the results of 
the three rounds of evaluations with SMEs, compressed into four parts. First, the 
description of the cases, giving information about the company and its current use of 
futures techniques, and the activities and results of these cases. Second, the evaluation 
of DIVE that, in accordance with the previous section, includes the effectiveness 
of the activities and outcomes, the efficiency of the toolkits and time allocated per 
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activity, and to what degree the toolkits suited participants’ expectations. Third, 
other benefits and limitations of the application of DIVE. Fourth, the discussion of 
each evaluation which summarizes the benefits and limitations of DIVE’s application 
in SMEs and introduces the new version of the technique.

6.2.1. Evaluation 1

We began the evaluation of DIVE with two consecutive cases, summarized in Figure 
6-7, which explored the future of the shopping experience for the company Solutions 
Group. This enterprise develops and produces promotional material for corporations 
such as Procter & Gamble. It has 15 in-house designers that develop the point-of-
purchase material, but is eager to implement design to innovate in other areas. Their 
eagerness is apparent in their collaborations with the Illinois Institute of Technology 
and the Design and Emotion Society.

Figure 6-7. Summary of Evaluation 1.

According to the company representatives, Solutions Group has been using scenario 
thinking, including tools such as SWOT analysis and Business Model Canvas, to 
envision a set of future scenarios for the year 2022. These scenarios, which are updated 
annually by the board of directors and an external advisor, include a roadmap with 
several new business ideas for the near and speculative future. Although this practice 
is perceived by the company representatives as valuable, it is an activity limited to 
only the directors and its results are difficult to share with other employees and 
externals. The Managing Director considers that this future-thinking exercise is like 
“a couple’s therapy for the two directors, where we can talk freely about our ideas 
of the future.” He also states that “all these scenarios are tricky to land, put them 
on the ground, and above all, hard to communicate to others, so, they are so hard 
to be executed and monitored, that is why, most of the time, they just end up being 
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pigeonholed.”

Company representatives were attracted by these cases because they were looking 
for ideas to add value to the company’s products that are becoming a commodity. 
They expected ideas about products or services for dealing with this commoditization 
and thus feeding the future scenarios.

Case 1: Vision concepts ‘The Real Experience’ and ‘The Experience Box’ 
for Solutions Group

Using the Strategic PES, participants described the company as “a fish that could 
help its reef more”. Following this analysis, they focused on a more aware shopping 
experience, one that considers environmental and social aspects, and in accordance 
with the trends in which “large retail stores will disappear as the majority of shopping 
will take place online”. They also selected the year 2022 as the time to be explored. 
This domain and time frame led designers to a vision in which “people combine 
online platforms to research in advance and offline platforms to test the products”. 
Based on this statement, designers created two complementary vision concepts that 
offer users a physical testing out of the products: The Real Experience (see Figure 6-8) 
and The Experience Box (see Figure 6-9).
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Figure 6-8. Above the illustration and below the frames of the video that present the vision concept 
‘The Real Experience.’ It is an event, organized by Solutions Group, which advises users to make an 
educated purchase decision, instead of convincing them to buy some products. The video introduces 
Timo, a customer who wants to buy a kitchen knife. He takes part in The Real Experience to learn about 
knives from his own experience, trying out different products, and by talking to experts and producers, 
receiving first-hand information. Source; the author.

According to the designers, this vision concept recommends that Solutions Group’ 
products should be reconciled with the values of the company, “shifting from 
promotional materials that stimulate rampant consumerism to ones that support 
buyers when buying what they need”. They mentioned that, right now, as a first step 
towards that vision, the company should add screens to the promotional material 
allowing buyers to watch videos of experts comparing different products; thus, 
buyers can make a more educated decision.

Figure 6-9. Above, an image of the vision concept ‘The Experience Box’. It is a futuristic store, where a 
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brand can offer an interactive and immersive experience, allowing users to explore and discover products 
in an enjoyable fashion. Below, some frames of its video, made by the designers to communicate this 
vision concept. It introduces a user who is looking for a pair of sunglasses in a store. There, a saleswoman 
offers him The Experience Box where he can thoroughly enjoy the sunglasses on a virtual beach to make 
a better decision. Source; the author.

Through this vision concept, participants concluded that Solutions Group should 
create promotional material that allows buyers to test the products physically under 
some minimal real context conditions, such as the use of specialized lights for the sale 
of sunglasses. According to them, in this way, users can buy the appropriate products 
for their needs. They also suggested that, right now, the company should conduct 
technology forecasting on topics related to virtual reality and simulators.

More information and the full videos of these vision concepts in the Appendix online 
http://dive.pktweb.com/ 

Case 2: Vision concept ‘Inventienda’ for Solutions Group

Following the Strategic PES, the participants drew Solutions Groups as “a bighead 
fish, which despite its big eyes is myopic”; they said that the company has evident 
curiosity but lacks a clear strategic direction. Moreover, they mentioned that “it 
has a muscular back, small belly, and tiny tail” that, in their opinion, represents its 
extensive facilities, limited portfolio, and few clients, respectively. According to the 
participants, “its body forced it to move slowly, focusing only on the needs of their 
clients instead of coming up with innovative solutions itself.” Given this analysis, 
participants focused on traditional small convenience stores, which, according to 
them, are a legitimate domain to grow following the company’s values; they also 
enlarged the time frame to fit with the planned retirement of one of the business 
partners, the year 2031. Considering the domain and time frame, participants 
collected several context factors regarding the way society has disconnected from 
where it came from. They used these factors to define a vision in which “Solutions 
Group wants to help users to have a convenient, authentic, and social shopping 
experience, while using the facilities of contemporary technology, and for them 
to be better informed about the products they purchase.” Following this statement, 
the designers made the vision concept ‘Inventienda’. It is an application that helps 
the shopkeeper and users to communicate with each other to have a modern and 
convenient shopping experience, one that remains personal. Along this exchange of 
information, designers suggested that Solutions Group should better understand the 
behavior of the end-users to proactively design solutions for shopkeepers. To share it 
with the relevant stakeholders, the designers made a video (see Figure 6-10) in which 
María uses the app to buy at Doña Monica’s store.
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Figure 6-10. Frames of the video ‘Inventienda’. Source; the author.

Given the recommendations captured during the conversation with relevant 
stakeholders, the designers arranged a roadmap that uses Inventienda as the 
destination –year 2031– and the world as it is as the origin –year 2015. Following one 
of the paths of this roadmap, which focuses on promotional material to enhance the 
shopping experience, the designers developed the concept product ‘Tienda tastes’ for 
the year 2016 (see Figure 6-11).
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Figure 6-11. Above, prototypes of ‘Tienda tastes’, a concept point-of-purchase material that includes: a 
promotional bike with different containers, a mobile app, and a display stand for convenience stores. All 
these elements promote the store and also collect information about its users. Below, frames of the video. 
Source; the author. 

More information and the full videos of these vision concepts in the Appendix online 
http://dive.pktweb.com/ 

DIVE’s evaluation

Participants and experts saw DIVE as a valuable practice to understand the current 
and future context, users, and business, to explore possibilities, and to connect the 
future with the present. The Innovation Director was “happy to see a tool that helps 
designers in conducting research and creative activities before even defining a design 
brief.” Company representatives defined this exploration as a “survey of what the 
customer would need 15 years from now, and therefore how [the company] should be 
prepared to achieve their satisfaction and growth in this future market.”

Table 6-8 compresses the results of the two cases with regards to the activities and 
outcomes. Positive grades are indicated in grey and the negative ones in white. 
Appendix shows the detailed grades of the evaluation of the effectiveness of the 
activities and outcomes, the efficiency of the toolkits and time allocated per activity, 
and the satisfaction of the participants.
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Table 6-8. Results of the two cases

Effectiveness

DIVE proved its efficacy as a technique by supporting designers and company 
representatives in exploring the future of Solutions Group through making and 
sharing vision concepts. 

Designers highly valued Activity 1, in particular the way that it uses the analogy 
between the company and a fish. One of the designers interviewed mentioned that 
she likes “the Strategic PES, the fish, the one with the head and the tail because you 
can visualize the information about the company in a kind of playful way.” Experts 
also recognized the value of the analogy as a means to communicate the insights of 
this activity. Expert 1-2 said that “the fish gives a good idea to an external party to 
understand what this company is about [...] when you see a bighead fish, you realize 
that this organization is very innovative, but it doesn’t have cash flow because the 
belly is small. Then, when you observe all the other fishes together, it gives a precise 
idea of where this company is positioned.” Even though this activity was positively 
evaluated in Case 1, experts found that its outcomes, the domains and time frames, 
did not inspire enough and missed human-scale in its definition. These outcomes 
improved considerably in Case 2.

The data shows that designers evaluated Activity 2 significantly better in Case 2, in 
which they conducted desk and field research to gather context factors compared 
to Case 1, in which they just conducted desk research due to their location. In both 
cases, experts recognized the power of the outcomes of this activity, the visions. 
About these strategic directions that point to the company’s future, Expert 1-1 stated 
that “a company such as Solutions Group with a strong analog product also need to 
develop a digital service system, one that supports its future products. This vision 
gives useful insights for the company and proposes a significant leap from where 
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they are now, to where they would like to be in 20 years”. Although this activity and 
its outcomes received good feedback from the designers and experts respectively, 
they suggested that it needs to be simplified for designers without experience in 
research. Experts recommended that it also should stimulate participants to produce 
more risky visions of the future, ones that push the boundaries of the companies and 
also are meaningful to people.

