Supplementary Data - Appendix C: Illustrative quotes
This table includes the main themes identified in the literature, together with expert designers’ illustrative quotes that inform the codes, sub-themes and themes. The sub-themes summarise descriptive, data-grounded patterns identified during analysis, prior to their interpretive translation into practice-oriented sub-themes and themes (managerial propositions). 
	Themes from the literature review
	Illustrative quotes from expert designers about concerns (quotes informing the codes)
	Common concerns raised in financial organisations by expert designers
	Illustrative quotes from expert designers about managerial propositions to address the concerns (quotes informing the codes)
	Sub-themes 
	Practice-oriented sub-themes
	Managerial propositions for developing HCD capabilities in financial organisations
(themes)

	Contextual Perspective
	“The teams were doing very good, high-impact work and the changes were noticeable, but without a support structure everything collapsed after a few months. There was no institutional memory. The wheel was constantly being reinvented.” (Expert Designer 1)

“We are constantly engaged in the work of evangelising so that the value of HCD is understood. That takes time away from what really matters: designing and improving the user experience. Many times, we are told: ‘we’ve already done a Design Thinking course, that’s enough’, but no investment is made in structures, processes or resources that would allow these capabilities to be consolidated within the organisation.” (Expert Designer 2)

“We have carried out many training programmes, even with very good external experts, but afterwards everything returned to the way it was before. The culture did not change because there was no organisational transformation. People leave workshops motivated, but the very next day they encounter the same barriers.” (Expert Designer 8)

“Many times, we are told that they have already taken a Design Thinking course and that it is sufficient. But the reality is that this kind of one-off training changes nothing if it is not accompanied by initiatives that enable what has been learnt to be applied, the impact measured, and the capability further developed. They keep the pretty picture from the workshop, but without touching the systems, processes or incentives that make it possible for HCD to have an impact.” (Expert Designer 9)

“Even if the experts within the financial organisation understand the value of HCD, if there are no structures to back up that work afterwards, it becomes a constant struggle for designers and eventually wears them out. You can run training workshops, pilot projects, even achieve good results, but if the organisation does not change, everything dissipates. A different organisational foundation is needed for design to be sustained over time.” (Expert Designer 9)

“We started off with support, but when there is no stable budget or follow-up, everything falls apart. The team changes, focus is lost, and what was learnt fades away. We need structures that sustain what has been learnt over time.” (Expert Designer 11)
	In financial organisations, failed attempts to develop HCD capability often stemmed from a narrow focus on training, neglecting broader organisational change.
	“Beyond knowing how to use HCD tools, we have realised that we need spaces in our organisational structure in which to share experiences, reflect on practice and support each other as peers. What really enables someone to grow as a designer is having a legitimate place for practice.” (Expert Designer 5)

“In our organisation we carried out intensive HCD courses, but afterwards everything remained the same. The team returned to its previous dynamics. Nothing changed until the role of internal design ambassadors was established in each area and they were given authority and decision-making power. Enthusiasm alone is not enough if the structure does not change.” (Expert Designer 9)

“I realised that we needed much more than occasional training workshops. Without continuous support, the impact of learning quickly faded. It is not enough to teach an HCD method or tool; it is necessary to build a community, to create safe spaces within the organisational structure to share experiences, reflect on practice and strengthen the role of those driving change. Only in this way can HCD knowledge be transferred in a real and sustainable manner within the organisation.” (Expert Designer 10)


	Absence of organisational support structures

Absence of legitimised HCD roles and responsibilities

Over-reliance on training without structural management support
	Restructure the organisation and establish scaffolding mechanisms throughout the organisational hierarchy.

Ensure support from top management that links HCD to strategic business indicators beyond immediate conversion.


	Proposition 1: developing HCD capability requires support systems beyond training initiatives.

