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Reframing Framework: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

What is this?

A framework describing a process of reframing
the project context and content to be more
systemic. It helps to find out if reframing should
take place, what elements in and of a project
should be reframed, and to create tactics to do
so. Regardless of what phase the project might
bein.

Whois it for?

Business Developer, Design (Team-lead), Sales
in design consultancies.

Basically, anyone who is in charge of setting up,
executing and/or following up (on) the project
that has knowledge of systemic design
practices and approaches in design
consultancies.

Foundations

Establish internal alignment on systemic
® design.

« What are the approaches, modes of
practice, processes and methods and tools
that get applied?

« What competences and knowledge are
needed in the office?

« How can we align this knowledge among our
employees?

Establish Internal alignment on (systemic)
impact.
« What is the type of impact we strive for?
« How could that look like?
+ What are preconditions to make that
happen? What needs to change?
« What are strategic priorities? (prioritised
domains/actors/sectors)
« What can we do to create this impact)

Implement faciliatory elements that enable
systemic design

What is our strategic plan concerning
systemic impact?

What competences and knowledge are
needed in the office?

What current practices are there in the
organisation that might need to adapt or
change?

What have we learned from projects that
need to be applied within the organisation?
What other elements are important to
facilitate for systemic design projects?
What actions and resources are needed to
facilitate for this change?

What is the result?

Insight on internal and external alignment on
what impact should be achieved, what
elements should be fostered for in order to

When can this tool be used?

This tool is made so it can be used in whatever
phase of the project process. Setup, execution
and even follow up.

facilitate a systemic approach, and a creative
space to ideate on how this might be done.

In what context can it be used?

This tool is meant for design consultancies that
are reframing projects that are received by the
client (vs. actively approached by the
consultancy themselves) who operates within
private sector.

Reframing

Spot if there is Potential for Systemic
Reframing and a Systemic Project
« What are triggers in this project that could

indicate room for a (different) systemic
design approach?

Could think of: amount of stakeholders involved,

internal and/or external ambitions, problem

structure, project insights indicating a different

approach or deliverable is needed, complexity

of the problem, scope of the problem

Spot the Potential for Systemic Impact

« What is the initial goal of this project

« to which higher goal does this project
contribute?

« does it align with the client’s vision of impact

« does it align with the consultancies’ vision of
impact?

« How can the project outcome contribute to
this impact?

« Based on the impact that should be created,
what should be the new project goal?

S.

(ring
\e@!
oY

Continuous learning, reflecting and evaluating

+ What have we done?

+ What did we learn from it?

« Are project goals still in line with the
associated impact and mission of the
project?

« What do we need to do differently? (go to
reframe)

Context

Content

4.
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Continue in a systemic way
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Assess the Feasibility of a (potential)
e Systemic Project
What elements are in place?
What elements need to be catered/
accommodated for of how the project is set
up?
What elements might make implementation
hard
What elements might make achieving impact
hard?
What impact can be achieved through the
project as is?
Is reframing a valuable choice for us, actors
and/or the client?

3 Reframe & accommodate IN project
a ® « What are the insights that indicate a reframe?

« What about this insight makes it that a reframe needs
to happen?

« What should be the new problem(s) focus?

« What should be the project problem(s) boundaries?

« Which approach should be used to target this/these
problem(s)

« What should be delivered in order to target this/these
problem(s)?

+ Based on the impact that should be created, and the
revised project aspects, what should be the new
project goal?

« What are methods, tools & tactics could be applied to
reframe?

3 b - Reframe & accommodate OF project
« How to accommodate for these elements?
« What are Tactics that could be applied?

« Can the reframe be executed in the current
phase of the project? (if no, go back to

reframe)

Outcome

Insights in what potential risks could be and
how to mitigate those

Having a grasp if the reframe is possible
based on impact, critical factors and
implementation

Knowing what elements need to be
accommodated (for) or deviated.

Which tactics will help to accommodate for
the necessary elements.

More resilience while reframing

A vision where to go towards to/what you
want to achieve after the reframe

More focus on, and a clearer vision on
impact



Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

4. Feasibility

4.3 What impact could be achieved if
this were to be a systemic project?

Is it more than it being a non- systemic project?
Is it more than currently envisioned?

if necessary, put an arrow between the impact
and a goal down below in the schematic

4.1 When approached in a (more) systemic
way, what value can this project deliver?

To us?

To the client?

To potential actors & stakeholders?

4.4 What impact could be achieved if
this were not to be a systemic project?
Is it more realistic than it being a systemic project?

Is it easier to implement?

if necessary, put an arrow between the impact and a
goal down below in the schematic

4.2 When not approached in a (more)
systemic way, what value can this project
deliver?

To us?

To the client?

To potential actors & stakeholders?

4.5 Which critical factors are in place, and which need to be accommodated for?

Close Openness in the
collaboration process Realistic
(with client & (open or discusable

schedule
consultancy, and

external actors)

design brief &
deliverables)

Good o
communication Right insights to

(internally on client trigger the

side and between reframe
client & consultancy)

within the client

Risks . :
addressed/ Syalemie ghi
maturity within Relationships
assessed/ he cli (externally, client &
managed Whe-cliant consultancy)
Execution of the
project in the right Support Good Change
place of hierarchy throughout the management on
at the client’s company the client’s side
organisation

Design Maturity

Right mindset

Resources
(time, money,
skilled client
employees,
mandate, training
provision)

Systemic
approach within
the consultancy

Do the impact, goal and project content align?

Does the project content align with the goal we want to achieve?
does the goal align with the impact we want to achieve?
If not, consider reframing or wait for this in step 5.

3 . |mpact Use seperate ‘impact canvas’ with client to fill in!

3.5 How does this project contribute towards the
envisioned impact?

1. Indicator

It could help to think of what could long and short term goals be to achieve this

impact, and where among those goals, the project goal lies.

11 What are indicators in this project that could point
towards room for a (different) systemic design approach?

(e.g.) amount of stakeholders involved, internal and/or external ambitions,
problem structure, project insights indicating a different approach or deliverable
is needed, complexity of the problem, scope of the problem, a reframe in the
project content (problem, scope, deliverable, approach, goal)

Societal capital
(social, cultural,

political)
Individual capital Manufactured
(Human, social, capital
intellectual) 3.4 What is the impact that we wantto  (intellectual,
achieve together? digital)

What value will be generated for whom
in which “capitals”?
3.2 What are the consultancy’s

desired area(s) of impact*?

Internal areas of impact should be described
in the internal strategy document. See: 0.
Foundations.

What value will be generated

for the different “capitals”?

3.3 What is the client’s desired

area(s) of impact?

What value will be generated for the
different “capitals”?

Often found in company vision.

Natural capital Financial capital

3.1 What is the higher goal this project contributes to?
What is the effect of the project outcome?

What will this project solve?

What will the project goal achieve?

2. Content

2.1 What are the project “elements”

Problem

What is/are the main problem(s) focused on in the project?

Scope

What (other) problems or elements of the problem
are left in and out of scope?

Deliverable

What is the deliverable as currently decided, to solve
the problem?

Approach

What is the approach as currently decided, to define
out the correct problem, scope and deliverable?

What is the initial goal of this project?

7. Notes

Mandate / client
ownership

Trust between
client and

consultancy
(openness to new
approach)

Right Goal
setting/
Mission

4.6 What critical factors are we worried
about not being in place?

4.7 What can be the effects of the critical
factor(s) being absent?

412 What are the potential risks of this
reframe failing?

5. Reframe

Use seperate ‘Reframing canvas: Shaping Systemic

4.8 How can we ensure implementation
of this project?
Which critical factors need to be put into place?

4.9 How can we ensure Impact?
Which critical factors need to be put into place?

How to foster for impact in the current state of
the project?

How to foster for implementation in the current
state of the project?

How to foster for implementation if the project How to foster for impact if the project will be

will be systemic? systemic?

413 Why is or isn’t it worth to pursue

areframe?
Is it still worth to pursue this project?

4.10 How hard would you rate it to make
implementation and impact happen in
the current state of the project?

Implementation Impact

411 How hard would you rate it to make
implementation and impact happen if
the project were to be systemic?

Compare answers from section 4 and decide whether or not it is valuable to

Project Context and Content’ to fill in!

5.1 How can we accommodate for
each needed element?

Which tactic(s) can we apply?
How will we apply them?
When?

Fill in the reframe canvas to individually
reframe the different elements.

Use Problem Framing canvas if needed

Use iceberg canvas and boundary critique if needed

Use the problem and scope to redefine the deliverable.

5.10 How does this affect the project
(continuity)?

Can we continue reframing efforts?

Do other elements need to be reframed first?

pursue a reframe. If not, the canvas does not have to be filled in further.

If this element cannot be accommodated for, can we proceed

systemically?

Can we continue the project at all?

Are we happy with the results if the project will not be
executed in a systemic way?

