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Looking back...
What surprised you today?
Where did you struggle?
What made you curious?




In this publication, we look back at two years of Grounded Space: our ambition, process,
products, results and reflections. We want to share the learning widely and leverage this

experiment to do more purposeful social Research & Development across Canada and the
world.
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Reinforcing the ideas behind Grounded Space in a co-design session in February 2017

Planning key activities in the Grounded Space journey with leaders of the first Grounded Space cohort




1) Background:
What's Grounded Space 1.0?

Written by InWithForward






The big idea?

Fred
Tracey
Billie

Alisa

Over the past 100 years, Canada has
invested in public infrastructure and

built welfare systems to improve living
standards and elongate lives. Now, it’s time
to improve the quality of those lives. Social
isolation, anxiety, and depression are at
historic highs. We must increase belonging,
meaning and purpose to enable more people
to thrive, not just survive. That’s the big,

Mark

hairy and audacious goal of Grounded
Space. We work with the delivery arm of the
welfare state -- with the organizations who
provide social services to people -- to help
them function a little more like trampolines.
Together, we imagine what it would look
like if supports didn’t just stop people from
hitting rock bottom, but resourced people to
bounce-up and flourish.



Breaking collective ground

Enter Grounded Space: Canada’s first collective of social and community organizations
dedicated to ongoing Research & Development.
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Organizations who took part in the first round of Grounded Space

The question is: how do we shape culture
and increase organizational desire and
competency to experiment? We set out
to build a Research & Development
function within and between social
service organizations in order to create
the conditions to ask critical questions,
collect new kinds of data, test alternative
service models, and generate versus manage
resources. This is what we call social
Research & Development (R&D) capacity.

Where many private sector companies invest
in R&D to stay relevant and have a stake in
the future, few social services have the scope
to do the same. Their innovation happens
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on the fly, rather than with intention and
rigour. In the Grounded Space collective,
organizations gain access to learning,
inspiration, coaching and talent brokering
provided by InWithForward, which plays a
backbone role.

Since 2017, Grounded Space has been active
in Ontario and British Columbia, with six
organizations working on homelessness,
disability, employment, arts, and community
development. Our work has been kindly
supported by the Robert L. Conconi
Foundation, the JW. McConnell Family
Foundation, and The Community Living
Venture.



Why social and community organizations?

Grounded Space builds organizational
motivation, capability and opportunity
to continually develop interventions that
contribute to flourishing lives.

We've seen plenty of interventions developed
from the top-down and imposed on
organizations. We've also seen plenty of
clever bottom-up practice borne out of
necessity. What we've seen far less of is
dedicated time and space for purposeful
re-invention of practice alongside users. Too
often, the shine of a new intervention rubs
off and looses its original intent. Prevailing

incentives, norms and protocols take over.
And yet, social and community organizations
are uniquely positioned to re-negotiate those
incentives, norms and protocols because
they are at the nexus of end user needs and
system demands.

Not only do organizations have direct
relationships with end users, they have
direct relationships with funders. By
bringing organizations together, we can
amplify their voice up and re-define their
engagement down.

This is the value proposition we tested with new member organizations:

capability motivation

Better understand Build internal teams
the unmet needs of who can and want to
population groups do original research,
onthemargins,and  generate and visualize
how to engage these  ideas, prototype
groups to co-create concepts and embed
change. changes.

opportunity interventions
Unlock resources Develop

through relationships breakthrough
with other orgs, sectors  models and

and disciplines suchas  practices that
design, anthropology, measurably
data science, and improve lives for
business. people.

We designed Grounded Space with six organizing principles in mind:

1) Embed roles and routines.
We transfer roles and routines to people we
work with, not just methods and tools.

2) Create infrastructure.
We try and create the HR processes and
systems for ongoing experimental practice.

3) Focus on conditions.

We recognize that change isn’t just about
new interventions. We focus on the conditions
required for interventions to be adopted.

4) Work inside-out.
We build teams inside organizations that can
take a user-centered point of view.

5) Go slow(er) & deliberatively.
We take time for people outside the team to
taste test and contribute to the process.

