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THE USE OF THE “DESIGN-THINKING” AND “SEVEN HATS” METHODS
AT THE PROJECT INITIATION AND PLANNING STAGE

Annotation. The article is devoted to the comparison of tools for analyzing innovative ideas, such as “design thinking” and the
modified “seven hats” method. Both methods are actively used in project management at the initiation and planning stages. The
technology of generation, analysis and selection of creative ideas of projects based on the combination of these two approaches
when working in a team is considered. The article is a continuation of the authors' research in the field of creative thinking prob-
lems, both in the field of education, and in the field of professional project and program management. The results can be used to
develop a theoretical framework for project management at the stage of generating ideas and initiating projects.

The logic of the process approach of the design-thinking method echoes the logic of using the modified seven hats method.
Therefore, the authors propose to use in the work of project teams at the stage of project initiation a modified “seven hats” method
together with the “design-thinking” method. At the stage of consideration of the project idea, it is proposed to approach the devel-
opment of the idea step by step, since this is required by the “design-thinking” method, and at each stage all team members wear the
same “hats”. The paper presents the methodology obtained by directly transferring the methods and tools proposed for the “seven
hats” method in the logic of their consistent use in conjunction with the “design thinking” technique. A table has been developed for
the correspondence of the stages of creating a project idea using the “design thinking” and “seven hats” approaches, for example,
the “green hat” is assigned to the “generating ideas” stage, and the “blue”, “white” and “black” hats to the “prototype testing”
phase. Developing the ideas of Edward de Bono, it becomes possible not only to effectively generate ideas at the stage of project
initiation, but also to develop prototypes that have the value the customer needs. Namely, this is the result of a successful project

activity.

Keywords: project management; creative techniques; design thinking, the “seven hats” method, project team; idea

Introduction

Currently, an approach that in the Russian-
speaking environment is known as “flexible project
management technologies” has become increasingly
common. The most prominent and well-known rep-
resentatives of flexible methodologies are Agile-
approach [1] and Scrum methodology [2]. In fact,
the agile family successfully combines many other
approaches that complement each other at different
stages of the project. The most complete representa-
tion of this “interaction” was created by K. Webb
[3]. This model clearly demonstrates how such ap-
proaches as “Design thinking” [4], “Human centered
design” [5], “Product development” [6], “Lean Ap-
proach” [7], “Dynamic System Development Meth-
od” (DSDM) [8] and even, at some points, “Water-
fall Approach” with reference to the PRINCE2
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standard [9]. On the other hand, it is possible that those
methods that have previously demonstrated their effi-
ciency [10], in particular, the well-known method of
“Six hats” [11], are undeservedly forgotten.

The purpose of the study

To improve existing methods of teamwork at
the project initiation stage by combining the most
well-know nones. To compare the approaches to the
organization of work at the project initial stages. The
“Six Hats” method and its modification, the “Seven
Hats” method [12] and the “Design-Thinking”
methodology are considered as the studied methods.
To propose the sharing of these
two methods to improve the efficiency of the project
teams. The results can be used to develop a theoreti-
cal framework for project management at the stage
of generating ideas and initiating a project.

The history of the “design thinking” tech-
nique

In [13], the author defined the design as «the
process of transforming existing conditions into de-
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sirable ones». And he proposed 7 stages for such a
process [14]:

1. Problem identification;

2. Research;

3. Formation of ideas;

4. Prototyping;

5. Choosing the best solution;

6. Implementation of the solution;

7. Evaluation of the results.

In the future, this work had a great influence on
the emergence of the approach, which was called
“Design Thinking”. The most prominent representa-
tive of the methodology was the British Design
School [15], interpreting Design Thinking as a crea-
tive search technology for developing products and
services, distinguishing the following groups of con-
sumers of this approach:

— Designers

— Product Managers

— Business analysts and consultants

— Teams using flexible methodologies such as
Agile / Scrum

— Professionals interested in developing person-
al skills and organizing creative processes in a team.

Today, of course, “Design Thinking” is one of
the global trends in the development of creative
techniques, and, moreover, the global trend in edu-
cation. According to one of the experts in “design
thinking” K. Kavanaugh, “... Design thinking is a
multidisciplinary approach to solving problems us-
ing prototypes in the early modeling process ...”.
The prototype refers to products from various scrap
materials that help visualize the participants’ pro-
posals [16].

The technique offered by the Stanford Design
School contains five stages [17 — 19]:

1. Empathy — maximum immersion in the
problem area. The central object of research is the
person (user), his physical and emotional needs, be-
havior and thoughts. A user is interrogated, listened
and watched.

2. Focusing — analysis, systematization and in-
terpretation of the collected information. Everything
heard and seen is transformed into a specific, signif-
icant, measurable and realizable task.

3. Generation of ideas — ideas aimed at solving
the problem are generated. The main tool of this step
is brainstorming. This is one of the most intensive
and complex processes for the project team.