Use the project Foundations in step 0, or explore different modes of practice, processes, methods and tools.

Re-align impact, goal and project problem, scope, deliverable and approach in step 2 and 3.

6. Reflect

What did we learn?

What are new project insights?
Which of these learnings are valuable for internal use?

are we still on track for creating our desired
impact?

What are the next (new) steps?

What needs to happen within the project content?
What needs to happen within the project context?
What needs to happen in the project continuation?



Reframing canvas: Shaping Systemic Project Context and Content

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

1 What element needs reframing? 2 How can we accommodate for

the needed element?
Which tactic(s) can we apply?
How will we apply them?
When?

8 What did we learn?

Which of these learnings are valuable for
internal use?

3 What are hurdles we are running into? 6 What tactics can we apply to move away from these hurdles,
Any regarding new or other critical factors? towards the desired scenario?

What do we have to do differently?
Which tactic(s) can we apply?
How will we apply them?

When?

9 What do we have to do (differently)?

How to continue from here?

5 What is the desired scenario we wish to

4 What is causing these hurdles? see instead?
Are these new or previous identified critical factors? How would dynamics in the project content and
Which factors are assumptions, and which do we context look if these hurdles were not there?

know for sure?

10 How does this affect the project

(continuity)?

Can we continue reframing efforts?

Do other elements need to be reframed first?
If this element cannot be accommodated for,
can we proceed systemically?

7 If this element cannot be accommodated for, can we Can we continue the project at all?

still proceed ina systemic way? Are we happy with the results if the project
. e . will not be executed in a systemic way?

What might be difficulties that we run into?

Will this diminish our chance of realisation of the project,
implementation and/or creating impact?




Impact canvas

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

3 What are the consultancy’s desired 4 What is the client’s desired area(s)
. Societal capital .
area(s) of impact? . of impact?
(social, cultural, } o
Internal areas of impact should be described in the political) Found in company vision
internal strategy document. What value will be generated for the different “capitals”?
What value will be generated for the different
“capitals”?
Manufactured
Individual capital . . capital
(Human. social 5 What is the impact that we want to ( ”p |
! ! . intellectual,
intellectual) achieve together? digital)
What value will be generated for whom in which

“capitals”?

Natural capital Financial capital

6 What could be the long term goals to achieve this

impact

Try to name long term goals that are relevant or extent the goal of the project.
What will you see happen when these goals are achieved?

7 What could be the short term goals to

achieve this impact
Try to name short term goals that are relevant or extent the goal of the project.

What will you see happen when these goals are achieved?
Do the higher project

goal and long/short
term goals align? If not,
repeat step 1and 2 and
reform the goal of the
~ project in order to fit
the envisioned impact

2 & 8 What is the higher goal this project contributes to?

. : ”
What is .the .effecf of the project outcome? Does it contribute to long
What will this project solve? term, short term or no goals,

to achieve the desired
impact?

1 What is the initial goal of this project?




Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

Introduction

What s this?

A framework describing a process of reframing the
project context and content to be more systemic. It
helps to find out if reframing should take place, what
elements in and of a project should be reframed, and to
create tactics to do so. Regardless of what phase the
project might be in.

Who is it for?

Business Developer, Design (Team-lead), Sales in
design consultancies.

Basically, anyone who is in charge of setting up,
executing and/or following up (on) the project that has
knowledge of systemic design practices and
approaches in design consultancies, but struggles with
the reframing process of a traditional approach to a
more systemic approach.

What is the result?

Insight on internal and external alignment on what
impact should be achieved, what elements should be
fostered for in order to facilitate a systemic approach,
and a creative space to ideate on how this might be
done.

In what context can it be used?

This tool is meant for design consultancies that are
reframing projects that are received by the client (vs.
actively approached by the consultancy themselves)
who operates within private sector.

When can this tool be used?
This tool is made so it can be used in whatever phase of
the project process. Setup, execution and follow up.

0. Foundations

The Foundations describe what an organisation should
contain and work towards, in order to establish the
possibility to achieve systemic projects. This step
comes before all the other steps in the reframing

Plan & Prepare

Create a knowledge hub of what Systemic design
means internally.
Goal: Establishing internal alignment on systemic design

Format

The format of this knowledge hub can be either an
internal website, quality management system, a
playbook, a course, or a combination of these and other
different types of media.

Advised content

» Processes, methods and tools for executing modes
of practice of systemic design, with preferably
which employees hold which knowledge

» An adaptive list for what potential indications could
be, that show a project could potentially be
systemic.

 Principles and Critical factors important or indicative
for the company when to execute a reframe or not.

« Company own tactics on how to deal with reframing
context and content of a project

» The strategy document of the company, where they
want to be in x amount of years, and what impact
they seek to create in which domains.

Relevant questions
o What are the approaches, modes of practice,
processes and methods and tools that we apply that
we consider systemic?
- What is our strategic plan concerning systemic
impact?

Updates
Preferably this ‘knowledge hub'’ is updated with
learnings of previous projects. Learnings can be about
the above mentioned points e.g. new methods and
tools and how to execute those, new indications for
systemic projects or new tactics on how to reframe.

o What have we learned from projects that need to be

applied within the organisation?

process, as reframing is hard to achieve without the
Foundations in place. It is therefore advised to tend to
the matters written below before going into reframing.

Create a development plan on what practices or ways
of working within the company need to be adapted.
Goal: Implement faciliatory elements that enable
systemic design

Advised content
¢ Create an analysis on what elements need to be
changed in order to facilitate systemic projects

Relevant questions
» What competences and knowledge are needed in
the office?
» What current practices are there in the organisation
that might need to adapt or change?
» What other elements are important to facilitate for
systemic design projects?

Create or update the strategic plan to align with what
type of impact the organisation wants to make.

Goal: establishing internal alignment on (systemic)
impact

Advised content
* Define the impacl whal the company wanls lo make
in which domains

Relevant questions

» What is the type of impact we strive for?

» How could that look like?

o What are preconditions to make that happen? What
needs to change?

o What are strategic priorities? (prioritised domains/
actors/sectors)

» What can we do to create this impact?

Execute

Create a planon how to align and implement
this knowledge and practices internally in the
company.

Goal: Implement faciliatory elements that
enable systemic design and establishing
internal alignment on systemic design

Advised content

= Focus on a long term and short term plan on
how to accommodate systemic project, and
through what steps to implement this plan
internally in the consultancy organisation.
(e.g. training employees, improving the way
projects are set up or ensuring reframing is
done sooner in the project setup)

o Keep the plan up to date and iterate when
necessary

Relevant questions

» What actions and resources are needed to
facilitate for this change?

e How can we align this knowledge among our
employees?

» What are preconditions to make the impact
we strive for happen? What needs to
change?



Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

1. Spot if there is
systemic potential

By correctly identifying the governing
context, staying aware of choosing the
wrong approach, and avoiding inappropriate
reactions, decision makers in projects can
lead effectively in a variety of situations (D.
J. Snowden & M. E. Boone, 2007). By
knowing what kind of context you are
dealing with, the project can be adhered
towards dealing with the right context. The
following comparison is a simplified
adaptation of case study insights and
Snowden’s comparison between simple/
complicated and complex/chaotic context.
As a project normally deals with a simple/
complicated approach, this tool helps to
compare both contexts and spot

RCITTA
CONSTRAINTS

o EFFECTVE
CONSTRMNTS

Simple/
Complicated

Complex/
Chaotic

expert diagnosis is required All opinions and input matters;

many competing ideas.

Repeating patterns and
consistent events.

Flux, unpredictability and
sometimes even high turbulence.

clear or discoverable cause and
effect relationships.

No clear cause-and-effect
relationship, many
interconnections.

Known-knowns &
-unknowns

Unknown unknowns,
unknowables.

One or more than one right
answer possible.

No right answers; emergent
instructive patterns.

Fact-based management Pattern-based

leadership
Best practices. A need for creative & innovative
approaches.

GVERNING
CONSTRNNT.
Prose SENE
S | e
EXArTive / \  GOOD
PRACTICES 4 PRACTICES
T~
NoVeL *\| pesT
RAcHeEy U PRACTICES
~ vy
““\::nm RIS,
FINED
e CONSTRANT.

Figure 1. The Cynefin Framework. (Source: thecynefin.co)

indicators that a project is being approached in a
simple/complicated context, while it should be
approached as a complex/chaotic context.

Project Indicators of incorrect
simple/complicated context
application*

Multiple actors and stakeholders are not
continuously involved; The project does
affect multiple actors/stakeholders;
Coercive powerplay;

There is not a clear understanding on why
this problem occurs; the problem is
described in a fuzzy way; The client
doesn’t know the causes and effects of
the problem; the problem focus is siloed or
on a singular problem; there are multiple
dependencies causing a network of
problems; the problem focuses on
symptoms and not root causes; One
solution won't solve the problem

The client already knows that the design
should be, and how it should be done, but
has a struggle to implement.

long term impact in different areas; project
goals seem (too) ambitious; More
(positive) impact can be achieved.