	
	“We used to work for the rest as if we were a consultancy, not directly involved in the day-to-day of the projects. That meant we were perceived only as visual support, the ones who ‘make the screens’. Even though we participated from the early stages of product development, I felt that our voice did not carry the same weight as that of other areas.” (Expert Designer 2)

“There are still many people in financial institutions who think that design is just about drawing screens. We constantly have to explain that design also structures processes, helps to think about the user, and does not simply beautify. It is crucial that design is understood as a way of thinking that adds value to decision-making, not merely as a visual resource.” (Expert Designer 5)

“In my experience, in many financial organisations, design is viewed as a discipline that helps to fix things or to execute a solution. For me, however, it is about how we influence culture, how ways of working are transformed, and how decisions are made. If we cannot bring design to that level, it will be very difficult to generate real transformations.” (Expert Designer 5)

“Design is often seen as something aesthetic, a one-off stage of the project. There is a great deal of confusion about what it actually entails. If we do not do the work of explaining its strategic value, we continue to be seen as ‘the post-it people’. That greatly limits what we can achieve.” (Expert Designer 7)

“When we try to talk about strategy or experience, we are told that those are more ‘business matters’.” (Expert Designer 9)
	In financial organisations, HCD capability development is constrained by limited cultural legitimacy.
	“In a project where HCD was involved in a legitimate way, the most striking thing was seeing how the dynamics between teams changed. They began to share more, make decisions together, and listen to one another. It was not only an improvement in the outcome, it was a transformation in the working culture.” (Expert Designer 3)

“It is not enough to have HCD methodologies or processes if we do not transform the way teams relate, listen, or understand the user. Design has an enabling role: it can open up new spaces for conversation and collaboration that did not exist before. That is deeply cultural […] Design helps us to make tensions visible, to work in a different, more horizontal way. It is an entry point for changing much more structural aspects within the organisation, not just processes or products.” (Expert Designer 5)

“When design truly enters a bank, the first thing that changes is not the product, but the way in which people from different departments relate to one another […] suddenly you see meetings where people listen more, hierarchies fade, and everyone understands that the client is at the centre. For me, that is the greatest achievement: not only changing what we do, but how we do it.” (Expert Designer 6)

“When we managed to involve HCD in the organisation’s internal dynamics, it was not only the customer experience that improved. What changed was the way teams collaborated with one another. They listened more, there was less friction, and a stronger shared focus. Design acted as a catalyst for a new way of relating internally.” (Expert Designer 11)
	Lack of safe spaces for reflection, learning, and peer exchange.

Limited cultural legitimacy of HCD within everyday organisational practices

Weak integration of HCD into collaborative and relational dynamics
	Create committees, or formal coordination structures that support HCD practices to ensure coherence, continuity, and strategic visibility.

Establish dedicated governance structures for HCD and formalise interdepartmental co-creation spaces.

	Proposition 2: financial organisations can use rituals to conceive HCD as a cultural lever.


	
	“Every time you design something it has to go through five or six different departments – legal, compliance, technology, and so on. Unfortunately, in some projects we still work in a waterfall model, which means that by the time something is implemented the design is already outdated.” (Expert Designer 2)

“In the financial sector, which is heavily regulated, many disruptive design contributions cannot be made because the regulator does not allow them. And internally, banking operates very much in silos. Design becomes just another silo and remains isolated, even if people verbally acknowledge the importance of including it.” (Expert Designer 4)

“This is a sector heavily conditioned by each company’s trajectory, especially when it has been operating for many years. Breaking away from established dynamics proves difficult. There are countless opportunities if more attention were paid to the new needs of customers and to the external context. Yet many of these opportunities are lost because the focus remains on internal processes that have been in place for decades, without looking at the financial business environment that is constantly changing.” (Expert Designer 6)

“What has blocked us the most is the internal culture. There is a very traditional way of doing things in this sector, highly resistant to anything new. Even if you achieve good results thanks to HCD practice, if you do not fit into that logic, it is as if the change did not exist […] our practices collapse against the weight of legacy structures and logics that privilege control over experimentation.” (Expert Designer 6)

“In traditional sectors like banking there are already established processes, hierarchies, and egos. Senior managers often come from financial backgrounds, and because of their past success, they feel entitled to have the final word on UX, even if they lack any real design knowledge. In practice, this means design is treated as an isolated step, rather than a strategic tool. Decisions usually come from the top, and our role is more about execution than strategy. Without design leaders included in strategic decision-making, design remains tactical and loses its potential to create long-term impact.” (Expert Designer 7)