Activity 3 was recognized as valuable and easy to comprehend by the designers. Even 
though the outcomes of this activity, the vision concepts, were evaluated as neither 
plausible nor inspiring by the experts, it was highly appreciated by the company 
representatives. The R&D Manager considered that these “prototypes of the future 
are useful during the initial discovery of the innovation strategy” for setting a vision, 
embedded in an artifact.

According to the designers, Activity 4 of Case 1 was challenging to conduct and, 
in view of the experts, its resulting prototypes and videos were not credible, nor 
consistent with the future context, and not inspiring. In Case 2, we did not identify 
any concern in regards to the activity or its outcomes, concluding that it has been 
improved considerably. In the company representatives’ opinion, the prototypes and 
videos of both cases made the vision concepts tangible and evocative, and would 
help them in dealing with employees, allies, and investors. The Innovation Director 
stated that “while other futures techniques focus just on the strategic level, a set 
of recommendations for the board, DIVE produces ‘stuff’ linked to the operational 
level; this helps us make ideas that can run fast.” In view of its relevance as inputs of 
Activity 5, these outcomes need consideration.

Although the designers in both cases mentioned that they understood the purpose 
of Activity 5, they acknowledged facing a significant challenge when facilitating 
the final conversation with the company representatives and other stakeholders. 
During the discussions, they tried to move gradually from the speculative future, the 
vision concept, to the world as it is, to collaboratively generate recommendations for 
these time frames. However, that transition was not smooth because the company 
representatives repeatedly jumped back to the present and then forward to the 
future, and thus both parties lost track of the conversation several times. In Case 
2, designers had a longer and more comprehensible conversation with a broader 
audience, including several enterprise members and externals guests from academia 
and government. Although it was also difficult to facilitate, in this case, designers 
used the managing director’s expected retirement date to formulate questions such 
as: “what do you want to leave to your family and business partner when you retire?” 
These questions allowed attendees to be fully immersed in the discussion, facilitated 
their perception of time, and brought them a feeling of intimacy on the decisions 
producing numerous ideas for the different time frames. According to the experts, 
the improvement of the recommendations obtained in the final conversation of Case 2 
was evident, in particular because it took the form of a concept product for the world 
as it is, which were “no longer just words, they are concrete things that are almost 
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ready to be produced by the company” (Expert 1-3).

Participants and experts were pleasantly surprised with the technique’s analogy used 
to understand the current and future context, users, and business. According to the 
managing director, “DIVE uses a unique analogy that helps designers explore the 
present and future [...]. One always thinks of the future as something that is ahead 
or above us, and one has to come running or flying; in contrast, DIVE proposes a 
future that is below us, in an imaginary underwater world, that one has to access 
by diving. Besides, it creates all the elements of that world, the company as a fish, 
me as a scuba diver, the trends as waves”. However, we observed that the impact of 
these comparisons fading during the last three activities. This reflects a failure in 
the design of the activities that could be related to a problem of consistency in the 
use of language. The technique does not work around the comparison in the last 
three activities; it does not even mention its components anymore, whereby some 
coherence is lost and the power of the analogy further diminishes.

In view of this evaluation, user-friendliness and inspiration are the criteria that need 
improving. Following the evaluation of the designers and company representatives, 
the activities should be more friendly with the users, simple for participants to use. 
Moreover, considering the company representatives and experts’ evaluation, the 
outcomes should inspire more radical ideas, encouraging company representatives to 
look at new opportunities for the company at different levels. Company representatives 
considered that the teams were restricted in the exploration by themselves, producing 
artifacts that were not sufficiently futuristic and thus do not inspire much. The 
company representatives sought to obtain risky ideas from the designers, which will 
be later landed by the managers. With that in mind, the Managing Director stated 
that “we want designers to fly; they should be ‘smoking the green’ and after that we 
will take care of the rest, but they are the ones who should throw a line and build a 
path in this strategic exercise.”

Apart from the results mentioned earlier, along these cases we identified that DIVE 
was also beneficial as a way to reflect on sensitive topics. Along this exploration, 
participants and experts identified how different sensitive topics that are deeply 
related to the company’s values, such as consumerism, emerged. In that regards, 
Designer 1-3 acknowledged “the difficulty in discussing issues like consumerism 
with a company that works in advertising.” The R&D Manager also mentioned that 
“DIVE makes vision concepts that point in new directions, perhaps overlooked by the 
company or even painful for us, opening opportunities to create new products ideas, 
and change the business in a better way.” The experts also identified some of these 
sensitive topics and the way in which participants approached or even avoided them 
when defining a preferable future.

Efficiency

With regard to the efficiency, the designers considered that the time allotted per 
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activity as sufficient. However, in Case 1 designers mentioned that four hours for 
Activity 3 is too short; they indicated that they need “at least eight hours to create 
the vision concept” (Designer 1-3). Extending Activity 3 from four hours in Case 1 to 
12 hours in Case 2 and cutting Activity 5 from ten to four hours were both observed 
as positive. The designer interviewed after Case 2 considered that DIVE could be 
applicable in a flexible way, “you can do the process in one afternoon, really quick, or 
you can do it longer and then have better outputs.”

Concerning the collaborative working between company representatives and 
designers, in Case 1, most designers requested “more moments of contact with the 
enterprise, at least one per activity” (Designer 1-2). Designer 1-1 mentioned that “we 
really missed a face-to-face workshop with the company for Activity 3 and 4, so I 
think giving this workshop in the future is essential for a better project.” The company 
representatives also asked for a more intensive collaboration among designers and 
company representatives to learn more about the technique and its insights. In 
the interviews, company representatives acknowledged the value of working with 
external designers. They considered that their lack of professional experience and 
the Dutch background brought a different perspective to looking at the future of 
the company; “it is always nice to work with young people, they contribute by 
giving us a fresh view, in this case, a new and, more interestingly, international 
impression” (Innovation director). Even though the company representatives felt 
invigorated by the independent design team, they also recognized the difficulty that 
these internationals face when trying to understand a domain which is so rooted 
in the Colombian culture; “for Dutch people, understanding the traditional small 
convenience stores is quite difficult, especially if they cannot see the place and talk 
with the shopkeepers, the auxiliaries, or even the delivery boys” (R&D Manager).

Participants acknowledged the value of the toolkit DIVE 0.1. Designers thought 
that the booklet, worksheets, and canvases were beneficial, helping them to “come 
up with recommendations about the company’s future,” and were simple to use. In 
both cases, the canvases demonstrated their value as a visual record of the process. 
According to the company representatives, the visuals of the two canvases –one that 
sketches a fish and its parts and another that draws calm or troubled waves– and 
the worksheets, made it easier for participants to focus on the analogy. However, as 
observed earlier, this emphasis was not strong enough in the final three activities. 
Moreover, the worksheet of Activity 4, which supported designers writing the 
storyline, is not beneficial, and hard to use.

Satisfaction

With regards to the level of satisfaction that designers had when applying the 
technique, in both cases, they assessed this criterion with the highest possible grades. 
The data shows that designers were pleased with the first three activities and the last 
one and their outcomes: domains and time frames, visions, and vision concepts. In 
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Case 1, both Activity 4 and the prototypes and videos were the ones that produced 
less satisfaction for the designers. Even though the designers were satisfied with 
Activity 5, in which they talked with the company representatives about the transition 
from the future to the present, they were not happy with the recommendations they 
brought to them at the end of the case. One designer expressed his enjoyment of 
working with SMEs: “these companies allow one to have greater flexibility, other 
than corporations that already have very fixed identity factors that limit to certain 
extent the ideas that one could propose them.”

Nine months after finishing this evaluation, the R&D Manager stated that “the 
company has internalized part of the technique delivered by these exercises, such as 
the Strategic PES and others tools to conduct observations, analysis, and ideation.” 
In view of the need to approach the users differently and thus their experience when 
shopping within the channel, these cases also inspired them to create PoP (point-
of-purchase material) Solutions. According to the innovation director: “whereas in 
the past, we only reactively developed promotional material based on the client’ 
requirements, now through PoP Solutions we also proactively develop promotional 
material based on the clients’ needs and opportunities.” In general terms, according 
to the Managing Director of the company, “this exercise has allowed [the company] 
to accumulate a transversal knowledge [...] that is sometimes difficult to measure, but 
that you can feel in the evolution of the business”. He has “gained more insights with 
this exercise than with a five-months advice with a world-famous consulting group.”

Discussion about Evaluation 1

This evaluation investigated the design-led futures technique DIVE to validate and 
improve it. DIVE 0.1 was used in two cases by external designers and company 
representatives of Solutions Group, a medium-sized enterprise in the retail domain, 
to explore its speculative future.

Both cases demonstrated that ten weeks were sufficient for four designers with little 
experience and two directors and a manager to successfully make and share vision 
concepts with an SME.

