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HOW TO USE THIS PRIMER

We at the Archipelago of Design have developed this primer as a guide to introduce you to the ideas behind design, 
and to help you get practical advice about why, where, what, how, and when you can use these methods in your 
work as a member of the Canadian Armed Forces (CAF).

WHAT’S INSIDE? 

Inside this primer, you’ll find an introduction to some of the concepts of design thinking - but this is no academic 
textbook. This primer is a practical guide; it is meant to make it accessible for you and your team to implement 
concepts of design thinking. More than this, we hope this primer will help you to identify design approaches and 
methods that you might already use without thinking of them as design. This will make it easier for you to further 
build on your skills and apply them when you need them. This primer will help you to build your design  skills with 
maximum applicability to your work. 

WHAT DO WE MEAN BY DESIGN? 

Innovation by design is a way of thinking  that assists in providing 
fundamentally different perspectives and potential solutions when 
addressing complex, ambiguous, or unknown challenges.

AOD - COMING SOON

Sign up to our newletter by visiting aodnetwork.ca or scan the QR code 
below to hear about upcoming AOD ressources on design leadership and 
innovator archetypes in the CAF. These resources will complement this 
primer by providing the context under which these tools may be mobilized 
in the CAF. 

http://aodnetwork.ca


FOREWORD FROM MAJOR-GENERAL 
SIMON BERNARD, OMM, CD

CANADIAN ARMED FORCES, AMBASSADOR TO 
THE ARCHIPELAGO OF DESIGN (AOD) NETWORK

Defence practitioners are increasingly aware that tradi-
tional methodologies such as the combat estimate 
or the operational planning process limit, more than 
enhance, their capability to address emerging security
challenges such as terrorism, counter-insurgency,
capacity-building, refugee crises, humanitarian aid,
pandemics and climate resilience to name a few. While
there is consensus on this, there is still an absence of
consensus towards adopting new methodologies more
adapted to the contemporary security environment.
Among alternative methodologies, several versions of 
design thinking are gaining traction across defence
organizations around the world.

This “Collaborative Innovative Thinking by Design for
the Canadian Armed Forces” primer aims to make 
accessible an array of mindsets, approaches, methods 
and tools inspired by design to assist military staff, plan-
ners and decision-makers in anticipating, navigating 
and addressing complex challenges.

Our Defence and Security Community is increasingly
relying on innovative thinking by design for strategic,



better position to understand the basics and why, when,
and how to use them.

If Canada is going to participate with allies in foreign
interventions, it is reassuring to know that CAF leader-
ship is aware of and values the need to examine the
myriad of complex inputs before troops are committed
to battle. On the other hand, it is important to be able 
to critically assess those inputs to avoid “planning 
paralysis”. Undoubtedly, our political/civilian/military/
academia consortia of the future will include this prim-
er in their toolkit and leverage the proposed mindsets, 
approaches, methods and tools developed by the 
Archipelago of Design.

I would like to thank the Archipelago of Design for their
contribution to our learning journey. Our Profession of
Arms will benefit from reflecting on how we think and
plan in today’s security environment.

Major-General Simon Bernard, OMM, CD

operational and institutional planning purposes as an 
add-on to traditional planning processes. Modern
militaries are using similar innovative thinking approach-
es more often to develop a deeper understanding of
the environment they are operating in and to generate
tailor-made innovative visions and approaches. In a
complex environment, a linear and reverse-engineering
method is not the most fit for purpose and can be
enhanced with such an approach.

Our generation of planners, decision makers and proj-
ect managers must be able to incorporate streams of
data and inputs from sources both anticipated and
unanticipated to succeed. Finally, looking only through
the military lens is no longer enough for the complex
and wicked problems we face. They require more than
a military solution – a Whole-of-Government if not a
Whole-of-Society approach. Bringing diversity to the
foreground is an operational requirement. With only
military planners at the table there is a tendency toward
convergent thinking because we have all been exposed
to the same culture and type of training. This primer
provides useful tools to make the most of diversity in
any team, increasing the odds of success aligned with
our values.

Collaborative Innovative Thinking by Design can only
be grasped by practising it with hands-on activities.
After experimenting with design mindsets, approaches,
methods and tools to address complexity using this
primer, members of our Profession of Arms will be in a



A MESSAGE FROM AOD CO-PRESIDENTS

The Archipelago of Design (AOD) believes in a robust
culture of innovation in Canadian Armed Forces (CAF),
its allies and partners. Not only will this culture ensure
that CAF remains fit for purpose, but it will also ensure
that the CAF continuously transforms itself in audacious
ways and offers game-changing contributions to the
human condition at home and abroad.

The AOD team is proud to offer this primer aligned
with this vision. With this primer, the AOD team aims to
contribute in unlocking the innovative potential of CAF
leaders and their team. The primer does so by making
accessible the state of the art in Collaborative Innova-
tive Thinking informed by design to the CAF as a whole.
These new mindsets, approaches, methods & tools will
provide essential add-ons to the CAF toolkit required to
anticipate, navigate and address complex challenges in
the 21st century. Forthcoming publications focusing on
innovative leadership and bottom-up innovative profiles
in the CAF will provide the context shaping why, how
and when officers should leverage the content of this
primer.

This primer would not have been possible without the
dedication and support of MGen. Simon Bernard as
the AOD network ambassador and champion of this
initiative, LCol. Jean-François Lamarche, AOD team
members Kassie Miedema, Oliver Jones, Quinn David-
son, Mikhial Gurarie and Lorraine Randell, and AOD

network members LCol. Tim Day, LCol. Trisha Macleod,
Mathieu Primeau, and Guillaume Noiseux-Lauze. This 
project was made possible by funding from MINDS. Last 
but not least, this primer is part of AOD’s wider learning 
system. Visit our website and consider AOD services in 
coaching, facilitation and professional development to 
assist you and your team.

Philippe Beaulieu-Brossard, Co-President

Michele Mastroeni, Co-President
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WE’VE PRESENTED OVERVIEWS 
OF THE INFORMATION

If you find yourself looking for 
more information, please refer to 
the Supplementary Resources for 
details about the specific topic at 
the back of the primer. Please also 
visit our website for more resources 
at aodnetwork.ca and our youtube 
channel by scanning the QR code 
below.

Approaches are cohesive ways to address a 
complex challenge or seize an opportunity. Using 
various approaches over and over again will help 
you improve your design capabilities.  

MINDSETS

APPROACHES

METHODS & TOOLS

HOW THE INFORMATION IN THIS PRIMER IS ORGANIZED

You can think of Mindsets as ways of reframing 
your thinking - i.e. setting up different ways of 
thinking about a problem. Changing your mindset 
on a given issue is one of the faster ways to unlock 
innovative courses of action. 

Methods & Tools are practical implements 
that you can use to guide your behaviour. You 
can apply methods and tools right away with-
out having any previous design skill or experi-
ence. However, an awareness of mindsets and 
approaches as well as archetypes in upcoming 
AOD resources are necessary to understand why 
and when to use specific methods and tools.

Inside these pages you’ll find a wealth of information about design, organized to help you find something useful 
regardless of how much or how little experience you’ve had with design.

