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I’M 
STEPHEN 

GATES
SVP, OMNI-CHANNEL PRODUCT DESIGN, WW 

HOST OF THE CRAZY ONE PODCAST

HELLO!
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TheCrazy1.com
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ARTICULATING 
THE VALUE OF 

DESIGN

GLOBAL MASTERCLASS
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This ISN’T going to be  
a talk about KPI’s or 

measurements to articulate 
the value of design.

DISCLAIMER
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We have to learn and 
teach our companies to 

focus on outcomes 
instead of outputs.

KEY TO SUCCESS
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TODAY’S AGENDA

Understanding our value

Creating demand

Showing the value
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WHERE DO WE START?

UNDERSTANDING 
OUR VALUE
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Many teams struggle to 
articulate the value of 
design because  
they do not understand 
what that value is.

WHAT IS YOUR VALUE?
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A study from InVision

the new 
design 
frontier
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2,200 companies
WE STUDIED:

ACROSS

IN
23 industries
77 countries
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52%

2%

84%

14%

85%

16%

92%

22%

REVENUE COST SAVINGS TIME TO MARKET VALUATION

26x5x4x 6x
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Level 1

Level 2

Level 3

Level 4

Level 5

: Producers

: Connectors

: Architects

: Scientists

: Visionaries
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We have to start by 
defining the word 
“design”.

THE CHALLENGE
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1 DesignCreativity VS.
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1

Design

Creativity
+
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1Problem solving 
and new ideas DesignCreativity
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1OUTCOME DesignCreativity
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1
The visual 
expression of 
those ideas

DesignCreativity
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1 OUTPUTDesignCreativity



@SDGATES

1Every Very fewone DesignCreativity
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1

SEES VALUE SEE VALUE

Every Very few
company companiesDesignCreativity



@SDGATES

OUTCOME OUTPUTDesignCreativity
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MAKE THEM SEE THE VALUE

CREATING  
DEMAND
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You need a plan for 
how you will build 
demand for and show 
the value of design  
as a strategic partner.
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To create 
value you 
will need  
3 things.
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Design 
methodology

You need a data 
informed, human 
centered design 
methodology to get 
consistent results.
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Design 
thinking

DESIGN METHODOLOGY

Design 
sprints
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It creates teamwork, 
empathy and perspective

DESIGN METHODOLOGY

You can’t create value on your own so 
you need a methodology that creates 
teamwork, empathy for the customer 

and perspective to find new ideas.
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It stops opinion battles
DESIGN METHODOLOGY

Your design work has to stop being 
debatable and has to be based in data 
and research with your customers as 

the source of truth.
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It’s empowering
DESIGN METHODOLOGY

Design methodologies empower the 
entire design team to help lead and guide 
the creative process with all your partners.
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Don’t skip steps or just 
use the easy parts of the 

methodology.
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Single 
source of 

truth

An image, document 
or concept that 
aligns everyone on 
the problems to be 
solved.
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You can’t build demand if 
everyone isn’t clear on what 
problems you need to solve.
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Customer 
journey map
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A journey map lets you have 
a real, data informed 

conversation about the 
state of your experience.
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Northstar 
concepts



@SDGATES

A north star lets you see the 
future while working back 

to your current work.
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February 25, 1791
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Completely rethinking 
bank statements to 
create a clear, 
interactive, and holistic 
view of your accounts 
and navigate with only 
your thumb.

CONCEPT
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4:17 PM
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Foundational 
Build the basics

Transitional 
Leverage the foundation

Optimal 
Northstar experience

Create the north star in 3 phases

1 2 3
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Shared 
mindset

Create trust, 
transparency and 
honesty in your team 
so they can do their 
best work.



@SDGATES

Most teams address  
their problems  

retroactively and reactively.
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We need to define the 
mentality for the work we 

are about to do to 
empower the team.
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Define behaviors
I RECOMMEND
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Put our customers at the 
center of everything.
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Invite diverse perspectives 
to the table.
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Put our 
customers at

the center
Invite diverseperspectivesto the table

culture cards
BRING IT TO LIFE
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TELL YOUR STORY

SHOWING  
THE VALUE
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You need to learn  
to constantly tell your 
story and show 
everyone your value.
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To show 
value 
try these  
2 things.
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Design 
reviews

Weekly meetings to 
review work in 
progress with teams 
and leadership for 
feedback and 
alignment.
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Design review is a weekly 
meeting to show work in 

progress, not decks.
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The meeting is to  
show work, fix misalignments 

and remove blockers.
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Each team gets  
15-20 minutes to present and 

get feedback.
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Leadership from every team 
and partner has to attend or 

send a delegate.
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Focus on 
feedback

People more easily 
see the value of 
design when it is 
something they are a 
part of.
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Feedback creates inclusion 
but also creates healthy 

boundaries.
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You will need general 
feedback guidelines
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General guidelines
It’s about getting it right, not being right.

You can focus on needing to be right, or you can focus on how we together find the right answers. Bring 
positive intent to the discussion, and assume it of others. Rarely do you get to be right AND get things done.

Everyone is inherently reasonable. If they appear unreasonable, chances are 
they know something you don’t. 
If someone appears unreasonable, take a moment to ask them what they know that you don’t. And ask 
yourself what you might know that they don’t. Chances are there is a disconnect, and instead of getting 
frustrated, take a moment to be curious and try to find it. 

There’s a million ways to say the same thing, they do not all get the 
same result.
Think before you speak. Everyone is working hard and wants to have a positive impact, so consider how to 
frame your feedback in a way that appreciates the work, is direct, and can be heard.  
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You need to teach people 
how to give feedback
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1. Identify
Identify the issue you think needs to be solved or improved.

2. Understand
Ask questions to understand the team’s thinking, decisions and researching findings instead of 
making statements.

3. Propose
Be specific about the problems you want to solve, knowing you’ll foster more learning by asking well framed 
questions that stimulate thinking, and coach people into exploration and experimentation.

3 steps to give useful feedback
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BUT WAIT THERE’S

ONE MORE 
THING



@SDGATES

Trust is the key to 
everything - remote 

and in person.

DECODE TRUST
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Types 
of trust
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practical emotional



emotional
practical
Practical trust is  

earned by being a 
worker who does 

the basics.



emotional

practical

• foundational

• processes 
  

• tools and 
applications



emotional
practical
People come to 

work to collect a 
paycheck.



practical
emotional
Emotional trust is 
earned when 
people trust that 
you are on their 
side.



practical

emotional

• transformational

• culture

• leadership



practical
emotional
People come to 
work for each other 
and the team.



practical emotional

We invest in 
these skills

but demand 
these results



106% more energy at work 
74% less stress 

50% higher productivity 
76% more engagement 

40% less burnout 
29% more satisfaction with their lives 

13% fewer sick days

HIGH-TRUST TEAMS ARE HIGH PERFORMING TEAMS
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How do you 
start building 

trust?
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Teach people to 
listen, not talk.NEW SKILLS
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Train people to 
practice empathy.NEW SKILLS
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Make people more 
comfortable with 
feedback.NEW SKILLS
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Teach people to 
lead and follow.NEW SKILLS
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Train people to 
have win-win 
interactions.NEW SKILLS



THANKS!
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