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7 Recomendations

The previous chapters of this dissertation studied the way corporations use design to 
explore the future and then distilled this into DIVE, a design-led futures technique 
that helps SMEs think ahead and thus act in the present. After the development of 
this technique, these chapters also evaluated DIVE 0.1, 0.2, and 0.3. Three rounds 
of evaluations of DIVE with SMEs improved the technique and gathered the most 
relevant benefits and limitations of applying it with SMEs. 

As mentioned in Chapter 1, this inquiry makes use of a research-through-design 
approach to address a design question, which contributes to solving a practical 
problem for SMEs, and several research questions, which reveal new knowledge on 
futures studies and design. 

This chapter, which focuses on the practical part of this approach, aims to bring a 
solution for SMEs in the form of the final version of DIVE, DIVE 1.0, that answers 
the design question (G) of this scientific inquiry. In view of its practical character, the 
chapter takes the form of a handbook for practitioners describing the implications 
of the technique’s activities and outcomes. Accordingly, it uses a straightforward 
structure and a less academic language to describe the lessons learned from previous 
iterations and cases in which DIVE was applied, and also includes some contributions 
from the professional experience of the author. 

These guidelines can be used by designers and design students who want to apply 
DIVE with small businesses and are arranged in four sections: Section 7.1 describes 
the principles behind DIVE and Section 7.2 describes how to allocate the necessary 
resources. This section also explains how to conduct the activities and describes the 
expected outcomes of this technique. The closing Section 7.3 illustrates how to use 
DIVE’s results.

7.Aplication of 
DIVE in practice: 
recommendations and 
considerations
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7.1. DIVE’s principles
DIVE is a strategic design technique for SMEs that creates ideas of the speculative 
future to shape actions in the world as it is, and thus, helps these companies innovate.

DIVE was developed for a range of enterprises from small- to medium-sized, which 
use its flexibility and flat structure to handle change as a competitive advantage. The 
technique could be applied to enterprises that offer products or services to other 
companies, business-to-business, or to end-users, business-to-consumer.

This technique works well with SMEs that already have experience with applying 
design and also could be used to introduce design into SMEs new to this practice. 
The advantage of using DIVE as a way to introduce design is that it helps designers 
position themselves as strategic advisers instead of product or service developers, 
entering into these enterprises at the top- and middle-levels of management.

DIVE can be used as a design practice within the front-end of SMEs’ innovation 
strategy to identify opportunities and threats and to give a sense of direction when 
the company faces a significant change. It begins with setting a vision, embedded in 
an artifact, and then working back to map a path of ideas, connecting the future to 
the present. Through DIVE, managers develop a concrete vision, made tangible and 
evocative through the form of prototypes and videos. These outcomes help them in 
dealing internally with employees, or externally with —potential— users, allies, and 
investors. If used externally, to demonstrate the vision of the future, it requires a 
refined prototype and a more professional video. DIVE can also be used as a research-
through-design technique at the start of a new product’s design process, more precisely 
in the front-end exploration, before a concept is defined. In this role, it combines all 
the results of previous investigations on product, market, and technology to define a 
design brief and a set of criteria to select the most promising ideas.

In both cases, DIVE includes three principles:

1. The importance of exploring speculative futures with people and for people. DIVE 
considers that exploring the speculative future and choosing the preferable 
one is a shared task in which different people have something to say and 
make. Company representatives, who give a relevant and plausible business 
perspective to the future vision, and external designers, who make this vision 
tangible and accessible, are the core of this co-creation in which external 
experts also get involved. External experts bring their knowledge about the 
experience as users, or expertise in ethics, innovation, and sustainability. 
DIVE also creates desirable futures from the perspective of the people who 
will inhabit them. This human-scale perspective allows participants to 
explore possibilities and propose recommendations about the future and the 
present, based on the convergence of the people’s and company’s values. It 
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generates discussions about what is preferable for the people instead of just 
what is possible for the company.

2. The power of making artifacts and sharing these through stories to keep the futures 
exploration concrete. DIVE is a hands-on process in which participants make 
and share different types of prototypes, from scribbles to rough prototypes, 
to explore the speculative future. Along the exploration, participants create 
narratives that give user and context to these artefacts of the future and thus 
facilitate the sharing of them. These narratives initially take the form of role 
playing exercises that describe the company in the world as it is, and finally 
take the form of a simple video about the speculative future. These artifacts 
and stories focus the discussions on the relevant elements of the future that 
an SME can control. 