* These are indications saw during case studies and therefore are suggestive and not limited by this list. Advised is to
make an own extension of this list in a knowledge document (e.g.) playbook as described in step 0. Foundations.

Spot if there is
potential for systemic
impact

An important aspect of spotting for
systemic potential, is the potential for
impact. Impact is the red wire throughout
the project, and what the project should be
aligned with. That is, if the project is still
delivering the desired (positive) impact the
client and consultancy want to bring into the
world. All the while, while trying to mitigate
negative impact.

In the canvas, impact is viewed through the
lens of what value can be delivered for
which “capitals”, as can be seen in figure 2.

Throughout literature, there are some
discussions on which capitals to focus on. In
the explanation we will focus on 9 capitals,
where the canvas focuses on 5, where some
thematics are combined. The explanation
per capita is provided in the figure.

Furthermore, the figure contains different
levels in which system it operates, in order
to give an indication of where the
envisioned impact would take place,
according to Bronfenbrenner’s ecological
systems theory (1989).

Comprises natural resources, both
renewable and non renewable. It also
includes fauna and flora, as well as their

These elements, the spotting of
systemic potential as well as the
spotting for potential impact,
indicate an important first step to
be made to assess the feasibility
(step 2) of the project, in order to
know if there is something worth
pursuing in a systemic way, and if
both client and delivering
consultancy agree on which
impact needs to be achieved.
Within the canvas, this contains
step 1, 2 and 3, as well as the
separate ‘impact canvas’ that is
the only element that is intended
to be filled in with the client.
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Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

2. Assess the feasibility
of a systemic project.

The feasibility of the project is assessed by taking into account which
critical factors are in place (which tie towards principles of systemic
projects), what the potential impact is, and considering implementation

possibilities of both the project as it is, and the potential systemic project.

Step 4 in the canvas focuses on the assessment of the feasibility. This
part of the guide mostly focuses on the principles of a systemic project
and the critical factors that bring it in place.

Principles of a
systemic project
The principles of a systemic project are elements that are expected to be

present when executing a systemic project. It is what the critical factors
enable to bring in place. It is initially the “end goal” of the reframe of the

6. Inter-
connectedness of the
3. Agreement on system
where to work
/ towards to \
4. Actor &
2 Ope:" ::::tu'lous dhakanaite:
~ N inclusion

1. A continuous,

Experimental &

adaptable work
approach

5. Project Incentives

context, and a guideline to follow in order to know what to work towards
to. Underneath are the principles explained, with which critical factors

accommodate them. The principles are not reflected in the canvas.

1. A continuous, experimental & adaptable work
approach

A systemic project is not a one-shot project, but
rather a continuous project where change needs to
be constantly implemented, monitored, reflected
upon, and evaluated. When a project is
experimental and adaptable, resources, people and
focus can be shifted when needed. Just like the
project aspects itself, such as problem view,
problem boundaries, (systemic) approaches in the
project and deliverable(s).

Critical factors: Systemic approach within the
consultancy, Openness in the process, right
insights to trigger the reframe, Realistic schedule,
Risks addressed/assessed/managed, Good change
management on the client’s side

2. Open and curious mindset

To have an experimental work approach requires
the people within the project to understand why
this is important and be able to adapt to those
changes with a continuous learning mindset.

Critical factors: Design Maturity within the client,
Right mindset, systemic maturity within the client,
Openness in the process

3. Agreement on where to work towards to
Actors within the system need to continuously
work towards the same goal, in which the goal and
mission reshapes along with new insights in the
project, that might cause a shift in problem view,
approach and deliverable. It's important that in
order to align on what to work towards to, there is
alignment with the personal (hidden) agenda and
strategy of actors and stakeholders. But, there also
needs to be a focus on what impact is eventually
achieved in the overarching aspect of the project.

Critical factors: Right goal setting, Close
collaboration, Mandate, Execution of the project in
the right hierarchy, Trust between client &
consultancy, realistic schedule, good
communication

4. Actor & Stakeholder inclusion

Important in working towards a unified goal is a the
holistic perspective on what the problems and it's
boundaries are. This perspective is shaped by
continuously including a broad scala of important
actors and stakeholders.

Important stakeholders are those that hold power,
legitimacy and/or urgency (Mitchell et all 1997).

Critical factors: Close collaboration, good
communication, right relationships, Execution of
the project in the right hierarchy, support
throughout the company

Figure 3. Principles of Systemic Design

5. Project incentives

In order to let different actors and stakeholders
work towards the same goal and agree on it, it is
important they are incentivised accordingly.
Motivations and KPI's of each actor and
stakeholder are important to be taken into account,
as to align with their personal strategy.

This can be done according to the prevailing
perspectives on change model, where there is
differentiation between enforcing change through,
social dependency, a clear result, attractiveness,
changing through learning, and autonomous
change (Caluwe and Vermaak 2002).

Critical factors: Resources, Mandate, Execution of
the project in the right hierarchy, support
throughout the company

6. Interconnectedness of the system

In systemic projects, complexity arises from
involving all actors and stakeholders, and
emphasizes the interrelatedness of the problems in
scope. Systemic change isn't about solving a single
issue but rather altering conditions that perpetuate
occuring problems. Resulting in a portfolio of
interventions rather than a singular design solution.
As discussed, this approach requires continuous
implementation and adaptation, not a one-time
action.

Critical factors: right insights to trigger the reframe,
right relationships.
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Figure 4. An assessment of the urgency and difficulty to bring
Critical Factors in place. Adapted from Fortune & White (2006)

Critical factors

These critical factors of project succes are an adaptation of the paper of Fortune and White
(2006). They dictate factors that are essential to project succes, and are adapted in this
framework to fit the needs of a systemic project. Having these factors in place won't
guarantee project success, neither the success of the reframe. But, increases its chances.
The factors are assessed in step 4.5 in the canvas. Underneath and on the next two pages is
an explanation for each critical factor, an indication for when it is in place and an explanation

of why it is needed.

Systemic approach within the consultancy

It is important that sufficient staff members in the
providing consultancy is aware, and shares to
some extent an agreement on how systemic design
should be executed. Making them able to apply
methods and tools accordingly to the situation.
Additionally to that, since the consultancy deals
with problems that don't have a best practice, it
should be able to adapt their approaches towards
new scenarios. This requires a skilled team that is
suitably qualified in the systems and design
thinking mindset, and practicing methods and tools
of systemic design. In which, systemic design
projects are also enabled throughout the structure
and setup of the consultancy itself. This
requirement comes back in step 0. ‘Foundations’.

Design maturity (within the client)
Design maturity is the maturity of the client on how
they view design and it's the extent to which

businesses incorporate design practices in their
overall system (Invision, 2019). can be measured
through different tools (DDC, 2001; Whicher et al.,
2011; Invision, 2019; Nielsen Norman Group, 2021).

It is important that the client holds knowledge that
design goes beyond a styling functioning (Whicher
etal., 2011).

Design maturity is a needed factor due to the client
being able to see the value of design as a problem
solving practice, and to facilitate for credibility in
the practices. This is highly related to trust.

Systemic Maturity within the client

After the Danish Design Center came with the
Danish Design Ladder in 2001 (DDC, 2001; Wicher
et al., 2011), an adaptation on the model was made
in 2016 by Australian Deloitte director B.
Hoedemaeckers, pleading for two additional steps.



Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

2. Assess the feasibility of a
systemic project (continuation).

Critical factors

Systemic Change and Culture.

Systemic maturity could therefore thus been seen
as the next step after design maturity has been
achieved. Other indicators for Systemic maturity is

the ability to apply systems thinking principles (see:

mindset), or how ambitious their project goals are,
or where in the world they would want to have
(positive) impact (and how achievable this looks
like).

If the systemic maturity in the client is absent, they
might not understand the choices being made in
the design process. For example, they cannot see
the impact their organisation makes in the world, or
don’t feel a direct responsibility for it.

Right mindset

The right mindset points towards having a design
thinking, and systems thinking mindset, and is thus
correlated with design maturity and systemic
maturity. It doesn't only involve understanding
these practices, but believing and incorporating
them, such as the believe that user testing or co-
creation is important, seeing that constant shifting
in a project and experimentation is needed, or
seeing that problems in a project are relational.

The important elements of a design thinking
mindset to incorporate are incorporating different
views, ideating solutions, framing a new view on
problems, communicating a story, iteration and
bringing action towards analysis.

For systems thinking it is seeing connections,
relationships, consequences, complexity and the
whole picture. It focuses more on synthesis than
analysis, on circularity instead of linearity and on
emergence (Disrupt Design, n.d.; Arnold, 2015).

These elements are important due to getting
leverage on why certain changes might need to be
made in the project, and being able to convince the
client of why certain approaches towards a
problem need to be taken.