4. Prototyping — the most suitable ideas are se-
lected, models (prototypes) are created for testing.
Prototypes can be a variety of tools and materials: a
drawing, a model made from scrap materials (card-
board, tape, a construction made of Lego elements,
plasticine), furniture elements, a role-playing game

or a script. The main task is to try the idea, get the
initial user experience. As a rule, in the process of
creating prototypes, new ideas are generated or old
ones are improved.

5. Testing — receiving from user’s information
about prototypes already created, checking their per-
formance
and validity. This stage can be called the stage of
“trial and error”.

As noted in [18], it is important to understand
that the “design-thinking” algorithm is iterative; an
idea is put forward, tested, the result is processed,
and the experience is used to find an even better so-
lution (Fig. 1).

It should be noted that this practice belongs to
the category of “children's practices”, which have
repeatedly proved their working efficiency with an
adult audience. For example, the concept of “serious
games” [20], used to simulate solutions to specific
business problems, or use of the popular Lego de-
signer [21] during the initiation and planning stages
of IT projects [22].

The history of the “Six hats” method

As noted in [23], among other theories of crea-
tivity, the method of the specialist in lateral thinking,
Edward de Bono [24], is distinguished by youth and
a certain universality. The essence of the method is
described in [11] and is a technique for organizing
thinking using six hats. The color of the hat deter-
mines its name:

White hat. The white color is impartial and ob-
jective. The white hat deals with thoughts mixed in
numbers and facts.

Red hat. The red color symbolizes anger, rage
and internal stress.

Black hat. The black color is gloomy, sinister.
Black hat covers all the extreme, the negative — that
can disrupt the project.

Green hat. The green color is the color of fresh
foliage, abundance and fertility. The green hat sym-
bolizes creativity, the flowering of new ideas and the
normal flow of project activities.

Yellow hat. The yellow is sunny, life-affirming.
The yellow hat is full of optimism, hope and positive
thinking lives in it.

Blue hat. The blue color is cold, it is the color
of the sky. The blue hat is associated with the organ-
ization and management of the thought process, as
well as with the use of hats of the other colors.

In the process of working with various groups,
the authors identified the need for introducing an-
other hat, the orange one, into the basic model [25]:

Orange hat. The orange color is a combination
of a sunny and life-affirming yellow color with an
emotional red one. The orange hat fills the sense of
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purpose and awareness of the value of activities for
people around.

By analogy, the image of a new «hat» was pro-
posed as the image of a classic orange construction
helmet — a symbol of readiness to create something
new and useful.

The following sequence of application of this
already modernized set of “hats” was also proposed
in group work (Table 1).

The combined use of the “seven hats” and
“design thinking” methods

I
EMPATHY

The logic of the process approach in “design
thinking” is connected with the logic of using the
modified “Seven hats” method and tested in the edu-
cational process practice [27; 28]. The authors [12]
propose to use the modified method of “Seven hats”
in the project team work at early project stages. In-
stead of applying at the consideration stage the pro-
ject idea of different roles in the project team, it is
proposed to approach the development of the idea
step by step and at each stage all team members
wear the same “hats” (Table 2).

IV
PROTOTYPE

We create models
for testing the
solutions found.

Fig.1. Iterations are the key to high-quality development of the final product

Table 1. The correspondence table of work methods and tools when generating project ideas
within a specific enterprise using the “Seven Hats” method

Groun work Type of “hat” in the
P advanced “Seven Group work tools Group work result
order "
Hats” method
SWOT analvsis of the “startin Description of the strengths and external
1 White }:)si tion” & capabilities of the performing organiza-
P tion / business development object, etc.
2 Red Mind map Map of business interests, personal pref-
erences, etc. group members
3 Yellow Stakeholder analysis Map of potential stakeholders’ interests
. . . The identified initiatives are «candidates»
b | ooty | o e | for e ot St prjct e
9 Onzs u,sin ‘.‘wei his”. otc for implementation (in case of deciding to
» USINg “Welghts -, ete. implement only one project)
5 Green Brainstorming The project decomposmon on the main
intermediate results
6 Black SWOT analysis Description of weaknesses _and threats for
the selected project
Discussion; group discussion; | Selection of further tools and methods for
7 Blue analysis of work methods creating a plan for a specific project /
adopted as standard onesina | formation of a “Roadmap” of organiza-
particular organization. tion development projects.
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Table 2. The correspondence table of work methods and tools when generating project ideas for subse-
quent implementation within a specific enterprise using the “Design thinking” approach

Stage of the “design

Group process” by G. Si- Group work tools Group work result
work order
mon
. « Description of the strengths and exter-
Problem identifica- S.W o1 ?n.aly,s,ls Ofthe. start- |l capabilities of the performing or-
1 . ing position”; formation of o .
tion o , . ganization / business development ob-
users’ stories .
ject, etc.
Surveys; focus groups; mind Map of business interests, personal
2 Research MaDs preferences, etc. group members, po-
P tential external stakeholders etc.
3 Formation of ideas Stakeholders analysis; mind | Map of potential stakeholders’ inter-
map ests
The identified initiatives are «candi-
dates» for future projects. Selected pro-
. Discussion; evaluation tech- | ject idea for implementation (in the
Choosing the best : . S - i .
4 . niques, incl. multi-criteria | case of deciding on the implementation
solution L > .
ones using “weights” etc.; | of only one project).Formed require-
ments for the “minimum value prod-
uct”
Brainstorming; Creative
work methods (using d“n‘fer- Project decomposition on the main
ent materials); Use of “self- | . . . .
. " e L, intermediate results and integration of
> Prototyping created” and “typical” (ac- the achieved results into the product
cessible from the external rototvoe P
environment “elements” of P yp
the prototype being created)
User engagement;
6 Implementat_lon of _ Opservatlon; Getting user feedback
the solution Interviewing and survey us-
ers
Discussion; Group discus- Description of weaknesses and threats
sion; SWOT analysis; Analy- | for the selected project, Selection of
7 Evaluation of the | sis of work methods adopted | further tools and methods for creating