3. The potential of visuals to create memories of the futures’ exploration. DIVE 
provides a collection of visual forms to document the activities and outcomes. 
The designers’ visualizations help participants make sense of complex matters 
at hand as part of a learning-by-doing process. They visualize matters such 
as the tensions between company’ values and its product portfolio, and the 
company’s vision and future context factors.

7.2. DIVE 1.0
The principles introduced in the previous section should be a constant along the 
activities presented in Chapter 5 and summarized in Table 7-1.

Table 7-1. Overview of DIVE 1.0

Activities Activity 1 Activity 2  Activity 3 Activity 4 Activity 5

Understanding 
the present

Approaching the 
future

Exploring 
the future

Communicat-
ing the future

Looking 
back into 
the future

Goal Set a time frame 
and domain

Define a vision Create a vi-
sion concept

Make a 
prototype and 

video

Map the 
compa-

ny’s future

Tools Strategic PES Desk research and 
fieldwork

Prototyping Prototyping 
and storytell-

ing

Debating

Toolkit (visual tools)
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DIVE plan Bring an overview of the technique

DIVE log Activity 1 log Activity 
2 log

Activity 5 log

DIVE repos-
itory

Provides instructions and background information

Participants and time

Company 
representa-

tives (12 hrs.)

4 hours 4 hours 4 hours

External 
designers 

(24 hrs.)

4 hours 4 hours 4 hours 8 hours 4 hours

Users (4 hrs.) 4 hours

Ethics expert 
(2 hrs.)

2 hours

Innovation 
expert (4 

hrs.)

4 hours

Outcomes Time frame and 
domain

Vision Vision con-
cept

Prototype and 
video

Roadmap 
of the 
future

7.2.1. Resources
The lessons from Chapter 5 and 6 taught us that the main resources needed are the 
toolkit, people, and time, money and facilities. 

Toolkit

We incorporated the insights from Chapter 6 in the final version of the toolkit DIVE 
1.0 taking advantage of ‘the potential of visuals to create memories of the futures 
exploration’. DIVE 1.0 contains three visual tools: DIVE plan, DIVE logs, and DIVE 
repository.

DIVE plan (see Figure 7-1) is a brochure with an overview of the technique. It is 
designed to be printed in a medium-sized format (A3) and folded to serve as a folder 
and arrange the logs together. 
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Figure 7-1. DIVE plan. Its front cover includes a short presentation of the technique; its interior displays 
a blueprint of the activities and a table with the participants and the schedule of the activities; its back 
cover describes the toolkit and some information about its copyrights. DIVE logs include three large-sized 
(see Figure 7-2) canvases to help designers visually record the activities and outcomes of DIVE. Source; 

the author.

Figure 7-2. DIVE logs. As in the original version of the canvases introduced in Chapter 5, these forms have 
two strips: at the top, a diagram for comments during the workshops, and at the bottom, a tag to identify 
the canvas, the conventions of the diagram, and a form to fill in with the outcome. Notice the way the three 
canvases work as a tryptic. Source; the author.

Log of Activity 1 (see Figure 7-3) sketches the insights of the analysis —Strategic PES— 
that contains the company’s (1.1) know-how and values, (1.2) users, (1.3) products 
and services, (1.4) facilities and stakeholders, to end in a (a) time frame and domain.
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Figure 7-3. Log of Activity 1. Source; the author.

Log of Activity 2 (see Figure 7-4) reports the research that gathers the (2.1) stable 
states and principles, and (2.2) changing trends and developments, to (2.3) cluster it 
and identify its potential concerns. This analysis results in a (b) vision.
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Figure 7-4. Log of Activity 2. Source; the author.

Log of Activity 5 (see Figure 7-5) supports participants in making the roadmap from 
the (e) recommendations for the (5.1) speculative future (where the vision concept is 
located), the (5.2) near future, and the (5.3) world as it is.



Figure 7-5. Log of Activity 5. Source; the author.

In view of the evaluation of DIVE with SMEs, Activities 3 and 4 do not need canvases 
because these activities deal with three dimensional artefacts and visual narratives.

DIVE repository (see Figure 7-6) is a website in two languages, English and Spanish, 
which gives designers the necessary instructions to conduct the future exploration. 
It also includes some background information.
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Figure 7-6. Screenshots of the DIVE repository. Source; the author.

