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We’ve designed this book 

with you in mind! Unlike 

most books, this one can be 

read in several ways.

For one, you can read this 

cover to cover. The chapters 

build on each other. You 

can also scan for things 

that interest you, like new 

tools and skills. Additionally, 

we’ve included fast passes 

in this chapter (page 22) in 

case there is something spe-

ci� c you want to learn about 

right now. 

PERSONAL
This tool requires 
personality.

TANGIBLE
This tool helps you 
build something.

GENERATE OPTIONS
This tool helps you 
to create options.

CREATE FOCUS
This tool helps 
you to decide and 
select.

NORMAL SESSION
Normal work 
session.

PRESSURE COOKER
High-intensity 
session.

TEAM SIZE
Small or large team 
sizes.

REVISIT
How often do you 
need to revisit this?
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THE DOUBLE 
LOOPLOOP

The double loop is founded on a simple observation: every project, product, 

company, change, or idea starts with a point of view. It might be based on fact. It 

might be based on assumptions. Whatever your point of view, using it to create 

lasting change requires work and a movement toward the goal line.

The double loop takes your point of view into account, while adding rigor and 

continuity to the design process. This means that your point of view is always 

informed by understanding and that that understanding will spark new ideas, 

further enhancing your point of view. These ideas are prototyped and validated 

to test and measure their effectiveness. This, in turn, further informs your point of 

view and enables you to execute your ideas successfully.

Every design journey also has a beginning and . . . a goal. In the case of this 

design journey, the beginning starts with preparation, at the left of the design 

loop. Preparing yourself, your team, your environment, and the tools you’ll use is 

essential for your successful journey. At the right of the design loop is the goal: 

scale. In this book, scale refers to two things. First, we talk about scaling the exe-

cution of your idea or change; this begins with your point of view. Second, we talk 

about scaling the design process. This is, after all, a book about designing better 

businesses. Design is at the core. And it is design that is meant to scale. 

A DESIGN JOURNEY
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IDEATE
P124

PREPARE
P24

SCALE
P214

VALIDATE
P180

UNDERSTAND
P82

PROTOTYPE
P152

POINT
OF VIEW

P46
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THE DOUBLE LOOP LANDSCAPE

POINT OF VIEW P46
Design is human. The journey 

you take will help to inform 

your point of view going 

forward.

UNDERSTAND P82
All design journeys start with 

the customer, context, and your 

business in mind. Understand-

ing these is the key to design-

IDEATE P124
There is no single right solu-

tion. Ideation will enable you 

and your team to unlock and 

build upon each other’s ideas.

PREPARE P24
Design is a team sport that 

requires preparation to be 

done well.

the customer, context, and your 

business in mind. Understand-

ing these is the key to design-

ing something better.

There is no single right solu-

tion. Ideation will enable you 

and your team to unlock and 

build upon each other’s ideas.
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YOU’RE HERE 
TO CREATE 

SOMETHING 
NEW.

PROTOTYPE P152
At some point, your ideas must 

see the light of day. Prototyping 

is about bringing your ideas to 

life so that you can learn from 

VALIDATE P180
Ideas are just thoughts based 

on assumptions. To understand 

where true value lies, you must 

test your ideas and measure 

the results.

SCALE P214
Design journeys are iterative, 

cyclical, and designed to scale 

from small projects to organiza-

tion-wide cultural norms.

see the light of day. Prototyping 

is about bringing your ideas to 

life so that you can learn from 

them.

is about bringing your ideas to 

life so that you can learn from test your ideas and measure 

the results.

19
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FAST
PASSES

I need a plan of action to take my team to

our desired future state.

STEPS: 
PAGES:

 Understand your current business model(s) 

 and understand your customers by observing 

 and asking questions 
86

 Develop a point of view by creating your 

 5 Bold Steps Vision® and transforming your vision

  into a story and seeing if it resonates 58

 Ideate new business model options 142

 Prototype new value propositions 152

I WANT TO DESIGN 
A STRATEGY

We have provided you with some fast tracks so 

you don’t have to stand in line waiting for your 

future. These fast tracks will guide you to the rel-

evant tools, skills, or case studies. Learn from the 

experience of others and apply it now.
I want to move beyond spreadsheets and

explore business planning with my team.

STEPS: 
PAGES:

 Map the current context you operate in 110

 Understand your current business model 114

 Understand your (future) customers 98

 Revisit your company’s vision 
56

 Design future business model options 142

 Propose ideas to prototype 
152

I WANT TO DO 

BUSINESS PLANNING

WANT QUICK ANSWERS?
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I want to develop a North Star with my teamso we know where we are headed.

STEPS: PAGES: Develop your point of view and make a    Cover Story vision® with your team 64 Validate your cover story in- and
 outside your company 180

There are no shortcuts, but we do 

provide you with some fast tracks so you 

don’t have to stand in line waiting for 

your future. 

STEPS: 
PAGES:

 Do the Double Loop 16

I WANT A STRONG 
& SHARABLE VISION

I WANT TO INNOVATE 

/GROW MY BUSINESS

I WANT TO CREATE A 
SWOT OF MY BUSINESS

Here’s how you can work lean and meanwhen you want to bring your idea to market. Learn from startups.

STEPS: 
PAGES: Prepare your point of view 48 Understand: observe and ask  questions (!) 

86 Ideate your business model options 142 Sketch a low- and high-� delity prototype 172 Validate, validate, validate 180 Tell stories during your journey 72

What are the strengths, weaknesses,

opportunities, and threats for my business?

STEPS: PAGES:
 Understand the context of your business 110

 Understand your business model(s) 86

 Determine strengths and weaknesses 116

I WANT TO WORK 
AS A STARTUP 

USE A
FAST PASS 
OR PREPARE 
FOR A FULL 
JOURNEY

There are no shortcuts, but we do 
There are no shortcuts, but we do 
There are no shortcuts, but we do 

provide you with some fast tracks so you 

provide you with some fast tracks so you 

provide you with some fast tracks so you 

don’t have to stand in line waiting for 

don’t have to stand in line waiting for 

don’t have to stand in line waiting for 

your future. your future. your future. 

STEPS: 
PAGES:

STEPS: 
PAGES:

STEPS: 
PAGES:

 Do the Double Loop 
 Do the Double Loop 16

I WANT TO INNOVATE 
I WANT TO INNOVATE 
I WANT TO INNOVATE 

/GROW MY BUSINESS
/GROW MY BUSINESS
/GROW MY BUSINESS
/GROW MY BUSINESS
/GROW MY BUSINESS

 Determine strengths and weaknesses 116

USE A
FAST PASS 
OR PREPARE 
FOR A FULL 
JOURNEY

2323
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BUILD A MULTIDISCIPLINARY TEAM 
� e ideal team will be able to cover a wide range of tasks. Need 
someone to write a proposal? Add that person to the team. How 
about someone to design a pitch deck? And maybe we need a 
coder . . . You get the picture.  

� e more viewpoints the team brings to the table, the more 
options that team will be able to generate. � ere is no one single 
right solution in any design, business or otherwise. 

FIND THE UNUSUAL SUSPECTS 
If every team member has the same exact life experiences, skills, 
knowledge, and viewpoints, the range of options they will zero 

in on is incredibly narrow. To avoid that, intentionally design 
your team to include people from di� erent departments – and 
with di� erent skills levels, backgrounds, cultures, and mindsets.

ROLES: IT’S NOT ON YOUR BUSINESS CARD
When you look at a business card, what do you see under the 
name of the person? Likely a title, and that title is very likely not 
that person’s role. 

Roles describe the responsibilities that someone takes on, either 
formally or informally, as part of the team. � ey play a central 
part in getting things done. Roles, not titles, are critical to your 
success. It is important that each team member take ownership 

Don’t forget to have fun to-
gether! Hey! Who brought 
the drone to the party?!

Sales and marketing 
gurus who know the 
customer.

Unusual suspects: that new graduate you just hired; a 
high-energy up-and-comer; or someone young, with 
interesting ideas, that you think of as an idealist.

You won’t win a soccer match with 11 strikers or a 

football match with only quarterbacks. The same 

holds for business. Whether you’re trying to win in 

sports or in business, it’s crucial to employ players 

with varying skills (and superpowers) – the team 

needs to be multidisciplinary. 

PREPARE YOUR TEAM
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of the design, both while working on the design and when it 
comes to pitching ideas to other stakeholders. Designing the 
right roles helps team members understand how and where they 
can best contribute to the end result. � e roles people play on 
your design team will vary from ambassadors to sales, and from 
visual thinkers to engineers.

Just as you’ll intentionally design who’s on the team, you also 
need to design the roles people play on that team. When your 
team doesn’t know the plays, you can’t score a touchdown.   

WHEN TO ASSEMBLE A TEAM
When considering your design team, it’s essential that you 
assemble the right people, with the right attitudes, at the right 

time. You’ll need this team for design workshops, brainstorming, 
and � eldwork: when you need to get out of the o�  ce to under-
stand what your customers want, need, and do. You’ll need to 
assemble a team to design and produce prototypes. 

Unlike in most corporate settings, do not assemble a team for 
a project or to simply join meetings or discussions. Do not 
assemble a team to engage in planning if that same team is not 
going to engage in the design process. Do not assemble a team 
for project communication; that’s what the facilitator is for. 
Your design team’s goal is to do and make and learn and deliver 
results.   

An executive sponsor takes 
responsibility when things 
get tough.

Ambassadors and fans to 
increase engagement.

Kickass visual facilitators to 
drive the project forward, 
harnessing all of the energy.

A strategist or product 
manager who always has 
the North Star in mind.

Lateral thinkers, mavericks 
and rebels, hackers, devel-
opers, and designers.

31
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A PLACE TO HUDDLE
There should be 
 places to huddle in 
order to think through 
and discuss new ideas.

GET ENOUGH SPACE
Does the room have 
the capacity to hold 
your entire team com-
fortably while sitting 
as well as moving 
around?

c02 August 3, 2016 3:48 PM

PREPARE YOUR ENVIRONMENT

Design is not business as usual. The spaces your 

team designs in must be able to handle a new way 

of working.

A SPACE FOR PEOPLE
If design is a contact sport, then the environments you play in 
must be able to handle the frequent interactions of the team. 
Design isn’t about meeting, sitting, talking, and leaving the 
meeting to go back to email. It’s about standing, interacting, 
writing on sticky notes, going outside, crunching numbers 
together, and assembling to update each other before doing it 
again.

� e best design environments take into account how people 
interact – not just while they’re seated, but also while they’re 
standing, evaluating a canvas on the wall. � ese environments 
leave space for working together and presenting concepts. � e 
best design environments are dedicated for a speci� c project, so 
that all of the design artifacts can be left as is, enabling the team 
to quickly track its progress.

HOME BASE
However you prepare for your environment, your goal is to 
create a home base where your team can be creative, soak in the 
information, and have meaningful discussions about it. When-



+
+

+

VERSATILE FURNITURE 
You must be able to 
rearrange the tables 
and chairs in the 
room to facilitate 
different modes of 
working.

WALL SPACE
Any design envi-
ronment must have 
ample wall space to 
hang or tape artifacts, 
like canvases and 
sketches.

TOOLS
Do you have all of the 
necessary tools for 
design: sticky notes, 
paper, markers, 
canvases, etc.?

KEEP IT UP
Ideally, your artifacts 
should be left in the 
room during your 
project.

FACILITATOR
(see next

page)
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Beanbag - Check 
out Fatboy

Unusual furniture
 - Check Steelca

se

Tape - make sure
 your walls don’t

 

come off

Markers - for you
r marker sniffing 

hippies

STICKY notes - g
et the right bra

nd 

so they don’ fall
 down 

(www.3m.com)

flip charts or lar
ge-format paper

large-format can
vases

Graphic or flexibl
e walls - Check o

ut 

these guys (www.n
euland.com)

Make sure a coffe
e machine or fridg

e 

is close by!

SHOpPiNG lIst

ever possible, design a war room: a physical space in your 
company where people can meet, work, and see the progress 
visually. Alternatively, you can design temporary, popup spaces 
that can be rolled into and out of rooms e�  ciently. You will see 
the team start to work and think di� erently.   

As you move along your design
journey, your war room (should) be
the heart of the progression.

3333
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CALL SHEET Workshop STRATEGIC Visioning for <Client> on <Date> Marc McLaughlin
Maarten van Lieshout
Eefje Jonker
Mr. Wolf
Josephine Green

Who

Host & Moderator
Visualizer
Strategy designer
Facility management 
Catering

Role

TOOL SCREENPLAYS

Just like it does in movie-making, a screenplay provides an effi  cient 

and eff ective way to design a meeting. The more thorough the 

screenplay, the better the meeting.

THIS IS YOUR FACILITATION DESIGN TOOL
Screenplays help you to design a meeting or workshop and share 

this with the key stakeholders and facilitators. Well-designed 

screenplays enable you to gain clarity about what can be done 

during a workshop in order to make decisions about time, activities, 

and topics to be covered. Most important, a screenplay is a visual 

tool to help you design for results while managing all of the infor-

mation in one simple document.

DESIGN FOR FLEXIBILITY
One misunderstanding is that the screenplay is fi xed and therefore 

not fl exible. That’s not true. The screenplay should be co-created 

with the core team to help everyone design a results-driven meet-

ing or workshop. In this way, a screenplay will actually help you to 

be fl exible. 

Moreover, when you design your 

screenplays in blocks of time/ 

activities, it enables you to shift to 

new blocks should the expected-

unexpected occur, like lateness due 

to traffi c jams, etc.