Openness in the process

Openness in the process dictates that the project
must be “open” to reframe. Hence, the project brief
must not be too restricting. Often times, approach
and deliverable are two elements, set in stone once
the project goes into project execution.

Within systemic projects, it often happens that the
problem evolves along with the approach, creating
a different deliverable.

The project must be open enough to change
problem, scope, approach and deliverable in order
to generate the right results that focuses on the
right problem. This might also mean switching
resources, priority, or focus during the execution of
the project.

Right insights

The insights that hold the power to change a
perspective or view on the problem, or scope, to
understand different elements need to be included
in the project, or attention needs to be shifted. It
can also be little sparks of knowledge that can
indicate a reframe. As explained, which indicate
complexity or knowledge, such as that mulitiple
actors are, or need to be, included.

To obtain the right insights in a project is a tough
task, and is reliant on the skills of the designer, the
connections it has between other actors and
stakeholders, and on the project continuation, and
the close collaboration between them.

the right insights are needed to start a reframe. But
in order to achieve a project content reframe, the
project context needs to be allowing for this
reframe, therefore connecting with project
openness.

Risks addressed/assessed/managed

Within a systemic project, there are many risks of
colliding opinions of different actors and
stakeholders, danger of being unable to implement
the project to create impact or to foresee other
issues such as some of the critical factors not
being in place.

a good assessment needs to be made of what
potential risks in this project can be, as well as
what potential negative impact of this project might
be.

This step is needed as a preperation for the
“unknown unknowns” and explore possible
scenarios of how elements can play out and to
navigate or prevent them. The canvas partially
helps with some of the critical factors, but cannot
account for all the elements that might play in a
project, since each project is unique.

Right goal/mission setting/Clear objectives
The right goal is focusing on solving the right
problem, but also having everyone agree on the
same goal and mission, and work towards it.

It is in place when all stakeholders and actors agree
on the goal/mission of the project. Another
possibility is having agreement on where to work
towards to with incentives.

It is needed to create unity in the project, since
working towards different goals will cause
disagreement among all, and the project to fall
apart if they are at least not somewhat in line.

Resources

With resources is meant time and money to
execute the project, but also the right amount of
skill in a project, the right employees and the right
knowledge.

It is in place when the team feels there is a
reasonable amount of time, money and skill
available to execute this project in a systemic way.
A rough indication for a project is around the
100.000 NOK/ 10.000 euro. But, impact on smaller
scale is also possible to achieve with smaller
budgets.

It is needed to finance and execute the project.
Without the right resources the project will not
exist.

Realistic Schedule

A project is bound to its resources and the time
that can be spend on the project (before it needs
to be delivered before a certain deadline). This can
mean there is not a lot of time within the project
(left), and it might therefore be tough to achieve a
reframe or a systemic project in general. As there is
no time for implementation, or trying to grasp how
the system is behaving.

Trust between client and consultancy
Trust is defined by the client being able to rely in
the knowledge and skill of the consultant.

A clear indicator of when trust is not in place is
when they don't trust the process or approach in
the project, which can be very coherent with not
understanding it (see: mindset, design maturity and
systemic maturity). It is in place when the client is
transparent about its practices and information.

In order to bring it in place, it might take multiple
projects of working together to build that trust. Or,
the client must have heard of the delivering
consultancy through their close network.

Trust is needed to convince the client of certain
approaches if their maturity in (systemic) design is
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low. Experimental approaches might be scary for Right relationships

the client. Trust can help to overcome this anxiety.
It helps with allowing for a sudden shift in the
project which is often needed, and to get in contact
with the actors and stakeholders important to the
client and the project. With more trust, there will be
more transparency between the two parties,
resulting in a smoother process of working
together.

Close collaboration & co-creation

Close collaboration & co-creation depicts the ability
to closely work with the client & user, but also
important actors and stakeholders related to the
project and problem, such as suppliers/contractors
or other consultants (Fortune & White, 2006).

It is in place when there is accessibility to user/
actor involvement, and when the client sees value
in doing such practices in the project. Ideally, the
client is also part of actor collaboration and co-
creation. Different viewpoints can feel as an
indication that close collaboration is not achieved,
but are essential in systemic design to understand
the complexity of the problem (Fortune & White,
2006; Buckenmayer et al., 2021).

Close collaboration & co-creation is needed to
discover different viewpoints, and the social
complexity of the problem, in order to reach an
outcome where most important actors and
stakeholder, according to the salience model of
Mitchel et al (1997), can agree with.

Right relationships indicate the right connections to
important users, actors and stakeholders according
to the salience model of Mitchel et al (1997). That is,
actors that hold power, legitimacy and/or urgency.

It is hard to know when it is in place, since it is not
always known which actors are left out (unknown
unknowns). It is important to include (groups of)
actors that are part of, or affected by the problem,
and constantly analyse what other groups could be
missing.

To have the right relationships is important to work
together towards a solution that fits all as good as
possible. Differentiating viewpoints will come up.
but being able to mitigate those, will bring the
project closer to a solution.

Good communication & feedback

It is important that within the team there is clear
communication and feedback on improvement
points. Therefore, what can be done better within
the project. Within a project, continuous
improvement needs to be taken into account

It is in place when there is not an abundance of
meetings, but meetings are concise have clear
goals, and can be revised by people who couldn’t
be available. The communication between all
parties is ideally transparent and honest. And
feedback is constructive. Feedback can be taken
into learnings and are build towards improvement
points, that are taken into action.



Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

2. Assess the feasibility of a
systemic project (continuation).

Critical factors

It is important to have this aspect in place in order
to facilitate the right way of information sharing, to
keep aligning on goals, approaches and
understanding of the problem.

Support throughout the company

Support throughout the company means that
ideally, everyone in the client company supports
the project. This is rather impossible to achieve, but
important stakeholders to win over are top
managers, workers of the company, and, at least,
the manager of the project. This depends on that
the project manager is competent and supportive,
and there is little to no coercive power in the
company that workers do not dare to speak up.
Otherwise, this needs to be included in the change
management of the client company and project (if
its the case that the project needs these aspects to
be in place).

Support is in place when interest and support
(agreement and continuation) is shown in the
project.

It is needed to get internal funding and approval for
certain approaches. As well as getting people on
board to help to execute the project or follow
project goals.

Execution of the project in the right place of
hierarchy at the client’s organisation

Closely connected to ‘support throughout the
company’ is the execution of the project in the right
place of hierarchy at the client’s organisation. It
means that neither project that is being executed
within the most upper or most “low” players in the
client hierarchy, can be fully successfully executed.
With workers there needs to be mandate, and with
top managers, needs to be convincing. Therefore,
accessing and including these “right actors/
stakeholders”, as discussed in ‘Right relationships’,
is important. Also internally in the client company,
to let a project take off.

It is in place when there are indications of mandate
and there are chances of top management being
convinced. This might only be able to show later on
in a project. It is therefore important to assess the
general design and systemic maturity of the client
and important actors that need convincing, or if
they are open to learn about this.

Mandate

For projects to be carried on internally and
externally, it is important to get the right mandate.
This can mean internally in the client company
(see: support throughout the company), but also
from actors and stakeholders. Through early and
continuous inclusion, mandate can be build.

A clear indicator for project mandate is when the
project starts to emerge by itself, and the providing
consultancy can pull away without the project
falling apart. It can be seen in that people know
how to take tasks upon them and execute them
without being steered by the providing
consultancy.

It is a needed element to let the project live on after
the project is finished.

Change management of the client

Effective change management of the client means
organisational adaptation. This can be in culture,
structure, practices or even mindset. The client's
organisation needs to able to align their teams, top
management and/or workers, to accommodate for
the project internally. As systemic project often
accommodate, or try to achieve, permanent
change, change management is important. Even if
the project is changing something outside of the
client's company, it often has to accommodate that
change.

It is hard to assess when change management is in
place. But a clear indicator is looking at the history
of the company, and asking how they have dealt
with change before, if this is a common practice for
them or to see if there are people responsible for
change management internally. A good indication
in this is specific people assigned to a task (and
them being able to live up to these tasks).

Change management is needed in order to
integrate and accommodate the project within the
client company, so that it can be fully executed as
a part of the client company. For this to happen,
mandate, support throughout the company and
execution of the project in the right place of
hierarchy at the client’s organisation can be
important critical factors as well.