At a practical level, designers should translate the toolkit to the participants’ mother 
tongue or a shared language. They should also print the DIVE logs early, considering 
that this can be time consuming, and follow the instructions to avoid wasting time 
and money.

People

DIVE includes a core team that consists of two or three company representatives and 
up to five external designers to develop these activities. In addition to them, DIVE 
includes complementary experts, if possible: several users, an ethics expert, and two 
innovation experts at critical moments during the process. Although they are not 
indispensable to develop the exercise, the evaluations showed that they can boost the 
quality of the application of DIVE and its outcomes. Table 7-2 describes an optimal 
team composition to apply this technique including the core and complementary 
team.
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Table 7-2. Examples of an optimal team to apply DIVE

Core team
Company representatives

Role Problem owners who benefits from the insights of this exploration.

Suggested 
number 

Between two to three company representatives.

Level and expe-
rience

- Top- and middle-level managers positions, including ideally some of 
the founders and owners of the company.

- Managers who represent at least two different functions in the company, 
such as management, R&D and innovation, design, and marketing, to 
bring knowledge about the company’ trajectory, a clear overview of its 
current situation, and enough influence to define actions for its future.

Considerations - With only one company representative it is impossible to have a com-
plete perspectives of the company.

- With more than three representatives time management becomes 
complex, especially in the final conversation that also includes exter-
nal experts.

Practicalities - Designers should block the company representatives’ agenda early to 
be sure that they can attend each and every one of the activities in 
which they should be present.

- They should try to initiate the activities in which company representa-
tives participate once everyone is present, to avoid misunderstandings 
and to prevent waste of time recapitulating aspects already discussed.

- When planning the agenda with company representatives, designers 
should be sure to include a time buffer of between thirty minutes and 
one hour for the final activity.

External designers

Role Process owners who facilitate the process.

Suggested 
number 

Up to five external designers.
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Level and expe-
rience

- Designers with balanced expertise among researching, prototyping, and 
facilitating: they should be able to conduct a simple business analysis, 
and undertake a basic desk research and fieldwork to gather the con-
text factors. They should be also capable of making rough prototypes 
and simple videos, and above all, they must be able to facilitate a 
series of conversations with company representatives and experts.

- External designers bring a refreshing perspective about the time to 
come. They invigorate the application of DIVE with different views that 
help open new opportunities and discover new risks.

- Consider mixing senior and junior designers, as this combines skeptical 
and pragmatic seniors with idealistic and naive juniors, providing an 
interesting balance for the application of DIVE.

Considerations - A large group of designers will hinder the flow of activities, including 
the conversations. It can also result in participants losing the notion of 
time pressure that turned out to be positive at the time of development 
of DIVE.

Practicalities - Senior designers could lead the juniors during the conversations, ensur-
ing the efficient use of time with company representatives and external 
guests; juniors could have room to explore during the other activities.

Complementary experts
SMEs’ users

Role Experts who support the core team with their experience with the company and 
its products, services, or businesses.

Suggested 
number 

 Two users.

Level and expe-
rience

- Enough experience to bring first-hand insights about triggers, latent 
context factors, and context factors that are increasing or decreasing.

Practicalities - Ideally, they should be approached by the core team in their context 
as part of the fieldwork of Activity 2, but if this is not possible, the core 
team should invite them to talk as part of this activity.

Ethics expert

Role Experts who help the core team with their expertise in applied ethics or philoso-
phy.

Suggested 
number 

An ethics expert.

Level and expe-
rience

- Experience dealing with sensitive topics, such as consumerism, extrava-
gant luxury, social inequality, and sustainability.

Practicalities - This expert could be present at the transition between Activity 2 and 
Activity 3 in which the core team consolidates a vision of the future that 
incorporates the values of the company, the external designers, and the 
users.

Innovation expert
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Role Experts who help the core team with their expertise in futures studies and 
innovation.

Suggested 
number 

Two innovation experts.

Level and expe-
rience

- People with knowledge about the innovation system and experience in 
dealing with innovation projects.

Practicalities - These experts could support the core team along the final conversa-
tion in Activity 5, boosting the collection of ideas for the different time 
frames and its distribution in a roadmap that includes: the appropriate 
actors, the right duration, and accurate budget to fulfill the vision 
concept.