“In such a highly defined field as finance, the upper levels of hierarchy still carry a lot of weight. This means that management and decision-making are heavily influenced by laws, markets, and external agents. Even though design is increasingly taken into account, it does not really permeate the strategy.” (Expert Designer 10)

“The final decision is still very corporate and very legislative. The financial world is highly regulated, so one way to integrate design is to adapt to those constraints from the outset. If everything is already decided and design only comes in to make the product look nice, it has very little power to move the project forward.” (Expert Designer 11)

“This sector is hyper-regulated. This has a huge influence on how much you can actually innovate trough HCD. Very often, the priority is compliance with regulation and the short term, and design loses its strategic strength.” (Expert Designer 11)
	Financial organisations miss opportunities to develop HCD capability from their business environment because of internal and external inertia.
	[bookmark: _heading=h.k2bui72inhn0]“Breaking out of our bubble was key. We collaborated with a design-oriented tech start-up and that forced us to think differently. We had to change processes, language, and timing. At first it was uncomfortable, but it helped us to rethink how we functioned internally […] The internal culture matters, but without a supportive ecosystem, change is much harder. External alliances and networks give legitimacy and momentum to HCD” (Expert Designer 2).

“What really opened our minds was starting to see how companies outside the financial sector were working. That was when we understood how much we had to learn. We began to participate in events, to open ourselves to external collaborations, and that completely changed the way we thought about design.” (Expert Designer 3)

“In one of the most successful projects we worked on, a network was created with start-ups and universities that made it possible to bring in new perspectives and methodologies. That outward openness completely changed the way the team viewed its own work. We began to step out of autopilot and to ask ourselves how we could adapt to what was happening beyond our bubble.” (Expert Designer 4)

“What has truly made the difference is that we have had very strong design leaders who not only trained the team and evangelised internally, but also promoted connections with the external ecosystem. They began to observe what other industries were doing that could serve as a reference, to bring in designers from those industries who, in turn, introduced new HCD practices and adapted them to the financial context. I believe that openness to the external environment transformed the team’s mindset and laid the foundations for developing a genuine organisational vision conducive to HCD.” (Expert Designer 5)
	Organisational isolation from external HCD innovation ecosystems

Path dependency and inertia shaped by internal and regulatory logics


	Find good business ecosystem top increase the possibility to develop HCD readiness.

	Proposition 3: attention to a favourable business ecosystem enhances the development of HCD readiness.

	Longitudinal Perspective
	“Every time we started a project, it felt like we were beginning from scratch. There were no mechanisms for one team’s learning to feed into the others.” (Expert Designer 1)

“Efforts are usually isolated and driven by a small group that already believes in the value of HCD. But if the organisational culture doesn’t support it, and there’s no shared long-term vision, initiatives like trainings or pilot projects can’t take root. Without that backing, many people end up seeing HCD as a passing trend or a one-off initiative, rather than a core organizational capability.” (Expert Designer 3)

“Many times, we repeated mistakes because we didn’t share what we had learned. There were no feedback sessions, no moments to take stock. Everything stayed at the level of individual experience.” (Expert Designer 6)

“We did many positive things, but afterwards there was no space to share what we had learned. The knowledge stayed with the participating team and didn’t scale.” (Expert Designer 8)

“We implemented many things, but we never went back to them. We didn’t know if they were really making a difference. If you don’t measure or reflect, the learning gets lost.” (Expert Designer 8)
 
“In many cases, even when trainings worked, people didn’t have spaces afterwards to share what they had learned. Knowledge stayed with the individual, but it wasn’t transferred into the organization’s practice. There was a lack of structured opportunities and spaces to socialize practices, generate collective learning, and ensure that knowledge truly contributed to developing shared capabilities.” (Expert Designer 10)

“After each project, nobody analysed what had worked or what hadn’t. It was closed, the deliverable was presented, and that was it. There was no room to reflect, learn, or improve the approach.” (Expert Designer 11)
	Financial organisations frequently fall short when instilling HCD capability

