Reframing Framework: Shaping Systemic Projects

Transtorming from Simple or Complicated Content and Contexts, to Complexity Resillient Private Sector Projects.

What is this?

The reframing framework and canvas describe the
reframing of a project context and content to be more
systemic. It helps to determine if reframing should
occur, what elements in and of a project should be
reframed, and to create tactics. Regardless of what
phase the project might be in.

In what context can it be used?

What are the outcomes?
The goal of the canvas is for employees working in a design

When can it be used?
This tool is made so it can be used in whatever phase of
the project process: pre-execution, execution, and even

Who is it for?

Business Developers, Designers, and Sales in design
consultancy with systemic design knowledge to navigate how

to reframe a project to be more systemic through manageable
steps they can make. With the canvas, users can:

consultancies; anyone in charge or part of the pre-execution,

executing, and/or following up (on) the project who knows follow-up.

systemic design practices and approaches in design

consultancies where the user needs help to apply systemic e Guidance while Reframing

tools and methods within a project that initially follow e Vision on Next Steps

traditional approaches. The primary focus is, therefore, on - Alignment & Understanding of the Project’s Goal

consultants that are either new in systemic design or of which
they or the company has not performed much reframing in

Tools

Reframing Canvas: Shaping Systemic Projects

How to move project context and content from

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

focus, to being able to

Cahpuic.

EXAPTIVE
Tactces acices

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

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.

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

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

Itis important to have this aspect in place in order
to facilitate the right way of information sharing, to

Mandate
For projects to be cartied on internally and
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effect relationships. relationship, many the problem; the problem focus is siloed or company’ s the execution of the project in the right Itis hard to assess when change management is in assessed/
interconnections. on a singular problem; there are multiple place of hierarchy at the client’ organisation. It place. But a clear indicator is looking at the history managed §
dependencies causing a network of means that neither project that is being executed of the company, and asking how they have dealt Sys_‘e’"'F )
Known-knowns & Unknown unknowns, problems; the problem focuses on ‘within the most upper or most “low” players in the with change before, if this is a common practice for maturity within
-unknowns unknowables. symptoms and not root causes; One > . client hierarchy, can be fully successfully executed. them or to see if there are people responsible for the client
solution won't solve the problem . %Q ® & g f /f b With workers there needs to be mandate, and with change management internally. A good indication Right
One or more than one right No right answers; emergent %% % ) £ $EFLS top managers, needs to be convincing. Therefore, in this is specific people assigned to a task (and " .
. Y Q. L ¥ Relationships
answer possible. instructive pattems. % e & fEased accessing and including these “right actors/ them being able to live up to these tasks). e
%) 23%% z & ﬁ”\é" f ff S stakeholders”, as discussed in ‘Right relationships, ¢
% %f@% SPESS Bl is important. Also internally in the client company, Change management is needed in order to J Niceton
Fact-based management Pattern-based The client already knows that the design PR ) é’i E&F tolet a project take off. integrate and accommodate the project within the ce to have
; . %, &
leadership should be, and how it should be done, but % e client company, so that it can be fully executed as , \
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Workaround tactics Continuation tactics Create anew contract/addendum (Explicit)

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

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.

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.

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

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

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 s not ready
for understanding or applying a different approach
than its used to.

Potentially Reframes

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 spiitting 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

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 s 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 s done in those sessions because the
trust of a designer their skills is high within
something that is considered part of ther field (a

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

Emergence: Let the project develop as itis
(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

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

Potentially Reframes
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Design.

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

e What competences and knowledge are needed in the
office?

e How can we align this knowledge among our employees?

Establish Internal

Systemic Project

e What are triggers in this project that could indicate
room for a (different) systemic design approach?

catered/accommodated for of how the project is set up?
What factors might make implementation and impact
hard to achieve?

What impact can be achieved through the project as is?
Is reframing a valuable choice for us, actors and/or the
client?

a. Reframe &

Spot the Potential Accommodate Project

factor, use the ‘Reframing Canvas: Shaping

elements and critcal factors (content & context].