Systemic
approach within
the consultancy

Good
communication
(internally on client side and
between client &
consultancy)

Risks
addressed/
assessed/
managed

Trust between
client and

consultancy
(openness to new
approach)

Right insights to
trigger the
reframe

Right Goal Close

setting/ collaboration
— {with client & consultancy,

Mission and extemal actors)

Resources
(time, money, skilled
client employees,
mandate, training
provision)

Design Maturity

within the client
Realistic

schedule

Systemic
maturity within
the client

Right

Relationships
(externally, client &
consultancy)

Openness in the
process

(open or discusable design
brief & deliverables)

Mandate / client
ownership

Right mindset

Execution of the
project in the right
place of hierarchy

at the client’s
organisation

Support
throughout the

company
(top down - managers and
project manager, and
bottoms up, political
stability)

Good Change
management on
the client’s side

Easy to influence

Figure 4. An assessment of the urgency and difficulty to bring
Critical Factors in place. Adapted from Fortune & White (2006)

Hard to influence

>

/I\ Critical

Must Have

Should have

N Nice to have



Reframing Canvas: Shaping Systemic Projects

How to move project context and content from a simple/complicated focus, to being able to deal with complexity.

3. Reframing

A frame is a way of looking at the problem
situation and a way of acting within it (Kees
Dorst, 2015). Reframing is the act of
changing the project content and/or
context, in order to accommodate the new
findings in the project. Project reframing of
the content is often done automatically
within the project. When insights uncover

3a. Reframe IN Project
(content)

The project content concerns mostly the
problem the project focuses on, the
problem scope, the deliverable that is
focusing on solving this problem and the
approach towards that deliverable. These
four elements deliver towards a common
goal, that is a part of delivering a (positive)
impact that both the providing consultancy
and the client organisation want to achieve.

3b. Reframe OF Project
(context)

The context of the project focuses on
everything what is happening around the
project execution, such as the people
involved, the agreements made, resources
and time available to be spend on the
project. These are just some of the
examples.

The canvas makes sure that most of these
elements are in place. These elements, are
described in step 2, under the principles of a
systemic project, and are what the critical
factors lead up to. It is therefore important
that the critical factors are managed by
either establishing them or finding a way to
deal with them not being in place. When
wanting to reframe each different critical
factor, use the ‘Reframing Canvas: Shaping

that a different problem should be pursued
or problems are related differently than
initially expected. It often occurs, however,
that to reframe project content, also means
reframing project context. This can either be
done after reframing project content, or in
advance, as a preventative way of not
disturbing the project continuation.

The reframing of these elements happen
mostly automatically. The canvas helps to
give a place that aligns these elements with
each other, and think of strategies or
methods and tools that can help to reframe
other elements when they do not align.
Whether that be purposefully reframing the
content, or letting it show through
emergency by the continuity of the project.

Systemic Project Context and Content’ per
critical factor (after step 5.1). Then, when
finalized for all the critical factors, note
down all the final steps of these canvasses
(5.10) on the larger canvas for reframing the
project (also on step 5.10).

The project reframing canvas is mostly for
facilitating the thought process of what
needs to be reframed, and if a systemic
project is worth pursuing. While the smaller
context and content reframing canvas helps
to think out different strategies or tactics of
reframing to bring the critical factors and
project content in place.

@ Medium @® Had

QO Easy

Tactics

The tactics for reframing offer a possibility
to align content and context elements with
the whole project, that is, actors, the client
and other important stakeholders, to finalize
the reframe, or bring it into place and align it
overall.

Tactics are classified as explicit or implicit,
indicating if it is explicitly mentioned a
systemic project will be pursued or not.
Explicitness might trigger heavy resistance
of the client since a new way of approaching

Part of project process

Project strategy
Critical Questioning

Assumption spotting/mapping

Stocks and flow mapping

Problem mapping

Timeline/behaviour over time mapping
Future/ambition mapping

Research mapping

Actor mapping

Workshop Reframing

Presentation of the systemic problem
Teach the mindset of systems thinking
Explain the necessity of systemic design
Show systemic achievements
Convincing the importance of thorough problem understanding
Present the consultancy’s systemic approach
+/- Negotiations

Client incentives [tit for tat]

Trojan horse

More for the same price

Splitting/adding project phasing

Reframe within project contract’s boundaries
Open project contract

Double edged sword deliverable

Emergence: let the project develop as it is
Foot in the door approach

Act on opportunities/keep leads warm
Create a new contract/addendum @

Give incubation time/Wait for the critical factors to come in place

Systemic deliverable

Project set-up

a project is scary to apply, and mostly
recommended with high (systemic) design
maturity, openness, trust and a good
mindset in place. Choosing to pursue a
project implicitly might be a safer option in
the beginning if mindset and systemic
maturity are not in place. However, it might
be more difficult to then get people on
board in their understanding why certain
actions are done (e.g. approach the problem
in such a broad perspective, including
multiple stakeholder and actor

Project execution
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Project follow-up

perspectives). It might therefore be safer to
pursue clients that hold a systemic
viewpoint.

The tactics are suggested content of what
is observed to be applied in systemic
projects. The list is certainly not limited to
these tactics and the reframing canvas
supports a combination of multiple tactics,
where own tactics are recommended to be
applied as well.

! As can be seen in the diagram,
tactics get harder to execute
once they are further in project
execution. This shows the
importance of early reframing in
the project and is therefore
always advised to do as soon as
possible, as project context is
hard to reframe once project
contracts have been signed.

Figure 5. Table with different tactics for reframing different
elements and critical factors (content & context).



Tactics

Questioning tactics

Asking confrontational questions to broaden the
scope of the problem towards the client, is a good
way to probe if they are ready for the answers or
not.

Critical questioning (Implicit)

By critically questioning the project brief, therefore
the deliverable, problem, scope and the approach,
you create awareness that a different approach
might need to be taken, or a different view on the
problem is needed. It is important that during
critically questioning you highlight the doubts, but
also the areas where you agree on. Mapping/
spotting the assumption can be an important next
step

Potentially Reframes
Content

Deliverable

Problem

Scope

Approach

Context
Insights

Result

It can be seen if a continuation in working together
is worth the effort. Or, within project execution, a
project can be opened up for a reframe regarding
content. It can create an understanding of how
interconnected a problem and scope is with
multiple other factors, and if a different approach or
deliverable might be necessary.

Assumption spotting/mapping (Implicit)

By spotting assumptions, either internally with the
team or with the client, unknown unknowns can be
uncovered, and hidden relationships might appear.
For example, it might be assumed a deliverable
might solve a specific problem. But this might hold
assumptions that the idealized tool would bring the
actual effect, without any proper research. Another
assumption often made is that the problem
focused on, is actually causing the effect seen,
while the root cause might be somewhere else.

Potentially Reframes

Content Context

Deliverable Insights

Problem Goal/mission setting
Scope

Stocks and flow mapping (Implicit)

Stocks and flow mapping is a practice that mostly
gets used in the continuation of the project. It
might give insights in the complexity and the
network towards different siloes and stakeholders/
actors that might be relevant to the problem.

Potentially Reframes

Content Context
Problem Right relationships
Scope Right insights

Mapping tactics

Mapping activities can be used in a workshop or as
stand-alone methods to generate more insight in
the situation (creating systemic situational
awareness) or to get people on board on the
project. It basically shows, and let people think of
the project and the problem they are dealing with
in broader context. These can be very well

Problem mapping (Implicit)

This form of mapping can be used to generate
insights into how different problems are combined,
and together with critical questioning, it can be
used to find a way to generate insights in that a
problem can not be siloed down towards one
problem, and is always connected to other factors.
The iceberg model or creating a Causal Loop
Diagram are good tools to do this kind of mapping
with.

Potentially Reframes

Content Context

Problem Insights

Scope Mindset
Systemic maturity
Trust

Timeline/behaviour over time mapping (Implicit)
Mapping progress over time helps to understand
developments in the past and how things became
the status quo. It also helps to uncover behaviours
and how they came to be in place. Mapping tools
that can help to visualise this are journey maps and
behaviour over time graphs.

Potentially Reframes

Content Context
Problem Right insights
Scope

combined with questioning tactics. The tactics are
meant to steer the people towards a mindset change
by mapping out, and discussing project elements.

Result
The result can be the start of a mindset shift, or the

reframing of the project content, since evidence is

delivered or presented upon.

Future/ambition mapping (Implicit)

Future mapping can be used to generate a mission
or goal where the whole organisation wants to go
to. It is meant to transcend the goal of a certain
part in the organisation and bring in perspective
what that sector of the organisation is contributing
to. It can be achieved through roadmapping
(creating a plan on how to achieve that goal), or
other mapping tools, to bring the project goal in the
understanding of a bigger mission what needs to
be achieved. The reframing canvas also focuses on
this aspect.

Potentially Reframes

Content Context
Goal Goal/mission
Impact

Research mapping (Implicit/Explicit)

All the previously discussed tactics can also be
combined in a ‘Gigamap’ (B. Sevaldson, 2011;2021)
of research or insights. This gigamap is more for
synthesis of data than for explaining and
presenting to clients and actors, but can be applied
this way. It can be a first step towards creating a
system mindset and systemic maturity, as bringing
these maps in relationship with each other shows a
more systemic approach. It could therefore be
perceived as explicit reframing, if emphasized.