With regard to the designers, this exploration’s success may be due to the curriculum 
of student designers, part of Case 1, which focused on setting strategic design 
directions for companies and in Case 2, three of the four student designers came 
from Master of Science programs that focus on conceptualization. The difficulties 
that the first group faced in Case 1 could be due to Activity 2 requiring research 
skills, which are not adequately developed in undergraduate students. In Activity 4, it 
might be the designers’ lack of experience in dealing with the complexity of making 
prototypes of services, which involves a high level of abstraction. Moreover, in both 
cases, the challenge dealing with Activity 5 could be due to the designers’ limited 
skills as facilitators. In Case 1, this difficulty may have been exacerbated by the 
intricacy of facilitating discussions over the Internet, with company representatives 
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from a different culture, while using a second language. It also could be related to the 
short-term perspective of the company representatives, who tend to talk about the 
difficulties to implement the vision concepts instead of the ideas that these artifacts 
trigger for the different time frames.

Following the participants’ suggestion, participants collaborated more during 
the second case. It allowed us to observe that this shared work was valuable and 
apparently, it helps produce better outcomes.

Participants and experts highly appreciated DIVE 0.1. However, in their opinion, this 
toolkit should give a more detailed advice to conduct the first and last activities. 
To strengthen the analogy, it should also include new canvases that report the last 
activities and some redesigned worksheets. This redesign should incorporate two 
observations. First, participants found that there were too many worksheets and 
some contained unnecessary duplication of information in relation with the booklet 
and canvases. Second, although the instructions of the booklet were essential to fill 
the worksheets, these documents were separated in two different tools, making it 
difficult to consult the instructions and fill out the forms. In view of these insights, 
we developed a new version of the toolkit, DIVE 0.2, shown in Figure 6-12, 6-13, 6-14, 
and 6-15.

Figure 6-12. An example of one of the five folders of DIVE 0.2. These folders, one per activity, merged 
information from the booklet and the separate forms from the worksheets to help participants to understand 
and report the process. Each folder includes a brief description of each activity in the front cover, the 
instructions of the activities, its times and suggestions, and a worksheet to report the activities in the 
interior, and a worksheet to describe the outcomes in the back cover. These folders were designed to 
contain the canvases when folded. Source; the author.
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Figure 6-13. General view of the canvases of DIVE 0.2. It consists of four large-sized canvases instead 
of two. The first two, which worked well in the previous evaluation, include small modifications based on 
Evaluation 1. The newest third and fourth extend the previous canvases, generating a continuous format 
that help describe the progress of each activity and its respective outcomes. These forms contribute to 
documenting the vision concept and support the recollection of ideas for the world as it is and the near 
and speculative futures, respectively. Source; the author. 

Figure 6-14. Canvas 3 helps designers document the generation of ideas about the vision concept and the 
creation of a story to contextualize this artifact. The serpentine line on the right includes the four elements 
–situation, complication, question, and answer– suggested by several authors to document simple and 
compelling stories. This line guides the participants in the process to introduce the context, create a hook 
in the future, conceive a tension in the story which trigger a question, and introduce the vision concept as 
part of that question or as a possible solution. Source; the author.
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Figure 6-15. Canvas 4 supports designers and company representatives in documenting the final activity. 
It contains the timeline presented in Chapter 2, which is divided in three time frames, starting in the world 
as it is, continuing in the near future, and ending in the speculative future. It places the vision concept in 
the speculative future and draws an arrow back to the world as it is, inviting participants to conduct a 
backcasting exercise: discussing the future to then convey to the present. Source; the author.

The full version of the toolkit is available in Appendix Chapter 6 online http://dive.
pktweb.com/

6.2.2. Evaluation 2

This evaluation included three simultaneous cases with the enterprises Campo Real, 
Ethos, and Ci2.

Case 3: Vision concept ‘Cava’ for Campo Real

Figure 6-16 summarizes Case 3 with Campo Real, a family business that sells cheese 
to end-users through retailers. Even though its Design and Development Division 
is considerably new, the company has a long-standing tradition of applying design, 
in particular regarding packaging and branding. Its directors had participated in 
different training projects related to design and innovation with governmental and 
non-governmental institutions, such as the Bogota Chamber of Commerce.
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Figure 6-16. Summary of Case 3.

According to the managing director, Campo Real has been using “a strategic plan 
projected towards 2020; this plan is developed every five years, updated yearly, and 
monitored monthly.” The development of this plan concentrates on three dimensions: 
the social, environmental, and economic for which it includes several ‘levers for 
growth,’ among others: innovation and shared value. The latter prioritizes social issues, 
establishing business opportunities in public problems, it “is one of the values that 
[Campo Real] strongly emphasized and for which the company is well recognized” 
(Design Manager). For the application of this shared value in the strategic plan, the 
company uses the Total balance tool: a balance of future compensations assuming a 
sustainable future as the goal. The tool helps Campo Real to “keep a clear track with 
indicators and with current and permanent results” (Managing director).

The topic of this design-led futures workshop was perceived by the company 
representatives as novel, valid, and closely related to innovation, a relevant area in 
which they want to learn more. This workshop triggered the managing director’s 
attention; she mentioned that “when someone says speculative [design], I think that 
this is out of the ordinary, which is the kind of thing that we like: a tool that supports 
us for doing disruptive innovation, which is key for us.”

Considering the analogy proposed by the Strategic PES, participants drew Campo Real 
as “a female fish with a large head linked to its heart; it is one of the few fishes that 
one can find that has an artery that comes directly from the heart to the brain” (see 
Figure 6-17). They mentioned that its purpose is to take care of the other sea creatures, 
providing them food and protection. Given this analysis, participants defined “shared 
value in the areas of health, nutrition, and well-being” as the domain, and set the year 
2025 as the time frame, which coincides with the company’s twentieth birthday. After 
the context factors’ analysis, in which participants included several trends regarding 
the way people have been disconnecting more and more from the earth and their 
origins, and new developments in the field of Food 3D printing, they defined a future 
vision. It claims that “Campo Real wants to offer end-users, identified with the 
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purpose of care –as one of the company’s values–, the possibility of participating in 
the creation of new experiences of sustainable consumption, which connect them to 
their origin and the inheritance of the countryside.”

Figure 6-17. From left to right: the illustration of the Strategic PES in Folder 1, one of the designers testing 
the prototype for the video, and the final discussion. Notice how participants used the canvases as the 
background of this part of the session. Source; the author.

As result, the designers developed ‘Cava, make your own cheese’, a 3D printer in 
which users can make several cheese preparations in different shapes and sizes to 
take care of themselves. Cava has special pressurized tanks with which people can 
prepare several types of fresh and matured cheeses and mix them with spices, herbs, 
fruits, and oils, among others. The printer interacts with other user’s devices to 
suggest products for the grocery lists, preparations for menus, and takes actions that 
maximize the possible cheese preparations based on dietary conditions, moods, and 
weather, among others. To present this vision concept to the company representatives, 
the designers made a video (see Figure 6-18) that introduces Juan, a young man who 
is planning a date with Laura. He used Cava to define the menu and to prepare small 
portions of fresh cheese with strawberries.

Figure 6-18. Frames of the video ‘Cava, make your own cheese’. Source; the author.

Cava allowed the participants to discuss the necessary actions for Campo Real to 
learn more about its users and strengthen its relationship with them. Participants 
suggested to transform the company’s value proposition from “selling quality food” 
to one that focuses on supporting people in establishing better nutritional habits, 
which includes dairy products. This speculative exercise posed a series of challenges 
in the short and medium-term related to new products and services.
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Case 4: Vision concept ‘Manta’ for Ethos

Ethos is a company managed by engineers, architects, programmers, and developers 
who develop software for financial institutions such as Family Compensation Funds. 
Although the company does not have a formal design department, it has participated 
in different programs related to design and innovation, such as the Integral Design 
Tutoring Project of the Ministry of Commerce, Industry, and Tourism of Colombia. 
Figure 6-19 presents this case. 

Figure 6-19. Summary of Case 4.

Ethos’ Customer Service Director mentioned that although “the company mostly 
develops client-server applications for financial institutions, it must soon take all 
these applications to the cloud and open it to a bigger market.” She also mentioned 
that, every year, the board of directors outline several strategic goals and plans 
following this vision. The Innovation Director responsibility is “to develop the 
projects to attain these plans”, projects that can take two or three years, depending on 
the complexity of the development. Considering the high cost of these developments, 
the enterprise relies on several governmental financial supports. In 2015, for instance, 
Ethos received a grant from the government to conduct a preliminary research study 
about the end-users’ needs of the Family Compensation Funds, cooperatives that 
manage the savings of workers and used it to provide subsidies to them. Based on 
the insights of the study, the company developed and subsequently launch ‘Integra’, 
a digital application that facilitates communication between the end-users and the 
funds.

Participants perceived Ethos as “a giant oceanic manta ray that navigates in 
international waters [...] without even knowing its context and users” (see Figure 
6-20). Following this analysis by the Strategic PES, they selected 2026 as the time frame 
for this exploration to investigate how to better understand the users in the domain 
of “interactions between Family Compensation Funds and their users.” As part of this 
exploration, participants gathered several trends related to people’s desire to have 
more free time, the growth of alternative currencies, which operate independently 
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of governments, and the advance of biometric security systems. In view of these 
insights, they set a vision in which “Ethos would like to offer an efficient virtual 
interaction between the Family Compensation Funds and their users with guaranteed 
security and immediacy in the transmission of data.”

Figure 6-20. On the left, a model of Ethos as manta ray; in the center, designers using this model to 
prototype ideas for the vision concept; and on the right, the canvases used during the final conversation. 
Source; the author.