Explenation booklet

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?

4.4 What impact could be achieved if
this were not to be a systemic project?

4.5 Which critical factors are in place, and which need to be accommodated for? 4.6 What critical factors are we worried

about not being in place? of this project?

4.8 How can we ensure implementation 4.9 How can we ensure Impact? 4.10 How hard would you rate it to make

and impact happen in

Which critical factors need to be put into place?

Alignment on
(Systemic) Impact.

What is the type of impact we strive for?

for Systemic
Impact

What is the initial goal of this project

Is it more than it being a non- systemic project? Is it more realistic than it being a systemic project? Which critical factors need to be put into place? the current state of the project?

Is it more than currently envisioned? Is it easier to implement? [mplEmentation Impaet

if necessary, put an arrow between the impact if necessary, put an arrow between the impact and a

and a goal down below in the schematic goal down below in the schematic /1 0 /1 0

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

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

What insights trigger a reframe?
What should be the new problem(s) focus?
What should be the project problem(s) boundaries/scope?

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

How to foster for implementation if the project fonitoliosteptolimpactiitielprojectwilibe

will be systemic? systemic? / 1 0 / 1 O

e How could that look like? e to which higher goal does this project contribute? o e R ke

To us?
4.12 What are the potential risks of this 413 Why is or isn’t it worth to pursue

What should be then be the project’s delivery?

What approach should be used to come to this delivery? 5. Reframe e B Sasng s

Based on the impact that should be created, and the revised iy
project aspects, what should be the new project goal?
How to accommodate for these elements?
What are methods, tools & tactics could be applied to

reframe?

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)

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?

Is it still worth to pursue this project?
Compare answers from section 4 and decide whether or not it is valuable to
pursue a reframe. If not, the canvas does not have to be filled in further.

1 a\.l.lenfa‘A

5.1 How can we accommodate for 5.10 How does this affect the project
each needed element? (continuity)?

To potential actors & stakeholders? To potential actors & stakeholders? Which tactic(s) can we apply?

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

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.

O4d syy u

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

103y,
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_— ) 1. Indicator
3.5 How does this project contribute towards the

envisioned impact? 1.1 What are indicators in this project that could point

It could help to think of what could long and short term goals be to achieve this towards room for a (different) systemic design approach?

impact, and where among those goals, the project goal lies.
P 9 9 project g (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)

2. Content

Societal capital
(social, cultural,

bh. Reframe &

Implement Faciliatory Accommodate Project

Elements that Enable

2.1 What are the project “elements”

Problem Problem

What is/are the main problem(s) focused on in the project? Use Problem Framing canvas if needed

What value will be generated for whom
in which “capitals”?

3.2 What are the consultancy’s 3.3 What s the client’s desired

Systemic Design

What is our strategic plan concerning systemic impact?

e How to accommodate for these elements?
e What are Tactics that could be applied?

for the different “capitals”?

Natural capital Financial capital

desired area(s) of impact*? area(s) of impact?
Internal areas of impact should be described What value will be generated for the Scope Scope
o n e X in the internal strategy document. See: 0. different “capitals”? What (other) problems or elements of the problem Use iceberg canvas and boundary critique if needed
Foundations. Often found in company vision. e T
What value will be generated

1 Deliverable Deliverable
. W h a t CO I I l p ete n Ce S a n d kn OW | ed g e a re n e ed ed I n th e What is the deliverable as currently decided, to solve Use the problem and scope to redefine the deliverable.
the problem?
3.1 What is the higher goal this project contributes to?
i ? What is the effect of the project outcome?
O I C e What will this project solve?
- What will the project goal achieve?
Approach Approach

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?

Continuous Learning,
* Reflecting and Evaluating

What have we done?

What did we learn from it?

Does we still achieve the envisoned goal & impact?
What do we need to do differently?

4 Continue Project (in a
° Systemic Way)

e Can the reframe be executed in the current phase of
the project?

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

What is the initial goal of this project?

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

What is the initial goal of this project?

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

7. Notes

Canvas

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?
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