	“The creation of safe spaces where we can share what we do is very important, so that we are not seen merely as visual support, but as a key part of the value creation process. It is necessary to make visible from within how design can help transform processes and generate better experiences.” (Expert Designer 2)

“In my view, the pattern tends to repeat itself: an experienced designer is brought in who, during a pilot project, trains an internal team. If the project is successful, that team acts as an ambassador for design, evangelising other departments by creating safe spaces, workshops for example, where the work is shared and by generating new initiatives. Once management perceives tangible results, there is usually a move to formalise the internal design team and establish structures that enable the progressive scaling of HCD capabilities.” (Expert Designer 4)

“We documented the entire process, created spaces to communicate it to different levels of the organisation, and that allowed us to gain prestige. We created an internal guide with lessons from the first pilot. Thanks to that, when it was replicated in other teams, it no longer depended on us to explain everything from scratch each time. It became part of the system.” (Expert 5)

“Each time we repeat the model in another area, we learn more. We started with innovation, then moved on to customer experience, and now we are applying it to internal processes. We don’t just copy and paste, but the overall pattern works: small team, autonomy, measurable results, securing a space to share what we have done, and then scaling up.” (Expert Designer 6)

“We began with a design cell of three people. For a year we worked with a pilot team and it went very well. That allowed us to showcase results in physical and digital forums within the organisation, and little by little we were given more autonomy. Now we are in six different teams within the bank. The pattern has always been the same: pilot, results, sharing in forums, and scaling up.” (Expert Designer 9)
	Fragmentation of HCD practice and learning across isolated projects and teams.

Lack of mechanisms to capture, share, and scale experiential learning.

Dependence on individual initiatives rather than institutionalised patterns.
	Follow consistent, replicable patterns of change in other industries to develop HCD capability.

	Proposition 4: financial organisations should adopt replicable approaches to developing HCD capabilities over time

	
	“There is no single design methodology or tool or method that always fits. I am in favour of having a shared methodology across the company, but it must be flexible and evolve with the discipline. A rigid, one-size-fits-all approach makes little sense in finance, yet that is often how it is applied.” (Expert Designer 3)

“Many times, people are trained in a specific methodology, such as Design Thinking, and stop there. There is no review of processes, no updating. They keep applying the same approach even though the environment and tools have changed. This weakens HCD and makes the results seem less and less relevant.” (Expert Designer 6)

“For a long time, we applied the same approach: you design until implementation, and that’s where it ends. But that has become outdated. Today the environment is constantly changing, products are evolving all the time, and the customer co-creates value with the product continuously. If HCD does not keep pace with those changes, it loses relevance. We need teams capable of evaluating, iterating and redesigning continuously, not just delivering once.” (Expert Designer 6)
	Financial organisations risk lagging in the discipline’s evolution and persisting with outdated HCD methods.
	“Breaking out of our bubble was key. We collaborated with a design-oriented tech start-up and that forced us to think differently. We had to change processes, language, and timing. At first it was uncomfortable, but it helped us to rethink how we functioned internally. The external ecosystem is undoubtedly a driver of change.” (Expert Designer 2)

“What really opened our minds was starting to see how companies outside the financial sector were working. That was when we understood how much we had to learn. We began to participate in events, to open ourselves to external collaborations, and that completely changed the way we thought about design.” (Expert Designer 3)

“In one of the most successful projects we worked on, a network was created with start-ups and universities that made it possible to bring in new perspectives and methodologies. That outward openness completely changed the way the team viewed its own work. We began to step out of autopilot and to ask ourselves how we could adapt to what was happening beyond our bubble.” (Expert Designer 4)

“What has truly made the difference is that we have had very strong design leaders who not only trained the team and evangelised internally, but also promoted connections with the external ecosystem. They began to observe what other industries were doing that could serve as a reference, to bring in designers from those industries who, in turn, introduced new HCD practices and adapted them to the financial context. That openness to the external environment transformed the team’s mindset and laid the foundations for developing a genuine organisational vision conducive to HCD.” (Expert Designer 5)
	Persistence of consolidated HCD practices despite changing contexts.