Given this statement, the designers played with the metaphor of the manta ray to 
make the vision concept ‘Manta, Ethos at your fingertips’. This futuristic service aims 
to help the end-user of the Family Compensation Funds to manage their finances 
more intelligently. It joins the funds with the users through a mobile application 
controlled by a smart card. Both the application and the card work together to manage 
the savings, investment funds, and other financial services but always keep in mind 
the more beneficial scenario for the user. This system also allows Ethos to know more 
about the behaviour of the end-users to help them and the funds develop a better 
relationship. The video (see Figure 6-21), which presents this vision concept to the 
company representative, tells the story of Hugo, a Family Compensation Fund’s user. 
In planning his holidays, he used Manta to check the possible destinations given his 
financial situation and personal preferences. Following a simple protocol, he chooses 
a place and thus plans in advance the costs and the way to manage these payments.

Figure 6-21. Frames of the video ‘Manta Ethos.’ Source; the author.

Using the existing application Integra as the starting point in the world as it is –
year 2016–, the participants developed several recommendations for Ethos. They 
considered that Ethos needs to gain more and better insights on the end-users to be 
a potent mediator between the funds and its affiliates. They also mentioned that the 
company needs to focus more on the human-centered interaction of its applications 
to facilitate the integration and understanding of financial information for people, 
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who are not necessarily familiar with all the abstraction of this data.

Case 5: Vision concept ‘Burbu Pack’ for Ci2

Ci2 develops engineering projects for corporations. The company recently initiated 
an R&D division, in which design is at the core. Figure 6-22 presents Case 5. 

Figure 6-22. Summary of Case 5.

According to the R&D Director, Ci2 extensively uses strategic planning in which it 
relies on various technology forecasting tools. He mentioned that, in the light of this 
anticipation and because “the company needs things that can be turned into business 
as soon as possible, Ci2 always envisions the near future. It identifies market trends 
and the state-of-the-art technology in three lines of research: simulation, robotics, 
and control.” In the former, for instance, Ci2 makes an inventory of the most advanced 
technology to project it into the near future, such as 2020. This inventory is constantly 
updated through its strategic alliances with technology centres, which carry out 
comprehensive technology forecasting exercises. The technology forecasting is 
developed by the R&D department every six months and subsequently is authorized 
by the directors. Although the R&D Director believes that these activities require a 
significant amount of time from his team, he does not consider it an onerous practice 
because of its strategic value. 

The primary motivation to participate in this case was “the ‘applied format’ of the 
workshop, which sounds practical” (Design Manager); both company representatives 
mentioned that they prefer a hands-on workshop instead of a theoretical lecture. 
They would like to learn a new technique for envisioning the future that helps them 
to understand how innovation can be applied to the business.

Following the Strategic PES, the participants considered that Ci2 is a self-confessed 
tech geek, “a whale who uses its muscular back, qualified engineers, to propel a 
massive brain, full of state-of-the-art knowledge” (see Figure 6-23). It suffers from 
stomach pain due to a disorganized portfolio of services and products, in which 
“it is not clear what the enterprise really offers.” Participants focused on finding a 
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painkiller to alleviate this stomach issue in the domain of “training using simulation 
technology” for the year 2024, time in which the company will celebrate its twenty-
fifth birthday. According to the trend analysis, participants gathered context factors 
related to the increasing interest of corporations in their employees’ emotional 
intelligence growth, and the use of new technologies such as virtual reality, internet 
of things, and artificial intelligence. In view of these insights, participants defined 
that in 2024 Ci2 wants to offer “platforms of immersion in virtual worlds that support 
the apprentice in the process of developing decision-making capabilities in situations 
of high risk, such as environmental disasters, that imply extreme emotional demands 
for it.” 

Figure 6-23. From left to right: the illustration of the strategic PES, a designer filling out a worksheet using 
the insights of the canvas, and the final group discussion with the company representatives. Source; the 
author.

Considering this image of the future, the designers made the vision concept ‘Burbu 
Pack’. It is a simulation kit that contains a capsule, which generates a massive bubble 
in which the simulation is performed; a uniform to be worn during the simulation, 
including an apron, gloves, and safety glasses; and a sleeping pill for after the 
simulation. This pack put together part of the future company’s portfolio. To spark 
a conversation about the future of the company, the designers made a video (see 
Figure 6-24) in which a soldier uses the Burbu Pack to go through several levels 
of combat training that emphasise his emotional demands. He had to deal with 
strong feelings, such as fury, anxiety, hopelessness, sorrow, and disappointment. The 
training is divided into different rounds in which three moments are defined. First, a 
simulation that uses virtual reality technology to immerse the soldier into fictional 
worlds within the bubble. Second, a short induced sleep to make it easier for the 
person to calm down and consolidate what he learned. Third, a feedback session from 
a panel of experts via video call.

Figure 6-24. Frames of the video ‘Burbu Pack.’ Source; the author.
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All recommendations derived from the discussion between company representatives 
and designers point to the need to increase the company’s expertise in areas related to 
virtual reality. In particular, the use of this technology in combination with physical 
spaces to create realistic sensations –such as images, sounds, smells– that simulate a 
user’s physical presence in virtual worlds.

More information and the full videos of these vision concepts in the Appendix online 
http://dive.pktweb.com/

DIVE’s evaluation

Participants found that DIVE applies design differently. According to the Ci2 R&D 
Director, “DIVE uses design in a way different from what SMEs normally do; it is a 
creative methodology to conduct strategic foresight” which, in his opinion, helps 
these enterprises to broaden their view of the design, from designers who solve 
current problems to designers who envision the future. According to one of the 
designers, DIVE “does not try to identify opportunities through data, rather it uses 
an experimental way, which is about what will happen in the future. [...] It is useful 
to see the impact of design on people’s lives, and therefore to understand how design 
delimits the future.” A designer stated that this is a “didactic experiment in which one 
can let the imagination fly a little bit more to learn” without being restricted by the 
requirements of the design for the world as it is. Similarly, another designer stated 
that “the participants were experimenting through a creative process, one that can be 
divergent and convergent, creating ideas at the beginning and also at the end; [they] 
were always in the mood of change.”

Table 6-9 shows, highlighted in grey and white, the positive and negative grades of 
the three cases’ activities. As in the previous table, Appendix #6 shows the detailed 
grades of the evaluation of the effectiveness of the activities and outcomes, the 
efficiency of the toolkits and time allocated per activity, and the satisfaction of the 
participants.
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Table 6-9. Results of the three cases in regards to the effectiveness, efficiency, and satisfaction

Effectiveness

In all three cases, the participants made and shared the vision concepts for the SMEs 
successfully. According to them, DIVE follows a process that is clear, useful, and 
easy to follow. The Managing Director of Campo Real mentioned that DIVE is “a 
unique technique that uses a clear set of activities, which in combination with an 
exact timing guides the participants to achieve its objectives.” One of the designers 
reported that “whereas in other foresight methodologies, one jumps from one thing 
to another which are very different or not even related at all, in DIVE everything 
follows the same story.” Another designer echoes this view saying that “DIVE 
compresses activities that are well-organized and have much cohesion among them: 
from the way to think about the company now to the way to imagine it in the future, 
fifteen years ahead.”

Designers did not report any difficulty in the Activity 1, 2 and 3. They were able to 
grasp the companies and their future context, formulate a vision, and made the vision 
concept using DIVE 0.2. Experts acknowledged the value of the outcomes of these 
activities, in particular the visions. According to Expert 2-3, “With DIVE, a pool of 
external designers review the SME and its context, giving a vision of the future that 
allows it to move forward, offering proposals that do not stray too far from their core 
at the present, but that are equally driven to reach that future.” 

While designers did not report any problem in regard to Activity 4 in Case 3, they 
stated few issues when making the prototypes in Case 4 and 5. According to them, 
this activity was easy to follow in the case of Campo Real, an enterprise that develops 
products, but it was hard to achieve in the case of Ethos and Ci2, companies that offer 
services. In regards to the outcomes of this activity, experts were positively surprised 
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about the quality of the videos, especially considering the time of production. Expert 
2-1 mentioned that he “was amazed by the capacity of synthesis achieved through the 
videos. It is an excellent tool to effectively communicate the results of the exercise, to 
specify and materialize the ideas of the designers, and to generate a discussion with 
the organization about the strategic direction that should be taken.” More than just 
means to communicate ideas, we observed that videos were also beneficial during 
the ideation as ways to develop ideas, and during the final conversation as ways to 
spark discussions about the future and thus produce more ideas. We identified that 
no matter in which part of the process these ideas are produced, the videos compelled 
designers to create ideas in a context, which involves people displayed as characters 
of the story. These characters were used across the discussion to refer to the impact 
that the ideas could have on them in the future. 

While designers acknowledged the importance of Activity 5, in the three cases 
they assessed this activity as unclear and difficult to follow. Even though the 
participating designers planned the agenda and defined the goals of the discussion 
in advance, following the instructions of DIVE 0.2, the closing dialogues about the 
companies’ future and present were hard to facilitate. Designers mentioned that the 
most challenging part of these dialogs for them was to “keep flexible responding 
to what happens moment-by-moment with the participants to gather the insights.” 
Participants also noted that the presence of the external innovation experts in this 
final conversation invigorated the discussion. Despite the fact that the activities 
were negatively assessed, its outcomes were highly valued by the experts. They 
acknowledged the recommendations as “beneficial for companies, especially Ethos 
and Ci2, because the scenarios created were realistic and can be executed partially 
or totally” (Expert 2-2). However, experts missed a more emphatic reflection on the 
values of sustainability as part of these recommendations.