± 45 MIN
work session

1–2
people

FOCUS
defi ne screenplay

I LOVE IT WHEN 
A PLAN COMES 

TOGETHER.
// Hannibal, A-Team 

Mr. Wolf
Josephine Green

Strategy designer
Facility management 
Catering

SCREENPLAY Workshop STRATEGIC Visioning for <Client> on <Date> 

Location: Amsterdam

Time:  09:00 - 12:30

09:00
15 min

Time

09:15
90 min

11:15
60 min

12:15
15 min

10:45
30 min

Setup and introduction

Share your vision story!

Teams will present their visions to others 

and get feedback

Break

Wrap-up

Topic
Short background – Why are we here?

Agenda (drawing)

Roles and rules

Outcome of workshop

Explain exercise
What is vision? (5 minutes)

Explain strategic visioning map, 5 Bold Steps 

Vision® (10 minutes)

Team exercise
Divide into groups of 4–6 people

Put sticky notes on vision, vision themes, 

and how this shows up (60 minutes)

Determine the 5 bold steps (15 min)

Activity

Team Exercise Strategic Visioning 

What is our long-term vision and ambi-

tion level? What impact does this have 

on our business model? What are the 

implications of our ambition level for 

the business model?

BE EARLY
Make sure to arrive at 
least an hour before 
the start of the work-
shop to make sure 
everything works, that 
there is coffee and 
water available, and 
to test the wi�  and 
the projector.

AGENDA, ROLES, RULES
Always start with 
 agenda, roles, rules, 
and outcomes. Agree 
on these with the team.

TIME SLOTS
The minimum length 
to schedule is 15 min-
utes, but preferably 
work in 30-minute 
increments.

STRATEGIC VISION
You can design strate-
gic vision. For more 
info look at the vision 
section in Point of 
View, page 58.

COFFEE BREAKS
Never skip coffee 
breaks. And yes, 
they really take 30 
minutes. People need 
a break!

WRAP-UP
In the wrap-up, come 
back to the objectives 
and make sure every-
thing is covered.

Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 

What is our long-term vision and ambi-

tion level? What impact does this have 
Team Exercise Strategic Visioning 

implications of our ambition level for 

Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 

09:15
90 min What is our long-term vision and ambi-

In the wrap-up, come 
back to the objectives 

Location: Amsterdam

Time:  09:00 - 12:30

09:00
15 min

Time

SCREENPLAY
Location: Amsterdam

Time:  09:00 - 12:30Location: Amsterdam

Time:  09:00 - 12:30
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CALL SHEET Workshop STRATEGIC Visioning for <Client> on <Date> 
Host & Moderator
Visualizer
Strategy designer
Facility management 
Catering

Inspire & guide throughout the dayVisual facilitation 
Achieve best possible outcomes
Tech support and facility
Catering and lunch

Role
Responsibility

Contact Details
<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>

 CHECKLIST
 Check the lengths of the time 

slots and breaks.

 Clear actions per time slot.

 Call sheet.

 NEXT STEP
 Run your workshop,

meeting, or offsite.

Strategy designer
Facility management 

Inspire & guide throughout the dayVisual facilitation 
Achieve best possible outcomes
Tech support and facility
Catering and lunch

<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>
<Phone> <Mail>

SCREENPLAY Workshop STRATEGIC Visioning for <Client> on <Date> 

Location: Amsterdam

Time:  09:00 - 12:30

Setup and introduction

Share your vision story!

Teams will present their visions to others 

and get feedback

Break

Wrap-up

Topic
Short background – Why are we here?

Agenda (drawing)

Roles and rules

Outcome of workshop

Plenary presentations 

Plenary presentations by teams (30 min)

Identify top 3 makers & breakers (15 min)

Determine design criteria (15 min)

Capture
Collect � ip charts and take pictures – mark cap-

tured � ip charts.

Wrap-up
Wrap-up of learning this morning. Next steps.

End the workshop.

Explain exercise
What is vision? (5 minutes)

Explain strategic visioning map, 5 Bold Steps 

Vision® (10 minutes)

Team exercise
Divide into groups of 4–6 people

Put sticky notes on vision, vision themes, 

and how this shows up (60 minutes)

Determine the 5 bold steps (15 min)

Activity
Who?

Workshop host

Teams present

Strategy designer 

connects

Strategy designer

Strategy designer

On screen by Strategy 

designer

Team Exercise Strategic Visioning 

What is our long-term vision and ambi-

tion level? What impact does this have 

on our business model? What are the 

implications of our ambition level for 

the business model?
Supported by facilitators

CALL SHEET
Make a call sheet with 
the most important 
people needed 
during the day. Take 
special care to be-
come friends with the 
location’s technical 
people – they can 
save your day.

LOCATION CHECK
Always check the 
location before you 
run a workshop there. 
Nasty surprises will 
ruin the outcome of 
your session.

Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 

implications of our ambition level for 

Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 
Team Exercise Strategic Visioning 

DOWNLOAD 
Download example screenplays
and call sheets from
www.designabetterbusiness.com

Strategy designer 

Strategy designer

Strategy designer

On screen by Strategy 

Supported by facilitators

Strategy designer 

Strategy designer

Supported by facilitators

 lots of wall space 
 able to tape templates to the wall
 space to walk around
 daylight and fresh air
 no distractions
 refreshments
 tables not AS conference but table groups
 able to play music during excerises

LOCATION CHECKLIST

41
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BY DESIGNABETTERBUSINESS.COM

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 

DESIGN A
BETTER
BUSINESS

TEAM CHARTER CANVAS

EXPECTATIONS TEAM VALUES

DRIVERTEAM MEMBERS

TROUBLE

OBSTACLES ENERGY SOURCES

TEAM GOALS

 CHECKLIST
 You defi ned the team goal.

 You defi ned the driver, team 

members, and values.

 You defi ned obstacles and 

energy sources.

 You had everyone sign the 

charter.

 NEXT STEP
 Go get started with Point of 

View!

TEAM MEMBERS
Who is on the 
bus and what 
will each person 
individually bring 
to the team: 
e.g., role, per-
sonal core value, 
skills, personal 
slogan, character 
trait?

TROUBLE
What will you 
do when the shit 
hits the “van”?

EXPECTATIONS
What do the 
team members 
expect from each 
other in order to 
be successful?

TEAM VALUES
What are the 
values the team 
lives by? Are 
these values 
recognized by all 
team members?

ENERGY SOURCES
What generates 
energy in the 
group? What 
gets everybody 
running and 
going for the 
best results?

TEAM GOAL
What is the 
goal the team 
wants to reach? 
When are all 
the team efforts 
successful?

OBSTACLES
What could pre-
vent the team from 
working together 
fruitfully and reach-
ing their goal?

DRIVER
Who is behind 
the wheel? Who 
is navigating?

ENERGY SOURCES

TEAM VALUES
What are the 
values the team 
lives by? Are 
these values 

DRIVER TEAM GOAL

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

TEAM MEMBERS

TROUBLE

TEAM MEMBERS
Who is on the 
bus and what 
will each person 
individually bring 
to the team: 
e.g., role, per-

TROUBLE
What will you 
do when the shit 
hits the “van”?

EXPECTATIONS

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

TROUBLE

DESIGNABETTERBUSINESS

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.
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DRIVER

OBSTACLES

TEAM MEMBERS

DOWNLOAD 
Download the team
charter template from
www.designabetterbusiness.com 43
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TANGIBLE STRATEGY 
� ere was a Homer Simpson “duh” moment 
where we collectively realized one of the things 
we often did was completely over-engineer and 
over-design the next steps – so the 5 bold steps 
was a really easy way to record tangible next 
steps that were both audacious and compelling. 
Instead of an abstract strategy, we all were 
eager to take them!
// Vicky Seeley – COO – Sheppard Moscow LLC

SallyAnn Kelly joined as CEO of Aberlour Childcare Trust with a clear mandate: to embed a clear strategy.
As she sought to achieve real lasting change, it became clear to her she would have to engage the whole organization.

A Connected Vision

June 2014:
SallyAnn Kelly takes post 
as CEO and finds an 
organization in need of 
clear direction.

July-Aug 2014:
SallyAnn takes an 
internal safari through 
the ORGANIZATION to 
create a point of view.

Dec 2014:
5 Bold Steps Vision  and 
Strategy work with SLT 
and Directors.

Jan 2015:
Connects 5 Bold Steps 
to Draft Strategy and 
presents to the Board.

Jan-Feb 2015:
Consults with over 300 
staff (43% of org) for 
feedback, to make it 
more practical.

Feb 2015:
Implements revisions in final 
draft of the strategy + 
corporate business plan for 
year 1 of 3-year strategy.

Stay true to your vision – don’t change
to fi t the agenda of others.
// Sue Black, University of Dundee

Siemens Healthcare, Turkey
As the Sales and Marketing Board of Siemens Healthcare, Turkey, we discussed our vision and 

business strategy during the aftermath of a recent restructuring and repositioning. All our discus-

sions about our business model and context strongly related to our vision. The 5 Bold Steps Vision® 

Canvas became the source of most actions we agreed upon. 

// Enis Sonemel – Siemens Healthcare, Turkey – Country Lead, Diagnostic Imaging

STORIES OF POINT OF VIEW

®
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Our departments of Orthopedics, Dermatology, 
Oncology, and Mother and Child took up the 
responsibility to map out a vision separately. 
We soon learned that it is more interesting/
productive/better to use a co-creative design 
process. Vision is about alignment. It was cru-
cial for us to create a vision with the customer 
in mind. 

� is was a huge step for our hospital; we 
previously had a perspective that prioritized 
expertise and excellent treatments, rather than 
a customer-centric perspective. After designing 
our new vision, we wanted to communicate 
both inside and outside the hospital. We used 
visuals and a move to create a clear story. 
// Frits van Merode, Member, Executive Board Maastricht 
University Medical Center

Now I can share my 
strategy on one page!
// Craig Mohan, Managing Director,
Market Technology and Data Services,
CME Group Chicago

Wouldn’t it be great to 
create a mini strategy 
booklet for employees?

March 2015:
Presents strategy to 
the Board.

April-July 2015:
Workshop to engage 
staff/employees with the 
strategy (what does it 
mean for you? what actions 
will you take?).

April 2015:
Creates mini visual strategy 
booklets and sendS a 
personal copy + thank you 
letter in the post to each 
employee.

May-Dec 2015:
Implements year 1 of 
strategy. New initiatives 
launched in support of 
Vision Elements.

Jan 2016:
Strategy review day. Build/
Measure/Learn loop put in 
place.

A VISION PER DIVISION

Mindpearl
At Mindpearl we needed to reshape the 

way we promote ourselves and talk about our-

selves. Our language had become too com-

plicated and distant. We defi ned a clear vision 

based on where we came from, who we are, 

and who we want to be. Our people are now 

able to reconnect with our global identity. 

We realigned our actions and narrative.

// Karin Dale, General Manager, Mindpearl

BULLETPROOF VISION
While working on the cover story, one team from a producer of aramid fi ber, the ballistics unit, came 

up with “Obama buys a bulletproof Dolce & Gabbana dress for his wife for Xmas.” The entire team 

was laughing. Nobody really understood what it could mean at fi rst. But then, as we came back down 

to earth, we realized it was about having fashionable bulletproof clothing. Not those ugly jackets and 

vests. There is absolutely a need for this, especially among rich and famous in certain countries.

55

POINT OF VIEW  STORIES  POINT OF VIEW



c03 August 11, 2016 6:20 PM

© THE GROVE CONSULTANTS INTERNATIONAL  
THIS VERSION BY DESIGNABETTERBUSINESS.COM

DESIGN A
BETTER
BUSINESS

The 5 Bold Steps Vision® Canvas was originally designed by David Sibbet

5 BOLD STEPS VISION® CANVAS

SUPPORTS
What are the supports 
that strengthen you while
reaching your vision?

CHALLENGES
What are the challenges

that hinder you while
reaching your vision?

VISION STATEMENT
What is the future state of 

your business? How are you
going to help your

customer?

BOLD STEPS
Big steps towards your vision

1.

2.

3.

4.

5.

THEME

THEME

THEME

THEME

THEME

ESSENTIAL THEMES
What are the essential themes 
supporting our vision? Describe 
them in 1 or 2 single words.

VISION STATEMENT
What is the future state of our company? 
How are we going to help our 
customers?

5 BOLD STEPS
What are the 5 bold steps to take in 
order to achieve your vision?

SUPPORTS AND CHALLENGES
What are the supports and challenges 
that enable or hinder us from reaching 
our future?

HOW IT SHOWS UP
How will the themes show up in our com-
pany? How will they make the vision themes 
concrete and how will they inspire others?

KEY VALUES
What are the crucial values that form 
the foundation for your vision and 
steps? How can we align those values?

VI
SI

O
N

ST
RA

TE
G

Y

THEME

supporting our vision? Describe 
them in 1 or 2 single words.

 CANVAS

VISION STATEMENT

THEME

THEME

VISION STATEMENT
What is the future state of our company? 
How are we going to help our 
customers?

5 BOLD STEPS VISION®

HOW IT SHOWS UP
How will the themes show up in our com-
pany? How will they make the vision themes 
concrete and how will they inspire others?

© THE GROVE CONSULTANTS INTERNATIONAL 
THIS VERSION BY DESIGNABETTERBUSINESS

that strengthen you while
reaching your vision?

1.

2.

 CHECKLIST
 You identifi ed fi ve steps to 

achieve your vision.

 Your vision statement is sup-

ported by clear themes and the 

realistic ways it shows up.

 You fi ltered out criteria to de-

sign your business model(s) and 

value proposition.

 NEXT STEPS
 Check how this vision

resonates with others.

your business? How are you
going to help your

customer?