results

as standard in a particular
organization;
“Retrospective”

a plan for a specific project / formation
of a “Roadmap” of organization devel-
opment projects
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This table was obtained by directly transferring
the methods and tools proposed earlier for the “Sev-
en hats” method in the logic of their consistent use.
As can be seen from the comparison of Table 1 and
Table 2, the main differences arise at stage 6, where
it is supposed to directly test the viability of the idea
by introducing (pilot operation) the created proto-
type (“minimum value product”). The methods and
tools corresponding to stage 6 of the work, in this
case, pass to the seventh final stage (Tab. 3).

Table 3. The correspondence table of project idea
generation process stages using the “Design think-
ing” and “Seven hats” approaches

Group | Stage ofthe | Type of the “hat” in the
work “design advanced “Seven hats”
order process” method

1 Empathy “Yellow” u “Red” hats

2 Focusing | “White” u “Orange” hats

Generation « »
3 of ideas Green” hat
4 Prototyping | “Green” and “Blue” hats
. “Blue”, “White” and
5 Testing “Black” hats
Conclusions

The proposed mutual use and application of the
project team work methods in its initial stages is
quite promising. And, if the input logic of each par-
ticipant is maximized in the process logic of the
“Seven Hats” method, then the design-thinking logic
has its own advantage — the stage of prototype crea-
tion and testing. The combination of these two ap-
proaches creates conditions for further enrichment of
the methods and tools of project work.

By applying and developing the ideas of Ed-
ward de Bono, it becomes possible not only to effec-
tively generate ideas at the project initiation stage,
but also to develop prototypes that have the value
the customer needs. Namely, this is not only the goal
of such an approach as “design thinking”, but also
the result of a successful project activity. On the
other hand, the involvement of project participants
in the process of generating ideas can be the link that
will allow building a reliable communication plat-
form for the early stages of the project for high-
quality work not only for Ukrainian but also for in-
ternational project teams [29].
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HCHOJb30BAHUE METOIOB «IM3AMHEPCKOI'O MBIIIJIEHUS» U «CEMb IILISII»
HA 3TAIIE MTHUIIMNPOBAHUA U INIAHUPOBAHUSA ITIPOEKTA

Annomauyus. Cmamesi nocésujeHa CPAGHEHUI0 UHCMPYMEHMOS AHAIU3A UHHOBAYUOHHLIX UOEl, MAKUX KAK «OU3aiH-
MbluiieHuey u memoo «cemv wiany. 0b6a memooa NpUMEHSIOMCs 6 YNPAGIeHUU NPOEKMamy HA Cmaouu UHUYUAyuu npoexkma.
Paccmompenvt mexnonozuu 2enepayuu, aHaiu3a U 8blo0pa KPeamueHvlX UOeil Ha OCHOGe COBMEWeHUsl IMUX nooxo008 ¢ pabome
komano. Cmamusi s1615emcsi NPOOOINCEHUEM UCCAEO08ANHUL A8MOPO8 6 0OIACHU KPeamusHo20 mblulieHus. Pesynomamom pabomor
ABNIAEMCA MEMOOUKA COBMECTNHOZ0 UCHOTb308AHUSL MEMOOUKU « OUZAUH-MbIULTIEHUS) U MOOupuyuposanno2o memoda O.bono &
obnacmu npogheccuonHanvhozo ynpagienus Npoekmamu, Kaxk 6 cgepe obpasoeanus max u 6 cgepe 6usmneca. Coemecmuoe
UCNONB308aHUE O8YX PACCMOMPEHHBIX MEMO008 NO360IUM He MONLKO NOBbICUMb IPDEKMUSHOCMb pabombl NPOEKMHbIX KOMAHO,
KAuecmeeHHO 2eHepuposams udeu Ha Ccmaouu UHUYUAYUU HPOEeKmMos, HO U paspabameléambs HPOMOmMunsi, 00aadawue
Heo0X00UMOll 3aKA3YUKY YEHHOCMBIO. A UMEHHO SMO AGNAEMC A Pe3VAbIMAMOM YCHEeUHOU NPOEKMHOU 0esimenbHOCIU.

Kniouesvle cnosa: ynpasienue npoexmamu; KpeamugHvle MeXHUKU, Ousaun-moiuiienue; memoo «Cemb wiisiny, KOMaHod
npoexma, uoes
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