In general, according to participants, DIVE’s activities were guided by a strong 
analogy that allowed them to take a reflective distance from the everydayness.

According to the designers, the analogy “is [a] fun, interesting, and formative” way 
to support the analysis and the sharing; “it helps to have a clearer understanding 
of the company, and, at the same time, support [designers] to discuss with the 
other members of the group” (Designer 2-4). In regards to the analysis, one of the 
designers mentioned that “from the moment participants begin to use DIVE, they are 
already applying analogies: it is about interpreting the company as a fish, where each 
component of this creature is some characteristic of that company and, eventually, 
it gives more insights about the business.” With regard to the sharing, according 
to another designer, DIVE’s analogy “employs a very poetic way of ‘making’ the 
ideas that turns out to be very effective in communicating [...]. As a designer, 
sometimes you have a lot of difficulty communicating with non-designers and this 
analogy allows you to do it quite well.” In his opinion, this support in the sharing is 
related to the fact that, as part of the analogy “designers created stories that generate 
empathy among people and the project, which makes the people feel closer to the 
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exploration.” Company representatives also mentioned some benefits from the use 
of the analogy. The Ci2 R&D Director mentioned that “the analogy allows people to 
disengage a little [from] the issues [and then] has a slightly more playful approach 
to the subject,” enriching the analysis of the company and subsequently the creation 
of the vision concepts. This disengagement makes it easier to deal with the fuzziness 
and complexity of the future since, as the Campo Real Design Manager mentioned, 
the analogy helps to structure and understand all these “loops of disorganization and 
organization,” accompanying the participants during the creative process.

As part of DIVE’s analogy, the most recognizable element is the comparison between 
the company and a fish, which according to one of the designers, “makes participants 
have a much greater clarity about what they are talking about because it is related 
with something common; to some extent, they all know something of the fishes.” 
The Campo Real Managing Director also mentioned that the analogy of the fish 
allows people “to define the domain [...], to spread throughout the animal in their 
various areas, and then to create scenarios, which show how the fish would look in 
the future.” Similarly, one of the professional designers claimed that the Strategic 
PES shows which parts of the fish are robust or fragile, if it swims fast or slow, 
and if it is smart or dumb. Subsequently, you can envision the future developments 
to strengthen the parts in which the fish is fragile”. During the interviews, several 
company representatives referred to their enterprises as fishes. One example is the 
Ethos Customer Service Director who defined her company as “a big fish, [to which 
it is necessary] to strengthen the infrastructure, [...] to be a business, not robust, but 
strengthened.” 

With regard to the reflective distance from the everydayness, participants considered 
that DIVE is a refreshing exercise that allows both the company representatives and 
the designers to get out of the daily routine. The company representatives valued the 
chance to “get away from the company which allowed participants to reflect on the 
business and thus know it better” (Ethos customer service director). “Leave the office, 
where [they] always talk the same with the same” (Campo Real Design Manager) and 
take a distance from the monotony was also identified as a valuable creative exercise 
for the designers. One of them considered that “usually, [they] are fully immersed 
in the day-to-day dynamic, and this [referring to DIVE] allows [them] to take a 
break and leave a little of that bubble and do another kind of things.” This inside out 
transition granted both company representatives and designers to take a reflective 
distance from the organization and from the everyday. According to the Managing 
Director of Campo Real, “the exercise enabled them to see the company from a 
different platform, in a different scenario, a future scenario, which is an exercise that 
they had not [...] had the opportunity to do”. The company representatives referred 
to two different views achieved through this separation. First, when looking at the 
future from the world as it is, it is possible to “identify options and then create a 
vision” (Ci2 R&D Director). The vision “defines where we want to lead the service 
[...] and thus formulate a business model with good foundations, which brings us to 
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the right direction” (Ci2 Design Manager). Second, when looking at the world as it 
is from the future, recommendations can be made to strengthen some positions and 
adjust others, thus defining “the routes of how [the] company should be” (Campo 
Real Design Manager). These views help them with “being more creative, thus 
contributing to the improvement of the organization” (Ci2 R&D Director), “breaking 
paradigms” (Campo Real Design Manager).

Efficiency 

In view of the participants, DIVE is an efficient technique that includes enough time 
and an appropriate toolkit. The Design Manager of Campo Real considered that 
“DIVE allows you, as an entrepreneur, to quickly envision the future, and you can do 
it yourself!”. 

Designers acknowledged the advantage of having just three days to make and 
share the vision concept; “the shorter the time, the better; it feels more like a design 
challenge, it will force the creativity more”. Aligned with this view, another designer 
mentioned that “this feeling of being under time pressure, in an exploration as this 
one, is part of the game that forces you to quickly make something, helping you to 
invent something radical.” According to the designers, another benefit of such a short 
exercise is the fact that “the information is fresh for the designer, constantly thinking 
about the next step”. However, company representatives considered that these 
strategic exercises “deserve that companies dedicate more time” (Ethos customer 
service director), or, as suggested by the R&D Director of Ci2, “perhaps by doing an 
exercise that involves more time and resources, we can generate a greater impact.” In 
this regards, Campo Real Managing Director mentioned that the exercise should be 
repeated throughout the year, “to allow the results to mature”. 

Participants also acknowledged the value of the collaborative working between 
designers and company representatives. One of the designers considered that through 
this collaboration “[participants] can share all the knowledge that each one has and 
thus learning-by-sharing”. Another designer echoed this statement, saying that “this 
learning, including the designers’ strengthening of creativity, is possible thanks to 
conversations with others”. Participants found these conversations positive and 
refreshing. The Campo Real Design Manager considered that DIVE allowed him to “talk 
with guys [referring to the designers] who are, in one way or another, end-users, and 
to know what they think about Campo Real’s products, or how the company should 
be.” An element that makes these conversations even more special is “the confluence 
of diverse people from academia and industry” (Campo Real managing director) in 
an exercise in which “it is not just that they ask you to think differently! Indeed, here 
you work with young people who already think differently” (Ethos customer service 
director). In sum, as mentioned by the Ci2 R&D Director, DIVE’s core is “linking 
people together, generating a co-design process between designers and managers 
to anticipate change.” Even though these conversations were identified as positive, 
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the Ethos and Ci2 representatives suggested to pay more attention to the teams’ 
composition to enrich the discussion even more. Ethos made explicit the importance 
of involving more than one company representative; its Customer Service Director 
mentioned that she “was alone in this case and it would have been super important 
that someone else had come from the company.” In the instance of Ci2, an enterprise 
in which all participants were designers, its Design Manager pointed out the need 
to have an “interdisciplinary team, including managers, engineers, anthropologist, 
among others.” From the same perspective, one of the designers mentioned that “it 
would be very interesting to bring someone completely oblivious to the context of 
design”; she felt that “when there are many designers together, their egos tend to 
complicate the situation. When there is a third party, it refreshes the dynamic of the 
exercise.”

Participants found DIVE 0.2, the evolution of the toolkit based on the insights 
of the previous evaluation, to be useful and user-friendly. One of the designers 
mentioned that “all the materials they gave us, such as canvases and folders, make 
everything much clearer and more entertaining.” Moreover, participants mentioned 
that this toolkit gave them detailed information on the two different parts of the 
context factors analysis, and the way to generate ideas and make these ideas tangible 
through the prototypes. However, they identified three main improvements. First, 
a designer suggested to revise the duplication between canvases and folders. In her 
opinion “there is much to write and even rewrite among formats, which is a bit 
time-consuming.” Second, the Ci2 R&D Director advised to increase the font size of 
the canvas to facilitate its readability. Third, according to the Campo Real Design 
Manager, the material should include digital media to facilitate its use, particularly if 
the company is willing to repeat this exercise several times per year.

Satisfaction

Designers and company representatives were satisfied with using the technique. 
Several designers said that they felt satisfied using DIVE because it uses “a language 
for designers.” According to one of them, “unlike other strategic techniques, which 
are often super-scientific –so much so that we (the designers) do not even understand 
very well what to do at each stage, DIVE is clear, didactic, dynamic, and fun.” The tools 
they have used so far “end up being very administrative, like looking at companies 
from a management perspective, but DIVE brings us to different possibilities, and we 
all understand it as easier” (Designer 3-2). The designers’ satisfaction is also related 
to the freedom allowed by the technique; one of the student designers mentioned 
that “DIVE allows [them] to be much more visionary, perhaps because one is not 
restrained or limited by technical factors and other requirements”.