Time, money and facilities

Figure 7-7 displays the way to allocate the time for DIVE, including twelve hours 
of the company representatives, twenty-four hours of the external designers, four 
hours of the users and innovation experts, and two hours of the ethics expert. After a 
preparation, external designers develop all the activities along three consecutive days 
including a day and a half with the company representatives for Activity 1, 2, and 5.

Figure 7-7. Timeline of DIVE’s application. In addition to the company representatives and the external 
designers, if possible, the users are present in Activity 2, the ethics expert participates in the first half of 
Activity 3, and the innovation experts are present along Activity 5. Preparation is useful for designers to get 
familiar with the toolkit and the company. Source: the author.

Bringing together all the activities over three successive days with a total duration of 
twenty-four hours strikes a happy medium when it makes the most of the advantage 
of the pressure to work against the clock and the suitable outcomes’ resolution, both 
being appropriate for the needs and characteristics of the SMEs.

This time allocation is considered for the internal application of vision concepts in 
SMEs, thus sparking conversations with different employees about the vision of the 
future of these enterprises. If the enterprise would like to use the vision concept 
externally with —potential— users, allies, and investors in events such as in industrial 
fairs or business networking events, Activity 4 should be extended as necessary to 
fulfill the required prototype and video resolution. Another option would be to hire 
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third parties for the development of these outcomes.

When calculating the costs of this futures exploration, the salaries of the external 
designers and complementary experts in accordance to their level of experience and 
time involved, and the costs associate with the printing of the toolkit, and the making 
of the prototypes and videos should be included. If applicable, the costs of the venue 
and amenities also should be considered. In Case 2 with Solutions Group company 
representatives spent only 1.000 EUR, the maximum cost associate with the making 
of the prototypes and videos along the iterations and cases of this inquiry.

With regard to the facilities, the location of the exploration should be determined in 
view of the opportunities. A neutral location, neither the SME’s or designers’ offices, 
offers a refreshing and inspiring place to conduct this type of futures explorations in 
view of the iterations and cases of this inquiry.

7.2.2. Process

While Chapter 5 included a basic explanation of each activity proposed by DIVE and 
its intended outcomes, this section summarizes a set of guidelines to conduct the 
activity based on the evaluation of DIVE with SMEs.

When the lead designer, one of the external designers in control of this exploration, 
arranges the application of DIVE with the SME, it is important to clarify the goals 
of this futures exploration and thus the type of outcomes expected. Defining these 
matters is crucial to establish the evaluation methods and to adjust the criteria of 
assessment for the outcomes. For instance, deciding if the vision concept will be 
shared internally or externally must be considered to evaluate the type and quality 
of the prototype and video result of Activity 4. These methods and criteria should be 
incorporated in DIVE’s application plan and need to be understood by the designers. 

Having clarified the goals and type of outcomes, the lead designer must manage 
the expectations of all the participants —the core team and the complementary 
experts, if applicable— by presenting the approach, the roles and characteristics 
of the participants, and the investment of time and other resources. Moreover, the 
lead designer should discuss issues related to confidentiality in the management of 
information.

As part of the preparation, the lead designer should also provide the other external 
designers with the toolkit, a brief description of the enterprise, and a trend report or 
an equivalent document about the industry’s context factors one week before starting 
the activities to give them the chance to get familiar with it.

Table 7-3 displays the description of the activities, including its resources, tasks, 
expected outcomes, and some practicalities, including tips and tricks on how to 
evaluate the activity and its outcome. This evaluation goes along the whole exercise. 
Designers must constantly observe the dynamic of the exercise while collaborating 
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with the other participants in an active manner, facilitating the activities. As part of 
this observation, designers should pay special attention to the outcomes at the end of 
each activity, and to the activities at the end of each day. With regard to the outcomes, 
designers can invite participants to informally assess the outcomes based on the 
criteria defined earlier (Table 6-7, Chapter 6). The criteria could be adapted according 
to the special conditions of the exercise. It is important to keep the evaluations of the 
outcomes at the end of each activity as informal as possible, without obstructing the 
flow of the exercise. A short and simple meeting among the designers at the end of 
each day is also useful to reflect on the dynamic of the activities, the way participants 
follow DIVE’s instructions to make the outcomes, and how they interact with each 
other. These meetings are beneficial to identify problems and propose solutions in 
regard to the fluency of the activities and the team work. Ideally, the conclusions of 
these meetings should be documented in a notebook to keep the memories of the 
exercise and express it during the closing meeting.