BOLD STEPS
Big steps towards your vision

THEMEstatemen
t 

statemen
t 

statemen
t 

(not a (not a 
statemen

t 

(not a 
statemen

t 
statemen

t 

(not a 
statemen

t 

marketing
 

marketing
 (not a 

marketing
 (not a 

statemen
t)

statemen
t)marketing
 

statemen
t)marketing
 

berealisticandchallenging

DOWNLOAD 
Download the 5 Bold Steps
Vision® Canvas from
www.designabetterbusiness.com
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5 BOLD STEPS VISION® CANVAS

SUPPORTS
BOLD STEPS

1.

2.

3.

4.

5.

fair
prices

clear
 

clear
 

produ
ctsclear
 

produ
ctsclear
 

earn primary 
relationship
earn primary 
relationship
earn primary 

ban
k in

 yo
ur 

pock
et

empower
ing 

people 
to 

stay a
head 

in life 
and 

busines
s

empower

any 
time

anyw
hereany 
time

anyw
hereany 
time

clear a
nd

easy

TO REDEFINE THEIR VISION, ING HAD 
WRITTEN A CORPORATE STRATEGY 
DOCUMENT. Valuable information, 
but how do we translate it 
into an actionable vision?

the teams decided to cut 
out the headers of the 
important pages and used them 
to INITIALLY plot the vision 
themes and how they show up.

SUPPORTS

CONSUMER PROTECTION

TRUST IS BROKEN IN THE BANKING INDUSTRYHIGH NEED FOR FINANCIAL ADVICE

CONSUMER PROTECTION

TRUST IS BROKEN IN THE BANKING INDUSTRYHIGH NEED FOR FINANCIAL ADVICE

CASE 5 BOLD STEPS VISION® ING BANK

SUPPORTS

HIGH NEED FOR FINANCIAL ADVICE

HIGH NEED FOR FINANCIAL ADVICE

Strategy

Strategy

Strategy

HIGH NEED FOR FINANCIAL ADVICE

Strategy

HIGH NEED FOR FINANCIAL ADVICE

document

document

confidential

confidential

confidential

confidential

TRUST IS BROKEN IN THE BANKING INDUSTRY

confidential

TRUST IS BROKEN IN THE BANKING INDUSTRY

confidential

HIGH NEED FOR FINANCIAL ADVICE

confidential

HIGH NEED FOR FINANCIAL ADVICE

confidential

confidential

plain

langu
age

simp
le

pro
ces

ses

CLIENTS ONLINE 24/7

ONLINE 24/7

ONLINE 

anticip
ate

anticip
ate

anticip
ate

5 BOLD STEPS VISION®
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CHALLENGES

BOLD STEPS

no
stu

pid 

bank
ing 

rule
sbank

ing 

rule
sbank

ing 

surprisingly personal

surprisingly personal

surprisingly 

stayone step 

one step ahead
ahead

empower
ing 

people 
to 

stay a
head 

in life 
and 

busines
s

innovative
innovative

one step 

look 
for new 
look 

for new 
look 

things

feedback

impactimpact
onon

world

impact

keepkeep
getting

 
getting

 

better
getting

 

better
getting

 

ING Used the 5 
bold steps as 
the foundation 
for what they 
communicate to 
their clients.

DESIGN A
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Along with the first draft of the vision, 
visual notes were taken during the meeting. 
They now have a prominent spot in the office 
so everyone can get inspired.

EXAMPLE VISION VISUALIZED
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A VISION ON ONE PAGE

When our new CEO, Ralph Hamers, came on board the company was 

ready for a bold new strategy. Banks had emerged from the fi nancial 

crisis to fi nd themselves facing a whole new raft of fi ntech competitors. 

At the same time, seamless digital experiences from companies like 

Amazon and Spotify had raised the customer-expectation bar for banks 

as well.

 

After a thorough strategic review, we had a plan of 250 

pages. But how could we condense that down to 

something that would inspire employees through-

out the bank? Could we make sure everyone 

communicated consistently about the strategy?

 

We put together a team from across Strategy, 

Internal and External Communications, Investor 

Relations, and Human Resources. Using the 

5 Bold Steps Vision®, we were able to co-create 

our “strategy on a page,” linking the 

purpose and vision to clear strategic 

priorities. It provided clear direction 

and ensured that everyone across the 

bank would interpret and explain the 

strategy consistently. That strategy 

on a page still guides us today.

crisis to fi nd themselves facing a whole new raft of fi ntech competitors. 

At the same time, seamless digital experiences from companies like 

Amazon and Spotify had raised the customer-expectation bar for banks 

After a thorough strategic review, we had a plan of 250 

pages. But how could we condense that down to 

something that would inspire employees through-

out the bank? Could we make sure everyone 

communicated consistently about the strategy?

We put together a team from across Strategy, 

Internal and External Communications, Investor 

Relations, and Human Resources. Using the 

5 Bold Steps Vision®, we were able to co-create 

our “strategy on a page,” linking the 

purpose and vision to clear strategic 

priorities. It provided clear direction 

and ensured that everyone across the 

bank would interpret and explain the 

strategy consistently. That strategy 

on a page still guides us today.

POINT OF VIEW  TOOL  CASE  5 BOLD STEPS

Dorothy Hill
VP of Strategy, 
ING Bank
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The Cover Story Vision® Canvas was originally designed by David Sibbet

@

@

COVER STORY VISION® CANVAS

MAGAZINE COVER

#HASHTAGS

TWEETS INSTAGRAM PICTURES

BIG HEADLINES

QUOTES

THE INTERVIEW THE BOTTOM LINE

COVER
Make the cover really jump out. Don’t 
limit yourself to just sticky notes. 
Draw or cut and paste pictures from 
magazines.

HEADLINES
Put down some eye-popping head-
lines. What would make people stop in 
their tracks and read the article?

BOTTOM LINE
What does it all boil down to? What 
has been achieved according to the 
article?

SOCIAL MEDIA
Use social media and Instagram 
photos to add more � avor to your 
story. What would get retweeted?

QUOTES
Don’t just mention the positive quotes. 
Ask yourself how your competition and 
critics will respond.

INTERVIEW
Who is telling your story in the inter-
view? Is it someone you work with? 
Your customer? What is the interview 
about?

Use social media and Instagram 
photos to add more � avor to your 
story. What would get retweeted?

COVER STORY VISION® CANVAS

MAGAZINE COVER

COVER
Make the cover really jump out. Don’t 
limit yourself to just sticky notes. 
Draw or cut and paste pictures from 
magazines.

INSTAGRAM PICTURESINSTAGRAM PICTURES

Don’t just mention the positive quotes. 
INTERVIEW
Who is telling your story in the inter-

INSTAGRAM PICTURESINSTAGRAM PICTURESINSTAGRAM PICTURES

BIG HEADLINES

bigge
st 

chang
e

ever

QUOTES

catchy catchy 
quote

is this for real? 
for real? 
for real? 

is this for real? 

is this 

 CHECKLIST
 You shared your cover story 

with your colleagues.

 You made your vision concrete 

with a engaging and visual 

cover.

 You stepped out of your (and 

your company’s) comfort zone.

 You created a vision that can be 

realized in 5 years.

 NEXT STEPS
 Make your cover story concrete 

by using 5 Bold Steps Vision® 

Canvas.

 Check how this vision

resonates with others.

DOWNLOAD 
Download the Cover Story Vision® 
Canvas from
www.designabetterbusiness.com
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The MoSCoW  prioritization method was originally developed by Dai Clegg
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BETTER
BUSINESS

DESIGN CRITERIA CANVAS

MUST

SHOULD

COULD

WON’T

MUST HAVES
Nonnegotiable elements 
that you can’t leave out

Use insights from 
the Business 
Model Canvas, 
VP Canvas, and 
Vision Canvas 
as input for the 
design criteria.

SHOULD HAVES
Nonvital criteria you would 
love to have

COULD HAVES
Anything not immediately 
connected to realizing your 
vision

WON’T HAVES
Nonnegotiable things you 
de� nitely will NOT do

SHOULD

COULD

WON’T

BY DESIGNABETTERBUSINESS.COM
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Nonvital criteria you would 

The MoSCoW  prioritization method was originally developed by Dai Clegg

WON’T HAVES

DOWNLOAD 
Download the Design Criteria 
Canvas from
www.designabetterbusiness.com

 CHECKLIST
 You have sanitized the design 

criteria by removing unimport-

ant criteria. Use, e.g., voting.

 You have spent time with your 

team to sharpen and quantify 

your criteria.

 You’ve linked up your design 

criteria with your vision.

 NEXT STEPS
 Quantify your design criteria: 

make them S.M.A.R.T. (specifi c, 

measurable, achievable, rele-

vant, time-bound).

 Revisit your design criteria. Do 

they still make sense?
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5 BOLD STEPS VISION® CANVAS

SUPPORTS CHALLENGES

VISION STATEMENT

BOLD STEPS

1.

2.

3.

4.

5.

THEME

THEME

THEME

THEME

THEME
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DESIGN CRITERIA CANVAS

MUST

SHOULD

COULD

WON’T

Based on the Context Map designed by David Sibbet
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CONTEXT CANVAS®

DEMOGRAPHIC TRENDS

TECHNOLOGY TRENDS CUSTOMER NEEDS

COMPETITION

UNCERTAINTIES

RULES &  REGULATIONS ECONOMY & ENVIRONMENT

EXAMPLE DESIGN CRITERIA ING BANK

take the 5 
most important 
criteria from the 
context map.

filter out the 
design criteria from 
your vision.

What did you 
learn from your 

customers?

Here is an example of how 
ING selected the most 
important design criteria for 
their new business model and 
value proposition.

What criteria come 
from strengths and 
weaknesses of your 
current business 

model canvas?

clear
 

clear
 

clear
 

clear
 

produ
cts

produ
cts

produ
cts

produ
ctsclear
 

produ
ctsclear
 

clear
 

produ
ctsclear
 

clear
 

produ
ctsclear
 

BOLD STEPS

5.

earn 
primar

y 

relat
ion-earn 

primar
y 

relat
ion-earn 

primar
y 

ship w
/ 

custo
mership w
/ 

custo
mership w
/ 

THEME

THEME

clear clear 
andand
easyTHEMEeasyTHEME

plain
languagelanguagelanguage

SUPPORTS

clear
 

produ
ctsclear
 

produ
ctsclear
 

simplesimple
processesprocesses

plain

langu
age

CLIEN
TS 

ONLIN
E 

24/7
ONLIN

E 

24/7
ONLIN

E 

langu
age

simple
processes

fair
prices

DESIGN CRITERIA CANVAS

clear 
and
easy

keep getting betterbetter

getting better

getting 

clear 

language fair
prices

DESIGN CRITERIA CANVAS

clear
 

clear
 

produ
cts

produ
ctsclear
 

produ
ctsclear
 

clear
 

produ
ctsclear
 

filter out the filter out the filter out the 
design criteria from design criteria from design criteria from 

5 Bold 
Steps 

Vision® 
Canvas 

see
PAGE 58

Context 
Canvas® 

see
PAGE 110
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strategyzer.com

BUSINESS MODEL CANVAS

KEY PARTNERS 

COST STRUCTURE REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER SEGMENTSCUSTOMER RELATIONSHIPS

CHANNELS

STRATEGYZER AG

strategyzer.com

VALUE PROPOSITION CANVAS

PRODUCTS & SERVICES JOB-TO-BE-DONE

GAIN CREATORS GAINS

PAIN RELIEVERS PAINS

BY DESIGNABETTERBUSINESS.COM

The MoSCoW  prioritization method was originally developed by Dai Clegg

How does
this

translate?

Where will the design 
criteria show up? In the 
business model? In the value 
proposition?

Design criteria will help 
structure brainstorm sessions and 
help you make educated decisions in 
your daily job.

REVENUE STREAMS

plain
language

PRODUCTS & SERVICESPRODUCTS & SERVICES

plainplainplainplainlanguage
language
language
language
language

CLIENT
S 

ONLINE
 

24/7
ONLINE

 

24/7
ONLINE

 

fair
pricespricesprices

keep 
getting 
better
getting 
better
getting 

VALUE PROPOSITION

clear 
products
clear 

products
clear 

KEY ACTIVITIES

simple
processes

simplesimplesimplesimple

proce
sses

proce
sses

proce
sses

proce
sses

earn primary earn primary 
relation-
earn primary 
relation-
earn primary 

ship w/ 
customer
ship w/ 
customer
ship w/ 

CUSTOMER SEGMENTSCUSTOMER RELATIONSHIPS

earn primary earn primary 
relation-relation-
earn primary 
relation-
earn primary earn primary 
relation-
earn primary 

ship w/ 
customercustomer
ship w/ 
customer
ship w/ 

PRODUCTS & SERVICESPRODUCTS & SERVICES

language

simple

proce
sses

clear 
PRODUCTS & SERVICES

clear 
PRODUCTS & SERVICES

productsproductsproductsproducts
clear 

products
clear 

Business 
Model 
Canvas 
see
PAGE 116

Value 
Prop-
osition 
canvas 
see
PAGE 106

71

POINT OF VIEW  TOOL   EXAMPLE  DESIGN CRITERIA



c03 August 11, 2016 6:20 PM

BY DESIGNABETTERBUSINESS.COM

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

DESIGN A
BETTER
BUSINESS

STORYTELLING CANVAS

SUBJECT

BEFORE 1. SET THE SCENE 2. MAKE YOUR POINT 3. CONCLUSION AFTER

GOAL AUDIENCE

STORYTELLING CANVAS

SUBJECT

STORYTELLING CANVAS

3. CONCLUSION

BETTER

AFTER
Do audience mem-
bers feel, think, know, 
want, etc., after they 
hear the story? Be 
speci� c! 

CONCLUSION
What are the argu-
ments, facts, and an-
ecdotes in your story? 
Where are you going 
to place them ?

SUBJECT
What is the title and 
subject of your story?

GOAL
What is the goal you 
want to achieve? Why 
are you telling the 
story?