6) Scale deep.

We spread the underlying frameworks,
values and practices for interventions to
grow and stick.



A culture of experimentation

follow up questions: |

How would you

want this to be

different? |
closing the conversation:

\4 witnessing
~y

Canl ask you a
bit about.,

How did you...

Ask yourself these 4 questions and share the answers
back with your group:

1. What really struck you about the conversation?

2.What image comes to mind from this conversation?
> wiat was it like for you to hear this from the person?

jat do you take away from this conversation?

1) Shuffle the deck.

2) Pick a card.

3) Share a story to your
ing t

grou)
4)Take turn with each
to pick a card and share a
story.

See “follow up questions”

card for some ideas!

When you're done:

Use the technique called
“witnessing” to close the
conversation. See “closing the
conversation” card.

Since humans are always in flux, we think
the social services that support them
must constantly change too. We define
‘experimentation’ as a set of change
behaviours. These behaviours can be
recognized and supported. They include:

1) asking hard, counter-factual questions

2) understanding gaps between outcomes
and current practices

3) co-designing alternative practices

4) making and testing interactions

5) spreading stories of change

What does experimentation yield? New
roles, new tools and new service models, all
underpinned by novel theories of change.

A Real Talk screening, with the ‘party faci

itator’ promting new kinds of dialogue.

- New roles, like Real Talk: videos & watching
parties to spark frank & honest conversations
about sex, love and relationships between
people with developmental disabilities, their
family and staff.

- New tools, like Curious Conversations:
a deck of cards that prompt deeper
conversations about change with people in
homeless drop-in centres, where lots of staff
time goes towards urgent practicalities like
bed bugs and laundry.

- New service models, like Kudoz: a
catalogue of learning experiences hosted
by volunteers in the community -- rather
than the current model of diversionary
programs hosted by staff in buildings.



From experimenting to flourishing
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GROUNDED SPACE CONDITIONS FOR GROUNDED SPACE IMPACT
ACTIVITIES EXPERIMENTATION OUTCOMES:

Motivation:

Open events Build orientation Experimentation:

A(’:’cess to learn- towards novelty » Asking questions Flourishing

! S to leart  Understanding gaps individuals,

ing & inspiration Capability: « Designing alternatives groups &
Increase communities
discernment

Our assumption: how open events contribute to experimentation.

Grounded Space was designed as an ongoing 3) Metivation: values and an identity oriented

journey for organizations, their staff, end towards novelty, adventure, learning and
users and communities. Often, innovation humility.

is treated as a fleeting phenomenon. People

are invited to workshops with post-it notes We've tried to bring behaviour change theory

and play-doh, without understanding what it into the design of Grounded Space. Take our
takes to act on what emerges. From the work  open events, for example:
of Dr. Susan Mitchie on behaviour change,

we know that there are three conditions - Motivation: We offer experiential learning
for people to adopt a new behaviour or to sessions to expose people to new ideas,
change an old one: motivation, capability and through inspiration, build comfort for
and opportunity. ® To experiment, what's novelty. We see these short provocations as
needed is: the start of people asking critical questions.
1) Capability: skills, practices and routines - Capability: Our learning events are
oriented towards critical thinking & also meant to introduce people with
creative making. diverse skill sets -- such as designers,
2) Opportunity: external factors like having researchers, data specialists, developers

and documentary filmmakers - to
organizations who typically lack this
talent on staff.

space, time, agency and power to try things
counter to current dogma.



From ‘best’ to

What kind of practice makes up a trampoline
rather than a safety net? We’ve adopted the
term ‘next practice’ to describe practice
based on assumptions about the future,
not the present. This is opposed to ‘best
practice’ which describes better or more
optimal versions of what already exists.