Table 7-3. Description of the activities of DIVE 1.0.

Kick off meeting
During this meeting, the lead designer presents DIVE to the participants and introduces the partici-

pants to each other.

Participants: Three company representatives and five designers.

Resources: The full toolkit DIVE 1.0 (DIVE plan, DIVE logs, and DIVE repository).

Tasks and considerations:

A simple and short explanation about DIVE by the lead designer 

Although some theory about futures studies is important, it is important to use examples of differ-
ent design-led futures techniques and the variety of possible outcomes —from the refined proto-
types and sophisticated videos of the concept cars to the rough prototypes and simple videos of 
design fiction— to illustrate the space of possibilities of these type of futures explorations.

Giving the participants the toolkit and explain how it works

If possible, this explanation should include a case that illustrate the making and sharing of a vision 
concept for an SME.
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Practicalities:

- Make sure to provide sufficient time for participants to become familiar with the toolkit.

- Use an ice breaker activity to finish this meeting, one in which participants have the 
chance to present to each other. Bearing in mind that this is the first time company 
representatives meet the external designers, make sure that during this activity they 
introduce themselves in the most simple and playful way to generate an informal atmo-
sphere. This informal atmosphere, in which the hierarchies —due to differences of expe-
rience and education— are diminished, brings participants together and thus encourages 
more fluid and animated conversations. The ice breaker makes it easier for participants 
to talk and be at ease with the others, functioning as a transition to Activity 1.

Activity 1 Understanding the present
It positions participants in the world as it is to understand the company by analogy with a fish. In 

analyzing the parts of the fish, its head, tail, belly, and back, participants understand the company’s 
know-how and values, users, products and services, and infrastructure respectively.

Participants: Three company representatives and five designers.

Resources: Log of Activity 1.

Tasks and considerations:

Company analysis using the Strategic PES

The lead designer should have special attention for, and give careful instructions and sufficient time 
to, the participants when analyzing the head of the fish. Frequently, participants find it difficult to 
identify a company’s know-how and values. In our experience, at first, they easily confuse what the 
company knows —the know-how at the head— with what the company makes —the products and 
services at the belly— until they clearly elaborate about the difference between the two.

- Example: At first, the R&D and Design managers of Oceanco, a superyacht builder, claim 
that the company knows how to make superyachts. However, after a while they realized 
that the company knows how to translate billionaire’s desires into luxury —maritime— solu-
tions, which are currently being applied to superyachts, but in the future this knowledge 
could be applied to other solutions, whether at sea or on land.

Another complicated notion for participants appears to be the values, which often seems to be over-
simplified by the company’s slogan and hardly internalized by the company representatives. It is 
meaningful to discuss these beliefs that guide company’s behavior to establish the pillars of these 
future explorations including the motivation behind the founders of the business.

Consolidation to set a domain and a time frame. 

When all the parts of the fish are analyzed, participants should identify the parts that are too big, 
too small, disconnected with the other parts. These anomalies represent the gaps and inconsisten-
cies within the company. 

- Example: A big-head fish, a company with a well-developed know-how such as Solu-
tions Group, transform its knowledge into point-of-purchase material for consumer goods 
corporations, but the company has a limited understanding of its clients.

Once the analysis is consolidated, it is valuable to motivate participants to sketch the definitive fish, 
including to name it and describe its habitat, which represents the current situation of the organiza-
tion in its context. In our experience, this task finalizes the analysis and gives a clearer idea of the 
company’s diagnosis.
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Practicalities:

- If time allows, it is also valuable to present the analysis using a role play exercise which 
introduces the fish. This makes it easier for people to remember the company’s character-
istics.

- Example: In Oceanco’s case, we mimicked an oceanographic conference in 
which the external designers, playing the role of scientists, presented the ‘Lux-
urarious Piscis Directus’ a new species of fish also known as ‘Luxus Stream-
liner’ (see Chapter 6) to the company representatives, who pretended to be 
academic juries. The name of the fish was used along the final discussion to 
create ideas on how ‘Luxus’ must change to face the future business’ context. 

Expected outcome: a domain and a time frame. 

