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PERSONAL
MOTIVATION

| have always been fascinated by the
novelty and convenience that techno-
logical breakthroughs bring to my life
and work. Made in China 22 years ago,
| am curious about the unknown world
of different cultures and also enjoy ex-
ploring “Aha” moments.

| want to explore a playful way to melt
the iceberg of complex cultural differ-
ences that divide people. Therefore, |
began to explore this topic out of my
passion for technology and curiosity
about cultural differences. | am also in-
terested in using the power of service
design to shape beautiful experiences
and create a desired future in the real
world from different perspectives.



ABSTRACT

This experimental design diploma takes
Cisco Norway as a key example to ex-
plore cross-disciplinary collaboration
within a large technological organization.
With the hope of sparking inspiration in
people’s daily collaboration with others
who speak different technical languages,
this project analyses the current relation-
ships across disciplines in Cisco. In addi-
tion, the project suggests new ways of
collaboration embedded in the existing
workplace environment within a frame-
work for cultural change.

This report is designed to allow you
to easily navigate and understand the
project. Starting with the background,
you will be walked through today'’s chal-
lenges of siloed disciplines;, my process
of research in this problem space; con-
cept development; and my key learn-
ings and reflections related to cultural
change in Cisco’s context.



BACKGROUND STORY

Cisco employees’ home
offices are equipped with
the best technologies to

support video meetings
with other colleagues all
over the world.




BACKGROUND STORY

No matter where people
work, they still have the
same challenge of getting

the right information they
need within a complex
organization.




BACKGROUND STORY

These people work in
diverse teams with
different missions and

perspectives. They also
speak different technical
languages.




BACKGROUND STORY

People from the same
discipline are scattered in
different project islands

which make them feel
separated from peers
with similar expertise.
This also makes it difficult
to coordinate across the
islands.
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ABOUT CO-LAB

This section outlines the project partner,
topic, context and scope — along with
background information.



01 ABOUT CO-LAB

Partnership with
Cisco Systems, Norway

Cisco Webex

This diploma is made in partnership
with Cisco, Norway, as a key example of
a large technology-based organization.
The project is scoped in-depth within
the context of a collaborative culture in
the workplace. The focus is to extract
insights, learnings and reflections, as
well as to show how this project could
be relevant to improve the value of Cis-
CO's processes and deliveries.

Cisco is the worldwide leader in IT, net-
working, and cybersecurity solutions
that transform how people connect,
communicate, and collaborate.
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The design team at Cisco Norway is
working on building a workplace trans-
formation through a unified platform
known as Webex. It combines calling,
meetings, messages and devices for
the next generation workplace. Its aim
is to make a better place for teams to
perform their best work, no matter
where they are in the world.

‘ ‘ur end users deserve

a holistic experience of
Webex — and if we do it
right, | think it is what
will set us apart and
help us win their hearts
and minds.

Abhay Kulkarni
VP and General Manager, Webex Meetings




Why is
collaboration necessary?

Collaboration occurs when two individ-
uals or a group of people work together
towards achieving a common goal by
sharing their ideas and skills (Schuman,
2006). It can happen in traditional as
well as virtual teams. With advance-
ments in technology, using cloud-
based programs to share files and com-
municate has become commonplace.

The success of a project depends on
cross-team collaboration. Working in
another country or with colleagues and
clients from other cultures is incredibly
rewarding. However, it can also be a
challenge, requiring some extra effort
to make things run smoothly.

In Cisco, they are aiming to make the
meeting experience on their Webex
platform 10 times better than in-per-
son interactions. Embracing a collab-
orative mindset can help improve the
quality of integrated product and ser-
vice solutions, and can also be valuable
for workers at all levels.

As a result of good collaboration, the
organization can be more financially
successful, culturally aligned, and gen-
erate higher employee engagement to
lead the market within ever-changing
complex situations.



New ways of collaborating have
been accelerated by COVID

COVID restrictions create an import-
ant and urgent opportunity to invest
in transforming how collaboration
happens in organizations. “Despite the
rapid adoption of virtual collaboration
technologies, people still clearly value
face-to-face interactions over virtu-
al ones, in many cases, and miss the
company of their coworkers.” (Gensler
Research Institute, 2020)

The workplace has been forever
changed. People will not simply return
to the former office nor maintain their
old ways of working. Instead, they will
be moving forward to a new way of
collaborating, no matter where they
are. It might look similar in many ways,
but collaboration needs to be rede-
signed in strategic ways.



Technology takes over

Technology is key to supporting the
transition towards the future. Recent-
ly there has been a lot of emphasis on
technological advances such as cyber-
security, 5G, artificial intelligence (Al),
and machine learning (ML) in the work-
place, which is changing the nature of
work and living.
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Technology has delivered and moved
on, with some of the most fundamen-
tal social transformations left unsolved.
Among these changes, Cisco needs to
support its internal collaboration in order
to align their high-tech solutions towards
a more cohesive human experience.

(@/

Humanized IT

In order to create this cohesive cus-
tomer experience, they need to col-
laborate internally first. “Culture is the
accumulated and shared learning of
a given group, covering behavioral,
emotional, and cognitive elements
of its total psychological functioning
members (Schein, 2006).” Culture has a
direct influence on the level of collabo-
ration that can be achieved within the
organization. It affects how different
groups perceive themselves and how
they interact with others.