AUDIENCE
Who is your audi-
ence? Map them as a 
persona!

a-haa-haa-ha
moment!moment!moment!

BEFORE
What do your 
audience members 
feel, think, know, 
want, etc., about the 
subjects in your story 
before they hear it?

SET THE SCENE
Create a context 
(based on emotion, 
ethics, or facts) that 
helps the audience 
get in the mood of 
things.

MAKE YOUR POINT
What is the main 
message you want to 
come across which 
will help support a 
change of heart with 
the audience?

ENERGY
How do you envision your audience’s emotional 
roller coaster during the story? When will they 
have the most energy?

MAKE YOUR POINT

BY DESIGNABETTERBUSINESS.COM
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SET THE SCENE

DOWNLOAD 
Download the Storytelling
Canvas from
www.designabetterbusiness.com

 CHECKLIST
 You have a clear idea of what 

the audience thinks and feels. 

 You have prepared clear argu-

ments to make your point.

 You have one strong conclusion 

to end your story with.

 You know how to manage the 

energy during your story.

 You know the possible booby 

traps you may encounter and 

have a plan B.

 NEXT STEPS
 Test your story.

 Make the visuals.

 Experiment with the pace

 and energy.
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STORYTELLING CANVAS

SUBJECT

BEFORE
1. SET THE SCENE 2. MAKE YOUR POINT 3. CONCLUSION AFTER

GOAL
AUDIENCE

TOOL TELLING THE VISUAL STORY OF AUDI

busine
ss 

as us
ual

options options 
exist exist 

outside outside 
the carthe car
outside 
the car
outside outside 
the car
outside 

emerg
ing 

tech

DESIGNABETTERBUSINESS.COM

emerg
ing 

more 
cars on cars on 
more 

cars on 
more 

the roadthe road
cars on 
the road
cars on cars on 
the road
cars on self- self- 

driving driving driving driving 
self- 
driving 
self- self- 
driving 
self- 

cars
driving 
cars
driving 

drones private private 
life 

IN- AND IN- AND IN- AND outside 
car

outside 
car

outside 

freedom 

of choice

company 

leader-
company 

leader-
company 

ship

strong 
strong brand
brand

strong brand

strong 
strong brand

strong 

get
 

them
 

ONBOA
RD

SUBJECT the
future 
of 

trans-
of 

trans-
of 

portation

invest in new ideas

A team at Audi needed to obtain buy-in within the company to move forward with an 

idea for the future. The car world is changing rapidly, and it was necessary to convince 

the company quickly. This was an important story to tell. Here’s how they approached it.

1  Fill in the 
canvas as described 
on pageS 74-75. make 
sure you cover all 
areas.

2  sit together 
with visual artist 
to plot the 
sticky notes from 
the canvas on a 
(big) piece of 
paper. make a first 
sketch: are all 
the building 
blocks there? is 
it the right look 
and feel?
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self- 
driving 
self- 
driving 
self- 

cars
driving 
cars
driving 

freedom 

of choice

more 
cars on 
more 

cars on 
more 

the road
cars on 
the road
cars on 

3  finalize the sketch. it will be a 
great conversation piece to substantiate 
and share your story. Audi opted for 1 
big picture. you could also build a series 
of images, an animation, or a slide deck 
using the canvas. 

private 
life 

in- and 
outside 
car

outside 
car

outside 
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HAVE A PLAN B
Telling a story can be scary, and it won’t always 

go as planned. Come up with a few “plan B” 

actions beforehand that you can use when a 

point does not come across. Use the rescue 

cards to plan ahead!

THINKING YOU’RE THE STAR
When you are telling the story, you’re not 

telling it for you. You’re telling it for the 

audience. Make sure they are the star of the 

story.

CULTURAL REFERENCE
If you speak to a different audience, and 

certainly if you tell your story in a different 

culture, you’re in for a shock. The 

examples and jokes that worked so well 

before may not resonate at all. 

Using American football metaphors in Europe 

doesn’t work. And just try talking about cricket 

outside of the Commonwealth . . . Test your 

stories before you tell them!

HERO’S JOURNEY CANVAS
Every movie hero’s fate follows a certain path: ev-

erything starts out fi ne, and then he encounters a 

great setback – usually in the middle of the movie. 

This historical way of telling a (hero) story is a 

perfect guidline to follow. Use the Hero’s Journey 

Canvas to plot all the building blocks.   

For more background, read: 
The Hero with a Thousand Faces
by Joseph Campbell

BY DESIGNABETTERBUSINESS.COMThis work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
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The Hero’s Journey was developed by Jospeh Campbell

HERO’S JOURNEY CANVAS

ASCENT
DESCENT

1
2

3

4

5

6

78
9

10

11

12

1. ORDINARY WORLD
Setting the scene

ORDINARY WORLD
The world as it really is

SPECIAL WORLD
The world as it could be

2. CALL TO ADVENTUREThe hero becomes aware of the 
need to change

3. REFUSAL OF THE CALL
The hero ignores the call, 

because...

4. MEETING THE MENTOR
Someone or something that

convinces the hero that 
change is possible

5. CROSS THE THRESHOLD
The hero takes action and 

has
initial success

11. RESURRECTION
The hero realizes he survived and has new knowledge 

12. RETURN WITH ELIXIR
The hero brings back the  
new knowledge for everyone to use

6. TESTS, ALLIES, ENEMIESProgress becomes diffi cult, help comes from unexpected sources

10. THE ROAD BACK
The hero deals with the conse-quences of his ordeal

7. THE APPROACHThe hero starts to make headway, comes to the edge of the dangerous place where knowledge is hidden

8. ORDEAL, DEATH, & REBIRTH
The hero barely overcomes 
the most diffi cult test and is 

changed

9. THE REWARD
The hero now receives a 
means to repeat his success more easily

DOWNLOAD 
Download the Hero’s Journey Canvas 
from www.designabetterbusiness.com
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You can learn to think and work like a designer. It is about switching 

between different perspectives to fi nd solutions. As a designer, the three 

most important perspectives are your own perspective, your business’s 

perspective, and your customer’s or society’s perspective. When my team 

engages with design jobs, we need to know the customer’s perspective. I 

want to ensure we are on the same page. Part of that perspective includes 

an understanding that your customers are investing time, money, and 

effort to make money. If we don’t share this perspective there is little point 

to joining each other on a design journey. 

Design thinking is more relevant today than it 

ever has been. Increasingly, it’s becoming more 

important to design and to be agile, fl exible, 

and adaptable. The world is changing faster 

and faster. As part of that change, people 

have more access to information – and share 

more than ever before. Whereas knowledge 

used to be the most important quality in business, 

today, the ability to search for and fi nd oppor-

tunities in uncertainty has supplanted 

knowledge as the most important 

quality of business people. 

Ad van Berlo
Chairman,
VanBerlo Group

THINK LIKE A DESIGNER

UNDERSTAND  SKILL  MASTER OBSERVATION

Don’t go empty-handed
Bring materials to record, note, 
tape, and sketch your findingS. 
That way you’ll remember every 
small detail more easily. And it 
makes it easier to share them 
with your team.

Silen
ce

recor
ding

Be
 a 

fly
 on
 the wall
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CUSTOMER JOURNEY CANVAS

CUSTOMER NEEDS

KEY MOMENT

CUSTOMER SATISFACTION

CUSTOMER NEEDS
What is the job the customer wants 
to get done in each of the stages? 
For example, if your customer seeks 
to identify the company they want 
to work with, we need to understand 
the various touch points. What are 
the questions customers have at each 
point?

TIMELINE AND STAGES
Defi ne at least 5 moments in the 
journey. What is the time span? What 
is the step-by-step experience for the 
customer? How much time has passed 
in the journey? Don’t overcomplicate: 
test with customers (see page 86) to 
see what to adapt.

MOOD
What is the customer’s mood at 
that very moment? Are they happy, 
frustrated, angry? What in the moment 
makes it so?

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

MOOD

CUSTOMER JOURNEY CANVAS

CUSTOMER NEEDS

CUSTOMER NEEDS

PERSONA
Start with defi ning the customer 
personas that you are creating the 
journey for. Be specifi c (e.g., name, 
age, occupation, marital status).

TOUCH POINTS
What are the different moments of 
interaction with the customer (e.g., in 
a shop, online, via webinar, by phone, 
mail, or in contracts)? 

TOUCH POINTS
 CHECKLIST

Is the persona specifi c enough?

 Is the journey is complete? Are 

there any moments missing?

 Ask yourself where the journey 

really starts and ends.

 You can’t think of categories 

you left out.

 NEXT STEP
 Validate your assumptions

with a Customer Safari (see 

page 102).

DOWNLOAD 
Download the Customer Journey
Canvas from
www.designabetterbusiness.com

Download the Persona
Canvas from
www.designabetterbusiness.com

101

UNDERSTAND  TOOL  CUSTOMER JOURNEY



c04 August 11, 2016 6:21 PM

© STRATEGYZER AG

strategyzer.com

VALUE PROPOSITION CANVAS

PRODUCTS & SERVICES JOB-TO-BE-DONE

GAIN CREATORS GAINS

PAIN RELIEVERS PAINS

PRODUCTS AND SERVICES
What are the products and 
services you can offer your 
customer so he can get his 
job done? How is it not a 
silver bullet?

PAIN RELIEVERS
How can you help your 
customer relieve his pains? 
Be explicit about how they 
can help.

GAINS
What would make your customer 
happy? What outcomes does he or 
she expect, and what would exceed 
their expectations? Think of the social 
benefi ts, functional or fi nancial gains.

PERSONA
Who is he/she (e.g., profes-
sion, age). Is this persona 
buyer, user, decision maker?

JOB-TO-BE-DONE
What is the job your customer 
is trying to get done in work 
or life? These could be both 
functional and social. What basic 
needs do your customers have 
(emotional and/or personal)?

PAINS
What is annoying or trou-
bling your customer? 
What is preventing him or 
her from getting the job 
done? What is hindering 
your customer’s activities?

© STRATEGYZER AG

PRODUCTS AND SERVICES PAINS
What is annoying or trou-

bigger
mobile
budgetbudget

flexible flexible 
hourshours
flexible 
hours
flexible flexible 
hours
flexible 

JOB-TO-BE-DONE

solvesolvesolve
problem in

 
problem in

 
problem in

 
problem in

 

1 day1 day1 day

SLOW RESPONSE TIME in my 
TIME in my 
TIME in my department
department
department
department

TIME in my department

TIME in my 
TIME in my department

TIME in my 
TIME in my department

TIME in my 

budget

new car

PAINS

JOB-TO-BE-DONE

PAINS

SLOW RESPONSE TIME in my department
department
department

TIME in my department

TIME in my 

What would make your customer 
happy? What outcomes does he or 
she expect, and what would exceed 
their expectations? Think of the social 
benefi ts, functional or fi nancial gains.

GAINS

Who is he/she (e.g., profes-
sion, age). Is this persona 
buyer, user, decision maker?

bigger
mobile
budgetbudget

flexible 
hours
flexible 
hours
flexible 

GAINS

their expectations? Think of the social 
benefi ts, functional or fi nancial gains.

flexible flexible 

leaselease
contrac

t
contrac

t
contrac

t

flexible
sim

offeringoffering

PAIN RELIEVERS

involve 

colleague
s 

in process
colleague

s 

in process
colleague

s 

PRODUCTS & SERVICES
problem PRODUCTS & SERVICES
problem PRODUCTS & SERVICESsolve

PRODUCTS & SERVICESsolve
PRODUCTS & SERVICES

dashboard

PRODUCTS AND SERVICES

colleague
s 

in process
colleague

s 

in process
colleague

s 

DOWNLOAD 
Download the Value Proposition
Canvas from
www.designabetterbusiness.com

GAIN CREATORS
What can you offer your 
customer to help him fulfi ll 
his gains? Be concrete (in 
quantity and quality).

VALUE PROPOSITION CANVAS

flexible flexible 

lease
contrac

t
contrac

t

GAIN CREATORS
What can you offer your 
customer to help him fulfi ll 
his gains? Be concrete (in 
quantity and quality).

 CHECKLIST
You mapped one customer 

persona per canvas.

You identifi ed and prioritized 

at least 5 functional, social, and 

emotional jobs-to-be-done.

You identifi ed and prioritized at 

least 5 pains.

You identifi ed and prioritized at 

least 5 gains.

The gain creators and pain 

relievers directly address the 

gains and pains.

 NEXT STEP
 Prototype and validate your 

assumptions.

 Check your assumptions with 

customers. Is it the real job-to-

be-done?

107
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Based on the Context Map designed by David Sibbet

© THE GROVE CONSULTANTS INTERNATIONAL  
THIS VERSION BY DESIGNABETTERBUSINESS.COM

DESIGN A
BETTER
BUSINESS

CONTEXT CANVAS®

DEMOGRAPHIC TRENDS

TECHNOLOGY TRENDS CUSTOMER NEEDS

COMPETITION

UNCERTAINTIES

RULES & REGULATIONS ECONOMY & ENVIRONMENT

DOWNLOAD 
Download the Context
Canvas® from
www.designabetterbusiness.com

ECONOMIC CLIMATE
Be specifi c in your descriptions, and 
stay away from container words and 
abstractions. For example, what is 
important to you about the economic 
climate? 

TECHNOLOGY TRENDS
What technology trends do you see 
emerging that are going to impact your 
business? 

CUSTOMER NEEDS
What new customer needs are sur-
facing? Do you see any big shifts in 
behavior? Are there new trends going 
mainstream?

UNCERTAINTIES
Do you see any important uncertain-
ties? Things that will have a big impact 
but it’s unclear how or when?

DEMOGRAPHIC TRENDS
Look for data on the demographics, 
education level, employment situation. 
What are the big changes in these 
areas? And what about policies, rules, 
and regulations? 

