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Preface
This is not based on a true story. This is a true story. 

And this true story is dedicated to all those business owners who are 

passionate about their businesses and aspire to nurture and grow it into a 

brand. The sole objective of any business is to make profits. How can it 

sustain without it? Ask any entrepreneur and that would be the answer.

This story is about how ByTheDesigners' design process interventions 

helped unearth the meaning for Sukh Shanti's business, explain why they 

exist, how that develops into a purposeful business strategy, creates 

favorable brand associations and translates into a sustainable business 

value proposition for the entire value chain.

We wish you
a happy reading.
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People are ready to tell their story,

if you are willing to listen patiently. 

Looking from external point of view 

changes the internal perspectives too.
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you are motivated. That's human nature.

Knowing & understanding one’s

own self is the biggest victory!

So, what business am I really in?
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People are ready
         to tell their story,
         if you are willing
         to listen patiently. 

3rd July 2020 was Friday. We vividly remember the day. It was on this day 

when Ridham Gada - a new addition to the Sukh Shanti Nursery along with 

one of the core team members approached us for their Brand Identity 

development. 

But before getting started, we decided to do a little homework, which 

began with a visit to their plant nursery first. On the way to the nursery at 

Padgha (Maharashtra) located 65 kms. from Mumbai, he started to narrate 

their present pain points, apprehensions and aspirations for the business, 

and importantly, how to cultivate it into a strong, growing brand. 

That discussion set the compass for Sukh Shanti's journey in the right 

direction. It gave us an insight that Ridham was not looking only for an 

Identity Design but there was an underlying need to chart the roadmap with 

a business plan for overall business growth. And more importantly, the need 

to convert business experiences into meaningful brand experiences.

Based on this, in our subsequent meeting we presented the scope for 

business design, which was in principal approved by Ridham. He suggested 

that we meet the other core team members and take this ahead.

Service Rendered:

Business Core Decoding

  What value they are creating

being in this business is decoded.

Part 01

Jayendrabhai Karani,
founder of Sukh Shanti Nursery is sharing about himself and his business experiences.
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We were all very excited to meet the core team members comprising Mr. 

Jayendrabhai Karani - Founder (in charge of managing production), Mr. Rohit Shah – 

Partner (responsible for B2B sales), Mr. Govind Reddy – Partner (managing 

landscape gardening projects for the Corporate Sector and the Government) and 

the new entrant Ridham Gada, Jayendrabhai's son-in-law who was looking at 

overall business operations since the last four months.

We interacted and learnt the fundamentals of their business category, the market, 

competitors, products types and varieties, their range of solutions, the team 

strength and most importantly, their current pain and gain points in the business.

This in-depth meeting turned out to be more like a workshop with them in which we 

looked at their business through different lenses. This 'outside in' approach that we 

brought in got them interested in exploring our service scope as a Consultant and 

they agreed to our involvement in their business which was a part of our proposal. 

Service Rendered:

Business Core Decoding

  What value they are creating

being in this business is decoded.

Part 01

The way ahead is decided
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Looking from an external point of view 
changes the internal perspectives too.



Service Rendered:

Business Core Decoding

Mr. Ridham Gada was extremely excited about our 

definitive role which was extracted from our 

previous meeting conversations. 

Mr. Jayendrabhai Kirani started believing that times 

are changing and it's about time to adopt new ways 

to grow the business.

Mr. Rohit Shah was of the opinion that currently the 

business is operating as a family-run one, and does 

not have a professional approach. 

Mr. Govind realised that if something is happening 

for the betterment of the business, then why not!

  What value they are creating

being in this business is decoded.

Part 01

�e moment you
realise you may gain
something, you are
motivated.
�at's human nature.

All core team members
excitedly participated in
business core design exercise
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This 'Business Core Decoding' design process helped discover the meaning why they exist in the business? For whom they exist? And what 

is the possible socio-economic value they can create for the world?

What were they believing till today and what is the new perspective of looking and doing this business? Where do they visualize themselves 

in the next five years? And why?

Synthesizing all the gathered data, information, their beliefs were translated into meaningful associations for the core team, the business 

category, and entire value chain by identifying...

Who are they? 

What roles they are playing? 

What problems are they trying to solve for whom? 

Why they do the way they do? 

Where they want to be and why?

  What value they are creating

being in this business is decoded.