WE’VE PRESENTED DESIGN CONTENT AT THREE DIFFERENT 
LEVELS; MINDSETS, APPROACHES, METHODS & TOOLS. 

http://aodnetwork.ca
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DESIGN IS A WAY OF PROBLEM SOLVING THAT HELPS 
US MANAGE COMPLEXITY AND WORK ON WICKED 
PROBLEMS
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IN THE CANADIAN ARMED FORCES YOU FACE WICKED 
PROBLEMS IN COMPLEX ADAPTIVE SYSTEMS EVERY 
SINGLE DAY
The CAF work on complex and wicked problems with 
high stakes for safety and security, and engage in 
complex systems. For this reason, the CAF is investing in 
capacity building for design. This primer was created as a 
tool to help you build your design capabilities.

Design for security and defence purposes can be 
useful for breaking free from traditional modes of think-
ing, complementing existing processes and to create 
something new to address an unknown, ambiguous or 
complex challenge. 

In design, you focus a lot of your time understanding 
the conceptual level of the challenge you are working 
on prior to conducting detailed planning. It can also 
enhance planning by creating opportunities for exper-
imentation and iteration of solutions once the problem 
has been understood and framed.

In CAF, design can be relevant for addressing institu-
tional, operational and strategic challenges demanding 
new ideas. It works for challenges at big and small scales, 
over short or long timelines; it can be used for anything 
unknown that we are trying to address.
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WHAT ARE WICKED PROBLEMS?

Many of the challenges that you and your team face 
in the CAF are considered wicked problems. Wicked 
problems are unique because they lack clarity, and have 
a continuous element of ambiguity and uncertainty to 
them. When you are dealing with “wicked” problems, you 
cannot rely on your usual modes of problem solving. 

Why? Because wicked problems exist in complex adap-
tive systems—where conditions shift and change dynam-
ically, and it’s difficult to know what to expect. Complex 
adaptive systems are difficult to work in because they 
exhibit the property of emergence—where the compo-
nents of a system combine to generate something differ-
ent than the sum of its parts. It’s hard to know what to 
expect from emergence, and even harder to know what 
to solve when you’re working on a wicked problem. 

Working on problems like these means that outcomes 
are not predictable, that change is to be expected, and 
that problem framing is a constant activity because these 
types of problems require you to continuously evolve 
your understanding of the problem.

Based on Horst W. J. Rittel, & Webber, M. M. (1973).
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WHAT ARE COMPLEX ADAPTIVE SYSTEMS?

Complex adaptive systems are groups of interrelated, 
self-organizing individuals or organizations. They act 
independently but their collective behaviour creates larg-
er, unpredictable patterns and effects. Complex adaptive 
systems range in scale from micro to macro and are often 
nested and layered within other systems. 

Complex adaptive systems are also open systems. Open 
systems are characterized by interacting with their envi-
ronment: they are affected by their environment and 
their environment is affected by them. They adapt and 
change in response to the environment and the environ-
ment changes in response to their adaptations.

Most systems in the natural world are complex adap-
tive systems. We see them in schools of fish, flocks of 
birds, anthills and beehives. Many social organizations 
and behaviours demonstrate characteristics of complex 
adaptive systems, including stock markets, supply chains, 
the internet, and the phenomenon of war itself.

Individuals and organizations in a complex adaptive 
system engage a range of interrelated behaviours includ-
ing competition, coordination and cooperation, but the 
overall behaviour of a complex adaptive system is always 

greater than the sum of its parts. Any individual or orga-
nization that acts to influence the behaviour of a complex 
adaptive system becomes a part of it, even if only tempo-
rarily.

Based on Palmberg, K. (2009).
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Working on wicked problems in complex systems often 
means that rather than trying to solve ONE static prob-
lem you will be addressing MANY potential problems all 
at the same time. Emergent challenges tend to require 
variable responses to differing conditions – the nature 
of an appropriate response will shift and change as the 
system changes and evolves.

When you have the option of addressing many problems, 
you aren’t looking to find the right response, but instead 
you’re working toward finding a best fit with the informa-
tion you have, recognizing that the solution you imple-
ment will evolve as the system context changes.

Working in emergent and complex environments makes 
solving problems, monitoring the resulting outcomes of 
the solutions, and adapting your solutions an ongoing 
learning activity.

SIMPLE, COMPLICATED, COMPLEX & CHAOTIC

There are different kinds of problems, and different 
ways to approach them. Getting a deeper understand-
ing of the kind of problem you’re facing can help you 

WHEN YOU TRY TO ADDRESS PROBLEMS IN COMPLEX 
ADAPTIVE SYSTEMS, INNOVATIVE DESIGN TOOLS ARE 
FIT FOR PURPOSE

determine the approach you should take for addressing 
that problem. A useful tool for understanding the kind of 
problem you need to solve is called the Cynefin frame-
work.   

Cynefin (pronounced kan-ev-in) is a framework that 
“sorts the issues facing leaders into five contexts defined 
by the nature of the relationship between cause and 
effect. Four of these—simple, complicated, complex, and 
chaotic—require leaders to diagnose situations and to 
act in contextually appropriate ways. The fifth—disorder—
applies when it is unclear which of the other four contexts 
is predominant.”1

Cynefin helps leaders make quick decisions about the 
kinds of situations they face, and what actions they may 
take to succeed in those conditions. Cynefin illustrates 
that when you are working in complex, chaotic and disor-
dered situations, common problem solving approaches 
like categorizing or analyzing won’t work. 

1. Snowden, D. J., Boone, M. E. (2015, December 7). A leader's 
framework for decision making. Harvard Business Review. https://
hbr.org/2007/11/a-leaders-framework-for-decision-making 
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DIAGRAM OF THE CYNEFIN FRAMEWORK

The Cynefin Framework from Dave Snowden.
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WHY ARE WE CONSIDERING DESIGN IN THE CANADIAN 
ARMED FORCES?
In the CAF, design is complementary to detailed plan-
ning. At the conceptual level, a design approach will 
allow us to define “why”. It allows us to better determine 
the objectives to be achieved, the effects, and the broad 
operational approach to achieve them. Once that’s done, 
a transition to detailed planning will be more successful 
to define “how”.

WHAT IS THE DIFFERENCE BETWEEN PLANNING 
AND DESIGN THINKING? 

Traditional planning tools don’t allow space for the 
constantly changing conditions of complex systems. 
Historically, plans for action have been created using a 
mindset and expectation that: 
1. What we have experienced in the past will continue to 

happen in the future
2. The effects of the actions we take can be predicted
3. We can draw a timeline of subsequent action from 

these predictions.
Although these are completely valid ways to plan for 
action, this approach doesn’t account for the need to act 
in a dynamic environment where there is rapid informa-
tion sharing and a speed of change that we haven’t had 
to account for in the past. Design, like strategy, provides 
cohesiveness by synthesis through developing a 
concept. A plan does not require cohesiveness by being 

expressed in a series of tasks. 

When trying to apply ideas proven in the past to 
dynamically changing environments and experiences, 
it’s more difficult to constantly adapt and respond to 
the changing realities. 