We believe that next practice confronts
the hidden assumptions and unspoken
ideologies that keep the status quo intact. All
best practice will eventually become obsolete

stabilizers

BEST PRACTICE
Produces optimal results in
an existing environment

NEXT PRACTICE
Pioneering a future
environment

‘next’ practice

as the environment changes -- the question
is when, and will there be anything ready to
replace it? (Think: Video stores versus Netflix)

Indeed, next practices are always based

on value sets and roles different from the
dominant system, which makes them easy
to reject. Grounded Space brings to life these
alternatives, and supports the transition

to new environments. Real Talk, Curious
Conversations and Kudoz are examples of
next practices.

originators

We developed a set of intervention principles to recognize next practice:

1) Drawing on capabilities.

What we make draws on and develops
people’s capabilities to love, to think, to feel,
to play, to work, to learn, to change.

2) Strengthening relationships.

What we make forges & strengthens the kinds
of relationships that nurture and inspire peo-
ple; that help them to feel honored and heard.

3) Growing rootedness.
What we make grows people’s sense of rooted-
ness and expands their sense of possibility.

4) Eliciting emotions.

What we make awakens a sense of joy, awe,
curiosity, compassion and forgiveness - but
also acknowledges that frustration, anxiety,
fear and shame are part of the human expe-
rience.

5) Engendering purpose.

What we make re-engages people with pur-
pose, embracing the notion that existential
needs (having a reason for being) is as im-
portant as physiological needs (for food,
shelter).

10



Principles for experimenting

Not all experimentation is equal. We think
it matters how the work is done, what
roles stakeholders play, and most of all, the
value set from which we ask questions and
imagine alternative realities.

The following principles underpin the
research and development work done in

Grounded Space, including the design of
Grounded Space itself.

We believe these principles make us different
from the many organizations who have co-
opted the language of innovation, without
meaningfully revisiting the ethical basis for
what they do and why.

Core to Grounded Space are ten process principles:

1) Starting with people.

We deeply engage people on the margins to
amplify their motivations, capabilities and
opportunities so they can flourish.

2) Going to.

We work in context to understand lived
experiences. We see and hear first hand
what’s happening on-the-ground so that
we can generate ideas that close the gap
between ‘what is’ and ‘what could be.’

3) Making real.

We move beyond meetings and talk to
making our ideas tangible and testable. We
mock-up concepts early and often, ask for
feedback, and are open to getting things
wrong before getting them closer to right.

4) Being vulnerable.

We foster the conditions for experimentation,
seeing experimentation as a rhythm and
routine that requires us to embrace curiosity
over compliance and vulnerability over
certainty. It's OK not to have the answers and
not to jump to solutions.

5) Valuing beauty.

We bring beauty & delight into and out of the
everyday, recognizing its power to transform
human lives.

6) Finding exceptions.

We seek inspiration in ‘exceptions’ to the norm;
that is, the people and practices within com-
munities and organizations demonstrating
their own clever workarounds to challenges.

7) Mobilizing resources.

We recognize and mobilize untapped
intelligence and energy amongst individuals
families, community members and staff. This
compels us to think beyond delivering social
services to building tools & platforms that
can catalyze this collective talent.

8) Connecting dots.

We connect disciplines (design, social science,
humanities, organizational change) and
sectors to broaden our reference points and
spark cross-pollination of ideas and methods.

9) Seek to understand.

We try to map the patterns and trends of the
wider landscape, and model open inquiry
and creativity in how we engage with others.

10) Holding space.

We expose organizations to all of the above,
and help them to hold the inherent tensions
between development & delivery; account-
ability & learning; emergence & structure.

n



A working session with the member organizations in March 2017

Gayle walking through the first version of the Grounded Space journey in April 2017
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The outcomes we're after

Grounded Space wants to bring about more experimental behaviour -- amongst individuals
& families, staff, managers, leadership and funders. In the diagram below, we summarize

what those behaviours mean for each group.

GROUNDED SPACE CONDITIONS FOR
ACTIVITIES EXPERIMENTATION

Access to learning,
inspiration, coaching,
and talent brokering

Staff:

Staff are re-setting their
roles, feeling greater agen-
cy, and experimenting in
the space between ‘what is’
and ‘what could be’

Managers:

Managers are embracing
new ways of knowing and
not knowing, have new
ways of understanding
what it is, and imagining
would could be.