Part 01

Service Rendered:

Business Core Decoding

So, what business am I really in?
Why?
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Knowing & understanding one’s
own self is the bi�est victory!

Service Rendered:

Business Core Decoding

  What value they are creating

being in this business is decoded.

Part 01

The next step was to get the entire team onto a single belief platform. To take the team motivation ahead, we planned our first step of 'Business Core Decoding' sessions at their site.

As a part of this, we initiated the psychoanalysis design process with all the core team members to understand them as individual and as a team; what are their desires, fears, needs, wants, behaviours, 

expectations, and importantly, what is the meaning of associations for them being in the business. 

Next part was all about how those meaning of associations, the emotional and rational gaps and interdependencies of each core team member is affecting the business performance, because these are often 

the unseen and unspoken parameters that sub-consciously influence business decisions.

The motivations, aspirations and importantly the associated fears behind the business were decoded
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Service Rendered:

Business Core Decoding

  What value they are creating

being in this business is decoded.

Part 01

�e playing area.

After identifying the core team aspirations and beliefs about their business, the next step was 

to understand the external environment of the business to measure and map how the 

category is moving, how the market is behaving, what are the product types, varieties, 

differentiators, what the competition is doing, who are their consumers and customers?

During this business journey mapping, we learnt that they deal in 'Retail Nursery' under the 

name of Sukh Shanti managing around 1200 customers per year. And under the name of 

Niprima Group, they offer 'Landscaping Gardening Solutions' to the Corporate Sector and for 

Government Projects.  

  It was motivating to know that the market size is expected to grow 60% by 2025 at an   

estimated CAGR of 12% from 2020 to 2025. 

   In Maharashtra alone, at Talegaon, there are over 300 B2B plant nurseries and they supply 

the local produce at the national level.

   There was no direct competition for them in the retail business because of their location and 

they being the biggest nursery (spread over eight acres) but the competitors in the B2B 

segments were technically ahead in terms of producing and maintaining the quality.

   The team was thereby clear about both the internal and external levels of business core.

Growing @ 60%
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Now everything is clear,
everything is identi�ed.

Who are they?

We are Gardeners.

What roles they are playing?

Playing a role of an environmental and well-being Nurturer.

What problem they are trying to solve for whom?

To inculcate the virtues and values of nature and create 

beautiful and sustainable habitats for a balanced world.

Why they do the way they do?

Our doing is a reflection of our belief system to contribute 

towards sustainability and mental well-being.

Vision: Where they want to be and why?

To make the world a greener and slightly better place.

Mission: Contribute towards sustenance through 

beautification of the environment, achieve human well-being 

and health by promoting awareness and create participative 

eco-experiences.

Goal: To become one of the top five nurseries in India in the 

next five years.

  What value they are creating

being in this business is decoded.

Part 01

19



The next immediate step was to understand the internal 

environment, and figure out how much are they prepared to 

achieve their business goal of becoming one of the top five 

nurseries in India.

Every long journey Starts
with a small step.

  What value they are creating

being in this business is decoded.

Part 01
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Business Core Decoding

Design Process:
Psychoanalysis.  

Data collection Method:
Primary Research.

Data Analysis Methods: 
Descriptive, Co-relational, Casual and
Comparative design research methodologies
Adopting role-playing such as becoming 
a friend, detective, consultant.

Quantitative:
Questionnaires
Survey
SWOT
Documents and records

Qualitative:
Interviews
Observations
Metaphorical
Oral histories 

Design Tools:
Empathy Mapping

Service rendered

  What value they are creating

being in this business is decoded.

Part 01
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We, as Homo sapiens, always do the things that we desire. And our subconscious 

mind influences our day-to-day decision making, including business.

This 'Business Core Decoding' exercise brought to the fore what the Marketers 

feel and think about their business intent; what they know and actually don't 

know about themselves; and what are the core team's needs, behaviours, 

motivations and fears behind their association of business.

1. Besides, this exercise also threw light on a lot of other aspects.

2. What are the effective driving forces of their business beyond money?

3. What does their business mean to them and their stakeholders?  

4. What is the context of defining who they are? What do they do? 

And why they do the way they do?

And most importantly…

5. What problem the business is trying to solve for whom, considering the

entire value chain?

Something to
think about

The effectiveness of Business Core Decoding
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