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Complete co-creation is

based on equal collaboration
between all relevant internal

and external parties.

PRINCIPLE 1
TOGETHER

Co-creation follows from the premise that organizations, end-users

and other relevant parties need each other to get to the ideal output.

That is because everyone has complementary skills and knowledge.
Only a concerted effort of all directly and indirectly involved

parties leads to completion of the entire puzzle. We call this the
‘puzzle principle’. The rigorous application of this principle results in
productive collaboration between the initiating organization, end-
users, and all involved parties, such as suppliers, sales channels,

experts, and possibly even competitors.
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CASE 10

End-usersin the co-creation team

In order to realize the optimal solution, it is important that the co-creation team exists of
players that will influence the performance of the solution after launch. It seems obvious
that the intended end-users should be among them! Chances that the solution will be of real
value for them will increase dramatically when end-user perspective is leading throughout
the development process.”

This may sound like an open door, but the reality is that project managers often choose to
stay within the comfortable walls of their own organization. This way, everyone's role is
clear up front, and meetings are simply planned in the internal calendar. Such processes are
often referred to as co-creation, because a group of people created something together.
However, since end-users and other relevant parties were not added, this is incomplete
co-creation at best.

Another possibility is that end-users do actively participate, but that some important
groups were left out — with a sub-optimal solution as the result. This regularly happens in
the development of products for children. Often, these are either tailor-made to the kids’
needs and wishes, overlooking the parents’ perspective. Those are the types of products
that children nag about, but parents hate to spend their money on. The opposite happens,
too, resulting in products that parents like to buy, but get neglected by their children.

15.  This case was introduced in the introduction of this book.

ron.

16. During the period that JIP Noord was developed, Amsterdam had so-called “oKC’s”: Parent and Child Centers. In the rest

en

of The Netherlands these centers were referred to as “CJG's” (Centers for Youth and Family). Nowadays, Amsterdam has
mobile “OKT's” (Parent and Child Teams).
17.  Principle 2 (with end-users) deals with where to find and how to motivate end-users to participate in complete

co-creation”
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CASE 1

Other relevant parties in the co-creation team

Failing to add end-users to a development process is a pitfall that should be prevented -
that much is clear. At the same time, other relevant parties should not be overlooked either.
When the initiating organization involves plenty of end-users, but no other relevant parties,
it is not co-creating, but conducting market research.”

Diversity as a formative principle for the co-creation team

In assembling the co-creation team, diversity is an important aspect. Diversity — as in
background, age, lifestyle, experience, expertise etc. — stimulates out-of-the-box thinking.®
Moreover, diversity increases the likelihood that all puzzle pieces necessary for an optimal
solution will be brought to the table. Despite the proven advantages of diversity, the

pitfall to involve only similar people in the co-creation team is big. People tend to feel more
comfortable in a homogenous setting, and this is also less work to organize.

18. Principle 2 (with end-users) discusses conducting market research instead of co-creation.
19. More information about the importance of diversity in innovation can be found here: Phillips, K. (2014). How Diversity
Makes Us Smarter: Being around people who are different from us makes us more creative, more diligent and harder- working.

Scientific American. And here: http://bit.ly/2hoAahr
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Gynzy's teacher community for sharing and discussing ideas

| suggest you ...

Click here to start sharing your idea

Hot Top New Category v Status v My feedback
12 | teach students with significant special needs. | need to be able to create
votes my own boards (e.g. memory, sentence builders, graphs, question
m | teach students with significant special needs. | need to be able to create my own boards (e.g. memory,
sentence builders, graphs, question of the day, etc.) using pictures specific to my required curriculum. | found a
memory board for your own content but it doesn't let you use pictures. Please ider adding activities that

would allow us to use pictures instead of words, letters, numbers, or sentences.

OPEN FOR VOTING 0 comments - Activity ideas - Flag idea as inappropriate...

48 Reading skills and famous people

ot | think more literary material and historical figures would help round things out. My students need a lot of help

[ vote | Withreading skills.

9 comments - Instruction* - Flag idea as inappropriate...

Co-creation as an experiment

Many organizations perceive co-creation as an experiment or temporary project. When the Risks of halting co-creation

intended outcome has been manifested, the collaboration is aborted. Although limited pilot

projects can be necessary to introduce the benefits of co-creation into an organization, it Halting or aborting a co-creation process comes with three risks.

is best to not linger in project thinking. Co-creation only leads to value creation when all

players embrace it as a shared way of thinking and doing, which has no beginning and no 1. Involved players break contact with the initiating organization

end. In other words: complete co-creation is never an experiment, but always a structural Involving end-users and other relevant parties creates expectations. Even if they are
approach of reality. officially outsiders, they feel valued and taken serious because they are part of an

important process. Typically, they will find their own input relevant and will expect action
resulting from it. Based on their invested time and energy, they will expect to stay involved
- or at least receive regular updates. When this does not happen, they may no longer feel
part of the process and may cut the relationship with the initiating organization.