Potentially Reframes

Content Context

Problem Right insights
Scope Mindset

Goal Systemic maturity

Impact

Actor mapping (Implicit)

This form of mapping can be used to show insights
in how there are multiple actors surrounding the
problem the client is facing (it is recommended to
first find the root cause of the problem before
going into actor mapping, but it's not required). It
gives insight in that problems are multi-faceted
with many people being impacted, reliant or
dependent on either the outcome of this problem
or what this problem produces. It creates a map of
who to talk to and collaborate with. Recommended
for this is the actor map, together with a conflict
map if there are coercive powers at play or not all
actors impacted by the problem agree on the issue.

Potentially Reframes
Context

Insights

Openness

Mandate

Right relationships

Goal/mission setting



Tactics

Educating tactics

Educating tactics can be seen as “convincing
through logic”. It focuses on convincing the client to
apply systemic practices on an, an often time,
explicit manner by educating them on how it works
and that the steps towards systemic practices are
not as risky as it seems. Proof and solid reasoning
is important in these tactics.

Presentation of the systemic problem (Implicit/
Explicit)

[This step requires insights on the problem]

A presentation on the complexity of the problem as
understood by the consultancy can be given. This
gives a time to further discuss and reflect on the
scope of the project and the problem view.

This can be done in an explicit way, that is, if the
client has an open mindset and if there is a form of
systemic- and design maturity. By doing it
explicitly, there can be a direct reference to
systemic design methodologies and modes of
practices. Presenting the root causes as
understood by the consultancy in a more implicit/
natural way as developing an understanding for the
problem together, can be followed up by systemic
methods as well, but in a more phased project.

Workshop Reframing (implicit)

By doing a lot of workshops, the client will
experience first hand insights in the project that
might be needed to create an epiphany.

Designers are often left to decide what is done in
workshop sessions because the trust of a designer
their skills is high within something that is
considered part of their field (a workshop). It is
then possible to implement more systemic
methods and tools that create the insights needed.

Through presenting, hopefully the client

AL L understands the complexity, and that another

LR Coytext approach needs to be taken towards solving this
Problem Insights problem.
Scope Trust

Potentially Reframes

Content Context

Scope Mindset

Approach Trust

Deliverable

Goal

Bottom approaches are dependent on: openness, design maturity and systemic maturity, mindset and trust. It is
heavily dependent if the client is able and comfortable with a possible changed approach. It should be calculated if this
is risk is worth losing a client over, or if it is worth putting effort and resources in a client. If all five earlier mentioned
critical factors are not in place, avoid this approach and go for more implicit reframing tactics that uses different

approaches. Showing how a systemic approach can be executed instead of trying to accommodate from the beginning.

Teach the mindset of systems thinking (Implicit/ Explain the necessity of systemic design
Explicit) (Explicit)
In this approach systemic jargon doesn’t have to be « Explain what complexity is vs complicatedness
used (but can make communication easier later (wicked/complex vs tame problems)
on). At least show: « Explain why traditional problem solving
+ Why long term thinking is important techniques are normally not cut to solve
« Why involving multiple stakeholders and complex problems. Since they don’t take into
working in collaborations is important account the holistic environment of the problem
« How systemic relations, interconnectedness » Explain why systemic design is necessary to
and cause and effects influence the project, solve complex problems, or phrase it as an
problem and goal addition towards design thinking (if you want to
» How it is important to focus on the root cause of approach it more implicitly)
a problem instead of the symptoms Tips:
* Show examples and tell stories to build Show examples and tell stories to build emotional
emotional understanding. understanding. Use examples and jargon the client
is familiar with.
Potentially Reframes

Content Context Potentially Reframes
Mindset Content Context
Systemic maturity Approach Systemic maturity

Communication Scope Mindset

Show systemic achievements (Explicit)
Such as
« less money spend on the project if problem is
identified right from the beginning
« a way to understand and grasp a complex
system and to share it with the organisation
» Show examples/stories from the delivering
consultancy, or outside how systemic design
was able to create different projects,
approaches and results by changing towards a
systemic approach.
The achievements don’t have to be from the
consultancy. There just needs to be a way of
showing understanding and mastery of the process
and approach. This links well with presenting the
consultancy’s systemic approach.

Potentially Reframes

Content Context

Approach Openness
Mindset
Trust
Support

Systemic maturity

Convincing the importance of thorough problem
understanding (Implicit/Explicit)

An important element of systemic projects is
focusing on the right problem. This is often
obstructed due to more effort and resources going
into research vs. execution. However, it is important
the client understands that understanding the
problem reduces risks more than working on the
wrong problem.

In this case, giving examples of previous projects
help. Also this tactic could be paired with adding
extra project phases (before a contract between
both parties have been signed), or a project follow
up if contracts have already been signed.

Potentially Reframes

Content Context
Problem Openness
Scope Mindset

Systemic Maturity

Present the consultancy’s systemic approach
(Explicit)

Hours are often estimated based on which
methodology and approach to apply, according to
a predefined process. The problem is with a strict
approach like this, there is no room for exploration
the problem field, which might give unexpected
results as to where the main problem actually lies.
Which lies in the core of of systemic design, finding
out what the real cause of a problem is. and solving
that instead of the symptoms. It can therefore be
important to first identify the ‘what’ before the ‘how
for whom'. It is therefore important to go for an
open approach to the project with as little as
phasing as possible, or at least the flexibility to
change it.

It should be taken into account that if the initial
brief that is proposed is not open, it is very unlikely
that a reframe towards a more open approach will
succeed. If this reframe is not possible, try to
phase the project set up, as it is hard to know what
to focus on from the beginning on. A predefined
process can only be used when the end deliverable
is known, and known to work. And cannot attend to
the creative process as solution and problem are in
a constant state of being framed and reframed.

Potentially Reframes

Content Context

Approach Openness

Goal Systemic maturity
mindset

Convincing tactics

Convincing tactics focus on getting the client on
board with systemic design practices and are often
explicit.

Convincing the client is a tough task and requires
trust, openness, the right mindset and (systemic)
design maturity. But if able to convince the client,
these aspects might also be brought into place

+/- Negotiations (Explicit)
Show pro’s and cons for approaching the project in
a systemic way.

For example:

« A systemic approach can be implemented now
where as a service design will only be
implemented in 4 years.

« A systemic approach will help you with defining
the problem more clearly, and cut down on the
costs and risks on the long run

» More long term value from a singular project

« less risk in spending resources now on finding
the right problem vs. investing in a solution for
something that might not be the problem

« More valuable project over time instead of a
project that brings value once

Potentially Reframes

Content Context

Goal Right goal/ Mission
Deliverable Openness

Client incentives [tit for tat] (Explicit)

The client and consultancy can come to an
agreement to do projects for a cheaper price in
order to win the client’s trust, while also being able
to build portfolio with a systemic project, if non of
these projects are within the consultancy’s portfolio
yet. Or, if they want to test systemic methods, tools
or approaches.

Potentially Reframes

Content Context
Trust,
Systemic maturity,
Right relationships,
Systemic approach
within the consultancy



Tactics

Workaround tactics

Use these tactics when some of the project critical
factors cannot be reframed. Most commonly are
the approach, deliverable and (project) openness.
This is mostly the case in projects that have passed
the project start-up phase.

Trojan Horse (Implicit)

Sell the project as another form of design (like
service design), while applying (also/mostly)
systemic methods. Useful if the client is not ready
for understanding or applying a different approach
than its used to.

Potentially Reframes
Content Context
Approach

More for the same price (Implicit)

Do additional work onto what is sold as a
deliverable. This is mainly for projects that have a
high opportunity of delivering more long term value
for the consultancy, if there is value in future
collaboration. If this is not the case or unsure, this
tactic is not advised.

Sell a deliverable that is wider in scope, but still
delivers on what the client initially wanted as
deliverable and approach. Do what is agreed upon,

but try to include systemic approaches when done.

This will hopefully cause an insight from the client
in the project execution phase that the current
approach and deliverable might not solve the right
problem, and might lead to the sale of a systemic
project after the project is finished. This can be
done by including systemic approaches in the
agreed upon way of executing the project.

Potentially Reframes

Content Context
Scope Openness
Deliverable

Splitting/adding project phasing (Implicit/
Explicit)

If the client needs to work in a way that can only be
done in a phased method, adding an initial research
phase in order to decide what problem further to
explore might be a good tactic to apply. This goes
together with the tactic of splitting up the phases
of the project, because the deliverable and
approach cannot be agreed upon initially and an
important part of this approach is the freedom to
define it later.

By splitting up the phases in a different contract
and project approach, it allows the client to save
budget and decide later on for the project which
methodologies need to be applied for the budget
left to know towards which result should be
worked.