Design can increase your ability to generate new ideas, 
to learn from responses to the ideas, and to adapt and 
change based on needs that emerge. Other armed 
forces have adopted design as part of their approach 
to planning operations, strategy and for organizational 
change purposes (such as the US Army Design 
Methodology). Currently, the CAF doesn’t ascribe to a 
single model of how to “do” design, as the CAF’s context 
for design and organizational and mission objectives 
differs from those of allies. Rather than present you with 
a prescriptive model, we are presenting you with this 
curated selection of mindsets, approaches, and methods 
& tools, meant to make it more accessible for you to 
try design in your team. This curated selection serves 
as an interim guide to be complemented by upcoming 
ressources on innovator archetypes and a design 
leadership handbook that will provide further context of 
why and when to use the content of this primer. 
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THERE ARE MANY MODELS OF 
DESIGN THINKING

HUMAN-CENTRED DESIGN: helps to solve complex prob-
lems by focusing on the human needs involved, re-framing 
the problem in human-centric ways, by creating many ideas in 
brainstorming sessions, and by adopting a hands-on approach 
in prototyping and testing. Like the Standford d. School 5-step 
model, the five stages of Design Thinking are: Empathize, 
Define the Problem, Ideate, Prototype, and Test.

SYSTEMIC DESIGN: By integrating systems thinking and its 
methods, systemic design brings human-centered design to 
complex, multi-stakeholder service systems as those found in 
industrial networks, transportation, medicine and healthcare. 

The Stanford d. School 5-step model

It uses process reasoning, social research, and sketching and 
visualization practices - to describe, map, propose and recon-
figure complex services and systems. It reveals complex inter-
actions that may not otherwise be noted, can help understand 
and possibly predict unintended consequences, and lead to 
comprehensive solution sets that address deeper root causes 
than surface systems.

THE ARMY DESIGN METHODOLOGY (ADM): US developed 
approach to deal with increasingly complex situations, leverag-
ing critical thinking, innovation, discourse and reflective prac-
tice to ask what is the problem that needs to be solved. While 
the ADM mostly comes into play before the planning process 
to better understand the environment and the problem, it helps 
to guide planning and the assessment process feeds back into 
solution effectiveness and whether reframing is needed.
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Based on UK Design council’s “double diamond” model (2019).
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DOUBLE DIAMOND: The two diamonds represent a 
process of exploring an issue more widely or deeply (diver-
gent thinking) and then taking focused action (convergent 
thinking). It relies on the “4 D” approach: Discover. The 
first diamond helps people understand, rather than simply 
assume, what the problem is. It involves speaking to and 
spending time with people affected by the issues. Define. 
The insight gathered from the discovery phase can help 
you to define the challenge in a different way. Develop. 
The second diamond encourages people to give different 
answers to the clearly defined problem, seeking inspiration 
from elsewhere and co-designing with a range of different 
people. Deliver. Delivery involves testing out different solu-
tions at small-scale, rejecting those that will not work and 
improving the ones that will. 
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HOW DO YOU “DO” DESIGN THINKING?

DESIGN THINKING FOCUSES ON CHANGING 
OUR MINDSETS TO BETTER ADDRESS COMPLEX 
CHALLENGES BY LEVERAGING NEW APPROACHES, 
TOOLS & METHODS.

Many people think that design is about how something 
looks - because we often learn about “design” as the 
outputs of Graphic Design, Industrial Design, or Interior 
Design. But design is a process of thinking through prob-
lems and provides conceptual foundations to planning 
and problem-solving. Design is about more than just a 
product that might be created. You probably already do 
this on your own in different ways and different contexts. 
It also goes beyond learning about specific tools or step-
by-step methods. It’s a practical and action oriented way 
of thinking and looking at the world. 

BUT...I’M NOT AN ARTIST - I CAN’T DRAW! 

Sometimes people worry that they aren’t artistic or 
creative enough to use a method that has “design” in its 
name.
 
You don’t have to be an artist to be good at design 
thinking.  

Design thinking provides a routine to work through prob-

lems as the practitioner develops new ideas. 
Thinking like a designer means you can consider solu-
tions when you are working with partial information. It 
means that you can imagine a future solution and bring 
it to life in the present, and it means that you can work 
on your ideas at a smaller scale to test and refine before 
investing resources in ideas that may not work.
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MINDSETS, APPROACHES, METHODS & TOOLS FOR 
LEARNING AND APPLYING DESIGN IN YOUR WORK

MINDSETS
 A mindset is a way of thinking that you and 

your team can use to help support your success 
in design thinking. These mindsets are included for 
those who are just learning about design to be able to 
understand the different ways that designers think when 
they are trying to solve problems. The approaches are 
also included for those who are working on their skills 
(and seasoned designers!) to help support building their 
abilities as a design thinker. 

Adopting these mindsets at different times in your work 
will help you identify ways that your normal thinking 
patterns may be keeping you stuck - and can help you 
build the skills to get yourself unstuck. At different points 
during a problem solving process, there are some mind-
sets that you can prioritize to support effectiveness in 
your work, but working on your skills using each of these 
mindsets will help you build on your overall design capa-
bility. Each of the included mindsets represent broad 
skill sets and capabiliites that will help you learn how to 
think like a designer, and where continuing to build these 
capabilities will help you become a better designer. 
There are many different ways to learn each of these 
mindsets, and many ways that you can build your agility 

APPROACHES
  An approach is a group of behaviours or 
skills that you can apply in different ways  at different 
times during the design process. Approaches shape the 
way that you get the work done - they help you execute 
your problem solving process. This primer will give you a 
suite of approaches to draw upon for different problem 
solving situations. In this primer, APPROACHES will 
appear under the BEIGE titles.

and skill in using these mindsets. In each of the mindsets 
we’ve suggested, we’ve included some ideas to get you 
started and some references you can use to support 
learning more.  In this primer, MINDSETS will appear 
with BLUE titles.

  Methods & tools are resources that you can 
use in the design thinking process. You don’t need to 
have to have a deep understanding of design to be able 
to use a method or tool - you just have to be willing to try 
it out! METHODS & TOOLS will appear in this primer 
with GREY titles.

METHODS & TOOLS
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HOW TO USE THIS SECTION OF THE PRIMER

What this section
covers:

Mindsets
Suspend Judgement
Be Curious
Engage Your Creativity
Complexity Thinking

Approaches
Foresight
Divergent Thinking
Collaborate
Visualize
Iterative Thinking
Systems Mapping
Empathy
Red Teaming
Problem Framing

Methods & Tools
Analogy
Research and Observation
Multiple Perspectives
Draw
Storyboarding
Prototyping
Horizon Scanning
Causal Loops
8 Ways of Seeing
5 Whys

This section of the page in 
the black border covers a 
brief summary of the mindset, 
approach, or method & tool.

This corner is where you’ll find 
practical tips or an applied exam-
ple of the mindset, approach, or 
method & tool.

This section is where 
you’ll find a list of relat-
ed mindsets,  approach-
es, and methods & tools.
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Approaching a problem with an open mind means that 
you are willing to suspend your disbelief and criticality, 
consider possibilities that you may not usually enter-
tain. 

When you are working on a problem, we often believe 
that there is one IDEAL solution, and this solution is 
the only one that will solve the problem. We have been 
taught to believe that our intelligence and expertise 
make us particularly capable of coming up with “the” 

SUSPEND 
JUDGEMENT

right idea. 

Design Thinking is more successful when you keep an 
open mind to allow many different ideas to be consid-
ered before selecting your course of action. If you are 
critical of an idea before you have explored it fully,  you 
don’t allow space for possibilities that you may not have 
thought about. By seeking out different ideas from your 
own, working with other people who are not like you, 
and by inviting opportunities to consider things that 
seem unusual or different, you’ll benefit by generating 
more ideas—and more different ideas—than you normally 
would have developed on your own. 

HOW CAN I PRACTICE HAVING AN OPEN 
MIND?