Insufficient mechanisms for continuous evaluation and renewal of HCD practices.

Misalignment between evolving organisational needs and HCD practices
	Commit training resources and regular evaluation to ensure HCD sustainability over the long term.

	Proposition 5: sustaining HCD capability requires ongoing training and regular evaluation.

	Operational perspective
	"Monthly reports are made to track the achievement of objectives, but the impact of HCD is not analysed separately. We use tools like Product Board to gather feedback, but we don’t have a common framework that allows us to evaluate results systematically and across the board from the HCD perspective. It needs to be integrated from the start of the project and measured as a key dimension, not as a diffuse component within the process." (Expert Designer 3)

"When we want to monitor how the organization’s design capability is evolving, we don’t have clear tools. We lack indicators, dashboards, standardized processes. Each team measures what they can and how they can. This makes it difficult to justify progress to management or to know what is actually working." (Expert Designer 4)

"We are missing clear indicators. We do things, but we don’t know how to measure their impact. There are no dashboards or standardized processes. Sometimes we achieve excellent results, but we can’t show them with data. This makes it hard for management to justify why they should continue investing in HCD." (Expert Designer 5)

"We don’t have common metrics. Each team measures their own things, in their own way. So, it’s very difficult to demonstrate that design is generating value in the organization. We need more integrated dashboards." (Expert Designer 6)

"Nothing related to HCD is measured in a structured way. Each team evaluates on their own, with their own criteria, and there is no common methodology or transversal structure that would allow us to understand whether HCD is generating impact at the organizational level." (Expert Designer 11)
	Financial organisations lack specific tools for planning and supervising the development of HCD capability
	"It was only when we presented a case with metrics that management began to listen to us. Until then, design seemed like something soft. We showed data on reduced call volumes, improved resolution times, and customer satisfaction. Since then, they have asked us (the design team) to take part in more decisions." (Expert Designer 3)

"We are developing a visual tool to map the HCD practices that already exist within the organisation. This will help us to see where we stand, what we are missing, and how to connect design with strategic objectives. In addition, we are incorporating indicators to see whether what we do has a real impact on the business and does not remain merely good intentions." (Expert Designer 4)

"We once managed to get a steering committee to approve a line of work because we presented a business case with a set of financial indicators. We gathered all the processes in which we had intervened and showed how lead times had been reduced, customer satisfaction had increased, and in some cases costs had gone down. Speaking their language (financial) was key to gaining sustained support." (Expert Designer 5)

 "In some cases, we achieved very good results, but as they were not linked to financial KPIs, they went unnoticed. People quickly forget if there is no data to back up what you did […] so we started to create visual data dashboards where we linked our design interventions to financial KPIs, and the impact has been very positive." (Expert Designer 9)

"We learnt that design has to speak in business terms. If you do not connect it with financial objectives in this sector, it is seen as something decorative. When we made that translation, we gained much stronger support from management." (Expert Designer 12)
	Difficulty making HCD impact visible in managerial and financial teams.

Absence of valuable indicators and monitoring tools for HCD impact.

Challenges translating HCD experiential outcomes into organisational and managerial evidence.


	Make HCD value visible beyond execution and educate the organisation in its underlying principles.

Position HCD as a cultural agent capable of shaping new forms of collaboration, communication, and thinking within the organisation.


	Proposition 6: visuals help financial organisations design, implement and communicate HCD capability development

	
	"Designing well requires time and continuity. If every project starts from scratch, without clear resources, without references, without structure, it becomes very difficult to build something with sustained impact." (Expert Designer 3)

"We have a very hierarchical and segmented structure. Each department operates as a silo, with its own metrics, tools, and language. This makes it almost impossible to share learning or establish cross-cutting processes. No matter how much we tried to apply HCD tools at the beginning, we always ended up fragmented, because decisions were taken elsewhere at different stages of the project." (Expert Designer 5)