Experimental behaviour broken down for different user groups

We've further detailed outcomes by each
stage of Grounded Space. On the next spread,
you'll see an overview of all outcomes, colour
coded by group, and categorized in themes:

« Team practice, e.g. Staff and managers set
a steady rhythm for experimental practice
that embraces critical inquiry, internal
reflection, and external inspiration.
Mindset, e.g. Leadership signals openness
and offers permission to surface bottom-up
insights, whatever they reveal.
Eco-system, e.g. Designers and social sci-
entists recognize the opportunity to work
alongside non-profits, and gain a language
and proficiency to do so.

Organizational change, e.g. Staff, individu-
als and families increasingly see their orga-

Experimentation (all groups)

« Asking questions

GROUNDED SPACE IMPACT
OUTCOMES

) Flourishi
 Understanding gaps inz::izu::f
+ Designing alternatives groups &

 Making & testing communities

« Spreading learning

13

Individuals & families
Individuals and families are
actively using their talents,
engaging in purposeful pur-
suits, and feeling connected
to self and others.

nizations as places where bottom-up insights
drive new practices. They have opportunities
to participate in research and design sprints,
and feel more they have ownership.
Understanding humans, e.g. Staff crews
can describe some of the determinants

of human behaviour, and can use social
science theory in a creative way.

Design, e.g. Crews visualize ideas to test.
They see ideas as journeys with front-stage
& back-stage components, and can make
touchpoints. They involve other disciplines
and external designers as needed.
Research, e.g. Staff can come up with
hard-hitting research questions and use

a range of methods (ethnographic &
projective) to surface the perspectives of
multiple stakeholder groups.



1. Open Events

Outcomes for each stage of Gr

Staff & Managers

.

_ Individuals & families

2. Quick Dive

ded S, L ded by user group:

3. Deep Dive Set-up

Understanding humans:
Staff crews can describe
some of the determinants of
human behaviour, and are
gaining comfort working
with theory in a creative way.

3.7

Understanding humans:
Staff crews recognize their
own biases and values and
how that shapes what they
see and ask.

3.8

Design: Staff crews can see
services as series of interac-
tions that can be designed
for different outcomes. They
try-out experience design
and are able to work along-
side trained designers.

39

Team practice: Staff crews
are explaining what they
do, and why. Culture Cura-
tors advance the narrative.

3.10

Team practice: Staff crews
are setting-up a physical
studio space to advance
non-didactic ways of meet-
ing; reinforce visualizing,
making, and collaborating.

311



4. Deep Dive

Team practice: Staff, in-
dividuals and families feel
listened to, validated, and
heard. They slowly offer
perspective, pain points and
hopes. They release fear,
instead of being defensive

or saying what they ‘should’.

4.1

Research: Staff crews

can debate data ethics,
and appreciate both

the sensitivities and
possibilities of data.
Leadership distinguishes
data for accountability and
data for learning.

44

Research: Staff crews see a
research question in terms
of its multiple user groups,
and can intentionally bal-
ance ‘end’ user needs from
other user needs.

4.5

Understanding humans:
Staff crews are gaining
alanguage to talk about
culture, values, and beliefs
and to identify where the
disruptive influences might
be. They see gaps between
values & practices as oppor-
tunities.

4.6

Design: Staff crews make
and prototype different
kinds of research tools

for multiple user groups.
They surface and visualize
patterns, segmentations
and opportunity areas that
emerge.

47

Design: Staff and manag-
ers are using the conditions
framework not only analyt-
ically, but generatively to
name opportunity areas.

4.8

Design: Staff crews can
write, map, and draw their
insights and learning. They
can set-up environments
for sharing back that invite
staff & user curiosity.

49

Team practice: Staff crews
are seeing value in their role,
and they are feeling increas-
ingly confident to identify
existing experimental prac-
tices and learn from them.

4.10

Team practice: Staff crews
start to set a rhythm that’s
steady, builds momentum,
and is demarcated by rou-
tines that enable critical
inquiry, internal reflection,
and external inspiration.