Practice having an open mind by getting out of your 
routine and engaging with things that you don’t usually 
engage with. There are lots of ways you can do this—you 
could take a different route to work or read something 
new. Opening yourself up to new experiences, new 
conversations and new ideas will expose you to different 
perspectives. It helps you identify your own perspec-
tive and it makes it easier for you to understand other 
people, too.

Related Methods & Tools:

• ANALOGY on pg. 27
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Being curious means you allow yourself to consider 
every possibility by asking “What if?”, rather than criti-
cally evaluating every idea that comes up. You will know 
you are operating with an open mind when you recog-
nize that you aren’t immediately saying NO to ideas 
that you may not think are possible and instead you are 

BE CURIOUS

HOW CAN I PRACTICE BEING CURIOUS?

You can practice being curious by putting your focus on 
questions and inquiry instead of focusing on being an 
expert. Think like an inventor—ask, “what if?” and “why?” 
Imagine yourself as a child who has never been exposed 
to world, and see everything as something to question. 
You could imagine you’ve been dropped from a different 
planet to where you are right now. How do you approach 
your problem when you have no prior knowledge and 
you have to learn everything?

Related Methods & Tools:

• MULTIPLE PERSPECTIVES on pg. 29

curious to see what might happen. In Design Thinking it 
is helpful to allow space for inquiry and allow many possi-
bilities to come to bear. In this process it’s important that 
strange perspectives, seemingly wild ideas, and alter-
native ways of doing things are considered to be just as 
possible as any other.
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Creativity is not an accident or the work of eccentric 
genius - it is a mindset that can be learned and devel-
oped through practice. Every person is creative. If you 
weren’t able to think creatively, you wouldn’t be able to 
succeed in the face of change. Being creative means 
that you can come up with new ideas and imagine other 
possibilities than those that currently exist. 

Engaging in creativity is critical for success in design 

ENGAGE YOUR 
CREATIVITY

HOW CAN I PRACTICE BEING CREATIVE?

You can practice being creative by challenging yourself 
to generate more than one idea to solve something—
usually more than one that is just as viable as any other. 
One trick you can use to build your creative thinking 
approach is to allow yourself the ability to try to imagine 
many possibilities for problems that you are facing—don’t 
just go with your first idea. In design thinking, we phrase 
questions as “How might we…?” This is meant to open up 
the problem to multiple possible solutions because there 
are always many ways you could solve something. 

Related Methods & Tools:

• DRAW on pg. 30

thinking. We are creative when we allow ourselves to 
imagine novel or different ideas - and when we imagine 
the ways that we might make those ideas a reality. This 
approach is enabled by giving your mind the space to 
make connections between things that may not make 
logical connections, and by allowing yourself to hold 
multiple possibilities - knowing that many things can be 
true at the same time.
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Complexity thinking works on the basis that there are 
problems with differing levels of uncertainty related to 
them. These problems can be categorized as simple, 
complicated, complex, or chaotic. 

Complex problems involve known and unknown vari-
ables with observable and unobservable cause and 
effect relationships. As a result, there is a level of 
uncertainty and potential unexpected change in the 

environment. Complexity therefore requires mech-
anisms of constant scanning, questioning of 

COMPLEXITY 
THINKING

HOW CAN I PRACTICE COMPLEXITY?

One way to explore complexity thinking is through the 
Cynefin Framework, and as implied, thinking in systems 
and mapping systems are closely related and beneficial 
to Complexity Thinking. You can refer back to the defini-
tion of the Cynefin framework from pg. 12 and see if you 
can use it to practice complexity thinking.

relationships, understanding of possible repercussions 
and resulting changes (i.e. systems thinking), and recog-
nizing that multiple possible solutions exist. Finally, chaos 
differs from complexity in that events are constantly 
changing, there is no stability in the system, and there 
are many unknown unknowns that are not solvable or 
comprehensible. 

Complexity thinking therefore means being aware that 
there are multiple interacting elements that may not 
always be observable or understood, and emergent 
phenomena is to be expected.

Related Methods & Tools:

• PROBLEM FRAMING on pg. 26

Related Approaches:

• SYSTEMS MAPPING on pg. 23
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While there are many ways to “practice” foresight, at 
its core, foresight is the ability to assess and address 
complex problems by thinking about and picturing 
possible outcomes, and planning for the future.  When 
we make assumptions that the world is going to contin-
ue to be as it is, we lose sight of how context and condi-
tions can change.

Having a discipline of foresight in decision making 
helps us to have an open mind and to use design 

thinking to solve today’s problems as well as 

FORESIGHT

FORESIGHT IN ACTION

You can use future cones to help you practice foresight 
and think about the future. Future cones can be used to 
help you brainstorm visions of the future and sort them 
by how likely they are to happen.

the problems of the future.  It allows praticitioners to 
think in possibilities instead of constraints, and focus 
on consequences for the future.  Foresight is more of an 
art than science, and is ideal for problems that require 
creativity, or to offer an alternative to more traditional 
analytical thinking. 

Foresight as an approach uses different methods and 
tools to generate future scenarios of what is possible, 
and not just probable. Considering different scenarios 
allows for enhanced risk perception and management. 
Foresight is ideal to stress test a strategy or an approach 
against multiple plausible scenarios or to inform organi-
zational change strategies to increase resilience.

Related Methods & Tools:

• HORIZON SCANNING on pg. 33
impossible
possible
plausible
probable

Related Mindsets:

• SUSPEND JUDGEMENT on pg. 14
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Diverging means that you are getting really big in your 
thinking. When we diverge we get a bigger picture of 
what is going on - we are able to more fully understand 
a holistic view of the problem, and we spend more time 
considering possible solutions.  

In divergent thinking, you’re not approaching a prob-
lem from a solution focus, but instead you’re approach-
ing it from a place of questions and understanding. 

Creating space for diverging means that you provide 
an opportunity for people to work on prob-

DIVERGENT 
THINKING

lems by starting with a very wide lens and trying to 
understand the problem. Sometimes this is a challenge, 
because it can be perceived as less efficient than jump-
ing to a solution immediately. 

You can promote divergent thinking by showing how 
considering lots of possibilities at the start of a project 
can often help a group develop a solution that is a better 
fit for your purpose. This helps reduce risk by enabling 
more robust solutions that are better able to withstand 
turbulent conditions.

Related Methods & Tools:

• RESEARCH AND OBSERVATION on pg. 28
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Any process that requires generating novel ideas bene-
fits from working in collaboration with others. 

By working with people who are not like us in some 
way, we are inviting more diversity of ideas and expe-
riences into the ideation process. The more variety of 
thinking you bring into the process, the more opportu-
nities you have to create novel ideas generated from a 
variety of different perspectives. 

COLLABORATE

Collaboration can be increased by bringing intellectu-
al diversity to the foreground for team and confidence 
building purposes for leveraging implicit diversity in 
activities. You can do this by asking everyone your team 
to draw something that makes them unique that their 
team may not be aware of. Bringing this into awareness 
can help the team appreciate the strengths that diversity  
can bring to group work.

COLLABORATION IN ACTION

Collaboration is also about including people in design 
processes who have different Method sets, thinking 
styles, and strengths. By including a variety of thinkers in 
the process, you are better able to understand different 
perspectives and your team will be better able to devel-
op outputs that reflect the needs of those from many 
perspectives. Collaboration with others supports creat-
ing holistic outputs that are better fit to a variety of possi-
bilities, and ideas that are more robust for systems level 
implementation. 