"At the beginning there were resources and support, but it was only temporary. Afterwards, everything was left in the hands of the design team, without budget, without assigned time, without leadership, juggling with whatever was available." (Expert Designer 6)

"The resources allocated to HCD are usually very poorly planned. Often there is a budget for a specific project, but not for maintaining or scaling that capability. HCD is not thought of as a long-term investment, but as a temporary cost. This makes resource planning reactive rather than strategic, and each team has to fend for itself as best it can." (Expert Designer 7)
	There is little guidance on how to manage organisational resources efficiently for developing HCD capability.
	"At first, I tried to apply the same HCD approach across different teams, but each has its own timings, priorities, and ways of working. In some cases, it works, but in others the process is frustrating. You have to adapt to the context, not impose a formula." (Expert Designer 2)

"I have worked with several banks and you realise that there is no single way to apply HCD. In some places the team sits within technology, in others in marketing, in others it reports directly to the CEO. That completely changes the dynamics and the type of impact you can have. If you do not understand how the structure and context of each organisation work, it is impossible to design an effective HCD implementation strategy." (Expert Designer 4)

"Each organisation is a world of its own. I have worked in both large and small banks, and the challenges they face are completely different. In some cases, there is already an innovation department familiar with HCD; in others, you have to start from scratch. Moreover, factors such as the legal context, internal structure, or organisational culture have a huge influence. That is why there are no universal solutions: any mechanism to develop HCD capabilities must be adapted to the specific context of the organisation." (Expert Designer 6)
	Fragmented resource planning for HCD across the organisation.

Tension between adaptation to HCD practice and organisational culture.

Internal context-specific barriers shaping the effectiveness of HCD practice.

	The unique internal and external conditions of each financial organisation shape the specific barriers to HCD capability development, making the effectiveness of enabling mechanisms contingent on the organisation's specific context.

Apply measurement for formulating, executing and conveying strategies for HCD development.

	Proposition 7: HCD capability development in financial organisations requires contextual adaptation combined with shared frameworks for alignment and evaluation of resources across teams.

	
	"Many times, we are only invited to the initial part of the project. We do the research, define problems, but then we disappear. So, the solution that gets implemented does not reflect what we found, because nobody defended that vision through to the end." (Expert Designer 1)

"In general, we are called when the project has already been decided. They want us to dress up something that is already closed. So, what strategic capacity can we have if we only decorate what others have defined? […] Design is not part of strategic conversations. We are invited when it comes to execution, not when the direction is being decided. That makes it very difficult to have influence." (Expert Designer 2)

"Often design comes in once everything has already been defined. They only ask us to make it look good. There is no room to question whether the approach makes sense, whether it is the best for the user, or whether it brings value to the business." (Expert Designer 3)

"It has happened to us that we are called in when the product is practically finished. At that point, the contribution we can make is minimal, more decorative than strategic." (Expert Designer 6)

"When we are brought in late, we already depend on the work of other teams, and in many cases, it is too late to make meaningful changes. We are racing against the clock, under pressure to meet KPIs, and that creates friction. They ask us to fix what has already gone wrong, but we were not given the chance to step in earlier to prevent those problems." (Expert Designer 7)

"We design customer journeys, we do research, but many times we are removed from the project before implementation. We do not get to see whether what we propose works, nor do we have the chance to iterate. That is frustrating and breaks the learning process. There is an obsession with delivering quickly, and that leaves us out of the phase where we could learn the most and strengthen our capabilities as a team." (Expert Designer 8)

"We are told when the project has already been launched and the strategic decisions have already been taken, and at that stage it is very difficult to contribute in a meaningful way. We arrive late […] what we can do is minimal." (Expert Designer 9)
	The absence of HCD in both the early and late stages of financial product and service development constrains the growth of HCD capability.
	"When HCD is present from the beginning, the project flows. Everyone understands where we are heading, and decisions are made more quickly. If we join late, things have to be undone, and that generates a lot of resistance." (Expert Designer 3)

"When HCD is integrated from the start of the project, the process is much smoother. We do not have to justify why we are there making changes or fighting over timelines. We become a natural part of the project, and that improves both the result and collaboration between teams." (Expert Designer 4)