4.11

5. Make & Test

Mindset: Staff, individuals
and families are bought into
ideas and opportunity ar-
eas. They participate along
the way, and they recognize
that pain points are being
addressed.

. They have
alternative

5.5

Eco-system: Staff crews are
creatively leveraging infor-
mal and formal resources,
community members,
experts, designers, coders,
whoever they need to make
their prototypes reality.

5.6

Understanding humans:
Staff crews use mechanisms
of change and behaviour
change theory. They are
moving from opportunituy
areas into ideas. They con-
struct theories of change
that can be tested.

5.7

Understanding humans:
Staff crews spend time
thinking about how to bring
values and intentional
cultures into being; they are
able to draw on history and
international examples.

5.8

Research: Staff crews
identify research questions,
assumptions behind ideas,
and develop tools to deepen
their understanding. They
Imagine possibilities and
test with people impacted
by change.

5.9

Design: Staff crews visualize
ideas to test. They see ideas
as journeys with frontstage

& backstage components,
and create touchpoints. They
involve other disciplines and
external designers if needed.

5.10

Team practice: Staff crews
are documenting what
they've tried and learned
and are developing a new
narrative around the solu-
tions. Leadership is rein-
forcing this narrative.

511

6. Grounding

Organizational ch

Und ding h

Staff, individuals and fam-
ilies increasingly see their
organizations as places
where bottom-up insights
drive new practices. They
have opportunities to partic-
ipate in research and design
sprints and feel ownership
and responsibility. 6.1

Organizational change:
Staff crews are able to
make a business case for

the new interventions, and
can identify the right model
of spread for their inter-
ventions.

6.5

Research: Staff crews have

scope to test implementation
factors like staff roles, proto-
cols, systems, and processes.

6.6

Staff crews are aware of
different measurement tra-
ditions, and try out metrics
aligning with their values
and philosophy. They use
multiple modalities. They
set-up feedback loops.

6.7

Design: Staff crews have
frameworks to think about
fidelity and adaptation -
and how to codify designed
interactions with iden-
tionality.

6.8

Design: Staff crews know
how to make system-facing
touchpoints as needed.
They see implementation
as a part of a research &
design process, and con-
tinue to take a prototyping
approach.

6.9

Team practice: Staff crews
learn how to capture the
intentionality behind their
designs. Leadership is weav-
ing the new solutions into
their broader narrative, and
reinforcing / incentivizing
more of this.

6.10

Organizational change:
Staff crews (Culture Cu-
rators) steward fledgling
inventions and they are
encouraging co-creation with
staff/users.

6.11



The origin story

Grounded Space emerged from two meaty questions: What kind of solutions move
us from safety nets to trampolines? And, how do we create the conditions for

solutions to stick?

2014: A small team creating solutions

We came to these questions after 10+ years of
trial, error, small wins, and big frustrations.
For all of the promise of social innovation,
design thinking, hubs and labs, we had

few examples in our portfolio of changing
mainstream thinking and doing.

A window of opportunity opened in 2014,
when we were invited to Canada by

three social service providers -- Burnaby
Association for Community Inclusion,
posAbilities, and Kinsight -- who, like us, were
troubled by the gap between the rhetoric of
innovation and the realities of its practice.

That's how we found ourselves boarding a
plane from Amsterdam to Vancouver, and
moving into a social housing complex in
Burnaby, B.C. In those early days, ‘we’ meant
a team of six people.
Three of us were
designers; one was

a social scientist;

and the other two
worked on the
frontlines of disability
services. We spent
our time collecting
stories, listening to
the experiences of our neighbours, some of
whom used services, and many of whom

did not. And while we shadowed frontline
workers, our goal was simply to observe, not
to sign them up to a change process or build
their capacity for different practice. We didn’t
fully understand their organizational context,
or some of the larger forces shaping their
behaviours.

Compartmentalization meant we were able

to move fast. In two months, we went from
deep research to ten visualized ideas — some
big, some small, some disurptive, some incre-
mental. But, what we gained in early speed,
we perhaps lost in deep support. It's taken us
three years to move one of those big ideas,
Kudoz, into implementation and scale.