Related Methods & Tools:

• EMPATHY on pg. 24

Related Mindsets:

• BE CURIOUS on pg. 15
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Much of the work of design thinking deals with work-
ing in abstract ideas and concepts. Working this way is 
best supported through visualization as a tool to think 
through your ideas and to communicate the work as 
you go. Visualization helps you to create a reference 
point that you can use to support ideation and conver-
sation through the process, and it helps you to be able 
to communicate your thinking to others, enabling quick 
understanding of the concept or ideas and allowing 

people the opportunity  to understand your work. 

VISUALIZE

Using creative approaches and tools like visualizing and 
storyboarding will help you to collaborate with other 
people more effectively, and will help you share your 
work in a way that is clear and compelling for your audi-
ence. 

In late 2020, CAF/CJOC engaged members in a work-
shop to develop their drawing skills by learning simple 
methods from a professional sketchnote and drawing 
teacher. 

Related Methods & Tools:

• DRAW on pg. 30
• STORYBOARDING on pg. 31

Related Mindsets:

• ENGAGE YOUR CREATIVITY on pg. 16

VISUALIZATION IN ACTION

Because much of this work is about creating new ideas, 
designers use sketching and drawing as a tool for learn-
ing - they draw out their thinking to try to understand 
how something might work, and they use visualization to 
communicate ideas and test their thinking. 

A simple sketch is a low cost and low effort tool that can 
act as a model that helps to support a thinking process, 
it can provide an example of an idea, or even act as a 
simple prototype that you can use for testing ideas.
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There are many ways to think iteratively, but all involve 
an environment of learning whereby initial attempts at 
solutions are put forward with the intention of quick-
ly receiving feedback to then improve the idea and 
continue to do so until the requirements for full imple-
mentation are met. As a result, openness to feedback 
and critique, and ways of capturing and remembering 
lessons learned are important to consider and develop. 
Iterative mindsets involve good communication and a 

level of perceived safety to offer ideas and insights 
amongst members of an organization regard-

ITERATIVE 
THINKING

less of rank or position. It involves regular and frequent 
feedback opportunities during the process of developing 
ideas and solutions. Iterative design also means accept-
ing that the first idea or prototype is almost certainly 
meant to fail, and that failure is acceptable and beneficial 
due to the opportunities for learning that it introduces. 
Especially in complex situations, early prototyping allows 
for both a better understanding of the environment and 
what is needed for improvements to any specific solu-
tions proposed by the team. Early prototyping is also 
less costly as it allows for the skeleton of solutions to be 
tested without too much investment in resources to a 
product, process or approach that may then fail.

Related Methods & Tools:

• PROTOTYPING on pg. 32
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Systems Mapping allows you to connect different 
elements in a particular environment of focus, and to 
analyze possible relationships, and eventually to iden-
tify possible bottlenecks, problem areas, or leverage 
points for solution-finding to complex problems. There 
are different kinds of system mapping tools: stake-
holder maps, process maps, causal loop diagrams, 
etc. System Maps can be used to understand a current 
snapshot of a system’s characteristics, possible flows, 

connections, and relationships, and can be mapped 
chronologically. 

SYSTEMS MAPPING

Systems mapping is about understanding, visualizing, 
and analyzing complex connections between variables 
within a system. This understanding makes it possible to 
identify patterns and leverage points.

SYSTEMS IN ACTION

While there are different ways to draw system 
maps, all maps require clear boundaries to deter-
mine scope–i.e. how micro or macro do you want to go 
in your understanding of elements’ relationships to each 
other? You will have to decide what is included within the 
map, and how the problem being analyzed is framed will 
help set the boundaries of the system to explore. System 
maps include individuals or organizations, relationships 
or interconnections, and functions. They may also include 
stocks (quantities of a resource) and flows (activities or 
changes that can impact the stock), and outcomes and 
feedback loops. In all cases, systems are greater than the 
sum of their parts, and system mapping helps to show 
how the different variables interact in a way that creates 
emerging elements or functions.

Related Methods & Tools:

• CAUSAL LOOPS on pg. 34

Related Mindsets:

• COMPLEXITY THINKING on pg. 17
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Related Methods & Tools:

• 8 WAYS OF SEEING on pg. 35

EMPATHY

Empathy is a core tenet of design thinking. When you 
engage with empathy, you are trying to imagine your-
self in someone else’s situation, and you’re trying to 
connect to what that must feel like for them. It’s not 
about sympathy - you’re not feeling sorry for them - 
instead you are trying to deeply understand what their 
experience is like, to put yourself in their shoes so that 
you can better understand the problem you are trying 
to solve. 

You can engage in empathy through different methods 
and tools such as empathy mapping, 8 ways of seeing, 
and journey mapping. You can research literary, historical 
and religious texts of a society to try to understand its 
motivations and values. You can interview representa-
tives from different groups. 

Consider these questions from the Empathy Map Canvas:

• WHO are we empathizing with?
• What do they need to DO?
• What do they SEE?
• What do they SAY?
• What do they DO?
• What do they HEAR?
• What do they THINK and FEEL?

EMPATHY IN ACTION
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Related Methods & Tools:

• 8 WAYS OF SEEING on pg. 35
• 5 WHYS on pg. 36

RED TEAMING

Red teaming is an approach that encompasses 
self-awareness and reflection, empathy, critical think-
ing, mitigating groupthink, and creativity. A few relat-
ed mindsets, methods and tools are explored in this 
document. The main purpose of red teaming is to avoid 
“doing things the way they’ve always been done” in 
new situations requiring new courses of action or when 
there is an opportunity to innovate.

Red teaming can help teams test their assumptions and 
explore alternative perspectives to overcome cognitive 
biases, reveal blindspots and expose overlooked oppor-
tunities. Several methods and tools can put red teaming 
into action. For more, consult the Red Team Handbook in 
the Resources section.

Related Mindsets:

• SUSPEND JUDGEMENT on pg. 14
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PROBLEM 
FRAMING

Several defence organizations consider problem fram-
ing to be the key contribution of design to planning in 
complex environments since the late 1990s. With prob-
lem framing, defence organizations came to the real-
ization that failure is not necessarily tied to solutions, 
but to the very way problems were defined in the first 
place. From a design perspective, problems are contin-
gent in the sense that they depend on the perspective 
of those formulating them. Enhancing problem framing 

is crucial since the development of course of actions 
depends on this problem statement in the first 

place. In other words, problem framing allows to make 
sure we are putting our ladders on the right wall. 

Several tools are available to assist in problem framing 
such the 5 whys (see related methods and tools) and 
question storming. Problem framing is iterative, that 
is, the perspective the team has on a problem evolves 
throughout the design and planning processes.  For this 
reason, problem framing must be continuous to be effec-
tive, resulting in a cohesive problem statement.  

Related Mindsets:

• COMPLEXITY THINKING on pg. 17

Related Methods & Tools:

• 5 WHYS on pg. 36

PROBLEM?

OR
PROBLEM?

PROBLEM!
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Related Mindsets:

• SUSPEND JUDGEMENT on pg. 14

ANALOGY

Analogy is a simple but powerful tool for design think-
ing. You can use analogy to help you build bridges to 
concepts or parts of a project that are hard to under-
stand, as a tool to empathize with people, as a way to 
express experiences to those who have not had them, 
or as a tool to help you generate new ideas. One way 
to generate ideas with analogy is to use a method 
called forced pairing. 