"When design is integrated from the start, the process is much smoother, and we avoid having to fix things at the last minute. Moreover, early integration allows us to measure the impact of design more effectively and present results more clearly and consistently." (Expert Designer 5)

"We have achieved much greater impact when design accompanies the entire implementation. In a recent project, we were involved from problem detection through to closure. That way, we were able to make corrections along the way and ensure that what we had learnt was not lost—and the impact was tremendous." (Expert Designer 6)

"When we are brought in late, everything is already defined. We are given two weeks to ‘work magic’ on a solution we did not design. That way, there is no room to learn or to contribute. But in projects where we are involved from start to finish—doing research, prototyping, supporting development—we can see what works and what does not. That does generate real impact." 
(Expert Designer 7)

"Design is not only about coming up with solutions, it also involves implementing them, testing them, evaluating whether they work, and making adjustments. If we only take part at the beginning of the project, there is no space for real learning. In contrast, when we can be present until the end, we understand much better what creates value and what does not, and that strengthens both the outcomes and our capabilities as a team and as an organisation." (Expert Designer 8)

"We realised that including design in the initial planning not only improved and sped up the process, but also reduced friction later on. That way expectations are aligned from the start." (Expert Designer 10)
	Early or Late-stage involvement of HCD limit impact.

Discontinuity of designers participation across the project lifecycle.

Breakdown of organisational learning due to partial engagement of designers.
	Participate in end-to-end projects, accompanying the entire product/service lifecycle from diagnosis to implementation and evaluation.

Integrate HCD from the early stages of the project and to establish standardised mechanisms for evaluating its impact across the organisation to improve the operational capacity of HCD.


	Proposition 8: HCD capability development requires end-to-end projects spanning the entire product/service lifecycle.

	People perspective
	"The most decisive factor is having a senior executive who understands and defends the vision of designers. Without support from the top, everything remains as isolated efforts or short-lived pilots. In our case, we did strong design work, but since no one defended its ability to generate direct short-term sales, cuts began. In the end, they ended up copying random ideas from competitors in the hope of selling more, losing the strategic focus we had built." (Expert Designer 1)

"There are people pushing very hard, but everything depends on them. If they leave tomorrow, the project collapses. There is no structure to sustain the work beyond the individual drive of these leaders." (Expert Designer 2)

"We had a success case thanks to a highly committed expert, but when she moved to a different role, everything fell apart. We realised that talent alone is not enough; a system is needed to support that commitment." (Expert Designer 4)

"We had very strong ‘informal’ leaders, but without official backing, once these experts left, what they had built fell apart. If it is not institutionalised, when these individuals go, it cannot be sustained—which is why individual competences are still critical." (Expert Designer 4)

"From design we can have very solid proposals, but if there is no link with decision-makers, everything stays in a PowerPoint. The design process needs to be connected with the real decision-making circuits." (Expert Designer 5)

"Important steps were taken in one area thanks to a particular expert, but as it was not connected to any broader strategy, it remained isolated, and when this expert left, everything fell apart." (Expert Designer 6)

"The development of design capabilities depends on the profile leading the change in the organisation. There are people who strongly believe in the value of design and promote it, but if they lack visibility, influence, and backing within the organisation, their ability to drive transformation is very limited. Whether they are designers or not, individual leadership—with real change management skills—is key for design to become consolidated." (Expert Designer 11)
	The success of HCD capability development in financial organisations depends on the competence and legitimacy of individuals as change leaders.
	"After the first pilot case, where we had good results, but no one took responsibility for maintaining them. Then we saw it clearly: if there is no person—a name, with prestige and legitimacy inside the organisation—who looks after the process, the urgency will always override design. Without continuity and assigned responsibilities, nothing is built." (Expert Designer 1)

"It is necessary to have someone with a design vision on the committees where the strategic direction of the organisation is decided. Without presence there, design will always remain peripheral. Moreover, since impact is often not immediate, this person needs the skills to build a narrative that connects design with loyalty, satisfaction, efficiency, etc. That is also valuable, even if it is not direct conversion." (Expert Designer 1)