A drawback of this approach is if the contract
making phase takes a long time on either side and
stop the continuation of the project. Another
drawback is that this is not an as open way of
working, as systemic projects might request, as it
limits the possibility to go back to a research phase
again. As that is only possible by agreeing on a new
project.

Potentially Reframes
Content Context
Approach Openness

Reframe within project contract’s boundaries
(Implicit/Explicit)

[only applicable in project execution]

If it's possible, discuss a new problem focus, or
scope within the defined project brief. Additionally,
approach and deliverable could also be reframed,
but then an addendum might need to be written
(see: new project contract/addendum)

This is not an ideal tactic as it takes a lot of time,
while the project is still continuing. Therefore, hard
to pull off.

Potentially Reframes

Content Context
Approach Openness
Deliverable

Scope

Problem

Open project contract (Implicit)

Try to keep the approach and project set-up as
open and vague as possible if it is not possible to
reframe the approach or deliverable. That means
open and vague as possible end-deliverables and
open interpretable approaches to get there, to get
as much leeway in the project proposal as possible.
This works especially well if the design maturity of
the client is rather low.

One way of doing this is selling a project with a lot
of workshops, where the designers are often left to
decide what is done in those sessions because the
trust of a designer their skills is high within
something that is considered part of their field (a
workshop).

Potentially Reframes

Content Context
Approach Openness
Deliverable

Double Edged Sword Deliverable (Implicit)

That is, delivering the current project as it is, but
trying to generate systemic insights by including
some systemic approaches as described in the
Emergence tactic. The client might find that current
approach or deliverable is not cut out for the
problem at hand, but cannot reframe the project
anymore. This will give leeway for project
continuation from the previous systemic insights.
Approach a project only like this if there is hope to
gain understanding over time, and there is a
chance for continuation and the project cannot be
reframed anymore, and if the project on the long
term is worth the effort this way.

Potentially Reframes
Content Context
Insights

Continuation tactics

Continuation tactics help with the continuity of the
project, something that is important in systemic
projects. Mostly through following up, but also
ensuring the continuity of the project in project set-
up or execution.

Emergence: Let the project develop asiitis
(Implicit)

Do what is agreed upon, but try to include systemic
approaches when you do it (see mapping,
questioning and education tactics). This will
hopefully cause an insight from the client in the
project set-up or execution phase that the current
approach and deliverable might not solve the right
problem, and might lead to the sale of a systemic
project after the project is finished. This can be
done by including systemic approaches in the
agreed upon way of executing the project. Use this
approach when the risk of reframing is too big, or
deemed impossible, or yet unsure.

Potentially Reframes

Content Context
Problem Insights
Scope

Foot in the door approach (Implicit)

Build trust with the client through collaboration, or
through previous projects by showing off some
systemic methods and sell a new project to them
that is more systemic (might require waiting for
right critical factors to be in place).

Potentially Reframes

Content Context
Collaboration, Trust,
Right relationships

Act on opportunities/keep leads warm (Implicit)
Keep leads warm by asking how project
implementation is going and/or to just ask for
updates on the status of the project, or with other
projects. To see if there can be help offered.
Another way of doing this is to see, if new tenders
come out where you and the client can work on
together, with another party at hand. Or new
events happen, new research submerges. Keep an
eye out as business developer/sales on how to
keep connecting the client possibly, with relevance
to previous project and further development.

Potentially Reframes
Content Context
Trust, Implementation

Create a new contract/addendum (Explicit)
A new contract can be formulated as a project
follow-up, based on previous project insights.

If it is an addition to an ongoing project, this tactic
is harder to achieve. Build on the current customer
relationship and trust, to create projects that can
achieve a higher impact. If the client starts to
realize another approach is needed, it is good to try
to push for an addendum that adds to the project
to still try to make it systemic. This is most valuable
when it is still early in the project execution. This
could be combined with splitting/adding project
phasing when needed.

Potentially Reframes

Content Context
Approach Openness
Deliverable

Goal

Give incubation time/wait for the critical factors
to come in place (Implicit)

Sometimes the client needs time to internally
structure ideas and newly learned information to
sit, and to make things start to move. this can take
a while and is hard to speed up. It can be nudged
with keeping up contact with a client.

Potentially Reframes

Content Context
All critical factors
(dependend on client)

Systemic Deliverable (Implicit/Explicit)

Even though the deliverable might not be
discussed as being systemic, it can definitely be
set up as one. For clients that might have a budget
for continuation, it might be worth it if if the
deliverable is some sort (editable) version of a plan
or future vision (roadmap) or information
visualisation (systemic map or customer journey). It
can be convenient to make it editable, and to co-
create it with them so they have a feeling of
ownership. This might help the consultancy to
continue on the project, since systemic projects are
never really a one time project anyway.

Potentially Reframes

Content Context

Deliverable Trust

Goal Right Relationships
Mandate
Insights
Implementation



Reframing Process Framework/Canvas

How to move project context and content from a simple/complicated one, while it should be dealing with complexity.

4. Continuation of the
project 5. Reflect References
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IDE Master Graduation

Project team, Procedural checks and personal Project brief

This document contains the agreements made between student and supervisory team about the student’s IDE Master
Graduation Project. This document can also include the involvement of an external organisation, however, it does not cover any
legal employment relationship that the student and the client (might) agree upon. Next to that, this document facilitates the
required procedural checks. In this document:

The student defines the team, what he/she is going to do/deliver and how that will come about.
SSC E&SA (Shared Service Center, Education & Student Affairs) reports on the student’s registration and study progress.
IDE's Board of Examiners confirms if the student is allowed to start the Graduation Project.

USE ADOBE ACROBAT READER TO OPEN, EDIT AND SAVE THIS DOCUMENT

family name  van Weverwijk Your master programme (only select the options that apply to you):
initials ~ J. given name Joyce IDE master(s): ( ) IPD) ()ofl) O SPD )
student number A. Crawford
street & no. - -
zipcode & city Honours Programme Master
country Medisign
phone Tech. in Sustainable Design
email Entrepeneurship
** chair  N.Tromp dept. / section: HCD-DA
**mentor R.G.H. Bluemink dept. / section: .DQS-MQD
A. Crawford
Halogen
Oslo Norway

IDE TU Delft - ERSA Department /// Graduation project brief & study overview /// 2018-01 v30 Page 1 of 7



e
TUDelft
Procedural Checks - IDE Master Graduation

APPROVAL PROJECT BRIEF
To be filled in by the chair of the supervisory team.

chair date 21 - 02 - 2023 signature

CHECX STUNY PROGRESS
To be mlled in by the 35C E&SA (Shared Service Center, Eaucation & Student Affairs), arter approval of the project brief by the Chair.
The study progress will be checked for a 2nd time just before the green light meeting.

EC ‘ all 15t year master courses passed
EC . missing 1 year master courses are:

Master electives no. of EC accumulated in total:

Of which, taking the conditional requirements
into account, can be part of the exam programme

List of electives obtained before the third
semester without approval of the BoE

name date - - signature

FORMAL APPROVAL GRADUATION PROJECT

To be filled in by the Board of Examiners of IDE TU Delft. Please check the supervisory team and study the parts of the brief marked **.
Next, please assess, (dis)approve and sign this Project Brief, by using the criteria below.

¢ Does the project fit within the (MSc)-programme of M) APPROVED I) NOT APPRUVED)

the student (taking into account, if described, the
activities done next to the obligatory MSc specific ) APPROVED I ) NOT APPROVED )
courses)?

¢ [s the level of the project challenging enough for a
MSc IDE graduating student?

¢ s the project expected to be doable within 100
working days/20 weeks ?

* Does the composition of the supervisory team
comply with the regulations and fit the assignment ?

comments
name date - - signature
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Personal Project Brief - IDE Master Graduation

Designing a framework for tackling complex problems in systemic projec  projecttitie

Please state the title of your graduation project (above) and the start date and end date (below). Keep the title compact and simple.
Do not use abbreviations. The remainder of this document allows you to define and clarify your graduation project.

startdate 30 - 01 - 2023 17 - 07 - 2023 end date

INTRODUCTION **
Please describe, the context of your project, and address the main stakeholders (interests) within this context in a concise yet

complete manner. Who are involved, what do they value and how do they currently operate within the given context? What are the
main opportunities and limitations you are currently aware of (cultural- and social norms, resources (time, money;...), technology, ...).

space available for images / figures on next page

In recent years, designers have found that design problems are getting more and more complex. The complexity of
these issues are the result of their high interconnectedness, in which they come with many interdependencies. These
complex problems differ in their characteristics from simple or complicated problems, and thus should also differ in
the approach to target them (Figure 1).

A critical part of the complexity of these problems is that many public and private sector companies do not have the
means or know-how yet to target these bigger, more systemic problems. The result is a focus on solving symptoms of
problems, instead of the root causes. This causes the creation of redundant services and products that don't prevent
the problem from happening, but solve their effects, to some extent.