éybersecu ity

In this era of globalization, multi-func-
tional teams within large tech-based
companies reach across different busi-
ness units, geographical regions, and
even outside company borders through
external partnerships. That means col-
laboration in the workplace is increas-
ingly occurring beyond the traditional
work boundaries. This requires deliber-
ate designing of broader cultural per-
spectives to catalyze ongoing change.



Siloed disciplines

In a cross-functional project team, each
discipline has their own point of view,
requirements, and languages. These
differences result in people running
into barriers, frictions, and feelings of
frustration and isolation from the rest
of the organization. As a result people
struggle to find a way to connect with
other disciplines in the company. This
makes it harder to co-develop creative
solutions that satisfy the specialized
needs from these different teams.

Silos are particularly challenging, as
legacy systems and new technologies
are implemented across the enterprise,
further exacerbating divisions. For ex-
ample, engineers develop cutting-edge
sensors into new product systems, but
the customer success team is not pre-
pared for how the data is processed,
which eventually confuses end-users.
You can't disconnect front-end experi-
ences from the people, processes, and
technologies that support them.

Coherent experience

Long-term success can't just rely on
unigue product features or one-off
interactions at a single touchpoint. In
order to combine these elements and
not just focus on one thing, collabora-
tion across disciplines is essential, and
adds fundamental value to what Cisco
wants to offer in the future: a consis-
tent experience on a unified platform.

If this platform is delivered successful-
ly, it will strengthen the overall relation
with customers, which could elevate
the value of their product and service
experiences, and build stronger con-
nections with Cisco.



How can service design

enable culture change

to enhance cross-disciplinary collaboration
in Cisco Norway?
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APPROACH & METHODOLOGY

This chapter addresses how the project was developed. It explains the approach
taken, the design process, and the methods used throughout.




Why service design

In the academic context service design
is seen as a powerful force that can
drive organizational change (Junginger,
2009). Unfortunately, service designers
in Cisco feel that they are stuck mak-
ing journeys, and aren't able to influ-
ence the organization.

As a newcomer to the game, service
design can bring new and holistic ways
of thinking and working that can be
related to culture. Through close in-
volvement and frequent iterations with
stakeholders, and through the use
of the ‘super powers’ of visualization
and storytelling, service design is well
equipped to complement the shaping
of cultural transitions. Accordingly, big
companies are becoming increasingly
interested in service design. They have
started to hire service designers and in-
volve them in their business processes
(Eberling, 2019).

But in-house service design in Cisco has
not yet been included nor been closely
involved in the whole product devel-
opment process, especially in the early
phases. As of now, it has only been in-
volved in pilot projects and its role has
been dominated by user journeys and
service blueprints as an add-on activity.

Having been hired as a ser-
vice designer, what | struggled
(with) the most is (that) | have
to make journeys because
they are expecting me to
make those.

Journeys and blueprints are communi-
cation tools and shouldn’t be the only
deliverable coming from service design-
ers. This completely defeats the purpose
of having them hired in the first place.
Service design needs to work with all of
the interdependencies and big-picture-
contents to enable long-term change in
such complex systems.

Service design can help in having a
better understanding and serving of
customers in an ongoing basis. It can
also add long-term value on the future
deployment of what Cisco wants to of-
fer: collaborative and cohesive design of
services and product experiences. Ser-
vice design can be an important driver
in organizational and cultural transfor-
mation to help teams re-imagine the
design of their business and processes.



Three levels of collaborators

Starting from the service design ap-
proach, in this project the core target
collaborator is the in-house service and
research design team in Cisco.

My primary aim is to equip their facil-
itation role with design interventions
such as tools and frameworks. My
secondary aim is to help the service
design team so that they can enable
collaborative cultural change across
diverse disciplines. This project does
not focus on the customer nor Cisco’s
products or services.

The project framework is focused on
the collaborative interactions among
internal actors which in turn ripple on
to the customer’s experiences.

Primary collaborator:

Secondary collaborator:

Tertiary collaborator:



02 APPROACH & METHODOLOGY

Methodology

Generative explorations
through design

As an explorative design project relat-
ed to cultural change to support col-
laboration, | have used a generative
approach in research, analysis, ideation
and iteration stages. In the beginning,
| started to design prompts from the
research to interact with the people |
talked to. Afterwards, | kept collecting
feedback and iterating along the way
to make the final proposal simple and
easy to use in the teams’ daily work.

Therefore, this project is not a pure ser-
vice delivery, but a cultural probe that
explores how to promote interdisci-
plinary collaboration within an organi-
zation. It is also a visible and practical
example that can inform practitioners
who are interested in bring service de-
sign into organizational contexts.

20




02 APPROACH & METHODOLOGY e e otworks
P——— s Already,but not yet.
e The shifting value proposition of digital meetings T [:H] E
USINESS
VALUE
OF
CUSTOMER
EXPERIENCE
Desktop research Workplace
Wellness

It's an essential step to take a deep
breath of fresh inspiration before div-
ing into the core activities of the proj-
ect. | spent the first few days looking
at related materials — from technology
and organizational culture to service

desigh — to understand the landscape. TI_E

| looked through relevant academic ar- CMNECTED
ticles, market & trend reports, organi-

zational books, design examples, posts CWPANY
on Medium and reviewed Cisco public DAVE GRAY

Author of Gamestorming; SVP, Dachis Group

documents to get an understanding
of the theoretical and practical basis |
was working on.