YOUR COMPETITION
Try to fi nd unexpected competition. 
Are there new entries? Competition 
coming from unexpected sources?

CONTEXT CANVAS®

DEMOGRAPHIC TRENDS

What are the big changes in these 
areas? And what about policies, rules, 
and regulations? 

CUSTOMER NEEDS

© THE GROVE CONSULTANTS INTERNATIONAL 
THIS VERSION BY DESIGNABETTERBUSINESS

TECHNOLOGY TRENDS

important to you about the economic 
coming from unexpected sources?

RULES & REGULATIONS ECONOMY & ENVIRONMENT

abstractions. For example, what is 
important to you about the economic 
climate? 

Based on the Context Map designed by David Sibbet

UNCERTAINTIES

 CHECKLIST
You have completely fi lled all 

the areas of the canvas.

You have proof of what is on 

the canvas.

You have marked the top 3 

threats and opportunities.

 NEXT STEP
 Find proof for your assump-

tions.

 Check your fi ndings against 

what others think.

 Revisit the Context Canvas® in 

3 months to update and verify.

 Update your Point of View.

 Update your Design Criteria.

111
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Based on the Context Map designed by David Sibbet
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My job is to translate challenges of management 

into numbers, images, and stories that everybody 

understands. I try to keep this simple by using meta- 

phors. In 2014, I saw that the bank we used to know 

does not exist anymore, but we still believed in our 

old assumptions.

Overstating, in the past bankers needed to know only 

three fi gures: 3-6-3. Give 3 percent on debit, charge

6 percent on loans, and at three o’clock you can go 

play golf.

To be successful in today’s world, everyone in the 

bank needs to be aware of the context. To help them

do that I needed to tell a story that sticks, going be-

yond numbers and graphs, and to really engage my 

audience and inspire them to change the bank.

We co-created “The World of the Banks” 

with 2,000 colleagues and visualized 

the result with designers. In this way, 

the story is engaging and it can be 

understood in one glance, and we 

could easily share it with all of our 

colleagues.

SHARE THE URGENCY

old assumptions.

Overstating, in the past bankers needed to know only 

three fi gures: 3-6-3. Give 3 percent on debit, charge

6 percent on loans, and at three o’clock you can go 

play golf.

To be successful in today’s world, everyone in the 

bank needs to be aware of the context. To help them

do that I needed to tell a story that sticks, going be-

yond numbers and graphs, and to really engage my 

audience and inspire them to change the bank.

We co-created “The World of the Banks” 

with 2,000 colleagues and visualized 

the result with designers. In this way, 

the story is engaging and it can be 

understood in one glance, and we 

could easily share it with all of our 

colleagues.

UNDERSTAND  TOOL  EXAMPLE  CONTEXT CANVAS

Peter De Keyzer
Chief Economist,
BNP Paribas Fortis
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TOOL BUSINESS MODEL CANVAS

The Business 
Model Canvas 

was created by 
Alex Oster-
walder and 

Yves Pigneur. 
For more 

information, 
read their book: 
Business Model 

Generation. 

45–60 MIN
session

3–5
people per group

FOCUS
understand your business

Created by Alexander Osterwalder

KEY PARTNERS
List the partners 
that you can’t do 
business without 
(not suppliers).

KEY ACTIVITIES
What do you do 
every day to run 
your business 
model?

KEY RESOURCES
List the people, 
knowledge, 
means, and 
money you
need to run
your business.

1  Start by mapping out the business on a 
high level: only the most important, vital 
aspects of the business model.

2  Link up the building blocks: every 
value proposition needs a customer 
segment and a revenue stream!

3  Don’t mix ideas for a future state 
with what is going on right now, and 
don’t mix different departments!

COST STRUCTURE
List your top 
costs by looking 
at activities and 
resources.

REVENUE STREAMS
List your top 
three revenue 
streams. If you 
do things for 
free, add them 
here too.

CUSTOMER SEGMENTS
List the top three 
segments. Look 
for the segments 
that provide the 
most revenue.

VALUE PROPOSITION
What are your 
products and 
services? What is 
the job you get 
done for your 
customer?

CHANNELS
How do you 
communicate 
with your 
customer? How 
do you deliver 
the value propo-
sition?

CUSTOMER
RELATIONSHIP
How does this 
show up and 
how do you 
maintain the 
relationship? 

DESIGNED BY STRATEGYZER AG
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BUSINESS MODEL CANVAS

KEY PARTNERS 

COST STRUCTURE REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER SEGMENTSCUSTOMER RELATIONSHIPS

CHANNELS

The Business Model Canvas is a great tool to help you understand a business model in a straightforward, 

structured way. Using this canvas will lead to insights about the customers you serve, what value proposi-

tions are off ered through what channels, and how your company makes money. You can use the Business 

Model Canvas to understand your own business model or that of a competitor!
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PORTFOLIO OF BUSINESS MODELS
At Maastricht University Medical Center, 
we fi rst mapped the different departments, 
noting similarities and differences.

 CHECKLIST
 Rank your business model’s 

performance (0=bad – 10=

excellent) for each question.

 How much do switching costs 

prevent your customers from 

churning?

 How scalable is your business 

model?

 Does your business model

produce recurring revenues?

 Do you earn before you spend?

 How much of the work can be 

done by others?

 Does your business model 

provide built-in protection from 

competition?

 Is your business model based 

on a game-changing cost struc-

ture?

 NEXT STEPS
 Filter out the design criteria 

and test your assumptions.

DOWNLOAD 
Download the Business Model
Canvas from
www.designabetterbusiness.com

Only then did we tackle the high-level 
business model for the medical center 
itself. If we had mixed them together, 
the model would have been too 
complex to be useful.

DESIGNED BY STRATEGYZER AG

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

strategyzer.com

BUSINESS MODEL CANVAS ORTHOPEDIC
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COST STRUCTURE REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER SEGMENTSCUSTOMER RELATIONSHIPS

CHANNELS
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KEY PARTNERS 

COST STRUCTURE REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER SEGMENTSCUSTOMER RELATIONSHIPS

CHANNELS
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EXAMPLE BUSINESS MODEL CANVAS VISUAL

Sketching the Business Model Canvas can create 

a bigger picture and help you better engage your 

audience. 

Details often get in the way of the main points of the Business 

Model Canvas: clarity, simplicity, and connectedness. “Diving into 

the weeds” leads to (unnecessary) discussion, which halts the 

creative process and the ability to see things for what they are. The 

solution: fi rst do and then discuss. Focus on creating the bigger 

picture. This is what’s really important.

When creating your business model, that of your competitor’s or 

even when you want to compare different business models, the 

power is in the simplicity. Great business models are straightfor-

ward and simple. Add too many details to your business model, 

and your point of view will become foggy.

To simplify and clarify your point of view and the story you’re telling, 

use sketches or pictures instead of words. Even better, puzzle your 

business model together using hand-drawn icons cut out from a 

template. For more on visual storytelling, see page 72.

 BUSINESS MODEL CANVAS VISUAL
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BUSINESS MODEL CANVAS TRADITIONAL TAXI

KEY PARTNERS

COST STRUCTURE

REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER RELATIONSHIPS

CHANNELS

This is an example of the traditional taxi 
company business model. the taxi model 
is linear and lacks a connection with 
(current) customer needs.
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As an example we have composed two business models : 
one for a traditional taxi company and one for Uber. 
With these it’s easy to compare both models and 
uncover their strengths and weaknesses.

Uber’s business model 
is a multisided platform, 
creating value by matching 
two different customer 
segments: drivers-for-
hire and people who need 
to go from a to b. Uber’s 
strengths are the data 
the platform generates 
and the transparency of 
ordering a ride.
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MASTER IDEATION

1   START YOUR (CREATIVE) ENGINES
Generating lots of ideas with a team is easy if 
you know how to do it. It all comes down to 
facilitation. � is entails employing the right set 
of tools in the right atmosphere (space) with 
a creative mindset focused on accomplishing 
this one task. It’s also crucial to set a time limit 
for your ideation session. It would be counter-
productive to generate ideas all day. Set a time 
bound and create within that space. And when 
you believe you’ve run out of gas, reshu�  e the 
ideas in front of you and build o�  of them.

2   BUILD STEPPING-STONES
� e more ideas you and your team put out 
there, the more chances you’ll have to make in-
teresting connections and build ideas on top of 
other ideas. Moreover, just like when you build 
a path to the future, the shape of the stepping- 
stones is not as important as their number and 
arrangement.

3   CREATE A RITUAL
It takes a bit of time even for an experienced 
creative to shift mental gears and get the 

creative juices � owing. Consider creating 
some kind of ideation ritual, like a � re starter 
(discussed later in this chapter on page 144). 
With practice, you’ll learn how much time you 
need to get in the zone. Most important, plan 
for that time to be uninterrupted. 

4   USE A TOOL
Don’t think you have to conquer the idea 
frontier all by yourself using only brainstorming 
techniques. � ere are lots of ideation tools, like 
the Business Model Canvas and Creative Matrix, 

COMBINE
Take your idea and combine it 
with another one that seems unre-
lated. Or, apply it to an object you 
see on your desk, or a person, or 
 an activity. What does that look 
like? 

MAKE IT EXTREME
What is the most extreme version 
of your idea you can come up 
with? Can you blow it up? What 
if everyone uses it? What is the 
opposite of your idea? 

“ANIMALIZE” IT
If your idea was an animal, what 
would it be? What are its charac-
teristics? Would it bite? Would you 
be able to domesticate it? What if 
it were a car? Or a person?

RANDOMIZE
Use a dictionary to blindly pick 
random words. Once you have 
10–20 words, try to make com-
binations. Those will lead to new 
associations and new ideas. 

ANALOGY
Look for an analogous situation. 
How does your idea or problem 
translate to a mobile phone? 
Horse racing? Look at objects 
around you for inspiration. 

 TIP!    HOW TO BUILD MORE STEPPING-STONES
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TOYOTA FINANCIAL SERVICES AND THE BIG IDEAS

Borst opened the o� site and, to set the scene, he gave the 
rallying cry: “Double pro� ts in 5 years’ time!” since on this 
� rst day, the participants mostly would be re� ning their point 
of view.

An incredible breakthrough occurred as each team began 
building their business models. � e group realized they 
lacked consensus on who the primary customers actually 
were: the car dealers, or the end consumers, or both. Were 
the dealers their customers or were the end consumers? 
Borst told the participants, “We can discuss, debate, and 
disagree – but we need to decide and do.” So the team de-
cided that the key customers TFS serves in their business 
model were both dealers and end consumers. 

� ey ended day one with consensus on their current 
business model, something they never had made 
explicit before.

 INSIGHT   WE HAD TO START WITH A RALLYING CRY 
TO CREATE A SHARED SENSE OF URGENCY.

DAY 1 POINT

OF VIEW

Toyota Financial Services used
the Innovation Matrix to plot how ideas scored against the criteria.

The matrix helped them � lter out the really promising ideas. 
See page 146 on how to use it.
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 CHECKLIST
 All of the cells are fi lled with 

ideas that make sense.

 The ideas are concrete and

well defi ned.

 You can’t think of any 

categories you left out.

 NEXT STEP
 Validate your new ideas.

book 
designers

social 
media

Reminders
to 

stand

Coupons 
for 

Coupons 
for 

Coupons 

drinks
for 
drinks
for 

Photos 
of 

beaches

Track 
natural 
Track 
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Track 

light

Automagi-
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block
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Trigger 
laptop 

shutdown
Order
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tech
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wearable 

channel  

2

channel  

. . .

Book 
Authors

customer 
segment  

1

customer customer 
segment  segment  

2

customer 

segment  

. . .

You can add as many columns as you 
want. However, for an effective result, 
we don’t advise going over a total of 
20 cells.

Try to put in the different customer 
segments along the top. That way you 
can generate ideas for each segment 
and accommodate their needs.

Add the different things you want to 
come up with, e.g., a channel, value 
prop, and revenue model, for each 
segment. Or ideate for variations of 
the same thing.

HOW MIGHT WE . . .
INSPIRE PEOPLE TO LEAVE THE 
OFFICE BEFORE MIDNIGHT?

Come up with a number of different 
ideas for each cell, and try to avoid 
taking the easy way out by just making 
variations on a theme.

Tip: To spice up the exercise, add an 
extra “wildcard” row where your team 
needs to come up with ideas that do 
not � t in any of the other categories.

segment. Or ideate for variations of 
the same thing.

HOW MIGHT WE . . .
INSPIRE PEOPLE TO LEAVE THE 
OFFICE BEFORE MIDNIGHT?

want. However, for an effective result, 
we don’t advise going over a total of 

come up with, e.g., a channel, value 
prop, and revenue model, for each 
segment. Or ideate for variations of 

natural tech

Come up with a number of different 
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Amazon did just that when it fi gured out that it 

could use its cloud infrastructure to generate 

revenue. 

Other areas to focus on using this method might 

be your customer segments (what else could 

you offer them?); your value proposition (what 

other customer segments could you address?); 

revenue streams (what other ways might you sell, 

lease, or rent your product/service?); and even 

your channels (what else could you leverage your 

channels to do?).

FOLLOW PATTERNS
When you scan the landscape of existing business 

models, you’ll notice many patterns exist. Business 

model patterns are like formulas that can be 

applied to a business model to address a new 

customer need, create a new revenue stream, etc. 

Some well-known examples of business model 

patterns use subscription revenue streams and/or 

have product platforms whereby one part of the 

product relies on the other to make money (think 

cheap handles, expensive razor blades, or cheap 

printers, expensive ink).   

 CHECKLIST
 You came up with more than six 

new business model options.

 The options you came up with 

are all very different.

 You made the options concrete 

and specifi c to your business.