We always knew one new solution would not
be enough. One solution wasn't going to turn
around lonely lives. One solution wasn't going
to raise staid expectations or shift relation-
ships. Plus, new always wears off. Without
ongoing capacity to iterate, all new solutions
will stagnate, resigned to the same fate as the
current service system.

2015 : Dedicated development time for
cross-agency teams

That’s how we found ourselves in 2015 inside
of existing services, with 30 staff, building
cross-agency teams. Inspired by Google and
other tech giants, we instituted 20 percent
time. Teams of staff had
one-day a week for six
months to step outside
their every day jobs,
ask questions, gener-
ate ideas, and test new
solutions. We called this
HR experiment, Fifth
Space.

Again, we moved fast. Over six months, we
transitioned from problem statements (e.g.
too many adults with developmental disabil-
ities lack sexual health resources) to eth-
nographic research to six tested ideas. But
allocating only one-fifth of the week to new
solutions proved taxing. Participants found
the pacing hard. They were burning out, try-

16



ing to keep up with their day jobs and come
up with solutions that might fundamentally
change their day jobs. Just like before, only
one of the six solutions progressed from
ideation into implementation. Most of the 30
staff returned to their delivery contexts; less
than a 1/3 of them incorporated the thinking
and the methods into their daily practices.

2016: Zooming into smaller practices

In 2016, we worked with another 35 staff,
across the social and public sectors. Rather
than emphasize new solutions, we zoomed
into smaller practices - for example, how
services do intake, or onboard staff, or solicit
feedback from users. We wondered if making
ideas less big and less provocative would
increase their likelihood of implementation.

No, was mostly the answer.

The dominant culture of the social service
system was eating both whole solutions and
small changes in practice for breakfast. This
was largely a culture of
risk aversion — not risk
taking. This was largely
a culture of careful
planning — not quick
prototyping. This was
largely a a culture of
resource scarcity — not
resource generation.

2017: Grounded Space, an ongoing
process to build culture and capabilities

Out of this history grew Grounded Space.
The big idea was that Grounded Space would
be less about coming up with solutions to
problems, and more about understanding
the culture & capabilities that support new
solutions to emerge and evolve. Rather than
a time-limited team and short-term process,
we intentionally talked about a permanent
team and an ongoing process. We wouldn't
try to squish everything into a discrete six
month period. Instead, we sought to build

what we called infrastructure for research

& development. By that, we meant the roles,
the routines and the work processes required
for repeated loops of inquiry, idea generation,
prototyping and implementation.

Again, we looked to
the private sector
for reference points.
Bell Labs was one
of the most prolific
progenitors of new
ideas in the 20th
century. The fact
we now have cell
phones and computers has much to do

with their foresight. They invested in early
stage research. They turned much of that
research into inventions. And they brought
to life the most promising inventions, selling
and scaling the profitable ones. They had
dedicated teams for research, invention and
implementation, recognizing that the people
good at early stage inquiry were not the
same people good at translating new ideas to
the marketplace. They used bespoke methods,
bringing together design and engineering.
And they set-up distinct work flows and
systems to keep track of their insights and
results.

All of this unfolded in a culture oriented
towards creating a future that didn't yet exist
-- rather than managing the realities of the
current day. And while the Bell Labs R&D
model - which was organizationally focused
and resource intensive - has given way to a
more networked R&D model, the notion that
you need distinct roles and ways of working in
order to re-invent tomorrow still remains true.

As we constructed Grounded Space, we
wondered what a more networked version

of Bell Labs could like for the social sector.
That's how we came to building R&D teams
inside of social organizations, with a network
between social organizations for learning
and for sharing.

17



Who is in Grounded Space?

Meet the crews from the four organizations who moved through the Grounded Space 1.0
journey, as well as the InWithForward team coaching and building Grounded Space.