O REILLY

In order to complement my knowl-
edge and add timely inputs, | also at-
tended various webinars about service o

design and virtual facilitation. How ALl Tansoring e Way We Wk
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02 APPROACH & METHODOLOGY

Methodology

Digital kick-start workshop with
service design & research team

In the very beginning of the project, |
took a step back and ran a “Pre-mor-
tem” workshop together with Cisco
Norway's service design and research
team to imagine that the project had
failed, and then work backwards to
determine what could potentially lead
to its failure based on their experience.
So | can intentionally prepare for the
pitfalls such as the project couldn’'t get
access to the right people, not fully
embedded in the current context, and
failed to address the real needs.

22




02 APPROACH & METHODOLOGY

Methodology

Semi-structured interviews

In parallel, | conducted generative
semi-structured interviews with 20
people working in Cisco. This was to
gain an understanding of how people
work with each other in their day to
day across different disciplines, roles,
hierarchies, teams, continents and
years of experience.

| collected story examples from their ex-
periences and relationships with collabo-
ration to explore how the current experi-
ence might be improved and integrated
into the new service solutions.

23

The participants covered:

Disciplines: Service, ID & UX design,
research, engineering, project man-
agement, product management, pro-
gram management, sales, operations,
HR, consultant

Hierarchy: 5 team managers, 1 depart-
ment manager

Teams: Webex Devices, Teams, Meet-
ings and Duo Security

Continents: Europe, US, Asia

Years in Cisco: 1 month to 20+ Years




02 APPROACH & METHODOLOGY

Methodology

Observations

| also conducted observations at home
offices to shadow how the environ-
ments are set up from the other side
of the screen during their meetings
with other disciplines - both in detalil
and in context. This helped in making
the conversations more tangible and
active, and the interviewees became
more open and engaged, as they were
in a context that is familiar to them.

24




02 APPROACH & METHODOLOGY

Methodology

Ideation sessions

Different types of individual and
Cco-cCreative ideation sessions were con-
ducted throughout the project. For
example, | conducted on-line co-cre-
ation workshops to generate ideas
from multiple perspectives. Some of
the topics were related to analyzing
existing relations across disciplines, call
to action for interacting through activi-
ties, and conducting peer to peer con-
sulting processes.

25




02 APPROACH & METHODOLOGY

Methodology

Prototypes and Tiny-testing

Prototypes enable teams to take imme-
diate action based on experimentation.
It also alters the culture from one that is
reactive and resistant to one that con-
tinuously embraces transformation.

For example, | asked people to choose
the lenses that are relevant to their dai-
ly work. One interviewee said ‘| really
wish my team could work on this “VR
(Virtual Reality)” level to look in to new
scenarios. Because if we're just trying
to fill in a gap, innovation suffers.”

26




02 APPROACH & METHODOLOGY

Methodology

Evaluation

Evaluate the key patterns with service
designers in Cisco and prioritize the
most relevant and interesting opportu-
nity spaces. This helped me shape the
directions, narrow and develop interven-
tions that are easy to scale into any stage
of the product development process.

27
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EXPLORATION

At this stage, | was interested in ex-
ploring how visual probes could im-
pact how people actually connect to
their teams and organizational culture,
as well as their motivations, struggles
and opportunity areas.



Perception collection

In order to grasp people’s understand-
ing of collaboration across disciplines, |
asked them to share their perceptions
with me by answering the following
guestion from 3 different perspectives.

T
WE ipve N AQscetIng povie  TeEAE
THE (AME ARGON ol Teves
- +HaT nEIlJa
oA L ity N Queune
4 ¢ otganranin ¢ =

A very interesting finding is that peo-
ple think of collaboration in general as
working towards a common goal. How-
ever, in a specific work environment,
collaboration is seen as a solution for
video conferencing. In individual roles,
such as researchers and operation de-
partments, collaboration is seen as
something crucial to everyday work.

| think this is a really good
task. Because for the first
general one, | thought of com-
pletely different things. But
when you asked about Cisco,
it’s very interesting to show
how my thoughts shifted.

Some people have the same percep-
tions in general and for their role, but
this changes in the workplace. Espe-
cially in Cisco in Norway, they use col-
laboration as a marketing term to sell
their solutions.



03 EXPLORATION

Relationship
mapping

Prompts preparation

| facilitated a relationship mapping ac-
tivity as a key part to visualize the rela-
tions between the actors of the collab-
oration ecosystem. | designed a set of
prompts that included a relationship
island canvas, actor cards, and lens
cards. These were for people to map
out who they are collaborating with
by locating them in the center of the
island. The radius expands as the con-
nections become less frequent.

To make it easier for people to partici-
pate, | designed two different formats
to fit physical and digital situations
and kept iterating as | conducted
more interviews.

30

Digital prompts in Miro



Show and tell

Even though it can be messier than hi-
erarchy based structures, putting each
individual in the center helps generate
more rich data, expose norms, and open
the door to new ways of collaborating.

The physical artifacts provide greater
freedom for people to express them-
selves, especially with designers. They
can create their own interpretation
with new metaphors to describe their
experience based on the prepared
tools. For example, in the picture on
the right, the participant drew a frag-
ile bridge to describe the tension be-
tween two projects.

Since it was an explorative process, | en-
couraged people to modify and write di-
rectly on the paper cards. The easy and
simple prompts helped the participants
become engaged during the interviews.

As for people who are not familiar
with the new digital platforms like
Miro, | helped them map while they
were describing their situation. This
may have limited their willingness to
move things around freely, but it also
created an opportunity for them to
correct my assumptions.