CASE 15

€9 If you go out and say to people you want to involve them and then

you don’t act up on it, you begin to lose credibility very quickly. [...] Ina
community you are asking for people’s time and contribution. What they
expect in return is for things to be better and you therefore have to be able to
prove that what they have said made a difference.”

Rick Jenner, Head of New Product Development Insight, Virgin Media®'

31. From:Ind, N., Fuller, C., Trevail, C. (2012). Brand Together: How Co-Creation Generates Innovation and Re-energizes

Brands. Kogan Page Limited. London
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Principle 2: With end-users.
In complete co-creation,

end-users always play ;:L EVALUATOR

acentral role.

INSPIRATOR

é‘det’ack a

MRS

< O :
NG S [WEEW
N SNES <QU\R-
NG >, O
o=} CONSNY [\
coNSNTNS RS SERERRNERR S SRURONNY TOR\AN
‘:-_\i\\\“‘-sa"-“\ RO RSN S c“g\gxi\a?a“\‘a N R PERNG ¥
LW\
A N\ 3 CRONESNEN
NS =\® S

TOOLKIT

TOOLS FOR END-USER INVOLVEMENT
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CASE 32

Examples of ideas visualized during the brainstorm for Philips Lighting

POINT TO
TAKE OFF

EXTRA LONG CABLE

5. ThePhilips team on this project consisted of: Niek Janssen, Global Product Marketing Manager; Miel Wellens,
Industrial Product Designer; André van Dijk, End-to-End Project Leader at Philips Lighting; Vincent van Montfort,

Mechanical engineer;Johan Ansems, Optical engineer. Stefanie Jansen, TheCoCreators was involved as a moderator,

market researcher, and Co-creator.
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Multidisciplinary opportunity work groups with youth in action: briefing the architect and
co-creating a logo for JiPp Noord

Step 4: launch event

A launch event is an important part of the total marketing campaign around the
introduction of the co-created solution and can yield strong free publicity. At the same time,
itis a perfect moment for all involved parties to celebrate their success and motivate them
to stay involved after launch. Thus, the development of the launch event - of course

in complete co-creation with all relevant parties — deserves a lot of attention.

A launch event can take many shapes. It may be a symposium, a show, or an interactive

experience. When it is not a public event, all directly and indirectly involved internal and
external parties should receive an invitation, including a large group of end-users.
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CASE 36

6. What are the co-creative elements of phase 5, following up?

The end-user focus may vanish after implementation of the co-created solution. Busy
with practical tasks and not used to ongoing end-user involvement, organizations may
forget to keep pulling them into an active role. To continuously feed target group gutfeel
and optimally shift with the market tendencies, it is important to keep end-users actively
involved in this phase.

To fuel customer connection, organizations may use various instruments, including
tracking research, social media analysis, online communities and fan clubs, an ambassadors
club, and an advisory council.?” These are not co-creative per se, but they all help prove the
long-term success of solutions that are developed in co-creation, and thus are necessary
for co-creation to be successfully instilled in an organization.

Co-creative organizations periodically conduct meta-analyses on all monitoring
instruments, and share their understandings with relevant internal and external parties.
Such update-meetings tend to give rise to the identification of new challenges and new
co-creation trajectories.

26. Principle 2 (with end-users) deals with MVP's and beta-testing.

27. Principle 2 (with end-users) deals with customer connection, tracking research, and advisory councils.
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The main distinction between a Co-creator and other project managers is their view of
development processes. The Co-creator is more than others convinced of the importance
of actively involving end-users and other relevant parties, and ideally has first-hand
experience working this way.

Co-creator as a regular organizational function

Given the increasing importance of collaboration and co-creation, we expect that
Co-creator will be a normal organizational function in the near future. To illustrate,
publisher Blink now has a team of internal Co-creators that are responsible for facilitating
the continuous co-creation between publisher and partner schools.

Some authors of case studies refer to all participants in a co-creation process as ‘co-
creators’. We prefer reserving this title for the process manager, because the success or
failure of the co-creation endeavor is directly linked to this person. Other participants may
have important input, but usually participate next to other activities, and although they may
feel honored to part-take in the co-creation process, they don’t necessarily feel responsible
for its outcome. The Co-creator is the one keeping them involved and motivated, probing
them for their input on a regular basis, summarizing it and translating it to the next step’s
vantage point.

The Co-creator’s role is different in every phase of the co-creation trajectory. The stage of
concept development calls for a combination of analytic and creative capacity, whereas the
stage of optimization and implementation needs a Co-creator with skills in the realms of
management, networking, planning, and co-ordination. There are exceptional people who
have it all. Most of us, however, are either analytically or practically oriented.