 NEXT STEP
 Pitch them and see which ideas 

resonate with others.

 Select a business model that 

you want to turn into a Value 

Proposition Canvas.

 Select a business model you 

want to turn into a prototype.

EPICENTER: RESOURCE DRIVEN
All businesses contain key resources that are the fundamen-
tal elements of the engine under the hood. In Amazon’s case, 
this was its IT infrastructure. If you were to start over with just 
your key resources intact, what could you do with them that 
you’re not doing now?

PATTERN: MULTISIDED PLATFORM
Multisided platforms are business models that serve two or 
more customer segments, whereby one customer segment 
usually uses the platform as the channel to exchange value 
with the other customer segment. Google makes money 
from advertisers via AdWords using a multisided platform.

DOWNLOAD 
Download the Business Model
Canvas from
www.designabetterbusiness.com
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TOOL WALL OF IDEAS

WHAT IF . . . > 500 IDEAS

ASK TRIGGER QUESTIONS
The purpose of this tool is to fi ll up an entire wall with the ideas 

generated by a team in a short amount of time. This technique uses 

trigger questions to get the creative juices fl owing. 

The wall of ideas requires preparation. First, decide on a list of trigger 

questions  that you’re going to ask the team in rapid succession 

(one every 30 seconds or so). Use the ones above to get you 

started, taking out the ones that don’t apply to your business. Use 

your existing Business Model Canvas as fodder for creating new 

questions. If, for instance, you sell a product today through retail-

ers, what would happen if you sold it directly to customers through 

an online channel? What would that look like? You get the picture. 

As the trigger questions are asked, each person will simply write 

whatever comes to mind on a sticky note using a permanent marker. 

By the end of this exercise there should be a pile of at least as many 

sticky notes as there are questions in front of each participant.

you  stopped selling  your #1 product or service?

you offered it  for free ?  

you turned your  product into a service ? 

you  only sold it online  or offl ine?

you offered a  subscription model ?

you used a  bait and hook  model?

you offered a  freemium  model?

your offering was  B2C  or  B2B  only?

you could  eliminate fi xed  costs? How?

± 30 MIN
pressure cooker

SOLO
but all together

GENERATE
generate ideas

Asking “what if?” is a powerful way to fi ll a wall with great ideas. Feel free to use 

these trigger questions, or create your own! Ask them of your team at a fast 

pace, challenging each person to create lots of ideas. 

TRIGGER QUESTIONS 
Aim for 20–30 trigger ques-
tions, which will take 10–15 
minutes to ask.

Aim for 20–30 trigger ques-
tions, which will take 10–15 
minutes to ask.
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clust
er

33

3-5 CLUSTERS

 CHECKLIST
 You came up with over 500 

ideas (or about 25 per person).

 You clustered them into

sensible themes.

 NEXT STEPS
 Make a selection: Select the 

most promising ideas to con-

tinue to work on.

CLUSTER YOUR IDEAS
Once the questions run out, have everyone affi x 

their sticky notes to the wall, one at a time, calling 

out the idea, so everyone is clear about what’s 

been added. Don’t worry about organization at 

fi rst.

Next, organize the ideas into a maximum of fi ve 

high-level clusters. You can defi ne the clusters 

beforehand, or you can use  affi nity mapping  and 

let them emerge.

When you’re done clustering, record your result. 

Photos make it easy to do that. Send them 

around to the team, and don’t forget to keep 

them informed of future progress!    

CLUSTERING YOUR IDEAS
You can use af� nity mapping (i.e., put 
similar things together) to cluster like 
ideas.

KEEP IT VISIBLE
Keeping the wall of ideas visible makes 
people come back to the ideas they 
had. Check the wall one last time: what 
did you miss?

PARKING LOT
Perhaps you’ll � nd some things that 
are not directly useful or related. A 
parking lot makes it easy to save those 
for later. 

RECORD YOUR WORK
Take a picture to record your visual 
wall.

clust
er

cluster

1

parkingparkingparkingparkingparkingparkingparkingparking
lotlotlot

cluster

clustercluster

2

CLUSTERING YOUR IDEAS
You can use af� nity mapping (i.e., put 
similar things together) to cluster like 
ideas.

You can use af� nity mapping (i.e., put 

DOWNLOAD 
Download example
trigger questions from
www.designabetterbusiness.com
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THE TOP QUADRANTS
The ones where you want 
your ideas to end up in. 

DON’T STOP
If you have categorized your ideas and 
the top quadrants aren’t quite � lled in, try 
another round of ideation.

Subst
an-

tial c
ost 

reduct
ion

small or incremental revenue increase

REVENUE

Tipping Tipping Tipping 
point +/- 10%+/- 10%+/- 10%
point +/- 10%
point 

SUBSTAN-TIAL REVENUE INCREASE

 CHECKLIST
 Most of your ideas are in the 

top two quadrants.

 The outcome from the voting 

was signifi cant.

 You were able to make a clear 

selection based on the design 

criteria.

 NEXT STEP
 Can you validate your ideas?

LOW-HANGING FRUIT
There could be low-hanging fruit 

in any one of the quadrants that 

represent quick wins. When the 

matrix is completely fi lled in, 

you might even distribute these 

to people who can take them 

further. But the ideas on the top 

make the biggest changes.    

BY DESIGNABETTERBUSINESS
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THE TOP QUADRANTS
The ones where you want 
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DOWNLOAD 
Download the Innovation
Matrix Canvas from
www.designabetterbusiness.com

147

IDEATE  TOOL  INNOVATION MATRIX



FAKE IT BEFORE YOU MAKE IT

There are many ways to “fake it” before spending big bucks on prototyping. Which method to choose 

depends on the idea that you want to prototype. Availability of resources is another determining factor. 

Sometimes a simple prototype will do the trick. Other times you need something more elaborate. Here is an 

overview from easy techniques to ones that require more resources.

Sell tickets
Sell the tickets for 
whatever you want to set up 
to See what people respond 
to the most.

Response
by changing the pitch you 
can get a good picture 
of what the real promise 
should be.

Playthrough/walk-
through
Build a minimal prototype. See 
it as a very rough sketch of 
what you had envisioned.

Digital promisE
A LANDING PAGE with two buttons 
to click on can give you much 
more insight than asking people 
which service they like best.

Concierge (1)
instead of setting up complicated 
logistics for the prototype, you 
can organize it differently by 
doing it yourself. 



POP-UP STORE
Planning on selling stufF? For 

both offline and online: a POP-UP 
store setup lets you test many 
interactions, product placements, 

tones of voices. And the 
spontanuous nature makes it easy 

for people to interact with.

Wizard of oz
Why build a whole world if an 
illusion is enough? For the wizard 
at least it did the trick. He 
fooled them all with smoke and 
mirrors.
 
This ”con” can take several 
shapes. The basic idea is that 
from the outside it looks the 
part. The inner workings (of a 
service, a machine, an event) are 
handled by you or someone else.

Concierge (2)
The advantage again is that you 
are also the one observing the 
responses, seeing where things go 
wrong, what works or is missing.

3D printing
A 3D printer can be a great 
replacement for a whole 
production process. Another 
advantage is you will have to 
simplify your product. A great 
moment to check yourself for 
feature creep.

161
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PROTOTYPING TOOLS

Toys and 
other figurines 
are great, 
because they’re 
accessible, and 
they invite you 
to be creative, 
working with 
what you have.

Dice can 
introduce a 
random element 
in your tests, 
making sure 
you’re not just 
following a bias.

Playing your 
process step 
by step using 
basic game 
pieces can help 
you identify 
problems early 
on.

LEGOS ARE great 
to build a 
fast prototype 
representation 
with. The cool 
thing is, you 
won’t worry if 
it looks cool.

Paper, markers, 
and FINE LINERS 
are the basic 
tools for 
sketching. On 
the next page 
you can see 
them in action.

story cubes

It was author Mokokoma Mokhonoana who 
said, “A blank check kills creativity.” Constraints 
are fuel for creativity. When you are in a really 
early stage, just playing around with di� erent 
concepts, use materials that are easily available 
and cheap and that are accessible. A  material 
that limits your aesthetic options helps to 

WHAT MATERIALS TO USE?



c06 August 4, 2016 7:27 PM

PROTOTYPING TOOLS

make a tangible 
representation 
using play-doh 
or clay to 
explore shapes.

in the near 
future VR will 
become available 
for everyone. 

If you do have 
access to 
people with 
the right 
skills, even 
prototyping 
hardware is 
accessible 
nowadays.

arduino kit

nfc chips

oculus riftAny object 
can represent 
anything 
while you’re 
prototyping in 
an early stage. 
look around you!

paper prototypes 
make it easy 
to engage the 
entire team 
even when they 
don’t have 
developer skills. 

To get your 
team to 
prototype, pick 
1 or 2 media 
and SET UP a 
table like this 
one, filled with 
materials.

STICKY NOTES 
and colored 
paper, the 
mainstays of 
prototyping.

remove fear and to avoid focusing on how it 
looks. � at is something to tackle in a later 
stage. Once you’re a bit further along, it still 
makes sense to make “throwaway” prototypes, 
but they will be more involved. Paper proto-
typing keeps your entire design team engaged, 
even if they don’t have developer skills.   

171171
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RISKIEST ASSUMPTION CANVAS

ALREADY VALIDATED LOW IMPACT

HIGH IMPACTRISKIEST ASSUMPTION

WRITE DOWN ASSUMPTIONS
With your team, start by just writing all 
your assumptions on sticky notes, but 
don’t stick them on yet. Refer to the 
war room and your point of view for 
inspiration.

Then, put the assumptions onto the 
template, each team member placing 
them in the middle three boxes, where 
they think it’s best. Don’t discuss yet!

FUNDAMENTAL ASSUMPTIONS
Finally, go over each box and see if 
there are any assumptions in there that 
really depend on others (move them 
up) or that are fundamental (move 
them down).

After about 15 minutes, you should 
have only a few left in the lowest box. 
Vote with your team as to which one 
you think is the most fundamental one.

ARRANGE ASSUMPTIONS
Now, with your team, take turns 
moving sticky notes around. Try to � nd 
out which assumption is the riskiest 
one. When sticky notes move back and 
forth between boxes, put them halfway 
between. 

 CHECKLIST
 You clearly identifi ed one 

riskiest assumption.

 You have described the riskiest 

assumption in a concrete way.

 NEXT STEP
 Design an experiment to test 

the assumption using the 

Experiment Canvas.

IF THIS ONE IF THIS ONE IF THIS ONE IS WRONG, YOU IS WRONG, YOU IS WRONG, YOU 
IF THIS ONE IS WRONG, YOU 
IF THIS ONE 
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RISKIEST ASSUMPTION

WRITE DOWN ASSUMPTIONS
With your team, start by just writing all 
your assumptions on sticky notes, but 
don’t stick them on yet. Refer to the 
war room and your point of view for 

you’re 
not 

sure o
f BUT you’re 
not 

sure o
f BUT you’re 
not 

have b
ig 

impactimpact

FUNDAMENTAL ASSUMPTIONS
Finally, go over each box and see if 

IF THIS ONE IS WRONG, YOU IS WRONG, YOU IS WRONG, YOU 
IF THIS ONE IS WRONG, YOU 
IF THIS ONE 

ARE SCREWED!
IS WRONG, YOU ARE SCREWED!
IS WRONG, YOU 
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ARRANGE ASSUMPTIONS
Now, with your team, take turns 
moving sticky notes around. Try to � nd 

IF THIS ONE IF THIS ONE IF THIS ONE IS WRONG, YOU IS WRONG, YOU 
IF THIS ONE IS WRONG, YOU 
IF THIS ONE 

ARE SCREWED!
IS WRONG, YOU ARE SCREWED!
IS WRONG, YOU IS WRONG, YOU ARE SCREWED!
IS WRONG, YOU 
IF THIS ONE IF THIS ONE IF THIS ONE IF THIS ONE IS WRONG, YOU IS WRONG, YOU IS WRONG, YOU IS WRONG, YOU IS WRONG, YOU 
IF THIS ONE IS WRONG, YOU 
IF THIS ONE IF THIS ONE IS WRONG, YOU 
IF THIS ONE IF THIS ONE IS WRONG, YOU 
IF THIS ONE IF THIS ONE IS WRONG, YOU 
IF THIS ONE 

ARE SCREWED!ARE SCREWED!
IS WRONG, YOU ARE SCREWED!
IS WRONG, YOU IS WRONG, YOU ARE SCREWED!
IS WRONG, YOU 

There ca
n 

There ca
n 

There ca
n 

be only o
ne!

be only o
ne!

be only o
ne!

be only o
ne!There ca
n 

be only o
ne!There ca
n 

There ca
n 

be only o
ne!There ca
n 

There ca
n 

be only o
ne!There ca
n 

DOWNLOAD 
Download the Riskiest Assumption 
Canvas from
www.designabetterbusiness.com
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First, � nd your riskiest 
assumption. The one that, 
if it is wrong, makes the 
whole idea fall to pieces.

Next, create a hypothesis 
for your assumption. What 
does it really mean? How 
can you measure it?

estimate the outcomes 
of the experiment. how 
many times will you get 
an outcome? what will 
subjects do?

Select a representative 
group of test subjects for 
the experiment. Rule of 
thumb: get at least 20 to 
30 people.