Visualize organizational culture

In order to change the organizational
culture, people need to see the struc-
ture by themselves first. Because visu-
alization can help people understand
abstract concepts in an intuitive and
concrete way, it promotes better and
clearer communication to unwrap or-
ganizational culture.

During the research, | found the “Org
charts” comic by Manu Cornet, a
French programmer in Google, that il-
lustrates different tech giants’ cultures.
This “Organizational Charts” cartoon
was quoted by the CEO of Microsoft
Satya Nadelia on the first page of his
book, Hit Refresh, as one of the moti-
vations that made him want to renew
Microsoft’s culture (Nadella, 2019).

However, according in my interviews,
four people complained that Cisco
does not have an organizational chart
apart from an internal CEC (Consumer
Electronic Protocol) system. People can
only trace the hierarchical structure in a
non-visual way. There is a need for peo-
ple to visually see their relationships,
know other colleagues, and how other
teams are organized outside of their
own disciplines within the same organi-
zation to support their collaboration.



Collaborative relationship
analysis

In the analysis stage, | tried to find the
relationship patterns with the refer-
ence of the Network Mapping Method
(Cai¢ et al., 2019). | created four different
networks to classify different percep-
tions based on the relationship maps
generated from previous interviews.
These are bundled, focalized, hierarchi-
cal, and process network. In this sec-
tion, | will explain each of them with an
example of a challenge mentioned by
different roles.

Furthermore, digging into how these
patterns might help in exemplifying
the pros and cons of existing collabo-
ration experiences.



Bundled network

There is a close bundle with design-
ers, product managers, and engineers
(mainly represented by project owners).

We protect each other. Fight
against the American style of
we need this now. | feel like we
have each other’s back. We
protect as long as we could.

People within this setup are really fo-
cused on the feature they are develop-
ing. This bundled way of collaborating
helps the teams improve their output
quality. However, collaborating with
other disciplines such as sales does
not happen that much. Software team
members do not know any people
from the hardware world. Even worse,
each individual from their discipline
becomes lonely and disconnected
from their community, which causes a
less cohesive culture.



03 EXPLORATION

Network
patterns

35

Management

Focalized network

The focalized pattern has the operation
and research team in the center. They
are the ones directly in contact with
customers on a broader level. They are
the bridge builders that connect siloed
disciplines. They usually bring insights
or troubleshooting problems back to
the internal teams. However, it is tough
for them to squeeze teams’ availability
to fix the problem since they are not
deeply involved within the front line of
the development stage.

..Everyone has a lot to do.
They would love to join more
projects, but they are very
cautious about their own time.
And for me, that is a concern
when it comes to cross-foun-
dational teamwork.

Interviewee #19



Hierarchical network

The third pattern is the hierarchi- For example, people shared with me:
cal network. The hierarchical, com-
mand-and-control organizational
model that served business so well
in the 19th and 20th centuries proves
ill-suited to the concerns of a connect-
ed-software-and-services economy
(Merholz, 2016). There are many layers
and shifts in the management level,
making it harder to maintain coherent
user experiences.

In order to make a logo small-
er, this took weeks with many
different presentations and
went all the way up to upper
management of SVP (Senior
Vice President). It is the most
costly decision that involves so
many high-level people.



0,0,0,

Process network

The product developing pro-
cess is cutting into smaller
pieces into business unit and
even smaller features.

The prioritized project developing pro-
cesses in Cisco are reliant on process
networks, which involves the whole de-
veloping process starting from decision
making, project developing all the way
to market. This causes people’s low lev-
el of involvement since they are only
assigned to the project when the previ-
ous job is done. But their perspectives
would be really helpful at its beginning.



Future ecosystem network

These patterns have not helped in
crafting the coherent experience that
Cisco wants to achieve. They all fall
short and create silos in different ways.

In the desired future, Cisco gradually
needs to establish a new Ecosystem
network where everyone is connected
to each other with a holistic view. This
network connects disciplines more
naturally and aids in optimizing flows
of information, resources, and value ex-
change. This means people are not as
reliant on the Bundle, Focalized, Hier-
archy, or Process networks.

The Ecosystem network could estab-
lish alternative ways of collaboration
to address the problems of employees
who are not fully aware of others’ exis-
tence, knowledges or resources within
Cisco. Having this future network ap-
proach could help in aligning strate-
gies to collaboratively engage in realiz-
Ing Mmore integrated products, services
and experiences on a single platform.



Why change?

This future direction leads me to ask:
how do we transform the culture of
the organization to meet this need for
cultural change?

Change is about the challenge of mov-
ing from one state to another. In a
natural ecosystem, operating change
seems to be effortless. Water con-
stantly changes from liquid to gas
and solid as a result of environmen-
tal temperature functions. Constant
flux is the natural state of the physical
world surrounding us. Human organi-
zations, in contrast, once created, have
a strong preference for preserving the
status quo. Of course, these human or-
ganizations are entangled with many
more complex phenomena consisting
of people’s own needs and anxieties,
among other things.

Organizational change model

Culture change is not about devel-
oping a solution to fix a problem. It is
about experimenting with many inter-
ventions to unleash broader change
towards a common goal.

Kotter's 8-step change model seems to
be an effective approach that helps or-
ganizations create a sense of urgency,
build a vision, effectively communicate
it, and create quick wins (Kotter, 1995).
The intervention strategies suggested
by this model inspired me to develop
the design of the change framework.



| combined Kotter's 8 step model with
my insights and developed a simpler
model that is adapted to the Cisco con-
text. This helped me guide the collab-
orative transformation in an easy and
feasible way.