Design consultancies play an important role by substantiating this demand for short term symptomatic problem
solving. But, by shifting focus to root causes or root problems, projects can have a more positive impact on the world.

Within the academical community there has been a growth into this field to develop design practices into something
that helps addressing these issues as systems, relating Systems Thinking & Design.

This new field is called Systemic Design, in which these complex issues are challenged as systemic changes and
problems. However, practice shows that this knowledge is not always as easy to apply. One of the issues of systemic
design is to (re)frame a problem to create the necessary systemic changes, and aligning this with the right deliverables.
So, the question is: how do designers create meaningful, impactful, deliverables for society and the world, as well as
directly for the clients they work for?

This graduation entails the analysis & synthesis of the systemic way of working of Halogen. Additionally it will identify
main improvement points (leverage areas) in their way of working through the use of literature and best practices.
Halogen is a design consultancy using systemic design methodologies in some of its projects. The purpose of my
research is to break down the way of working in Halogen, and design a visual that suggests a general approach to deal
with complex problems in a business context, so there can be more accessibility to systemic projects where rightfully
due.
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Personal Project Brief - IDE Master Graduation
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PROBLEM DEFINITION **

Limit and define the scope and solution space of your project to one that is manageable within one Master Graduation Project of 30
EC (= 20 full time weeks or 100 working days) and clearly indicate what issue(s) should be addressed in this project.

ASSIGNMENT **
State in 2 or 3 sentences what you are going to research, design, create and / or generate, that will solve (part of) the issue(s) pointed
out in “problem definition”. Then illustrate this assignment by indicating what kind of solution you expect and / or aim to deliver, for

The world is becoming an increasingly challenging place to live in, relate to and influence. Systemic projects are
aiming to deal with such complexities (Figure 1). But, the complexity of such projects makes them difficult to execute,
especially in a business setting.

Clients have difficulty understanding the importance of executing projects on a systemic level, and that they should
bring value beyond the company’s scope for a long term positive impact. | assume this is mainly due to the client
wanting short term results, like economical value, and due to the client not daring to take risks regarding long term,
sustainable positive impact for the client and society.

For consultancies, it then becomes hard to communicate the need to reframe, to do the reframing and to align with
the right deliverables. More so, it becomes an issue to convince that the end deliverables should bring value beyond
the company’s scope. That is, if consultancies know what it takes to do the reframing, and executing a systemic project
based on that. Often, consultancies are using methods ascribed for simple or complicated problem solving (Figure 1)
to tackle complex problems. This is mostly due to Systemic Design being a new area where consultancies are not
trained yet with the know-how of project execution. To really address the underlying rooted problem, one needs to
recognize it is a complex problem (Figure 2b). This will require a systemic design approach and proper reframing of
the problem, and knowledge on how to do so.

This all leads to consultancies continuing to enable companies to execute short term, economical value driven
projects. Where projects focus on mere symptoms of root problems, and deliverables generated are rather redundant.
So, how can designers execute projects that enable clients to create long term impactful value for them and society?

instance: a product, a product-service combination, a strategy illustrated through product or product-service combination ideas, ... . In
case of a Specialisation and/or Annotation, make sure the assignment reflects this/these.

executmg systemic pro;ects A vnsuallsatlon and prOJect report wnII be made based on this research together W|th

"

This graduation project will research the broader way of working at Halogen, as well as 3-5 case projects. The process
of each project will be studied from incoming lead to project close-out (Figure 2a). Each case project has the
characteristic that it has taken a(n attempt at a) systemic approach at some point in the project, after the initial
problem was reframed to a more complex one (Figure 2b). Therefore, changing the scope of the project to being
systemic. Projects will be chosen where there has been an identified systemic impact, or an attempt to do so, but have
not managed to do so. Those projects will shape the learnings to understand what worked and what didn't work in
reframing, execution and impact.

This graduation project will also study literature and best practice on reframing and executing systemic projects to
compare against the practices within Halogen.

The deliverable of this graduation project will be a visualization on the general process approach of a systemic project.
In this visualization there will be a specific focus on the reframing of the project scope (Figure 2a1), and how to define,
and come to systemic impact (Figure 2a2). The report will show the most important pain points in this visualized
process as leverage areas, accompanied by points of improvements and suggestions on how to do so.

For an overview of these steps, please refer to Figure 2c.
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PLANNING AND APPROACH **
Include a Gantt Chart (replace the example below - more examples can be found in Manual 2) that shows the different phases of your
project, deliverables you have in mind, meetings, and how you plan to spend your time. Please note that all activities should fit within

the given net time of 30 EC = 20 full time weeks or 100 working days, and your planning should include a kick-off meeting, mid-term
meeting, green light meeting and graduation ceremony. lllustrate your Gantt Chart by, for instance, explaining your approach, and
please indicate periods of part-time activities and/or periods of not spending time on your graduation project, if any, for instance
because of holidays or parallel activities.

startdate 30 -1 - 2023 1/ - 7 = 2023 end date
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Field Research — Investigate For reference, see Figure 2c
A general understanding of the way of working in Halogen will be generated through 2-4 semi-structured interviews
with key personnel. Additionally the ‘Halogen way of working’ documentation and any additional relevant
documentation will be reviewed. Then, a general context systemic projects are executed in is established. Afterwards, |
will go into more detail on 3-5 Halogen projects cases to extract a general process of systemic projects. These cases
have reframed the brief from complicated or simple problems to complex ones, and applied a systemic approach.
Both looking at projects that were a business success and those that were not to identify what worked and what
didn't. I will conduct 2-3 semi structured interviews per case to cover project setup, project execution and deliverable
handoff. The people involved will be relevant designers, business developers and project developers who were pivotal
to the project. Additionally any relevant documentation will be analyzed as well.

Analyse and Synthesize findings
The project processes will be generalized into a main systemic process. Key insights will be extracted from all the
interviews into main pain and potential points. at At the end of the project, a final synthesis will take place.

Evaluation
A sense-checking workshop will be executed with the employees of halogen to evaluate, enrich and improve the
current internal findings. After some iterations, another workshop will follow where leverage points will be identified to
address the most effective problems and potentials to act upon. These points will be further researched

Desktop research
The desktop research will be continuous, but phased. It will go through the various ways of reframing of the project
briefs, delivering outputs for systemic impact, setting up and executing projects to address complex problems, and
eventually any other desktop research relevant to the synthesis of the findings in the evaluation.
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MOTIVATION AND PERSONAL AMBITIONS
Explain why you set up this project, what competences you want to prove and learn. For example: acquired competences from your
MSc programme, the elective semester, extra-curricular activities (etc.) and point out the competences you have yet developed.

Optionally, describe which personal learning ambitions you explicitly want to address in this project, on top of the learning objectives
of the Graduation Project, such as: in depth knowledge a on specific subject, broadening your competences or experimenting with a
specific tool and/or methodology, .. . Stick to no more than five ambitions.

The reason for choosing this topic is due to having worked at a design consultancy. | had the feeling that the venture
building done by this consultancy, and the concepts that were created, added no real value to the real world, and also
not for the companies we created them for. This was due to the solutions not targeting root problems, but mere
symptoms of it. While working there, | stumbled upon the concept of wicked problems and how all problems worth
solving currently are more complex, wicked and more interrelated. When diving more into this topic, | came across the
concept of Systems Oriented Design, which is an approach or methodology of dealing with such wicked problems
taught in AHO. During my masters | devoted quite an amount of interest in this topic, and wanted to do an exchange
semester in AHO to follow the course Systems Oriented Design to learn more about it. During this course and an
additional elective, where we had to create a new business models for a complex problem, | found that current
business model templates do not let the user focus on the systems of which businesses operate, and fail to address
and solve root problems. This creates a gap between defining business opportunities within deliverables, and
designing with a Systems approach. Assumptions that | held from previous work experience was that consultancies
did not want to go into more systemic projects because 1). these projects are very uncertain, since they deliver value
over the long term where clients and consultants want short term economical revenue, and 2). it's hard to convince a
client therefore to go into such a systemic project. | therefore wondered what the process, methods, tools and end
deliverables look like when a consultancy successfully reframes a project towards a systemic one. These insights
resulted in me wanting to inspire other consultancies to work on projects with a systems approach.

This project will open the possibility to design for social good by using modern and relevant design methodologies to
inspire other consultancies to take an example of this way of working and apply these tools and methodologies
themselves.

FINAL COMMENTS

In case your project brief needs final comments, please add any information you think is relevant.
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Due to the scoping of the graduation project, decisions have been made to focus on private sector, or private sector
regulated projects. It's to leave out the analysis of the difficulties of public sector procurement and regulations. There
was a deliberate choice of focusing on a company which is already applying Systemic Design. Then, there won't be a
focus on the implementation phase of new methods and tools in the consultancy itself. The implementation phase
within the company itself is deemed important to focus on, but out of scope for this project.

Initials & Name Student number

Title of Project
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