Since complete co-creation ultimately needs to lead to implementation, it is important to
screen candidates on their practical skills. When having to choose between an analytical,
creative or practical type, go for the latter and realize plenty of analytical-conceptual
and creative support. A result-driven, ‘get-it-done’ type is likely to be a more effective
Co-creator than an enthusiastic concept developer, who may lose interest in the
implementation phase or may get in trouble due to practical mismanagement.

The table below shows the ‘need to have’ and ‘nice to have’ characteristics of a Co-creator.
The ‘need to haves’ are the minimal requirements to fulfill this function. The ‘nice to haves’
are necessary in complete co-creation, but can be added by colleagues or external experts
such as a market researcher, innovation specialist, communication expert or (web)-designer.
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Co-creator competencies

NEED TO HAVE

*

practical orientation

* strong social antenna

*

political sensitivity

* stress resistance and flexibility

*

networking skills

(project) management skills

*

able to lead and motivate multidisciplinary
groups
basic research knowledge (to purchase and

interpret market research)

*

basic knowledge of concept development (to
brief external experts)
* basic marketing and communication

knowledge (to brief external experts)

*

knowledge of the possibilities for conducting
online and offline creative processes

* modest personality: takes pride in
facilitating others to shine; does not have to

be the focus point of attention

NICE TO HAVE

* analytical capacity

* strategic insight

*

research skills (capable of independently
designing, conducting, and reporting

qualitative and quantitative market research)

*

knowledge of and experience with designing,
conducting, and analyzing customer insight

trajectories

*

knowledge of and experience with creating
online and offline user platforms

* experience with end-user recruitment

*

knowledge of and experience with creative
techniques and concept development
* knowledge of and experience with the
development and implementation of marketing
tools

* experience with recruitment of new personnel

When the initial Co-creator does not implement the solution

Ideally, the Co-creator is responsible for the process from the first exploratory research up
and including the implementation and monitoring of the solution. However, in reality the
first three phases are often conducted by an internal or external concept developer, who
delivers a concept and then leaves the process. At that point, responsibility for optimization,
implementation, and monitoring of the solution is either shared by a self-managing team?
or assigned to someone else — possibly a busy manager who was not involved in the prior
development process. Both options carry a risk of stagnation due to a lack of focus and
ownership.

3. Moreinformation about self-guiding teams can be found here: Vermeer A., Wenting, B. (2014). Zelfsturende teams in de

praktijk. Reed Business BV. And here: http://www.scrumguides.org/scrum-guide.html.
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that their input fundamentally differs from the input of other parties, including target
group experts. This is because end-users themselves are the only experts with respect to
their experience of the organization and its offer. They can provide unique insight about this
experience, which - especially in combination with the other parties’ expertise — will inspire
the group to deliver out-of-the-box ideas with ultimate end-user relevance.?

The best way to tackle the creativity barrier is to have stakeholders and key players work
directly with end-users. It is best to start with a brainstorm session in which end-users
participate in addition to the usual participants. Make sure the moderator is experienced
and comfortable leading an eclectic group of people. Then, sit back and have reality convince
the skeptics. They will learn first-hand that truly opening up for end-user input, means
receiving essential inspiration!

Projects in which I share the table with consumers and make sketches of their
reactions and ideas on the spot give me a lot of energy and inspiration. These
processes can seem chaotic, but it is exactly that uncontained energy that leads to
wonderful and out-of-the-box ideas. Often better and more inspiring than the rigid
briefings and processes I get from large corporations.”

Fear of the unknown

An overwhelming amount of research literature shows that humans are creatures of habit,
afraid of breaking with existing patterns and habits.3° The deeply ingrained needs for
predictability and control cause us to hold on to that which is known, even when it no longer
serves us. Committing to complete co-creation may involve letting go of traditions that
have led to satisfactory results for decades. That may evoke fear, which can be intensified
by alack of experience with complete co-creation and not knowing any success stories.

When I applied for the function of marketing manager with an educational
publisher, | asked them whether they had ever discussed with children how they learn
best. The interview committee looked at me as if | had just insulted their mother. ‘No,
we aren’t used to working that way,’ they said. | was not surprised | didn't get the job.”

The best remedy against fear of the unknown is sharing best practices and organizing co-
creation experiments, allowing people to get used to it in a safe setting.
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Fear of losing control

The initiating organization will only be able to allow complete co-creation to unfold when
it can let go of control over the process. After all, equal collaboration as an important
characteristic of complete co-creation can only unfold when there is no dominant party.
Letting go of control can be a no-go, especially for traditional organizations. They may
experience this as the exchange of overview and (supposed) insight for a blind trustin an
unpredictable process with an uncertain outcome.