The developed model guides the col-
laborative culture change with 3 phases:
reflect together, engage together, and
share together.

If individuals aren’t first aware of what
is currently happening from all differ-
ent perspectives, it is difficult to make
changes. The first step: Reflective to-
gether aims to activate change by
prompting them to reflect on their cur-
rent needs.

After the awareness is established,
cross-disciplinary teams need to engage
together. It is about establishing trust,
open communication, and feedback in
order to support a collaborative working
environment and get the team prepared.

The purpose of collaboration is to bring
together two or more people that com-
plement each other’'s needs and wants
to achieve a specific goal. Sharing to-
gether encourages creative and diverse
contributions from all members.



Based on the key findings of collabora-
tive relationship patterns, and to achieve
the goal of delivering a coherent expe-
rience to Cisco customers, the first step
is to foster cultural change practices to
build the desired ecosystem. Therefore,
my redefined brief is:

How might we connect people
across disciplines to

build an ecosystem network
using service design interventions?



CONTENT

APPROACH

EXPLORATION

INTERVENTION
SUMMING UP

APPENDIX

@,

DESIGN INTERVENTION

This chapter elaborates on my design proposal. It explains
the overall concept, relevant stakeholders, and design of the
service ecosystem with details of interventions.



Teamwork makes the dream work

Co-lab is an internal knowledge-sharing platform for
remote cross-disciplinary teams that enables an open
and cohesive collaboration experience.



This is the stakeholder universe that
includes different disciplines across 3
levels of involvement: individual level,
team level, and organization level

The core target user group is the Re-
search & Development project team
located in the ‘universe center’, it in-
cludes the project manager, engineer,
and designer.

Secondly, the leading service provid-
er ‘'support prism’ includes managers
(from a top-down perspective) and
operation & research employees (from
a bottom-up perspective). These two
roles are currently sharing this coor-
dinator responsibility. They work on
guidance and infrastructure processes
across the organization.

The other stakeholders include other
disciplines along the customer life-cy-
cle, such as marketing, sales, partners,
and customer success teams.

The Co-Lab platform is dedicated to
equipping internal employees with mi-
cro design interventions to shape the
desired open culture for collaboration.



The following principle constellations
were created to support the development

of the proposal:

aligned autonomy

The ultimate goal of people working
together is to provide a cohesive ex-
perience for the end-users. First and
foremost, it's essential that people have
a shared goal to help make effective
decisions so that the solution is on the
right track. At the same time, autonomy
is critical in terms of maintaining the
employee’'s motivation. By giving peo-
ple more choice and control, this prin-
ciple allows employees to shape their
collaboration environment so they can
perform to the best of their ability.

flexibly diverse

No two people are the same. When
several people from different back-
grounds work together, they need to
stay open-minded, know how to lever-
age those differences, and identify
how they can complement each other.
Workplace flexibility refers to a situa-
tion where employees have a choice
as to how, when, and where they work
and accomplish their tasks. On the
other hand, diversity refers to the pres-
ence of a diverse range of people with
different circumstances and back-
grounds within the team.

equally included

The ultimate goal of people working
together is to provide a cohesive ex-
perience for the end-users. First and
foremost, it's essential that people have
a shared goal to help make effective
decisions so that the solution is on the
right track. At the same time, autonomy
is critical in terms of maintaining the
employee’s motivation. By giving peo-
ple more choice and control, this prin-
ciple allows employees to shape their
collaboration environment so they can
perform to the best of their ability.

experimental creativity

No two people are the same. When
several people from different
backgrounds work together, they
need to stay open-minded, know how
to leverage those differences, and
identify how they can complement
each other. Workplace flexibility refers
to a situation where employees have
a choice as to how, when, and where
they work and accomplish their tasks.
On the other hand, diversity refers
to the presence of a diverse range of
people with different circumstances
and backgrounds within the team.



The Co-Lab ecosystem platform in-
cludes a digital website, team-commit
workshops, and a tool kit embedded
within my proposed change framework.
The platform aims to share a cross disci-
plinary power through service design to
support the transition towards a more
open way of collaborating.

The tool kit and workshops are for indi-
viduals across disciplines and teams in
their daily practices. The digital website
is the main portal for internal employees
to interact with the service at the organi-
zational level, beyond their current work.

To ease the adaptation towards cul-
tural change, Co-Lab’s structure and
activities are designed in a way that
can allow everyone within Cisco to re-
flect, engage, and share together. Each
sub-intervention can be used modular-
ly, and the activities are easy to imple-
ment on different circumstances - such
as physical and digital formats. This
gives space for different people across
the stages of the Co-lab framework to
share with, and learn from, each other’s
expertise and experience.

gallery

1-on-1 with manager



Reflect together

The first phase is ‘reflect together’. It
contains a message bottle, relationship
self-assessment and 1-on-1 with man-
agers - all in sequence.

What

Collaborative self-assessment tools
and processes that guide individuals
to reflect on their existing collabora-
tive relationships, facilitating people to
take the first step toward collaborative
transformation.

Why

Working at a giant organization means
that it takes a long time to become fa-
miliar with the super-complex system.
Beyond that, it's hard to think outside
the box as people get used to the ex-
isting organizational culture. At the
same time, their busy schedules keep
people focused on their own proj-
ect ‘world’, running from one delivery
deadline to the next; there is barely
time for them to pause and reflect.