"I have found myself in the position of leading a team with a strong design vision, but without an institutional structure to support us, everything depended on individual drive. That created a lot of strain, which we managed thanks to our personal skills […] which is why, for design to be consolidated, leadership needs to be visible, legitimate, and connected to strategy." (Expert Designer 2)

"In my experience, real change occurred when those of us pushing design were recognised and legitimised by management. Not only because we achieved specific results, but because we managed to articulate the value of design for the business. That validation was key to sustaining leadership over time." (Expert Designer 5)

"HCD can only have real impact if the person leading it has sufficient rank and legitimacy within the organisation. Otherwise, no matter how good the ideas or methods are, if you are not at decision-making levels, you cannot generate change. There needs to be someone who enables and supports these types of interventions throughout the hierarchy." (Expert Designer 5)

"I would say we started to spread the value of design by contagion, but that only happens when there are experts who live it, communicate it clearly, and generate trust in others. It is those profiles that make design understood, valued, and begin to expand into other teams, generating results and capabilities beyond their immediate scope […] and this can happen even if those individuals are not experts in design practice." (Expert Designer 11)
	Dependence on individual legitimacy rather than institutional support.
Fragility of HCD initiatives tied to specific individuals.
Limited access of designers to strategic decision-making arenas in finance.
	Develop structured training and mentoring programmes for designers, strengthening their leadership role and ensuring the effective transfer of HCD knowledge within the organisation.
Incorporate designers who are able not only to generate HCD outcomes, but also capable to share HCD knowledge and skills, and effectively convey HCD value across the financial organisation.


	Proposition 9: individual designers act as key drivers of HCD capability development by generating HCD outcomes and conveying HCD value across the financial organisation.


	
	"I always see a lot of commitment from the design teams, also because they are often still very young teams, but everything depends on their energy. Most likely, there are no mechanisms in financial organisations to sustain design work over time, and the teams end up exhausted […] that is why individual leadership is key to supporting the team." (Expert Designer 1)

"In my case, I had no one to turn to when I got stuck. In my experience, it is common for the expert in charge of developing HCD capabilities to have no one to contrast ideas with. You feel alone, and that weakens your ability to sustain the approach." (Expert Designer 7)

"At the beginning everything depended on me, but I had no internal references. No one to help me validate decisions or think about how to scale what we were doing. Leadership becomes very lonely." (Expert Designer 12)

"Design professionals are expected to be change leaders, but they are not given time, tools, or support. They have to persuade, train, evangelise, and on top of that, fulfil their daily tasks. Many times, they do not even have direct access to those making strategic decisions. It is very difficult to consolidate an organisational capability this way. The talent is there, but without management skills, structure, or backing, the expert burns out." Expert Designer 12)
	Individual designers disseminating HCD knowledge often lack training in implementing outcomes or driving organisational change.
	"I was promoted to a leadership role without preparation in change management. Designers know how to facilitate, research, prototype, but we lack training to manage teams, persuade stakeholders, or deal with resistance. At first, this greatly limited the scope I could give to design; when I acquired these competences, everything became much smoother." (Expert Designer 6)
"The profiles leading design within financial institutions neither have the time nor the structure to be change leaders. Many times, we worked in isolation and without support. What helped me was taking part in a formal mentoring programme […] led by a colleague with deep knowledge of the financial sector and also sensitivity towards our profile—and he knew nothing about HCD tools, this is not indispensable." (Expert Designer 10)

"Training in change management is just as important as learning HCD tools. Many times, I had to push initiatives without having clear strategies to persuade or create alignment. I lacked preparation to handle resistance and to communicate clearly the impact we were seeking through design. Having these skills has made me much more effective in my role as a change agent." (Expert Designer 12)
	Misalliance between HCD expertise and organisational leadership demands.
Isolation of designers acting as change agents.
Lack of designers preparation for managing organisational resistance and politics.
	Develop change management skills in designers since is a key skill for individuals in charge of leading the development of HCD capability in financial organisations.

	Proposition 10: change management is a key skill for individual designers driving HCD capability development in financial organisations.