In view of the abstraction of these outcomes, it is useful to follow the analogy to define them. 
If the company is a fish, the domain is the habitat in which the fish lives and wants to continue 
living, unless it wants or needs to change this habitat, and the time frame is the distance in the 
future that the fish will explore. In our view:

- A domain, the area of business where the context factors are explored, is based on the in-
tentions, desires, plans, or dreams of the company instead of just the reality. If participants 
push the boundaries of the business when defining the domain, the futures exploration 
could open new opportunities for the business. 

- Example: participants of Case 6 set the domain “luxury on the water” for the 
company Oceanco.

- The time frame, how far in the future the context factors are explored, motivates participants 
to find, as mentioned in Chapter 2, a happy medium between the near and the specula-
tive future. In our experience, choosing a time frame that has a specific meaning for the 
company, or the company representatives, makes it easier to internalize the images of the 
future on a concrete level (human- or company-scale) instead of at an abstract level.

- Example: Ci2, an engineering company, set a time frame between the present 
and when the company will celebrate its twenty-fifth birthdays, or the case of 
Solutions Group that set the time frame that fit with the planned retirement of 
one of the owners.

Activity 2 Approaching the future

It positions participants in the world as it is to look at the speculative future and thus gather context 
factors. This exploration of the future is limited by the domain (in which area) and the time frame 

(how far ahead), defined in the previous activity. 

Participants: Three company representatives, five designers, and two users.

Resources: Log of Activity 2.
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Tasks and considerations:

Desk research and field work to collect context factors

Designers should motivate company representatives to lead the deconstruction of the domain and 
thus define the topics included. Using these topics, the participants, split into two teams, simultane-
ously conduct desk research and field work to collect relevant and inspiring context factors. Partici-
pants should have access to specialized trend reports or databases from the company as part of the 
desk research, and they should have contact with the company’s users in the real context as part of 
the field work. These documents and people bring valuable context factors that would otherwise re-
main unnoticed in this exploration. Taking into account the large variety of context factors, we simplify 
its classification into two and use the analogy to explain it:

•	 The calm waters represent those context factors that remain stable, which seems to be the 
states and principles that are easier to identify by the company representatives.

•	 The troubled waters illustrate the trends and developments that signal change and are less 
familiar for them. Trends changing is a basic reality, but some trends necessitate that you 
change along with it.

Consolidation to define a vision

Once the context factors are collected, participants must cluster them thematically. Considering that 
this task merits time and help from the lead designer, it is important to motivate participants to use a 
diagram to make sense of these clusters. 

- Examples: The Venn, quadrants, and spider web diagrams used by the participants along 
the evaluation of DIVE with SMEs. 

These diagrams help participants tell simple stories of the future that create a notion of a future 
context, where this exploration is located. 

- Example: the story developed by participants for Solutions Group describes “a future in 
which large retail stores will disappear as the majority of shopping will take place online”. 
This straightforward description presents some context factors in a plausible future scenario, 
which is framed by the domain of the futures exploration.

Practicalities:

- When conducting desk research and field work, each study should include at least one 
company representative. They could learn how to conduct these two inquiries and give 
business context to the research. 

- Although this is not an exhaustive trend analysis and therefore many areas will remain un-
explored, ideally the context factors should be distributed evenly among the topics defined 
earlier. 

- Consolidating these findings into a vision requires several iterations that gradually incorpo-
rate the company’s values, and then the user’s values, which are finally met to the external 
designer’s values.
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Expected outcome: vision.

A vision statement should merge the company’s and user’s values creating a new —or strengthening 
the existent— relationship between them in this future context. This statement should describe this 
relationship, including the enterprise in front, as the provider of the future product or service, and the 
users, as the people who will interact with this future product or service to have an experience with it. 
The vision should also provide a set of principles that help participants to suggest a specific direction 
that the business is going to follow in the speculative future. 

- Example: The vision for Case 3, in which “Campo Real wants to offer to end-users, who 
are identified with the 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.” This vision focuses on keeping 
track of the type of experiences that the user wants in accordance with the corporate val-
ues, instead of just the business interests.

Activity 3 Exploring the future

It places participants in the speculative future to create the vision concepts. 

Participants: Four designers and an ethics expert.

Resources: Materials to sketch and make rough prototypes such as cardboard, masking tape, markers, 
and foam. 