In the long run, this is a major hin-
drance for both the business and per-
sonal development. Therefore, these
interventions need to be integrated
with their existing work routines, guid-
ing them to actively think about their
existing collaborative relationships.



Reflect together

Cisco employees will receive a ‘message
bottle’ email as the entry point to learn
about the Co-Lab platform and get
engaged with the Relationship Self-As-
sessment canvas. This message is sent
by their people-experience manager
from the internal operations team, who
is in charge of building a balanced and
inclusive workplace for everyone.

The ‘message bottle’ metaphor is de-
signed to encourage communication
among siloed islands in a playful way.
The message bottle will appear again
at the third phase - Share together - as
a look-back for people to share their
learnings and reflections with new
people within the organization.

This future reflection and sharing is in-
tended to generate a ripple effect by
having the capacity to forward more
messages to other employees or peers
in Cisco.
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Relationship
self-assessment canvas

The relationship self-assessment can-
vas is a template where people will be
asked to draw their connections with
different disciplines within their current
project team. This canvas helps people
assess their collaborative relationships
with other disciplines in Cisco. It only
takes 10 minutes, so it's easy to fit into
people’s busy schedules.

People can do this activity anytime, any-
where. The canvas can be printed in A3
paper, or used digitally on white-board-
ing tools such as Miro. It's also possible
for them to annotate the document.

To make it more effective and valuable,
it's recommended to use this canvas
before a project starts, but it can also
be done during or after the project.
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How to use

There are 4 steps within the session:
1. Specify project to make it accurate;

2. Draw the current collaboration rela-
tion situation;

3. Draw the desired level of engage-
ment with other disciplines;

4. Compare the differences between
2 radar maps and reflect the biggest
gap, why it happened, and how to
change it.

Feedback

That's really good and simple. As
soon as | started doing it, | saw
the value in it very quickly. Once
| started making that shape,
and then | realized what’s going
to happen...I could come to the
meeting next Monday with peo-
ple in other countries and say
I've got this great thing. Let’s do
it together, generate the discus-
sion, learn from it in 15mins. And
| think that's really important.

Researcher, Cisco Example of filled canvas




Reflect together

The next step is for people to bring
the canvas into one-on-one meetings
with their direct manager to discuss
their needs. This is also a process of
self-evaluation and sharing personal
perceptions. Managers can provide
suggestions with their years of knowl-
edge learned in the organization. Fur-
thermore, the manager can also co-
ordinate with managers from other
teams to improve the upcoming proj-
ect’s collaboration experience.

In order to scale the process, the oper-
ation team can also be involved to help
other managers engage in their own
one-on-one meetings with their teams.

| tested this canvas with one service
designer digitally, one researcher in per-
son, and four people in a group session
to test whether the canvas works in dif-
ferent situations.

At the end of each test, | asked the par-
ticipants to role-play how they would
share their mapping result, with who,
and why.

Here is one example from testing where
people drew a sharp point since she is
alone in her current project and wishes
to have at least one partner

People start to grasp the meaning of the
canvas as they move on with the instruc-
tions. It's self-explanatory, and people
can do it by themselves without needing
me to facilitate the conversation.

The canvas is only a facilitation tool,
hence, | left the open space for each
discipline to write down the people
they connect with within their specific
situation and improvise based on their
interpretations. This, however, seemed
to cause confusion in terms of the dis-
ciplines they're related to in their own
contexts.



Engage together

The main activity in the second phase
- engage together - is the ‘team com-
mit workshop'.

What

It's a new process intervention that can
be added to the beginning of the com-
mits process in Cisco. Commits are
high-level decision making meetings;
these include: business, concept, and
develop commit. The team commit is
made to introduce team members so
they can know each other better and
prepare them with the shared goals in
the early phases of the project.

Why

Usually, people are only on-boarded to
the project when the previous job is
done. This results in front line employ-
ees not having a good understanding
of how others perform the work, nor
the reason behind the decisions, which
could be a huge fall back for the whole
project, since their perspective could be
very valuable at the beginning stages.

Therefore, it's necessary to kick start
the project not only from the top-
down decision-makers, but to also
engage the whole team to clarify who
they are, what they do, and agree on
the same direction together.



Engage together

Co-lab team commit workshops help
ensure that a cross-disciplinary team
is aligned and minimizing overlap-
ping work. People hesitate to exercise
their roles and responsibilities if there
is some ambiguity. Team members
might lose focus or be unproductive
if goals are not clearly defined. This
exhibits poor working qualities and
weakens the collaboration among the
members. All of this results in poor
communication among team mem-
bers effecting the productivity of a
project. Therefore, it is crucial to estab-
lish absolute clarity at each level.

1. Expectation exchange

In the beginning of the workshop,
there is an ice-breaking activity for
participants to share their wishes and
needs created in the ‘reflect together’
stage for the new project. This con-
nects people who don't know each
other before, with their shared needs.

From observing one week of team
sync sessions, | further developed the
disciplines map into a warm-up activi-
ty for people to annotate who they are
when joining the workshop. Everyone
can have an overview of the work-
shop dynamic. It also could be used in
on-boarding new hires.

..The upcoming workshop is fo-
cusing on packaging, and this
can help remind us about the
different roles and perspectives.



Engage together

2. Roles & responsibilities

Job titles exist to make company oper-
ations easier. Instead of accepting the
messiness of individual people, com-
panies operate at a level of abstraction
and treat everyone with the same title
the same. In reality, just because two
people have the same title doesn’t
mean they are interchangeable. Nor
does any title describe the totality of
what any person does. A simple activi-
ty to help people clarify their roles and
responsibilities can help eliminate the
biases that people take for granted.