Nine months after finishing this evaluation, we found that although the companies 
“have not necessarily used the concepts developed in the cases literally” as the 
Ci2 R&D Director claimed, they got several benefits in the form of examples and 
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inspiration. Like the former, the Customer Service Director of Ethos mentioned that 
the vision concept made in this exercise “has been used as a reference in various 
work sessions with the company’s managers [and the innovation team] to define 
new product requirements.” Like the latter, the R&D Director of Ci2 declared that the 
enterprise “is already developing, partly thanks to the ideas collected in the exercise, 
new ways of using technology for the haptic control of what the user does on the 
stage, allowing a physical contact between the virtual objects and scenarios.” He 
also mentioned that the “speculations about the future of virtual simulation allowed 
[them] to develop projects that are moving towards prototypes, applying particular 
knowledge of computer vision.” Considering the time that has passed, the company 
representatives still recalled various benefits of the technique. Such as the Managing 
Director of Campo Real, who is categorical about the importance of “understanding 
the enterprise from a different perspective, including the strengths and opportunities, 
and thus be able to rethink [the] strategic plan to better define [the] proposed value.” 
Similarly, the Customer Service Director of Ethos mentioned that the enterprise 
discovered through the exercise that they “can reach younger generations in a non-
traditional form, using technology and also adapting the message”. The R&D Director 
of Ci2 noted one of the intrinsic limitations that the technique faces when applied 
to SMEs. He mentioned that, “although Ci2 has established an R&D division, the 
enterprise is managed by an old habit related to the financial immediacy. For instance, 
the R&D projects are expected to have an immediate return on investment, so the 
speculations do not generate much enthusiasm from the board of directors.” In this 
respect, the Customer Service Director of Ethos suggested to “include this exercise as 
part of the product improvement plan to force companies to takes these speculations 
seriously”.

Discussion about Evaluation 2

Along the cases with the enterprises Campo Real, Ethos, and Ci2, we assessed the 
toolkit DIVE 0.2 throughout three days. The representatives from these enterprises 
worked together with student and professional designers to generate a debate around 
their present and future.

As in the previous evaluation, DIVE demonstrated its value as a clear, useful, and 
user-friendly technique. These cases proved that designers were able to make and 
share vision concepts with these SMEs in just 24 hours.

The success of these cases could be related to the participation of junior professionals 
who guided the designers with little experience. The professionals, who had previous 
experience using DIVE, were used to dealing with quick design exercises for clients. 
Moreover, this success also could be related to the fact that all participants used 
their mother tongue across the evaluation, which considerably improves their 
communication with others. Although the role of the professional designers was 
highly valued in this exploration, these junior designers as well as the student 
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designers, had complications making the prototypes, which is consistent with the 
previous evaluation. It can be linked with the fact that the participating designers had 
training as product designers and thus making prototypes of services, which involve 
time and activities, could be problematic for them.

Other reasons for the success of these cases could be related to the compact format 
of the exercise or the use of the improved toolkit. The three teams worked in parallel, 
which gave them the possibility to have group reunions, in which designers developed 
the activities with the company representatives, and plenary meetings, in which the 
instructions were explained by the researcher. This dynamic gave them the chance to 
clarify doubts and learn from the others. 

The difficulties faced in the final conversation were related to the fact that the 
time originally planned for this conversation, four hours, could not be respected 
because some company representatives arrived considerably late. This delay forced 
the designers to modify the original agenda, accelerate the discussion, and reach 
conclusions hastily. In Case 4, this problem was made worse because the only company 
representative arrived late and during the activity she did not have opportunity to 
discuss with another colleague from the company. Another possible reason behind 
these difficulties were related to the lack of experience of the designers, including 
the professional designers, facilitating conversations. The curriculum of student 
designers and the experience of professional designers, part of this evaluation, does 
not include creative facilitation at any level; thus, they are not familiar with strategies, 
techniques, or tools to facilitate workshops.

Even though the analogy was recognized as beneficial by the participants and experts 
in the previous evaluation, we observed that its potential was much better exploited 
from the beginning to the end of this evaluation. DIVE 0.2, invited participants to 
document the process and outcomes using the language of the analogy, writing about 
the fish and the waves, which clearly strengthens the way the analogy connects all 
the activities and creates a credible story. However, the fish, as the most recognized 
component of this analogy, loses prominence in the final activity; the idea of the fish 
is not mentioned or used during the discussion or during the creation of the final 
roadmap.
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Participants considered the toolkit DIVE 0.2 to be useful and user-friendly, but 
identified some duplication between the folders and canvases, and the need of a 
digital repository and an overview. Following the suggestion of the participants and 
to boost the use of the fish along all the activities, we simplified the folders and 
canvases and grouped them in ‘DIVE logs’ and we created ‘DIVE plan’, ‘DIVE depth’, 
and a web page, shown in Figure 6-25, 6-26, and 6-27, respectively.

Figure 6-25. DIVE 0.3 plan, a poster with an overview of the activities, designed to be printed in a large 
format (A1) and hung on the wall. The poster can be folded as an envelope to contain DIVE logs, which 
are the folders that include the canvases. Source; the author.
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Figure 6-26. DIVE 0.3 depth, a rule with a slider to be located alongside DIVE plan. It helps participants 
indicate and keep in mind the time frame(s) of the exploration. Source; the author.
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Figure 6-27. Overview of the webpage –http://dive.pktweb.com/–, a repository of all the relevant 
information to support the participants through all the activities. Source; the author.

The full version of the toolkit is available in Appendix Chapter 6 online http://dive.
pktweb.com/

6.2.3. Evaluation 3

Evaluation 3 revolved around a case with Oceanco.

Case 6: Vision concept ‘Heaven of the seas’ for Oceanco

Figure 6-28 summarizes Evaluation 6 with Oceanco, a Dutch company that designs 
and produces large luxury boats over 80 meters in length. It incorporates design in 
two ways: on the one hand the design of the interior and exterior of the superyachts, 
and the other that develop the function and feasibility of the products. 
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Figure 6-28. Summary of Evaluation 3.

As reported by the company representatives, Oceanco’s marketing division regularly 
applies forecasting in which it analyzes global trends for the coming fifteen years to 
see “where the money will go in the future” (Design Manager). The R&D Manager, 
however, acknowledged that his division does not apply strategic foresight methods, 
“but we should and want to do it.” He also mentioned that “because a superyacht 
should be built in five years, the R&D division looks at what is possible in a 
really short term. But, what this division wants to do instead is look for the step 
further, for example: what kind of superyacht we would make in 2030? We want to 
roadmap towards that step. However, this is something we do not have the time for 
yet.” Company representatives identified that their competitors often share vision 
concepts that incorporate several technology innovations at events like the Monaco 
Yacht Show. They also mentioned that an important condition of these investigations 
in the maritime industry is the fact that “clients –billionaires– want to keep the 
superyachts’ features secret” due to security reasons.

With regards to this case, the R&D Manager would like to see “an external party 
research the company and explore its future” to learn about the technique, and the 
Design Manager wanted “to view both the concept, a superyacht in the long-term, 
and its context”.

Using the Strategic PES, participants defined Oceanco as ‘Luxus Streamliner’ (see 
Figure 6-29), a medium-sized fish that dwells in exotic waters. In their opinion, to 
survive in this glamorous habitat, Luxus attracts the clientele, a niche market shaped 
by billionaires, using its tiny and flamboyant tail. To move this distinctive tail, 
“it has a muscular and compact body, surrounded by a large group of crabs, the 
subcontractors”. Participants observed that although this very competitive specimen 
is part of an exclusive business, its behavior and personality are humble and reserved. 
They also identified that the Luxus’ reproductive system is complex; it produces 
eggs, placed into shells carefully crafted by the crabs, only once per year. These eggs, 
which take at least five years to hatch, are a display of total luxury and thus are 
notably expensive. According to this analysis, participants described the domain 
for this exploration as “luxury on the water” and set the time frame for the vision 
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concept in 2033, the speculative future. During the analysis of the context factors, 
participants remarked the increase in the number of billionaires, the shifts in world 
wealth distribution, and the philanthropy as a fashion. They also noted that wealthy 
people desire to reach new destinations such the arctic or the moon, and technology 
moves towards the human-machine integration. Given these insights, participants 
defined the future vision as: “Oceanco wants to redefine the notion of Luxury on the 
water” (see Figure 6-30). After a long discussion, the designers brought sustainability 
as the most important value of this exploration, including questions such as: is luxury 
meant to be so extravagant? 

Figure 6-29. On the left, a drawing of Luxus Streamliner; and in the center and on the right, participants 
using the canvases during the final conversation. Source; the author.

Figure 6-30. The collection of canvases used during this case: the Strategic PES with the domain and 
time frames, the context factors and the vision of the future, the description of the vision concept, and the 
roadmap with the three time frames. Source; the author.

In view of this vision statement and value, the designers made the vision concept 
‘Heaven of the seas.’ It depicts a catastrophic 2033 when billionaires are worried about 
a potential crack-up of civilization. In this context, the superyacht is conceived more 
as a bunker alternative over the water; thus, it includes special features that make it 
self-sustainable, such as a greenhouse to harvest food, covers that collect and store 
solar and wind energy, and medical facilities with virtual connections to specialists 
all over the world. In this vision concept, designers consolidated ideas about the 
environmental awareness as a new fashion, one that is more appealing to wealthy 
people, targeting their narcissistic behavior. Accordingly, this proposal considers 
the superyacht also as a means to preserve ecosystems allowing partnerships with 
scientific institutions and researchers that may conduct projects on board. The 
designers made a video (see Figure 6-31) as media to communicate this vision concept 
to the company representatives. In this video, the designers acted in a role play, 
an informal conversation between two billionaires’ wives, in which one of them is 
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showing off her superyacht and the particular features that makes it unique. As part 
of the conversation, they had the support of a device that through voice commands 
shows images of the superyacht and its features.

Figure 6-31. Frames of the video ‘Heaven of the seas. Source; the author.

Considering this vision concept and to make the recommendations more actionable, 
the designers drew a roadmap that compresses several ideas for the medium- and 
short-term. As part of these ideas, they made two concept products: ‘Oceanco future 
lab’ for the year 2028 (see Figure 6-32), and ‘Green luxury’ for the year 2023 (see 
Figure 6-33).