Tasks and considerations:

Consolidating the vision statement

It is recommended to reflect on the vision defined in the previous activity with the guidance of the 
ethics expert. Along with this reflection, designers and the ethics expert could formulate critical ques-
tions in regard to the image of the future that the vision statement envisions. 

•	 Example: Case 1 and 2 addressed questions related to the responsibility that companies in 
the retail business, such as Solutions Group, have in regard to consumerism. Case 4 with 
Ethos discussed how people could spend their money in a more rational way, being aware 
of the impact of these expenses. Moreover, Case 6 with Oceanco touched matters related 
to the extravagant luxury and the way the company could change it to a more sustainable 
notion that is aware of the social inequality and environmental impact.

Prototyping

The lead designer should encourage the participants to be guided by the vision created previously. 
This statement, which is located in the speculative future, creates its own particular limits that com-
mand what participants create. The lead designer should constantly remind participants to think as if 
they were in the speculative future, motivating them to push boundaries, considering that they used to 
design by always thinking about the constraints of the world as it is instead of the possibilities of the 
future.
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Practicalities:

- Along this activity, the lead designer should provide participants with a clear deadline and 
the materials and facilities needed to make the prototypes and also encourage them to 
explore different types of prototypes that represents their ideas in the most accurate way. 

Expected outcome: vision concept.

In view of the criteria defined earlier (Table 6-7, Chapter 6), the vision concept must:

- seem possible in the speculative future selected as time frame

-   give a clear sense of direction to that destination, which is coherent with the vision state-
ment and thus with the defined domain

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

- consider people in its definition

Activity 4 Communicating the future

Activity 4 falls on a continuum with Activity 3, in which participants are placed in the speculative 
future to detail the vision concept through the making of prototypes and videos. 

Participants: Four designers.

Resources: Materials to sketch and make a rough prototype such as cardboard, masking tape, mark-
ers, foam, and a cellphone with camera to film the video. 

Tasks and considerations:

Prototyping and storytelling

It is important to encourage participants as soon as possible, ideally in the earliest stage of Activity 
3 or at the latest in Activity 4, to materialize their ideas through prototypes –sketches, diagrams, and 
mockups–, and keep iterating these ideas using these artifacts. From the very start, these artifacts 
should be accompanied as much as possible by short and simple stories, presenting the ideas 
with users and context, ideally in the form of simple videos recorded with cell phones, for instance. 
Shooting video in this early stage allows participants to become familiar with video as a way of pro-
totyping and also removes the idea that these videos must be professionally edited with specialized 
software along complex post-production processes. It is important to make clear that prototypes, 
including the videos, do not have to be perfect or polished, and that this technique considers these 
artifacts part of the process, a way to think about the future, rather than results.
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Practicalities:

- Take into consideration that some participants need time to plan the prototype in advance 
and others improvise when making it. In the case of the videos, while some participants 
make a script and storyboard, have several rehearsals, and end with one shoot, others 
define a general story and then improvise along several shoots till they feel it is finished. 

- As in the previous activity, in Activity 4, the role of the lead designer is to keep an eye on 
the time and provide the resources needed to make the prototypes and the video. 

Expected outcome: prototype(s) and video of the vision concept.

The prototypes and videos should not be too polished and professional-looking, nor too rough and 
unfinished. While these artifacts must be well made, allowing participants to feel like the artifact 
is real, they also should look sketchy enough that participants are willing to throw them away. The 
prototypes –and videos– used by the participants along the evaluation of DIVE with SMEs include, 
among others:

•	 Two-dimensional:

o mind maps

o sketches

o diagrams

o photomontages

•	 Three-dimensional mockups that does not work:

o using disposable cups, paper, and masking tape

o applying stationery supplies, such as cardboard and acetate sheets

o using printed transparencies and materials that require a workshop such as wood 
and acrylic

•	 Three-dimensional mockups with functional components

•	 Narratives: 

o Videos:

	 cut-out animation using flat props and backgrounds cut from paper 
and cardboard

	 stop-motion animation using pictures

	 including shooting characters, most of the time participants playing the 
role of users

o Others: 

	 role-playing exercises

	 screenshots of a Twitter account



178

7 Recomendations

Activity 5 Looking back into the future

It places participants in the speculative future, looking at the world as it is to reflect on this futures 
exploration and thus recommend actions to modify the present situation of the enterprise.

Participants: Three company representatives, five designers, and two innovation experts.