As aremedy against this fear, the Co-creator can try to position the co-creation trajectory
as a semi-independent start-up, a strategy that has been described before. It may be
easier for stakeholder to lean back and witness an experiment taking place outside of the
organization and its rules and habits. If this is not an option, the Co-creator may choose to
settle with the ‘voice-of-customer model’ as a semi-co-creative approach, whilst trying to
prepare the organization for complete co-creation.®

The voice-of-customer-model

Organizations battling the fear to lose control may opt for the ‘voice-of-customer model’,
sometimes labeling it co-creation. They do involve end-users and other relevant parties
in the development process, but keep full control over the process and its outcome. Thus,
end-users and other parties are not equal co-developers, but function as inspirers and
evaluators. Organizations reqularly use a similar approach as a marketing tool, since
brands ‘for and by people’ tend to get positive free publicity. However, despite a potential
positive marketing effect on the short term, this approach seldom leads to the long-term,
sustainable success that tends to follow from a process of complete co-creation.

When the Co-creator recognizes that stakeholders do not fully embrace co-creation, but
are leaning towards the voice-of-customer-model, he can either try pitching complete
co-creation as the way to go, or settle with their preference. If he chooses the latter
approach, it is important for him to make explicit that this is not complete co-creation.
That prevents drawing conclusions about the efficiency and effectiveness of co-creation
when in reality, only the voice-of-customer-model has been used. Moreover, the clarity
about the process will generate support among the involved parties. If they expected to be
part of a complete co-creation process, the voice-of-customer-model may have a negative
effect on their motivation. After all, they have only been brain picked. When they know this
beforehand, they can make an informed decision whether or not to participate.

29. Principle 2 (with end-users) deals with the topic of end-users in creative settings.
30. Moreinformation about human beings as creatures of habit can be found here: Earls, M. (2007). Herd - How to change
Mass Behaviour by harnessing our true Nature. Hoboken: John Wiley & Sons.

31. Principle 1(together) discusses getting an organization ready for complete co-creation
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Complete co-creation results
in value creation for end-users,

the involved organizations,

and the planet.

PRINCIPLE 7
VALUE-DRIVEN

Today’s organizations are under pressure. Establishing and
maintaining end-user loyalty is getting more and more difficult,
finding and keeping good personnel is getting tougher, and the

call for accountability is rapidly getting more urgent." In this light,

it is not surprising that a growing number of organizations embrace
co-creation as an organizational principle. These co-creative
organizations take transparent, productive collaboration with end-
users, employees, and other relevant parties as their starting point for
decision making.? Inspired by the wish to add to a sustainable society
on this planet we share, they always aim to realize value at the end-

user level, the organizational level, and the global level.
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CASE 61 CASE 62

10. Theanalysis of Kandoo in this chapter is based on desk research combined with our personal understanding. As we were

not able to get a hold of the person within Procter & Gamble responsible for Kandoo, this analysis has not been verified with 1.  The abbreviation SIRE stands for: Stichting Ideéle Reclame, the Dutch Foundation of Idealistic Advertising.

Procter & Gamble. Thus, it serves a purely illustrative purpose. 12. Watch the movie here: https://www.youtube.com/watch?v=HYquE_e-eoY .
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“Every single product, organization, service,
experience and process is finally becoming subject
to co-development with all its beneficiaries.
This book offers you a clear route to move from
developing for your customers to developing
with your customers.”

Olaf Hermans, Al strategist at SiR-Intel USA

“One of those books you cannot ignore. Insightful,
to the point and actionable. A book for leaders,
innovators, thought provokers and everyone who
wants to take co-creation to the next level.”
Stijn Verkuilen, Innovation Manager at Heijmans

“I strongly believe | will be, in many ways, a
better and more insightful designer through
my exposure to and practice of
complete co-creation!”

Pierre-Yves Panis, Chief Design Officer, Philips Lighting

ISBN 978-90-6369-473-9
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890631694

Three shifts are shaking our society:
from dominating to collaborating,
from sending to interacting, and
from closed to open. Organizations
are increasingly forced to
collaborate with both internal and
external parties, including their
end-users. When such collaboration
is aimed at creating something new
- aproduct, service, experience or
marketing tool — we refer to it as co-
creation.

We are convinced that thinking and
working in co-creation will create
sustainable value for organizations,
end-users, and ultimately the world.
For any challenge to be solved, the
following is true: only involving

all relevant parties will lead to
completion of the entire puzzle. For
those wanting to apply this truth
to their everyday work, this book
provides a practical framework.

The book empowers readers with
the required tools and knowledge to
engage in ‘complete co-creation’, a
form of co-creation in which end-
users always play a central role.
Following seven basic principles, the
book answers 32 practical questions,
including: ‘What is complete co-
creation and what is it not?’ ‘When

is complete co-creation suitable?’
‘Which parties to involve in complete
co-creation?’ And: ‘How to promote
support for complete co-creation?