Start with a random list of nouns that you can use to 
generate your pairings. Then consider your problem and 
ask, “How is this problem like               ?” As you try to 
relate seemingly unrelated terms, you’ll create new ideas 
and concepts that you would not normally consider with-
out forcing your thinking through this tool. 
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RESEARCH AND 
OBSERVATION

Getting a bigger picture means opening up to more 
sources of information to try to really understand what 
is going on from many perspectives. In design thinking, 
we often use research tools that originated in anthro-
pology - the study of cultures. We often do this by 
simply observing people in their environments. 

When doing an observational research engagement, 
Observers position themselves as a “fly on the wall” 

Related Approaches:

• DIVERGENT THINKING on pg. 19

and look at how people are engaging in their contexts. 
One research tool you can use is a simple framework 
called POEMS.  As you observe, note the People (who 
is there?), Objects (what are they using?), Environments 
(where are they?), Messages (what is being communicat-
ed?), and Services (what tools etc. are supporting their 
work?) that are involved in what is going on. This helps 
expand what you’re observing and get a more holistic 
view of the experience. 
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Related Mindsets:

• BE CURIOUS on pg. 15

MULTIPLE 
PERSPECTIVES

Garnering multiple perspectives is essential for good 
design – it helps to avoid groupthink, spurs creativity, 
elicits new insights around a problem, and leads to 
greater empathy with stakeholders.

Brainstorming is a typical method for garnering mul-
tiple perspectives, where the rules for brainstorming 
ensure as much input from different people in the 
group as possible. Brainstorming does not guarantee 

to provide the widest range of perspectives possible 
on a given issue. To ensure we make the most 

of brainstorming, we suggest leveraging rules such as: 
every contribution is worthwhile (no matter how seem-
ingly silly or confusing the ideas); suspend judgment 
(do not evaluate others’ ideas or censor your own, that’s 
for later); and allow everyone the chance to speak. The 
session rules can be modified before or after, but not 
while it’s going on. There are modified versions of this as 
well, such as brainwriting – where everyone writes down 
four ideas for a solution, and then swaps their paper with 
someone else. Everyone then has to add two more ideas 
to the original four the person added. Role-storming is 
another method where people take-on a role or char-
acter, and half of the group contributes ideas based on 
their character or imaginary role and the rest from their 
own perspective.
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Related Mindsets:

• ENGAGE YOUR CREATIVITY on pg. 16

DRAW

 In design thinking, drawing is an important part of a 
visual vocabulary. Drawing provides a way to share 
ideas before they’re fully formed, and it provides a 
way for you to collaborate with others and build ideas 
together. You don’t have to be an artist to draw. Your 
drawings aren’t about making beautiful, realistic imag-
es—they are used to share concepts and ideas as you’re 
working through a challenge. 

If it’s been a long time since you’ve tried to draw 

Related Approaches:

• VISUALIZE on pg. 21

anything, this is the perfect time for you to take up a 
sharpie and build your quick drawing skills. This can 
actually be an advantage in design since it’s more like-
ly that team members will not be too attached to initial 
ideas, and will be more likely to create multiple drawings 
to express new ideas iteratively. Start with simple shapes 
and lines - you can get inspiration from simple icons and 
whiteboarding videos online. Take your time and remem-
ber to practice - drawing is an act of courage! 



COLLABORATIVE INNOVATIVE THINKING BY DESIGN FOR THE CANADIAN ARMED FORCES 31

STORYBOARDING

Storyboarding is useful to assist in developing a narra-
tive to covey your innovative vision or approach to an 
external audience such as your commander. Sharing 
the knowledge you’ve built and the impact of your work 
is dependant on your ability to put together a compel-
ling story. Design thinking relies on storytelling as a 
key tool for sharing your knowledge and connecting 
people to why your work makes sense. 

A storyboard is a simple tool that you can use to build 
out a series of parts of a story (such as the frames of a 
movie or a comic strip), and provides an easy way for you 
to combine the story pieces into a logical presentation. 
Starting with quick drawings of slides on post-it notes is 
a great way to create modular story blocks that you can 
re-order or combine in different ways as you’re deciding 
on your story. 

Related Mindsets:

• ENGAGE YOUR CREATIVITY on pg. 16

Related Approaches:

• VISUALIZE on pg. 21
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Related Approaches:

• ITERATIVE THINKING on pg. 22

PROTOTYPING

Prototyping is the creation of artefacts for testing. 
Prototyping acts as a forcing function to make your 
ideas tangible by making them, like “rubber”, hit the 
road. From this first contact with reality, the team can 
go back to the drawing table to improve their idea.

While it is easy to think of prototyping as useful for 
products, processes or plans can also be prototyped 
by engaging in idea testing or “virtual” prototypes 

that can be discussed and critiqued within the group or 
with trusted stakeholders before proceeding to more 
concrete development. A project might start with some 
research and analysis, and insights communicated to 
stakeholders for feedback and validation; after some 
further research and development of ideas, early proto-
types might then be developed and feedback elicited, 
with further repetitions as feedback is incorporated into 
the design.  
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HORIZON 
SCANNING

We look to our horizon to find signals that may indi-
cate where we are headed.  Scan your current problem 
space and see what clues you can find. Look for events 
or disruptions happening now that have the poten-
tial to scale or develop in the future, indicating larg-
er trends. Trends are patterns made up of groups of 
signals. Trends can often turn into drivers, slow moving 
truths that are likely to have a significant impact on our 
future.   Using signals, trends, and drivers, can you 

imagine what the future might look like?

Scan your problem space for signals by looking at new 
headlines, industry reports etc. Look for signals that 
cover the following STEEP areas (Social, Technologi-
cal, Environmental, Economic, Political) to ensure your 
personal interests do not bias the global picture. Rewrite 
your own news headline based on your findings. Then 
ask: What are the implications? Are there any counter-
trends to consider? Can multiple signals indicate a larg-
er trend or driver? If you were to pull this signal to the 
extreme, what would it tell you? 

Related Approaches:

• FORESIGHT on pg. 18
signals

drivers

trends
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CAUSAL LOOPS

Causal loop diagrams are a tool to understand the 
dynamics within a system. Causal loops are best creat-
ed in teams to understand the system from multiple 
perspectives. Begin by listing variables related to the 
problem space. Once you have identified the key vari-
ables begin connecting them with directional arrows to 
represent how they influence one another. Often these 
connections create either a reinforcing loop where 
the resulting outcomes are encouraged or a balanc-
ing loop where the outcome is mitigated. During this 

process you may discover missing variables that you can 
then go back and add. You many also need to reevaluate 
the arrows representing influences in the system. This 
tool allows you to visualize the interactions and outcomes 
of a system quickly. There are some causal loop arche-
types that represent common patterns within systems 
that may help you visualize the interactions of a system. 
You can read more about these archetypes from the 
supplementary resources section.

Related Approaches:

• SYSTEMS MAPPING on pg. 23

Diagram from Kirkwood, C. W. (1998).
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8 WAYS OF SEEEING

8 Ways of Seeing is a tool that can be used to explore 
the perceptions that two groups have of one another 
and why they are holding these perceptions. It can also 
be used iteratively to explore relationships between 
more than two groups by using several matrices. 
Research and Observation (see related tool) can be 
used to get a more accurate picture of the relationships 
being explored.