Resources: Log of Activity 5.

Tasks and considerations:

Discussing about the future and the present of the company

This discussion begins with a short presentation that should include at least:  

- Presentation of the activity’s goal

- Brief description of the process supported by the visuals –toolkit– participants made during 
the activities

- Introduction of the vision concept through the video –and prototype– made in the previous 
activity

Once the video has been presented, the external designers should facilitate this conversation, moving 
from the speculative future to the world as it is. In the view of DIVE, good facilitators use the visual 
forms, artifacts, and stories, created earlier in the process, to ask the appropriate questions at the 
right time to spark lively conversations. It is recommended to keep these questions simple and 
intimate, ideally linked to the meaning of the time frame defined in Activity 1, such as “what do you 
want to leave to your family and business partner when you retire?” The facilitators also engage in 
searching for more questions to help stimulate the conversation, but they can also limit the discus-
sion to the domain due to time pressure. The facilitators can also manage dissent without pushing 
too much towards consensus, and leave the group feeling satisfied with the final decision about the 
matters they discussed.

During the activity, the facilitator should collect recommendations and then distribute these –homo-
geneously– in a roadmap, moving from one time frame to another when it is complete. When the full 
spectrum of recommendations, properly distributed from end to end on the roadmap, are gathered, 
the facilitator allows participants to find paths that connects the world as it is to the speculative 
future. Those paths, chains of recommendations related to each other and distributed across the 
roadmap, should be elaborated, trying to find ideas about the allies and resources needed to plan 
these projects for the company. 

When the roadmap is sufficiently detailed and the projects are properly sketched, the facilitator 
should return to the analogy and thereby close the circle. The facilitator should formulate questions 
related to the changes that the company needs to carry out to achieve the speculative future, listing 
the changes that the fish of today requires to survive in the waters of the speculative future.

Practicalities:

•	 The lead designer should give participants some room to plan this final conversation.
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Expected outcome: Roadmap of the future.

A roadmap in which several recommendations –ideas of developments– are plotted in the three time 
frames: the world as it is, the near, and the speculative future.

Closing meeting
A way to collect the final reflections and thoughts concluding the futures exploration.

Participants: Three company representatives, five designers, and two innovation experts.

Resources: The full toolkit DIVE 1.0 (DIVE plan, DIVE logs, and DIVE repository).

Tasks and considerations:

Designers should encourage innovation experts and company representatives to take the lead in 
this meeting to evaluate this futures exploration. The former gives an external perspective about the 
outcomes and the latter a knowledgeable opinion about the activities and outcomes. This evaluation 
is useful to collect insights on how to improve the technique and how it is applied. 

Practicalities:

- If possible, offer some drinks and snacks to the participants as part of this meeting, as a 
way to recognize their work and effort. In our experience, this meeting and drinks give the 
feeling that the futures exploration is finished. It also creates some time so that the external 
designers can consolidate the toolkit and give it to the company representatives as a final 
deliverable.

7.3. Follow up
As mentioned in Chapter 5 and 6, through the application of DIVE, SMEs can learn-
by-doing about different topics and, at the end of this exploration of the future, keep 
memories of these lessons in the form of the outcomes. 

It is expected that the company representatives use the roadmap of the future, obtained 
as the main outcome of DIVE’s application, to strengthen the existing ‘strategic 
and innovation plan’ in different ways. The company can also use the roadmap to 
formulate a new plan if it does not already have one.

The existing or new plan could incorporate images of the prototype of the vision 
concept or its video as the destination in the long-term frame to keep the strategic and 
innovation plan concrete, allowing people to experience it. As already mentioned, 
these manifestations could also be shared with different people inside and outside 
the company to show the image of the future that the company wants to achieve in 
the time frame and spark even more discussions about it. Allowing employees at the 
company to see these outcomes makes it easier for them to understand and adopt this 
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future vision.

The vision defined by DIVE, which differs from the business vision, could also be 
folded into the business vision, bringing a human dimension to the strategy. The 
vision helps define the goals of the programs and projects, as part of the strategic and 
innovation plan. 

Moreover, the time frame and domain set using DIVE are also useful to the plan. The 
former outcome is useful to enlarge the strategic horizon of the plan with a long-
term perspective that means something for the people within the company. The latter 
outcome helps define a business area in which the company is moving, looking at the 
users instead of just the business.