Figure 6-32. Frames of the video ‘Oceanco future lab.’ This animated video, which used puppets, staged 
a new brand strategy launch, presented by Bianca, a faithful customer, and Lion, the Oceanco’s Product 
manager. It suggests transforming a superyacht into a mobile research facility to conduct research on 
maritime technology and shows users how to establish partnerships with scientists. This lab also invites 
billionaires to start “measuring their wealth by the number of Nobel prizewinners who do research on their 
superyachts, instead of the money they spend maintaining those luxury products. Source; the author.

Figure 6-33. Frames of the video ‘Green luxury’. This staging, which used puppets, music, and video, 
was created to target the new kind of billionaires, those who came from tech companies and have a 
different mindset regarding environmental and social responsibility. The concept product proposes the 
development of new eco-oriented features for superyachts, for instance, sea plastic cleaners, sea planters, 
and air purifiers. It also alludes to the integration of new technologies and the co-creation process of the 
product with the customer. Source; the author.

More information and the full videos of these vision concept and concept products in 
Appendix Chapter 6 online http://dive.pktweb.com/ 
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DIVE’s evaluation

According to one of the experts, DIVE answers “the challenge of SMEs to find a middle-
way to think about the future in an understandable way”. Participants and experts 
considered “DIVE [to] offer a simple way to think about the multiple, ambiguous, 
and complex futures”. According to Expert 3-1, “this way of visioning starts with 
an idea instead of a deep analysis of the whole broader world”, giving a different 
perspective to envision the future. A perspective that produces “more futuristic and 
more aggressive ideas” (Design Manager). In accordance with experts, DIVE “fits 
the SMEs’ characteristics and therefore, with limited resources [and] limited time 
for your brain to think about the future.” As part of that fit with SMEs, company 
representatives considered DIVE to encourage participants to ‘thinking by doing’ 
whilst they manage to find out what could be the future. Or as Expert 3-2 said about 
this hands-on technique, “you just keep doing and don’t forget about the future”.

Table 6-10 displays the summary of the grades of the final case’s activities. The positive 
and negative grades are indicated in grey and white respectively. As in the previous 
tables, Appendix shows the detailed grades of the evaluation of the effectiveness 
of the activities and outcomes, the efficiency of the toolkits and time allocated per 
activity, and the satisfaction of the participants.

Table 6-10. Results of the final case in regards to effectiveness, efficiency, and satisfaction

Effectiveness

DIVE proved its efficacy as a design-led futures technique. The technique supported 
participants in the exploration of Oceanco’s preferable future. Designers and 
company representatives made and shared a vision concept and came up with a set 
of recommendations, including two concepts products for the world as it is and the 
near future.

According to the participants, DIVE’s general process is understandable, fruitful, and 
convenient. However, Activity 1 and 2, in which designers analyzed the enterprise 
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and the context factors to form a vision of the future, were particularly difficult to 
follow. 

We observed that when designers applied the Strategic PES in Activity 1, they 
focused mostly on the product losing the chance to have a comprehensive view of the 
company. This lack of focus led to a struggle during the final assembly, in which they 
glued all the parts together. Company representatives and experts also identified this 
issue. In their opinion, it was difficult for the designers to grasp such a specialized 
company, because the type of products that it develops and the niche market that 
it serves is far removed from their knowledge. Expert 3-2 claimed that “is tricky to 
get into a billionaire’s shoes, their particular world and behaviour.” Even though the 
activity was laborious, the definition of the domain and time frames was quite fluent 
and this outcome was positively assessed by the experts.

In Activity 2, designers managed to collect a significant number of relevant context 
factors, but they did not have enough time to properly cluster them. This did not stop 
the company representatives from thinking that this activity was useful to “transfer 
a lot of uncertainty into quite certain points where you are able to work” (R&D 
Manager). According to the R&D Manager, these certain points came together in 
a ‘hypothesis about the future’, which, in his opinion “was very specific and thus 
could be tested along the following activities proposed by DIVE.” This vision of the 
future was identified as beneficial by the participants and experts in two distinctive 
contexts: inside and outside the company. The R&D and Design managers of 
Oceanco mentioned that this vision could help them decrease uncertainty through 
wider dialogs about the future inside the company. According to the R&D Manager, 
“communicating this hypothesis would help a lot with employees like engineers, 
who actually focus on eliminating uncertainty instead of handling it”. Expert 3-1 
considered that this vision makes it more likely to have “a wider dialog than they 
would have without it [...] You will get conversations about the meaning of many 
different topics, such as sustainable yachts and co-creation.” According to the Design 
Manager, “based on the future context [participants] derived a vision and this is the 
one the company wants to communicate outside” to display a strategic direction and 
inspire the general audience.

According to the participants, Activity 3, 4, and 5 –in which they created the vision 
concept, made the prototype and video, and talked about the future and the present 
to produce recommendations for the company– were straightforward, beneficial, and 
easy to follow. 

Having defined the domain, time frame, and vision, the designers quickly and easily 
self-organized in Activity 3 to create several ideas about the vision concept and select 
them based on the vision statement. According to the experts, the selected vision 
concept, which is a new mindset of the notion of luxury for billionaires instead of 
a product or service for this market, is too radical for the time frame, 2033. Experts 
saw this proposal as not plausible considering the complexity of making a shift in 
the way billionaires think, and also because it is not clear how the company can 
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make its users think in that way. According to Expert 3-2, “even though the vision 
concept points to a desirable future in view of the designers and experts, in terms of 
Oceanco’s business, it could be naive and idealistic”. The R&D Manager echoed this 
opinion, saying that the vision concept was the result of “the designers’ idealism, 
which is good because that’s what they all are, they should be a bit idealistic”. 

Furthermore, the fact that this activity ends in just one image of the future, embodied 
in the vision concept, was acknowledged by the experts as positive. Expert 3-1 
mentioned that “the multiplicity of the future is difficult to grasp if you’re not trained 
to think about uncertainty. Usually people are trained to rule out uncertainty. So, 
you need to slowly make this cultural switch in people’s minds. It is not just if you 
lack the time to talk about the future, it is about the ability to cope with uncertainty.” 
With this regard, Expert 3-2 concluded that “SMEs lack the ability to handle the 
multiplicity of futures”, therefore, offering them just one image of the future was 
perceived as positive. Otherwise, the expert also suggested that “if you want to have 
the multiplicity of futures that others futures techniques offer, such as scenario 
thinking, maybe you can make multiple superyachts [vision concepts] and then 
make one that’s more research-oriented, and another that’s more for the doomsday 
survivors thing”.

Moreover, participants and experts also recognized the opportunity to share this 
vision concept externally to “set the brand image.” According to the Design Manager, 
this artifact is beneficial to “attract and inspire new clients, displaying company’s 
capabilities, showing that the company is ahead of its competitors.”

Designers used different illustrations and mockups as part of the development of this 
vision concept in Activity 4. These ideas were subsequently refined to make a story, 
which was staged in a simple video. Although they identified their lack of experience 
in making videos, its development did not represent any inconvenience. Initially, 
the designers planned the story carefully using storyboards and scripts; later, they 
conducted several rehearsals; and finally, they made a single shot with high success. 
According to the experts, this video “had a great quality and comprehensively 
presented a story that actively encouraged the creation of new ideas for the 
company.” Company representatives were also satisfied with the level of resolution 
of the videos, so much for the vision concept and the concept products. According to 
the Design Manager, “making the videos sketchier helps the discussion afterwards.” 
He mentioned that “is easier to say something about it because is not a fixed future 
which apparently took a lot of time so it must be the true; if it is sketchy like this, I 
feel more open to give my comments on it”.

The designers also planned and executed Activity 5, the final conversation with 
the company representatives and external innovation experts, very efficiently and 
without major inconveniences. They managed the time and the participants without 
any problem. Experts also acknowledged the value of the development of concept 
products as recommendations, which bring applicable insights to the company for 
the near future and the world as it is. They assessed positively the coherence of these 
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developments with the domain, the inclusion of human being as an essential element, 
and how these artifacts inspire the organization to explore new opportunities.

Even though the participants acknowledged the value of the analogy that drives 
DIVE, due to the complications in conducting Activity 1 and 2 mentioned earlier, the 
potential of the analogy could not be fully exploited.

Efficiency

With regards to the efficiency, the toolkit available for the designers were sufficient 
and appropriate to conduct this exploration but the time allocated for the first two 
activities was considered insufficient. 

Designers positively assessed the value of the toolkit DIVE 0.3, in particular DIVE 
logs, the canvases and folders, and DIVE plan, the poster. The canvases were used 
extensively in the first two activities to map the company and context and to cluster 
the context factors when creating a vision. According to the Designer 6-2, “the 
canvases are good because they are large and you can hang them on the wall [...], 
and then you can see the whole process.” During the introduction of the final activity, 
the designers relied on the canvases to describe each activity and its outcomes. DIVE 
plan, the poster with the overview of the technique, was also highly valued by the 
participants. It was especially useful when the researchers explained the process to 
them, and when designers planned each activity. DIVE 0.3 was also useful to instruct 
designers in the way to facilitate the final conversation including some insights from 
previous experiences. At the end of the case, designers brought DIVE logs, including 
the folded canvases inside the folders, using DIVE plan as an envelope, to the company 
representatives, who highly appreciated it as the final deliverable of the exercise. 
However, DIVE depth, the rule to remind the time frame of the exploration, was not 
useful at all. Although this tool was available permanently to the participants, they 
did not even use it, and researchers did not find the proper moment to suggest its use.