RISKIEST ASSUMPTION HYPOTHESIS TEST SUBJECTS

BRING ON THE SCIENCE

If all of this experimentation, measurements, and met-

rics sounds like science, well, it is. 

estimate the outcomes estimate the outcomes estimate the outcomes 
of the experiment. how of the experiment. how of the experiment. how 
many times will you get many times will you get many times will you get 
an outcome? what will an outcome? what will an outcome? what will 
subjects do?subjects do?subjects do?
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EXPERIMENT CANVAS

RISKIEST ASSUMPTION
RESULTS

CONCLUSION

NEXT STEPS

VALIDATED

INVALIDATED

INCONCLUSIVE

FALSIFIABLE HYPOTHESIS

EXPERIMENT SETUP

We believe 

Will drive

Within

< specifi c, testable action >

< specifi c, measurable outcome >

< timeframe >

NEXT STEPS

VALIDATED

INVALIDATED

INCONCLUSIVE

how 
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ub-NEXT STEPS
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t s

ub-NEXT STEPS
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s?
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s?tes
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ub-
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s?tes
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ub-

tes
t s

ub-

ject
s?tes

t s
ub-

EXPERIMENT SETUP

Within < timeframe >

how 
many

 

tes
t s

ub-

what kindEXPERIMENT SETUP
what kindEXPERIMENT SETUP
what kind
of experi-of experi-
what kind
of experi-
what kindwhat kind
of experi-
what kind

ment?ment?
of experi-
ment?

of experi-of experi-
ment?

of experi-

CONCLUSION
< specifi c, testable action >

< specifi c, measurable outcome >

< timeframe >< timeframe >

Use the 
hypothesishypothesis< specifi c, testable action >hypothesis< specifi c, testable action >

formula formula formula 
< specifi c, testable action >

formula 
< specifi c, testable action >

< specifi c, measurable outcome >formula < specifi c, measurable outcome >

here!here!here!here!
formula 
here!
formula 

HIGH IMPACT

4

Create the simplest 
possible prototype to 
test your hypothesis with. 
Get inspiration from the 
prototype chapter. 

PROTOTYPE
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RISKIEST ASSUMPTION FINDER
ALREADY VALIDATEDValidated assumptions and 

facts go in this box

LOW IMPACT

HIGH IMPACT

RISKIEST ASSUMPTION
There can be only one riskiest 

assumption

HIGH IMPACT
HIGH IMPACT

find y
our 

find y
our 

riskies
t 

riskies
t find y
our 

riskies
t find y
our 

assump
tion

assump
tionHIGH IMPACTassump
tionHIGH IMPACT

For the Riskiest 
Assumption 
Canvas, see 
page 200. 

For the Exper-
iment Canvas, 
see page 204. 

Select a representative 
group of test subjects for 
the experiment. Rule of 
thumb: get at least 20 to 

TEST SUBJECTS

4

Create the simplest 
possible prototype to 
test your hypothesis with. 
Get inspiration from the 
prototype chapter. 

PROTOTYPE

see page 204. 
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5 6 7

Keep a logbook to 
track your results 
and the steps you 
took running the 
experiments. that 
way you can make 
sure your result 
is valid.

PERSEVERE
Pick your next riskiest assumption 
and start to validate that.

PIVOT
Back to the drawing board! Reas-
sess your point of view and see if 
you can fi nd a different solution to 
validate.

REDO EXPERIMENT
We may have botched the test. 
Check the setup, subjects, and 
hypothesis. Try to replicate your 
result.

the point of your 
experiment is not 
to confirm your 
hypothesis. the 
point is to try 
to falsify it. if 
you can’t do that, 
your assumption 
must be true!

after a positive 
result it makes 
sense to double 
check it. did you 
ask the right 
questions? were you 
critical enough? it 
would be bad news 
if you let yourself 
off the hook too 
EASILY!

Run the experiment 
you designed. Don’t 
worry if things don’t go 
as planned. The point is 
to learn. 

Compare your data 
against the predictions 
you made. Were they far 
off? Right on the money? 
Or is it a close call?

Based on the results you 
got, you can now decide 
to pivot, persevere, or 
redo the experiment.

RUN THE EXPERIMENT GET YOUR DATA MAKE A DECISION
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EXPERIMENT CANVASRISKIEST ASSUMPTION

RESULTS

CONCLUSION

NEXT STEPS

VALIDATED
INVALIDATED

INCONCLUSIVE

FALSIFIABLE HYPOTHESIS

EXPERIMENT SETUP

We believe 
Will drive

Within

< specifi c, testable action >< specifi c, measurable outcome >
< timeframe >

CLOSE Call

ON The MoneY

WAY OFF

The Experiment Canvas was created by Ash Maurya

and draw your your 

and draw your 

and draw 
conclusion!
conclusion!
conclusion!
conclusion!

your conclusion!

your your conclusion!

your 

CONCLUSION

NEXT STEPS

VALIDATED
INVALIDATED

INCONCLUSIVE

and draw 
conclusion!

CHECK the 

CHECK the results 

VALIDATEDresults 

VALIDATEDresults 

CHECK the results 

CHECK the 

CHECK the results 

CHECK the against your 

INVALIDATED
against your 

INVALIDATED
against your 

results against your 

results 
results against your 

results predictions

INCONCLUSIVEpredictions

INCONCLUSIVEpredictions

against your 
predictions

against your 

against your 
predictions

against your 

note your 
results 

note your 
results 

note your here!

results 
here!

results 

PROTOTYPE
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DESIGN A
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BUSINESS

EXPERIMENT CANVAS

RISKIEST ASSUMPTION RESULTS

CONCLUSION

NEXT STEPS

VALIDATED

INVALIDATED

INCONCLUSIVE

FALSIFIABLE HYPOTHESIS

EXPERIMENT SETUP

We believe 

Will drive

Within

< specifi c, testable action >

< specifi c, measurable outcome >

< timeframe >

RISKIEST ASSUMPTION
What is the riskiest assump-
tion you want to validate? 
And why is it so important?

FALSIFIABLE HYPOTHESIS
Declare the expected 
outcome beforehand. Try to 
have a good estimate rather 
than fake precision!

EXPERIMENT SETUP
What is the prototype you 
will use to test with? What 
are the important variables 
and metrics? Is it quantita-
tive or qualitative?

CONCLUSION
Summarize your � ndings. 
Did your result validate or 
invalidate the hypothesis? Or 
was it inconclusive? 

NEXT STEPS
Do you need to pivot, perse-
vere, or redo the experiment?

RESULTS
Enter the qualitative 
and/or quantitative 
data resulting from 
your experiment.

 CHECKLIST
 You have created a

hypothesis to test the

riskiest assumption with.

 Your hypothesis fi ts the struc-

ture.

 You defi ned measurable out-

comes.

 Your data is signifi cant.

 NEXT STEP
 Create a prototype to support 

your experiment.

 Do the experiment and collect 

your data.

 Pivot, persevere, or redo.

have a 
look 

at prot
o-have a 

look 

at prot
o-have a 

look 

typing!
at prot

o-

typing!
at prot

o-

(time frame)

FALSIFIABLE HYPOTHESIS

< specifi c, testable action >

< specifi c, measurable outcome >

< timeframe >

Use the < specifi c, testable action >
Use the < specifi c, testable action >formula formula 

< specifi c, testable action >formula 
< specifi c, testable action >

Use the 
formula 
Use the < specifi c, testable action >
Use the < specifi c, testable action >formula 

< specifi c, testable action >
Use the < specifi c, testable action >

here!< specifi c, measurable outcome >here!< specifi c, measurable outcome >

formula 
here!
formula 

DOWNLOAD 
Download the 
Experiment Canvas from
www.designabetterbusiness.com
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Adapted from the Validation Board created by Ash Maurya

VALIDATION CANVAS

START PIVOT 1 PIVOT 2 PIVOT 3 PIVOT 4

RISKIEST

ASSUMPTION

CUSTOMER

SEGMENT

CUSTOMER

NEED

PROTOTYPE TO 

VALIDATE WITH

METHOD

MINIMAL SUCCESS 

CRITERION

RESULT: PIVOT OR 

PERSEVERE

RISKIEST ASSUMPTION
What is your current riskiest assump-
tion to test with an experiment?

CUSTOMER
De� ne your value proposition. Split it 
in parts: your customer, the customer 
need you are solving for that customer, 
and the solution you assume solves 
that problem.

RESULTS
Keep track if your experiment vali-
dated or invalidated the assumption 
and what your � ndings were. Did you 
pivot? Or persevere?

Over time, you can see what your 
progress has been.

VALIDATE
Describe the method you want to test 
with. What kind of experiment is it?

What are the minimal criteria for 
success?

 CHECKLIST
 You tracked your experiment.

 NEXT STEP
 Pivot, persevere, or redo.
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RISKIEST

ASSUMPTION

CUSTOMER

SEGMENT

CUSTOMER

NEED

PROTOTYPE TO 

VALIDATE WITH

METHOD

MINIMAL SUCCESS 

CRITERION

RESULT: PIVOT OR 

PERSEVERE
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MINIMAL SUCCESS 

RESULT: PIVOT OR 

RISKIEST ASSUMPTION

DOWNLOAD 
Download the 
Validation Canvas from
www.designabetterbusiness.com
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DESIGN A

BETTER

BUSINESS

EXPERIMENT CANVAS

RISKIEST ASSUMPTION

RESULTS

CONCLUSION

NEXT STEPS

VALIDATED

INVALIDATED

INCONCLUSIVE

FALSIFIABLE HYPOTHESIS

EXPERIMENT SETUP
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story
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watch what 
happens 

watch what 
happens 

watch what 

for three 
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for three 
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51% know 
abrella, 
51% know 
abrella, 
51% know 

22% 
abrella, 
22% 

abrella, 

used it
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ellas

 860 

umbr
ellas

 860 

left

see 
if we

 

can 
scal

e 

up!up!up!can 
scal

e 

up!can 
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true 
ambassadors 

true 
ambassadors 
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more suc-
ambassadors 
more suc-
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we believe we believe 
that by 
we believe 
that by 
we believe 

supplying supplying 
that by 
supplying 
that by 

1000 
umbrellasumbrellas
1000 

umbrellas
1000 

to 8 shops to 8 shops 
in arhus, we in arhus, we 
to 8 shops 
in arhus, we 
to 8 shops to 8 shops 
in arhus, we 
to 8 shops 

will see

...when they 
stay dry 

...when they 
stay dry 

...when they 

with an 
umbrella
with an 
umbrella
with an more p

eople 

will vis
it more p

eople 

will vis
it more p

eople 

shops 
on rain

y 
shops 

on rain
y will vis

it 

shops 
on rain

y will vis
it 

days . . .shops 
on rain

y 

days . . .shops 
on rain

y 

Andreas was on a wet vacation in 
rainy taiwan, when he spotted a 
stand of lost umbrellas. he decided 
to take one with him and brought 
it back to wait for its owner when 
the rain stopped.

That gave him an idea. His native 
denmark is blessed with over 
171 rainy days every year. perhaps 
he could make those days a bit 
better for everyone by starting a 
social umbrella business! his first 
assumption: shopkeepers will love 
this idea. abrella was born.

back in denmark, he did his first 
experiment: he went to talk to shop 
owners on rainy days and asked them 
how business went. they told him 
they lost 75% of their revenue 
when it rained.

Next assumption: shoppers don’t 
visit the shops because they don’t 
want to get wet. an umbrella makes 
that problem go away.

To test this assumption, andreas 
started a pilot project. he also 
wanted to find out if people would 
throw away or steal the umbrellas. 
he found 8 shop owners, who 
turned out to be abrella’s best 
ambassadors.

?

171 
days/year
in denmark

-75% 
revenue
if it rains

?

?

1

2 3

4

5

a visib
le 

increa
se 

increa
se a visib
le 
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se a visib
le 

in hap
py 

in hap
py increa
se 

in hap
py increa
se 

increa
se 

in hap
py increa
se 

shoppe
rsin hap
py 

shoppe
rsin hap
py 

VALIDATED

INVALIDATED

Three years ago, a rainy holiday in Taiwan triggered   

Andreas Søgaard to begin a social startup 

called Abrella.

EXAMPLE THE JOURNEY OF 

?
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VALIDATION CANVAS

START
PIVOT 1

PIVOT 2
PIVOT 3

PIVOT 4

RISKIEST

ASSUMPTION

CUSTOMER
SEGMENT

CUSTOMER
NEED

PROTOTYPE TO 
VALIDATE WITH

METHOD

MINIMAL SUCCESS 
CRITERION

RESULT: PIVOT OR 
PERSEVERE

DESIGNABETTERBUSINESS.COM

persevere
pivot: shopkeeper 
pivot: shopkeeper 
pivot: 

story is 

shopkeeper story is 

shopkeeper 
important
story is important
story is 

pivot: tour-pivot: tour-
ists need 
umbrellas 
ists need 
umbrellas 
ists need 

even moreeven moreeven more
umbrellas 
even more
umbrellas 

After the pilot, Mattias EdstrOm 
joined Abrella as a co-founder 
and they started to scale up. 
more advertisers, more shops, more 
UMBRELLAS . . . they were voted the 
most innovative startup of denmark 
in 2015. things were lookiing great!

scaling up, they started to 
focus on other problems, such as 
logistics: some places lost lots 
of umbrellas. at one point, they 
suddenly found out there were no 
more umbrellas left in storage! 
in the end, they pivoted to a more 
engaged part of their customer 
segment: only shops that were true 
ambassadors. they stayed in touch 
with the ambassadors by hand-
delivering umbrellas by bike. 

during their journey, they figured 
out that the people who really 
need an umbrella are mostly people 
from out of town. Locals can 
always go somewhere to get dry, 
but visitors and tourists have no 
options. So they are now adding 
hotels and other entry points as 
new ambassadors.

The pilot was a success, with the 
biggest FINDINGS that people did 
not trash or steal many umbrellas 
and that shop owners who were 
telling the story right saw more 
happy returning customers when it 
rained. For those shopkeepers, this 
was a new way to build a longer 
relationship with their customers. 
ambassadors matter. 

andreas asked 200 people on the 
streets of arhus if they knew 
about abrella, and an astounding 
52% answered ”yes” after the pilot. 
people liked the story and spread 
the word to their friends. 
afterthought: instead of ordering 
1000 umbrellas FROM china and waiting 
for 3 months to get them, it would 
have been much faster and easier to 
buy 100 of them at IKEA . . .