To try this tool, first draw a 2x2 matrix and then add an 

outer layer to address the “why” for each quadrant, like 
the one shown below. Then start filling out the corre-
sponding relationships between groups, ideally using 
information from your Research and Observations. Focus 
on identifying points of commonality, opposition, and 
potential between the two groups while filling out the 
matrix. Ideally, a team of people fill out the matrix with 
their thoughts and insights on the relationship between 
the two selected groups on post-it notes before cluster-
ing them onto the matrix quadrants.

Related Approaches:

• RED TEAMING on pg. 25

Related Methods & Tools:

• RESEARCH AND OBSERVATION on pg. 28
• MULTIPLE PERSPECTIVES on pg. 29

Adapted from diagram in (Studies, U.U.F.M.C. 2019).

How X
Sees X

How Y
Sees X

How X
Sees Y

How Y
Sees Y

Why Why

Why Why
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5 WHYS

The 5 Whys is a tool used to ask questions to get to the 
root cause of a problem space or to the fundamental 
conditions sustaining a problem. The process of asking 
for deeper and deeper insights into a problem is meant 
to push beyond just the symptoms to get at the under-
lying conditions. By exploring a problem in this way, a 
team can better understand the underlying cause-and-
effect relationships and circumstances at play.

Start by having the group state their thoughts about 
the problem space one by one. Then contin-

ue by asking “why” questions and letting each 
person respond. Continue this thought sharing and 
questioning process until you’ve asked why at least 5 
times. It is helpful to record answers to each round of 
questioning on a whiteboard or with sticky notes to 
document the thought progression. If answers from 
one round to the next begin to look or sound similar, try 
asking “how” to get a different perspective. It is natu-
ral for other questions like “what” or “who” to come up. 
Consider jotting them down and putting them to the 
side to address after the “why” questioning. Starting with 
“why” questions is important to understanding the driv-
ers behind the symptoms of a problem. After completing 
this exercise, it may be helpful to try and draw Causal 
Loops (see related tool) of what you’ve discovered.

Related Approaches:

• RED TEAMING on pg. 25

Related Methods & Tools:

• CAUSAL LOOPS on pg. 29

Example from (Studies, U.U.F.M.C. 2019).

Toyota provides the following example on their global website:

1. “Why did the robot stop?”
The circuit has overloaded, causing a fuse to blow.
2. “Why is the circuit overloaded?”
The bearings were insufficiently lubricated, so they locked up.
3. “Why was there insufficient lubrication on the bearings?”
The oil pump on the robot is not circulating sufficient oil.
4. “Why is the oil pump not circulating sufficient oil?”
The pump intake is clogged with metal shavings.
5. “Why is the intake clogged with metal shavings?”
Because there is no filter in the pump.
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SUPPLEMENTARY RESOURCES

General Resources

Lewrick, Michael, Patrick Link, and Larry Leifer. The design 
thinking playbook: Mindful digital transformation of teams, 
products, services, businesses and ecosystems. John 
Wiley & Sons, 2018.

Lewrick, Michael, Patrick Link, and Larry Leifer. The design 
thinking toolbox: A guide to mastering the most popular 
and valuable innovation methods. John Wiley & Sons, 
2020.

Jones, Peter and Kristel Van Ael. Design Journeys through 
Complex Systems: Practice Tools for Systemic Design. BIS 
Publisher, 2022.
 
Suspend Judgement
See this piece on different cognitive styles, also rele-
vant for Divergent Thinking and Collaboration https://
aodnetwork.ca/innovation-would-be-easy-if-peo-
ple-thought-alike-understanding-cognitive-diversity/

Be Curious 
This post is about curiosity to blend words together as a 
design practice, also relevant for Engage Your Creativ-

ity https://aodnetwork.ca/portmanteau-as-pedago-
gy-a-new-design-icebreaker/

Engage Your Creativity
This post is about curiosity to blend words together as 
a design practice, also relevant for Engage Your Cre-
ativity https://aodnetwork.ca/portmanteau-as-pedago-
gy-a-new-design-icebreaker/

Complexity Thinking
For more on the Cynefin framework see https://hbr.
org/2007/11/a-leaders-framework-for-decision-making
See also this blog post on Complexity, also relevant for 
Systems Mapping https://aodnetwork.ca/your-flight-is-de-
layed-the-impact-of-complexity-upon-a-simple-plan/
Or see https://aodnetwork.ca/understanding-emer-
gence-how-complexity-theory-requires-get-
ting-out-of-the-militarys-favored-newtonian-box/
McChrystal, Gen Stanley, Tantum Collins, David Silverman,
and Chris Fussell. “Chapter 2: Clockwork & Chapter 3:
From Complicated to Complex.” In Team of teams: New
rules of engagement for a complex world. Penguin, 2015.
Morin, Edgar. Introduction à la pensée complexe. Média
Diffusion, 2015.

https://aodnetwork.ca/innovation-would-be-easy-if-people-thought-alike-understanding-cognitive-diversity/
https://aodnetwork.ca/innovation-would-be-easy-if-people-thought-alike-understanding-cognitive-diversity/
https://aodnetwork.ca/innovation-would-be-easy-if-people-thought-alike-understanding-cognitive-diversity/
https://aodnetwork.ca/portmanteau-as-pedagogy-a-new-design-icebreaker/
https://aodnetwork.ca/portmanteau-as-pedagogy-a-new-design-icebreaker/
https://aodnetwork.ca/portmanteau-as-pedagogy-a-new-design-icebreaker/
https://aodnetwork.ca/portmanteau-as-pedagogy-a-new-design-icebreaker/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making
https://hbr.org/2007/11/a-leaders-framework-for-decision-making
https://aodnetwork.ca/your-flight-is-delayed-the-impact-of-complexity-upon-a-simple-plan/
https://aodnetwork.ca/your-flight-is-delayed-the-impact-of-complexity-upon-a-simple-plan/
https://aodnetwork.ca/understanding-emergence-how-complexity-theory-requires-getting-out-of-the-militarys-favored-newtonian-box/
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Foresight
For more foresight tools see:
Ashby, Madeline, Scott Smith. How to Future: Leading and 
Sense-Making in an Age of Hyperchange. Kogan Page, 
2020.

Divergent Thinking
Ben Zweibelson’s blog post covers divergent thinking 
as well as a complementary tool. https://aodnetwork.
ca/the-semiotic-square-and-systemic-logic-a-tech-
nique-for-multiple-futures/
Or see Chris Paparone’s blog post on reflective practice
https://aodnetwork.ca/the-reflective-military-practitioner/

Collaborate
For more info see https://thediplomat.com/2016/05/stra-
tegic-empathy-assessing-leadership-behavior/
Kahane, Adam. Facilitating Breakthrough. Berrett-Koehler
Publishers. 2021

Visualize
See Glen Milne’s section on Visualization https://aodnet-
work.ca/the-design-brain-notes-on-design-facilitation/

Iterative Thinking
Kumar, Vijay. 101 Design Methods: A Structured Approach 
for Driving Innovation in Your Organization. Hoboken, NJ: 
Wiley. 2013.
See also Alex’s Ryan’s piece, also relevant for under-

standing Complexity Thinking https://aodnetwork.ca/
the-art-of-design-a-design-methodology/

Systems Mapping
Meadows, Donella H. “Chapter 2: The Basics - Bathtubs 
101” Thinking in Systems: A Primer. Edited by Diana 
Wright, Chelsea Green Publishing, 2008.
Meadows, Donella H. Leverage Points: Places to Intervene 
in a System. Sustainability Institute, 1999. 
Or see this post on complex systems, also relevant for 
Complexity Thinking https://aodnetwork.ca/applica-
tions-of-complex-systems-to-operational-design/
Tom Wujec, Got a wicked problem? First, tell me how you
make toast. https://www.youtube.com/watch?v=_vS_b7c-
Jn2A
Ryan, A & M. Leung, “Systemic Design: Two Canadian
Case Studies,” FORMakademisk 7 3 (2014):1-14.