Clarifying the roles and responsibilities
is the central part of the collaboration.
It helps the team work together effec-
tively by defining individual responsibil-
ities and finding gaps that need to be
addressed. As the project proceeds, or
when people encounter problems, they
can directly reach out to someone who
can provide the right information and
increase communication efficiency.

When they have a clear understanding
of their position, each team member will
work more effectively and without ac-
cidentally stepping on another person’s
toes, creating unforeseen conflicts.

When members of a team collaborate,
they are able to utilize the knowledge,
experience and skills of everyone in-
volved. Effective collaboration will
allow all the members to share their
talent and find the optimal solution to
every problem. A role statement clearly
defines each team member's authori-
ty, responsibility and tasks that need to
be aligned in order to support the de-
fined goal.



Engage together

3. Project vision setting

The third part is project vision setting, to
establish a team vision to set the con-
text for what the overall team aims for -
from a telescope level to a microscope
level. They are organizational long-term
missions within the next 10 years (tele-
scope); 4 years strategy (binocular); 1
year goal (magnifier); and short term,
quarterly objectives (microscope).

When they are given a clear and grip-
ping cause to be involved with, team
members become as passionate about
the goals and objectives as their lead-
ers. If team members do not care or
are unclear about the goals and objec-
tives presented to them, they will find
all kinds of reasons to not work togeth-
er. For collaboration to work, the vision
and purpose must be clear.

Collaboration works because
there is nothing more mean-
ingful, bonding or growth pro-
moting than a shared win.
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4. Action diary

After the workshop, there is a monthly
action diary for team members to talk
about the blockers and enablers they
experienced during their collaboration.

Here is an example | tested with two
people who were working in pairs on
a research project. They made a new
rule to keep the feeling of socializing
by giving each other instant feedback.




Share together

The main interaction on the third
phase - share together - is the ‘story
lighthouse website'. This contains four
modules: Open learnings library, virtual
customer visit museum, ideas gallery,
and colleague postcard.

What

It's an internal knowledge-sharing
platform for people to connect with
others through work-related learnings
and stories.

Why

Everything feels private...You
have to find the right people
to look for the right informa-
tion, and it takes a lot of effort.

There is a lot of internal sharing activ-
ity within Cisco, but people still need
a knowledge base over time to easily
access it whenever they want. The Sto-
ry Lighthouse website lets the stories
shine with the insight learning and
practical actions so that people can
understand and take into their respec-
tive work context.
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https://xifancui.wixsite.com/colab

04 DESIGN INTERVENTION
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The story lighthouse is an on-line platform
concept that offers content including:

1. Virtual customer visit museum
2. Open learning library

3. Best home office gallery

4. Hand letter to colleges

These are the initial key themes and
campaigns. There can be more activities
created on the platform to support fur-
ther sharing, learning and exchanges.
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Virtual customer visit museum

One of the most vital things for teams to
create a cohesive experience is to actual-
ly experience how customers are using
Cisco's products and their practices.

In this page, people can openly share
their resources from previous custom-
er visits. It allows other employees to
travel and learn virtually and alongside
the customers. This also addresses the
current bottleneck of employees (PMs
and Researchers) not having access to
the right information they need that
has already been produced, as well as
the difficulty of grasping the context
where customers experience Cisco's
products and services.

Over time, this will build into a holis-
tic customer database that can help
people if they need any input for their
current work.
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Share posts

This page allows people to openly share
the research, learnings, and reflections
of their concrete work with the rest of
the organization. For example, the suc-
cessful case related to IBM as an enter-
prise customer can be a useful input
resource for other projects to learn from
what has already been done.

ol

The “comment area” and “similar
posts” are also designed to allow peo-
ple to share their feedback, establish
new connections, and link to more rel-
evant resources.
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Ask a question

The story lighthouse also allows people
to ask questions to people they have
met in their current work. This helps
them complete projects faster when
they have peers with valuable answers
and experiences to be shared.
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People profile

Every employee can automatically

sign in to the website with their Cisco

credentials. People can view other's

posts and directly chat with the ones

they want to connect with. This helps

internal employees have more oppor-

tunities to share their work and inter-

est topics with others, and build an in-

ternal sharing community to improve o

their job satisfaction. Feedback

This is brilliant because this is
the problem that we keep hav-
ing. We just don’t really have
anywhere to put it..So this can
be a way to share your knowl-
edge, which is good for people
to conduct their own research
with some reference or with
some existing learning.

Researcher, Cisco
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| collected a lot of constructive feed-
back along the whole process of de-
veloping Co-lab. From the feedback
sessions with a service designer, re-
searcher, manager, and operation staff,
the feedback so far has been positive.
The examples of design interventions
and reflections from an outside per-
spective on the current collaborative sit-
uation and the cultural aspect were ap-
preciated by those who have followed
my whole journey from research stage.

The design interventions are integrated
well together with their modularity, and
are easy to adopt in people's work since
they only take around 10 minutes. How-
ever, it does need the support to show-
case successful examples for people to
use it among all the other internal an-
nouncement emails and messages. The
internal service design and research
team would definitely be ideal for peo-

ple to reach out and ask for supporting
resources, as well as the design team
for a broader perspective.