6

7
8

9
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PIVOT 2
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project
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project
Pilot 

find 5 
hotel 

ambassadorsambassadors
hotel 

ambassadors
hotel 
find 5 

pilot with hotels
hotels

X people use the umbrellas
umbrellas

use the umbrellas

use the 

X people 

Pilot project
Pilot project
Pilot Pilot 

borrow an 
umbrella umbrella 
borrow an 
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for freefor free
umbrella 
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more shoppers on 
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more 
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means more means more 
umbrellas 
means more 
umbrellas umbrellas 
means more 
umbrellas 

shoppersshoppers
means more 
shoppers
means more 

1000 umbrellas 
were stocked 
in highly visible 
dispensers. the 
water from the 
wet umbrellas 
makes flowers 
grow in the 
top of the 
dispenser

209



BY DESIGNABETTERBUSINESS.COM

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
http://creativecommons.org/licenses/by-sa/4.0 or send a letter to Creative Commons, 
171 Second Street, Suite 300, San Francisco, California, 94105, USA.

DESIGN A
BETTER
BUSINESS

The Investment Readiness Level was created by Steve Blank.

INVESTMENT READINESS LEVEL

LEVEL 9
Metrics that matter

HIGH

LEVEL 7 & 8
Validate
Left side of the Business 
Model Canvas

LEVEL 5 & 6
Product/Market Fit
Right side of the Business 
Model Canvas

MEDIUM

LEVEL 3 & 4
Problem/Solution Fit
Low-fi delity MVP

LEVEL 1 & 2
Value Proposition Canvas 
complete, Business Model 
Canvas complete

LOW

TIPS
What is your learning journey? 
Make the IRL company and industry 
speci� c. Look at the numbers 
game: the number of hypotheses 
and number of interviews.

LEVEL 5 & 6
Find your product market � t, understand 
customer � ow, channels, and how to attract 
and keep customers.

LEVEL 7 & 8
Understand the left side of your business 
model. How will you handle key parts like 
resources and costs?

LEVEL 9
Scale your business and the changes you’ve 
made focusing on the metrics that matter.

LEVEL 1 & 2
De� ne what you want to start or 
change, � ll in the Business Model 
Canvas, and clarify your assump-
tions.

LEVEL 3 & 4
Get out of the building and under-
stand your customer. Get quotes 
that illustrate � ndings and insights.

 CHECKLIST
 You’ve defi ned your Invest-

ment Readiness Level.

 You continue to come back 

and refi ne your Investment 

Readiness Level.

 NEXT STEP
 Think what you need to do 

to reach the next level.

 Find an investor.

drink drink 
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with real 
customers

develo
p 

your p
oint 

of view

with real 
customers

do do 

custo
mers 

custo
mers 

really
 have 

really
 have 

this n
eed?

this n
eed?customersthis n
eed?customers

really
 have 

this n
eed?really
 have 

really
 have 

this n
eed?really
 have 

can you reach your reach your customers 
?

customers 
?

customers 

reach your reach your customers 
are pe

ople 
are pe

ople 
are pe

ople 
are pe

ople 

willing
 to 

willing
 to 

pay fo
r it?

pay fo
r it?willing
 to 

pay fo
r it?willing
 to 

willing
 to 

pay fo
r it?willing
 to MEDIUM

reach your customers pivot

can you 

can you 
actually 
deliver?
actually 
deliver?
actually 

customers
pivot

can you 
actually 

pivot

do you
 

have t
he 

have t
he 

metric
s 

metric
s 

metric
s 

that 
help 

you gr
ow?

you gr
ow?that 
help 

you gr
ow?that 
help 

DOWNLOAD 
Download the Investment
Readiness Level Canvas from
www.designabetterbusiness.com
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BUSINESS MODEL CANVAS
KEY PARTNERS 

COST STRUCTURE
REVENUE STREAMS

KEY ACTIVITIES

KEY RESOURCES

VALUE PROPOSITION CUSTOMER RELATIONSHIPS

CHANNELS

KEY ACTIVITIES
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5 BOLD STEPS VISION® CANVAS

SUPPORTS

CHALLENGES

BOLD STEPS

1.

2.

3.

4.

5.

to u
se

to u
se

thoughtthought
provokingprovoking

THE MAKING OF
A BOOK IN 100 DAYS

Hidden in our “dungeon” for three months in Amsterdam, the making of 

this book was a journey in and of itself. We want to share with you the 

messy process we went through: following our own double loop and 

killing many darlings. Looking back, we clearly see that the double loop 

shows up in our own design journey as well – as it should!

visual 

strate
gy visual 

strate
gy visual 

for bus
inessstrate
gy 

for bus
inessstrate
gy 

”100”
pivots

nono
silv

er
silv

er

bul
let

prove
n

prove
n

+ us
eful

+ us
eful

easyeasy

to u
se

to u
se

settingsetting
up forup for
success

BOLD STEPS

”100”
pivots

”100””100”
pivotspivots

To map our vision, we had 
a small team session with 
the 5 Steps® Vision Canvas 
(page 58)

JANUARY 1,
2016: DAY 1

(OF 100 . . .)

DAY
01



visua
l

drink
ing!

DESIGN FIRST
As this book is about design, we wanted to make that 

a major part of the end result. We used an unorthodox 

approach to do this and started to work design-� rst. 

Every spread in the book started as a blank page with the 

whole team using sticky notes de� ning the content and 

ideas for the looks. 

We worked visually, and had all of the spreads on a big 

wall in our of� ce, so the team could see the � ow and 

put sticky notes with remarks and ideas on there. From 

these sketched spreads we’d make prototype designs in 

Indesign. Only then was actual text written, tailored as 

much as possible to the space on the page. And we 

would select among these prototypes, either 

judging them ourselves or having others give 

feedback � rst. 
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REVENUE STREAMS

CUSTOMER SEGMENTS
CUSTOMER RELATIONSHIPS

CHANNELS

strategyzer.com

CUSTOMER RELATIONSHIPS
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CHALLENGES

THE MAKING OF

“IT’S NOT
ANOTHER 

SILVER
BULLET”

DESIGN AND 
CONTENT

GO HAND IN
HAND

Indesign. Only then was actual text written, tailored as 

CUSTOMER SEGMENTSCUSTOMER SEGMENTS
CUSTOMER RELATIONSHIPS

“IT’S NOT
ANOTHER 

SILVER
BULLET”

DAY
15

Initial design
(font set, color scheme, 

mood board)

DAY
28

48% fi nished:
proofreading

session

DAY
10

Plotting chapters
with sticky notes

on the wall
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E M O T I O N A L  C U R R E N T S

IDEATEI

Cape Not Invented Here

Single Solution

Complacency

Darlings

That will never work

Ivory Tower

Next Best Thing

Idea Wall

Yellow Hat

Crazy Combinations

Zero G

Random Roll

Pet Project

O P T I O N  I S L A N D S

Comfort Zone Plate

B r e a k t h r o u g h  R e e f

C
l o s e  t o  h o m e  r e e fB r a i n s t o r m  R a n g e

I n  t h e  w o o d s

P
l a y i n g  F a v o r i t e s

W e  a l r e a d y  t r i e d  t h a t  c o a s t

O p e n n e s s  

HOW TO DESIGN

BETTER BUSINESS

H
O

W
 TO

 D
ESIG

N
       BETTER BU

SIN
ESS

Written by Patrick van der Pijl, Justin Lokitz and Lisa Kay Solomon

and 750 amazing business designers

Designed by Erik van der Pluijm

Maarten van Lieshout

FIRST IMPRESSION
We prototyped over 30

different cover designs and pasted 
them into bookshop photographs to 
compare them against other titles. 

The yellow one turned out to be the 
most visible. We also put

dummy books in real stores to
see people’s reactions!

ISLANDS
To explain the design journey, we started with the 
metaphor of islands. People seemed to like it, so we 
started to make detailed designs.

Yet when we had made a dummy of the book with 
the island sturcture, the proofreaders felt it was too 
 gimmicky. It was too complex to tell the story with that 
metaphor.

HelP! the
 

island

structu
re is 

structu
re is 

too gimmic
ky!

too gimmic
ky!

DECISION-

MAKING

tool

DAY
29

Proofread session:
major overhaul

navigation book needed.



c09 July 28, 2016 12:43 PM

KILL YOUR DARLINGS
We wanted to make a book that was easily nav-

igable and had a clear structure, and we spent 

a lot of attention on getting that right, or so we 

thought. Three times our proofreaders told us 

that they were completely lost in the book. And 

three times we had to restructure the book and 

change the navigation. Each time we learned 

more and could improve the product. We had 

to throw away good stuff to get there.

hellohello
double loop
double loop

hellohello

goodbye

islandsislands

kill 
the

islan
ds

:( KILL YOUR
DARLINGS
KILL YOUR
DARLINGS

BACK TO
THE DRAWING 

BOARD:
DOUBLE LOOP

DAY
33

Back to 0% fi nished
Restart design using the 

(new) double loop.

DAY
30

Dealing with
uncertainty

DAY
45

15% fi nished
Finishing up Understand 

chapter (again).

DAY
57

25% fi nished
Finishing up

Prepare  chapter.

three times we had to restructure the book and 

track

THE DRAWING 

DOUBLE LOOPgetting

back onback on

tracktrack

THE DRAWING 
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OBSERVING
PROOFREADERS 

LIVE AND ON 
GOOGLE

HANGOUT

need

more

copy!

are all
release

forms signed?

we tu
rned

out t
o be 

atypi
cal

reade
rs

forms signed?

page
numbers

DAY
67

43% fi nished
Finishing up Point
of View chapter.

DAY
70

72% fi nished
Finishing up all

(planned) illustrations.

DAY
77

82% fi nished
Finishing up Validate, Intro, 

and Prototype chapters.

DAY
82

6 dummies printed
for next proofreading

session.
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PUBLISHED!

IT’S NOT A LINEAR PROCESS
Designing anything, including a book, is not a 

linear process. Not only in terms of iterations, 

pivots, and � nding the right direction, but also in 

terms of planning and progress.

The progress is exponential: the � rst chapter took 

a whole month. The second chapter went twice as 

fast, and in the home stretch we rebuilt the entire 

book in a week. In the beginning, we used a lot of 

time to decide and explore. In the end, the blueprint 

was totally clear. Knowing that, we could plan the 

design process to � nish exactly on time!

SCALE
The last stretch is much more about details 
and hard work, dominated by checklists, 
consistency, and � nalizing texts and visuals, 
making everything pixel perfect.

final 
checK

for

"lore
m

ipsum
"

DAY
83

94% fi nished
Finishing up Ideate 

chapter.

DAY
92

96% fi nished
Finishing up

Scale chapter.

DAY
93

98% fi nished
Consolidating/deleting 

redundant pages.

DAY
98

98.5% fi nished
Cleaning up page 

references.

DAY
100

99.9% fi nished
Finishing up � nal 

chapter.

Designing anything, including a book, is not a 

linear process. Not only in terms of iterations, 

pivots, and � nding the right direction, but also in 

The progress is exponential: the � rst chapter took 

a whole month. The second chapter went twice as 

fast, and in the home stretch we rebuilt the entire 

book in a week. In the beginning, we used a lot of 

time to decide and explore. In the end, the blueprint 

was totally clear. Knowing that, we could plan the 

check!

DAY DAY
100
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NEW TOOLS, SKILLS, AND MINDSET 

FOR STRATEGY AND INNOVATION

Written by Patrick van der Pijl, Justin Lokitz, and Lisa Kay Solomon 

Designed by Erik van der Pluijm & Maarten van Lieshout

INCLUDING PERSONAL INSIGHTS
AND EXPERIENCES OF

30 DESIGNERS
AND THOUGHT LEADERS
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PATRICK VAN DER PIJL
Patrick is CEO of Business Models Inc. and 

producer of the worldwide bestseller Business 

Model Generation. He is passionate to help 

entrepreneurs, leaders, rebels, and corporate 

companies to innovate their business model 

and design a future strategy.

 @patrickpijl     ppijl

JUSTIN LOKITZ
Justin is an experienced strategy designer and 

Managing Director of the Business Models Inc. 

San Francisco o�  ce. He leverages his experi-

ence across a wide range of industry sectors to 

help companies design innovative, sustainable 

business models and strategies for the future.

 @jmlokitz     jmlokitz

LISA KAY SOLOMON
A passionate design strategist and executive 

educator, Lisa creates immersive leadership 

experiences at the MBA in Design Strategy at 

the California College of Arts and Singularity 

University. She is the coauthor of the bestseller 

Moments of Impact.

 @lisakaysolomon     lisakaysolomon
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THE DESIGNERS

MAARTEN VAN LIESHOUT
Maarten is partner at � irty-X. He has applied 

visual thinking at an early stage for a Dutch 

idea factory, turning ideas into visual and 

tangible experiences. He always brings a new 

perspective to the table – and always stimulates 

others to get involved in the action.

  @maartenvl     mvlieshout

ERIK VAN DER PLUIJM
Erik is founder and creative director at � irty-X. 

He loves making complex things simple and 

� nding the hidden structure of things. He mixes 

design, code, and strategy, using his experience 

from art and design, arti� cial intelligence, com-

puter games, and the startup scene.

 @eeevdp     erikvdpluijm

JONAS LOUISSE
Jonas, a visual thinker at heart, started as an 

entrepreneur and designer straight after receiv-

ing his MSc in Neuropsychology. He loves to 

use his design and psychology skills to get his 

head around complex stu�  and to get people 

on the same page.

 @jonaslouisse     jonaslouisse
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