Empathy
For more information see H.R. McMaster’s videos 
on YouTube [PolicyEd, The Fight to Defend the Free 
World with H.R. McMaster]. https://www.youtube.com/
watch?v=e8X09lYgFbM&list=PLRZf05zFBLXLoimaOiuv-
vShCRlPM2pckF&index=1
Or see https://thediplomat.com/2016/05/strategic-empa-
thy-assessing-leadership-behavior/
For more on Empathy Mapping, see https://aodnetwork.
ca/e-unit-councillors-a-human-centric-design/
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Red Teaming
For more information see The Red Team Handbook:
https://usacac.army.mil/organizations/ufmcs-red-teaming/
schedules-and-handbooks 

Problem Framing
For more information on Problem Framing see https://hbr.
org/2017/01/are-you-solving-the-right-problems
Or see this article on reflexive methods: https://aodnet-
work.ca/enhancing-challenge-framing-in-defence-organi-
sations-towards-reflexive-methods/
Pee, Suat Hoon, Kees Dorst, and Mieke van der Bijl-Brou-
wer. “Understanding problem framing through research 
into metaphors.” In IASDR 2015 Conference. 2015. https://
pure.tue.nl/ws/portalfiles/portal/110349946/IASDR_
Proceedings_Final_Reduced1.pdf

Analogy
For more on useful tools, including an example of Anal-
ogy by using the trojan horse as a metaphor for design, 
see https://aodnetwork.ca/design-facilitation-101-us-
ing-trojan-horses-to-sneak-past-the-institutional-barri-
ers-for-complex-security-affairs/

Research and Observation
For more on STEEP analysis, also used in Horizon Scan-
ning, see https://pestleanalysis.com/what-is-steep-analy-
sis/

Or see https://www.designmethodsfinder.com/methods/
steep-analysis

Multiple Perspectives
For more information on embracing Multiple Perspectives 
see https://hbr.org/2012/11/train-your-people-to-take-oth-
ers-perspectives

Draw
For more information see embedded drawing example in 
this post https://aodnetwork.ca/designing-in-complex-se-
curity-contexts/

Storyboarding
For information on the related practice of creating 
narratives see https://aodnetwork.ca/wp-content/
uploads/2013/03/Zweibelson_-Three-Design-Con-
cepts_2013.pdf

Prototyping
Other types of protoyping can involve role-play, or what 
designers call “bodystorming”, physical brainstorming 
through active role-playing in simple mock-up situations 
where early ideas are launched, tested, and analyzed. For 
a formal prototyping method, consider the Rapid Iterative 
Testing and Evaluation (RITE) method. [Universal Methods 
of Design, pg. 180].
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Horizon Scanning
For more on Foresight and Horizon Scanning see https://
aodnetwork.ca/strategic-conversations-for-strategy-devel-
opment-horizon-scanning-tows-scenarios/

Causal Loops
For more information on Causal Loops see:
Meadows, Donella H., Dennis Meadows, Jorden Rand-
ers, and William Behrens III. Limits to Growth. “Chapter 
3: Growth in the World System.” Potomac Associates – 
Universe Books. 1972.
For more information on system archetypes see:
Braun, William. The System Archetypes. 2002.

5 Whys
Refer to this article for more details: https://aodnetwork.
ca/enhancing-challenge-framing-in-defence-organisa-
tions-towards-reflexive-methods/
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AOD SERVICES unlocks the innovative potential of your team to better anticipate, navi-
gate and address complex problems by leveraging our expert network and R&D team.

CONSULTING: We provide custom assistance to clients looking for change strategies from scoping to
implementation including performance indicators.

FACILITATE: We offer facilitation services aimed at making the most of the collective intelligence of your 
team, experts or the public.

SKILLS: We enhance the innovative capabilities of your team with professional development packages mo-
bilizing our expert network, transformative serious games, and toolkits.

COACHING: We coach leaders to set conditions for developing an inclusive and innovative culture including 
by leveraging facilitation techniques and collaborative tools.

PRODUCTS: We augment your toolkit with manuals, primers and serious game features tailored to your 
needs. We believe there is no one-size-fits all in innovation.

AND MORE: We are a global diversified community covering a broad range of services beyond this list. Let’s 
connect and see how might we assist!

FOCUS AREAS
We developed a robust background in areas requiring substantial change for organizations to remain fit for purpose:



INNOVATIVE CONSULTING: We provide custom assistance to clients looking for strategies to better anticipate, navi-
gate and address complex challenges in two ways:

1. Plug & Play: We offer plug and play strategic innovation labs as it if was your own. We customize labs for organisa-
tions seeking to test or seamlessly augment innovation capabilities including strategic foresight & design at a low risk.

2. Expert Match: We match clients with experts to develop a sequence of activities ultimately leading to innovative 
solutions. This sequence may include scoping, anticipating, brainstorming, red teaming, implementing, performance 
indicators and reporting.

FACILITATING WORKSHOPS & CONSULTATIONS: We work with our clients to facilitate workshops that generate 
value by tearing down barriers to meaningful collaboration. Our facilitated workshops make the emergence of coun-
terintuitive solutions possible. This facilitation service is also effective for public and expert consultations and may 
include:

1. Reporting services: our team captures insights to empower our clients. This reporting is essential to foster buy-in to 
build a case for change.

2. Multimedia production: We tap into our multimedia expertise to offer workshop videos or podcasts including high-
lights for our clients to share.



PROFESSIONAL & SELF DEVELOPMENT: We offer training for clients looking for unlocking the innovative potential 
of their team. We currently offer three professional development options:

1. Canadian Organic Innovation Framework: We use Breakthrough, our serious game, as a diagnostic tool to develop 
a tailored professional development programme grounded on our new model for a targeted enhancement of innova-
tion capabilities in your team.

2. Innovative Team Leader: We leverage our network to offer a programme empowering individuals in leading design 
and/or foresight initiatives in their team to better change the organization or generate effective strategies.

3. Programme & curriculum development assistance: We tap into our expert network to assist learning organisations 
in developing custom foresight, design or innovation informed educational activities.

COACHING INNOVATIVE LEADERS: We believe that innovative capabilities can not only be nurtured, but also
unlocked in a team. We coach leaders to set conditions for this by developing an inclusive and innovative culture in 
their organisation as well as by leveraging facilitation techniques and collaborative tools.

CUSTOM PRODUCTS: We have more than a decade of experience in developing custom products that are conducive 
to developing innovation capabilities. We developed a robust experience at adapting reports into transformative seri-
ous games to facilitate institutionalization and in developing tailored toolkits for organizations to name a few.



WITH SUPPORT FROM:

EMAIL US AT INFO@AODNETWORK.CA OR STAY CONNECTED ON SOCIAL MEDIA:

Department of National Defence Canada

Military Personnel 
Command Canada

https://discord.gg/xKsTAN86Nx
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