Although company representatives and experts considered that it was “really 
impressive what designers have done during this short time” (Expert 3-1), participants 
mentioned that they did not have enough time to get familiar with the toolkit in 
Activities 1 and 2. With regards to the length of Activity 1, Expert 3-2 mentioned that 
“you don’t have to be a billionaire to understand their behavior, but the complexity 
of these people requires some time to grasp their conduct”; therefore, adding time for 
exploration could have a positive effect. The R&D Manager echoed this opinion, saying 
that this activity should be stretched out. He proposed that, due to the complexity of 
the end-users in this case, before Activity 1, the designers should receive a package 
of information, or in general “you should do each activity and thus have some time 
to prepare for the next activity.” The Design Manager suggested that this package 
could include different sources such as “industry reports from yachting competition, 
maybe visit a port where the yachts stand.” In this regard, Expert 3-2 also suggested 
that “some parts of the exploration should be outsourced to other companies, for 
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instance the research of trends” for Activity 2. “If designers would have known more 
about the industry, the questions would have been more precise. The research should 
be there but it should be in advance of the process” (Design Manager). It seems 
that the preliminary activities deserve a whole day, and reducing Activities 1 and 2 
from 4 hours in Case 5 to 2 hours in Case 6 was a step back. Participating designers 
appreciated the collaborative working with the company representatives, as designer 
6-4 claimed: “working in close collaboration with the entrepreneurs was essential to 
fulfill the goal of the exercise. They support us with their business experience and 
extensive knowledge of the domain”. 

Satisfaction

In sum, designers expressed their enjoyment of working with DIVE which gave them 
the chance to work free from the restrictions common when designing commercial 
products. Even though they felt rushed at the start of the exercise due to the short 
time and different working style, with Activity 3 they took control over the project 
and felt more at ease. The R&D Manager was very satisfied with the exercise, 
mentioning that “the researcher planned to develop future concepts with a group of 
designers in just 2,5 days. I found this very short, but after the case the results were 
impressive. Although the designers were not familiar with our industry, they were 
able to analyze our company, work with the toolkit, and provide us with concepts for 
more than 15 years into the future”.

Seven months after finishing the evaluation the company representatives mention 
that “DIVE can guide Oceanco in defining a future based on a changing environ-
ment. Due to the compact and efficient approach, it can be easily implemented 
within the current company structure, producing valuable outcomes.” They also 
claim that although the company is currently a product-based sales business, all the 
vision concepts, created as outcomes of the exercise, point towards a service-based 
one in which Oceanco will sell its know-how as the main product. It seems that in 
the future scenario envisioned by the participants, product-service systems have 
more meaning for customers and therefore will add more value to the business. 
           
Discussion about Evaluation 3
During this case, a group of external designers and the company representatives 
of Oceanco evaluated DIVE 0.3. As detailed earlier, five professional designers and 
Oceanco’s R&D and Design managers finished the activities of DIVE successfully, 
making applicable recommendations for this company. 

Even though the designers faced some difficulties during the first two activities, 
they finished this futures exploration successfully. The complication conducting 
Activity 1 and 2 could be related to the lack of time that designers had to familiarize 
themselves with the toolkit, or the differences in working style between designers 
and researchers. Due to the reduction from 4 hours to 2 hours in both activities, 
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participants also did not have sufficient time to understand the toolkit. Moreover, 
whereas the participating designers were used to follow prescriptive techniques 
which allow precise control over the activities and outcomes from the beginning, 
the researchers proposed a more exploratory exercise. Activity 1 involves a high 
level of uncertainty in which the technique, company, and even the participants are 
unknown. 

The achievements in the final three activities could be due to the designers’ experience 
in dealing with this type of activities –designing products and services, making 
prototypes of services, and facilitating conversation– or due to the enhancement of 
the toolkit in view of the previous evaluations.

Participants and experts highly appreciated DIVE 0.3, in particular the combination 
of DIVE plan, the poster, and DIVE logs, the folders and canvases. This complete 
package was also useful as the final deliverable of this exploration. The webpage was 
also important as a way to keep all the information centralized. However, DIVE depth, 
the slide rule that help participants indicate the time frame(s) of the exploration was 
not useful, but perhaps another artifact that keeps company representatives in the 
future, might be of benefit for the technique. Chapter 7 presents the final version of 
the technique that incorporates these insights and opportunities. 

6.3 Discussion

Through these cases, we identified the benefits and limitations of DIVE and thus its 
potential for improvement. We collected seven significant insights, which will be 
developed further in the coming chapters.

•	 DIVE positions design as a strategic asset, instead of the operational problem-
solving approach, which is very widespread among SMEs. This difference in 
perception helps designers to position themselves as strategic advisers for 
SMEs and not just as creators of images, products, or services.

•	 DIVE offers an alternative to learn by doing when it comes to new technologies 
for SMEs. It is especially useful for SMEs, which rarely have specialized 
researchers or R&D departments with the facilities to conduct extensive 
investigations.

•	 DIVE can be very helpful in identifying opportunities and risks when 
envisioning the SME’s future, but designers need to push boundaries. Even 
though DIVE can guide SMEs, which have an explicit commitment to their 
families and communities when thinking about the future, designers need to 
be aware that these companies may be short-sighted when making decisions. 
SMEs have constraints that determine their vision of the future, associated 
with the ambition of technical predictability that leads to an inability to make 
riskier future bets. Given this limitation, DIVE led to ideas for long- and short-
term challenges, their timing, and the potential alliances and allies to develop 
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them. It is not a surprise that DIVE also led to distinguishing uncertainties. 
Participants used the company’s values to make decisions through the 
activities; from defining the domain to selecting recommendations. They 
also incorporated the company’s values into the futuristic artifacts, and they 
made decisions about desirable tomorrows, facing sensitive topics on how 
preferable one future is in comparison to another. Participants identified the 
conversations in which these topics emerged as most difficult. Even though 
the artifacts are valuable in contextualizing the debate about the future, the 
designers need strong skills for facilitating these sensitive conversations or 
even the support of other professionals in this work. In sum, when exploring 
the future, designers need to push boundaries to face the urgency of the present 
and reconnect enterprises with their values.

•	 DIVE allows participants to distance themselves from the everyday and thus 
gain perspective to develop new ideas. Participants can look at the future –from 
the present– to conjure up a vision, and look at the reality –from the future– 
to define the strategy to reach it. This perspective opens fictional worlds and 
suspends disbelieve about the possibilities in it. 

•	 DIVE’s analogy, which is reinforced by the visuals, drives SMEs smoothly 
along the exploration of the future, but it needs to be strengthened at the end. 
The scuba-diving analogy guides and supports designers and enterprises when 
dealing with the complexity of understanding the company’s current situation 
and envisioning the business’ future. In the beginning, the analogy is appropriate 
to attract participants’ attention and they are enthusiastically involved in the 
experience of the exploration. Along the process, it helps participants to 
maintain distance from the urgency of the present, and gives structure to the 
analysis and sharing of the future. Even though the final activities already fit 
the analogy, to ensure their coherence with the whole technique, the role of the 
fish in the final activity still needs to be made more evident, and include more 
visuals or artefacts, which keep the participants immersed.

•	 DIVE’s toolkit brings SMEs visual memories of this exploration of the future. 
By following the analogy and supported with the toolkit, designers approach 
this exploration of the futures as a visual exercise. This visual way brings clarity 
and coherence when documenting the sequence of activities and reporting their 
insights; it is easy to go back and check the consistency of the process.

•	 An external design team gives a fresh view of the future, but it needs time to 
grasp the character of the SME. This illustrates the importance of including 
foreign and ‘uncontaminated’ designers, who bring a new perspective and 
help in the identification of the undiscovered futures. However, it is vital to 
give them space to grasp enough insights about the company and its business 
context during the first two activities.

In addition to the values of this technique, these cases brought us two extra ideas to 
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further explore. 

First, it seems that, when prototyping the future, the boundary between exploring and 
communicating is blurry. Prototypes and videos were vital to share the vision concept 
with the company representatives, but more important still to shape and detail those 
fictitious services into a tangible form. It appears that exploring and communicating 
the future falls on a continuum in which designers create the vision concepts and 
thus detailed them through the making of the prototypes and videos. Unlike the way 
automakers use videos at the end of the exploration to communicate the interaction 
between users and concept cars in future contexts, which was described in Chapter 
3, SMEs can use simple videos as part of the exploration to create, mature, and share 
ideas, and produce new ideas alongside the discussion that it produces.

Second, although the majority of the SMEs of these evaluations exclusively focused 
on products, most vision concepts were futuristic systems of products and services 
–services that incorporate some products. It can be seen as part of the macro-trend of 
servitization in which manufacturers move towards delivering service propositions.

In conclusion, these evaluations demonstrated that the learnings that we obtained 
from the unique way in which automotive corporations apply concept cars, other 
corporations incorporate concept products, and designers use critical design and 
design fiction to envision the future were turned successfully into a technique 
for SMEs. All these evaluations serve as evidence that this technique is useful in 
supporting SMEs in the creation and sharing of vision concepts to receive some of 
design’s benefits when exploring the future.

 