Furthermore, top-down level support
would be an effective force to develop
this further. There are already initiatives
about developing some of the ideas
into internal projects, such as a research
project sharing blog and an org chart
for the Cisco Norway branch. There is
no doubt that Cisco has the resources
to get the website further adjusted and
developed, and this project is a good
starting point to move forward. Front
line workers such as engineers also ex-
press great interest in the method and
would bring it back to their own prac-
tices and test it with their team.

| think this project could be taken
further to set up as a consulting
business to help big complex cor-
porations collaborate cross-func-
tionally around the globe.

| like this because | see how all
the interventions relate to each
other, but they also stand alone...
It’s a lovely analogy to have
stakeholders as planets, and
how you form the prism is really
interesting and very cool.

This is really useful to develop
further for on-boarding the new
hires across disciplines.
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Conclusion

To summarize, the co-lab platform is a
simple framework for new coming proj-
ect to facilitate teams’ success in Cisco.
It should be incorporated while devel-
oping a new team and when planning
the first steps, or revisiting the content
if a team starts to struggle. Co-lab can
be initiated in any phase of a project,
but for optimal use it should be de-
ployed in the starting phase of a new
one. Furthermore, it can be modified
and updated as needed while the proj-
ects progress.

Co-lab is not the end of the journey. It
is more like a concept as the basis for
exploring how future service design
can support collaborative practices
within organizations. People from dif-
ferent perspectives can come together
to use and play with the tools Co-Lab
has to offer.

People need to jump out of the current
structures and rethink how to create
the best products and services for their
customers to compete and lead the
market. Through this project, the need
for diversity, openness, and humanity

in the workplace was visualized.

Co-lab is an example of integrating
with the existing ecosystem and ex-
ploring cross-disciplinary, cross-cultural
collaboration in the Norwegian context
to inspire people to participate in long-
term value co-creation.

To sum up, Co-lab wishes to shed light
and encourage people to reflect, en-
gage, and share with others to make
a change to a better future with trust
and openness. The ultimate vision is
for complex technological-based orga-
nizations like Cisco to be able to trans-
form while coming into an open and
collaborative future, and co-lab is one
way of getting there.



Moving forward

1st Horizon: 2nd Horizon: 3rd Horizon:

The framework and tools designed in
Interventions in the current system Experiments to change An open and cohesive eco-system

this proposal can not stand on their
own. They need to be embedded in
people’s daily work and be aligned
with their core needs to shape the de-

sired open culture. This project’s ulti- &

Strategic fit

ity of collaborative activities related to ©70°0)
the workplace that help people work

better together to reach the goal of & _—
delivering a coherent experience.

CO-LAB

mate goal is to showcase the possibil- ? SN T0b

In order to make the culture change
sustainable, the project needs support
from both top-down and bottom-up
levels with greater width so that the
ideas behind it can affect the system
on a broader level. The further distribu-
tion of the materials created within the
co-lab ecosystem relies on its spread-
ing through the people who have been

involved so far. They will be a powerful Now Near future Far future

asset to further their interactions with 2020 2025 2030

the peqple they want to build connec- - Feature oriented - Driven by product devel- - Alignment across business
tions with. This report and the website - Active advocator support opment process - Scale up to impact customer
will be sent to more people as more - Collaboration with rele-

key actors are identified. Moreover, |
will start my new journey to work in
Cisco as an in-house service designer,
with more chances to bring this for-
ward by designing how people across
the system could easily adopt the
ideas in their own context and scale up
the eventual impact.

vant stakeholders



A collective effort

This diploma moves between theory,
research and experimental practices
for in-house service designers to move
beyond isolated roles, and to prompt
reactions in order to trigger cultural
change for how we enhance collabora-
tion experience.

In the process of exploration, | realized
that, especially as an individual service
designer, | was not capable of solving
everything all by myself within such a
complex system. So, | focused more
on using service design approaches to
trigger people’s reactions as a co-cre-
ated joint force to realize a fundamen-
tal culture change that impacts the
organization with successful evidence
from the micro-level.

Physical prompts empowering
digital transformation

The corona virus outbreak has result-
ed in high demand for transforming
the physical, in-person activities into
remote, digital services. This transfor-
mation pushes forward the boundary
of design interventions to be more
adaptable, no matter where people
are. But the unique benefit of physical
interactions is still extremely important
and valuable. It helps us create memo-
ries and forge connections. It contains
characters and vivid sensory settings.
Physical prompts combined with dig-
ital solutions allow creative teams to
work their magic with more freedom
and high-level engagement.

Design for long-term
organizational value

Nowadays, a lot of businesses and or-
ganizations have been trying to com-
pete with all kinds of competitors in
a rapidly expanding and developing
market. However, these short-term and
scattered features produced internally
under pressure are not good enough
for the end-users to have a coherent ex-
perience and achieve long-term value.

There are many talks on management
practices available, but few about how
design can shape not only your prod-
uct and services but also shape your
organization for the better. For design-
ers, our skills can be applied at a strate-
gic level to support a company to bet-
ter handle future change. | am looking
forward to leveraging this experience
to continue working on service design
within organizational interventions.
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Interview guide
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Lenses card prompt
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Blocker & enabler

The wall of blocker

- What do you see, hear, do, and think?

- What are the rules that constrain the
way you work with each other?

- What are the problem or things that
hold you back from achieving the
goal?

- What's particular you did help you ac-
complish your goal?

- Strength or things that help you to be
efficient, effective.

- The value of your exchange.
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Culture analysis
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Relationship mapping

Collaborative connection mapping Stakeholder mapping
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Iterations
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