InWithForward backbone team

dr. Sarah Schulman Jonas Piet Maggie Vilvang dr. Jennifer Valentina Branada Vikas Maturi

Impact Lead Design Lead Relationship Manager Relafi';?l.:ﬁis;v;::ager Senior Designer Design Fellow

Muryani Melanie Camman Anna Bond Scott Brown Nick Chan Natalie Napier
User Research Lead Design Fellow Studio Manager Design Fellow Design Fellow Coaching Lead

<3
Male Sandoval Avila Marie-Eve Belanger dr. Daniela Kraemer dr. Gayle Rice
Design Fellow Senior Designer Ethnography Lead Relationship Manager

PosAbilities crew

Sherri Crane Peter Greenwood Kavita Kamat Jessika Thickson Vinita Prasad Irena Flego
Embedded Researcher Embedded Researcher Embedded Researcher Embedded Researcher Culture Curator Embedded Researcher

Gord Tulloch Amy Chang Asia Hollingsworth Gina Rowan Gerry Fremming
Culture Curator Embedded Researcher Embedded Researcher Culture Curator Culture Curator



Kinsight crew

Michelle Mastrandrea Krista McGrath Julian Avelino Angela Kim Gareth Williams Ashlee Daidone
Embedded Researcher Culture Curator Embedded Researcher Embedded Researcher Culture Curator Embedded Researcher

Burnaby Association for Communicty Inclusion (BACI) crew

Lisa Thomson Matthew Theoret Dean Renning Heather Johnstone Charlotte Secheresse Shanna Kennedy
Culture Curator Embedded Researcher Embedded Researcher Culture Curator Embedded Researcher Embedded Researcher
Lisa-Joy Trick Micha Price Karey Degenova Kama Guezalova Breanne McDaniel
Embedded Researcher Embedded Researcher Culture Curator Embedded Researcher Embedded Researcher

West Neighbourhood House crew

e

Diana De la Cruz Itdiko Franyo Monica Nogueira Sabrina Santos Shamair Garib
Embedded Researcher Embedded Researcher Embedded Researcher Embedded Researcher Embedded Researcher

Lynne Woolcott
Culture Curator

Isabel Palmar
Culture Curator
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We tested six stages

1. OPEN EVENTS

define user
group

run

interdisciplinary

learning sessions Interest

orgs &
individuals
curious for

HOW TO MAKE SOCIAL
CHANGE STICKY?

e Enld

IWI g

more

2. QUICK DIVE

do synthesis

Vil

3. DEEP DIVE SET UP

i

Join?

Playback

exposure to '
methods,

decision on
continuing

team set
up for
research

Tam an train
organization CCs & ERs l
narrative —

1. Open Events

Open learning events are designed
to amplify staff curiousity and
exposure to new ideas. They

are also a forum for connecting
with likeminded professionals

and organizations serious about
change. We tested the Open Events
in Vancouver, Toronto and Ottawa.

o®

OPtg?S

Moving towards embedded R&D sure isn't
easy. Social services weren't designed for
uncertainty and change. They were designed
for safety, security, and predictability. That's
reflected in the way money flows, the way
people are hired and managed, and the rules
and procedures to which we're bound.

We need not only a new space that allows

for experimentation - but also a way to

shuttle back and forth between ‘what is’ and
‘would could be.’ Grounded Space enables
organizations to build the foundation required
for developing alternative practices, services,
and systems. At the same time, we help
organizations ground these solutions in every
day realities.

2. Quick Dive

A 3-week introduction to user-led research &
design. Grounded Space’s team models data
collection from the ground-up, alongside

the organization’s staff team. Products
include original data, reframed problem and
opportunity areas, and hopefully momentum
to move forward. We tested this with Options
Community Services and Massey Theatre.

3. Deep Dive Setup

Over a 3-month period, an embedded
research & design team is set up within a
member organization. Teams consist of

3-10 staff with dedicated time for research
and co-design. We tested this stage, and the
three following stages, with 4 organizations:
BACI, posAbilities, Kinsight and West
Neighbourhood House.

—
WEST NEIGHBOURHOOD

HOUSE
A

4"4&55&7

THEATRE

To support ongoing experimentation, we help
organizations build core infrastructure. By
that we mean the staff roles, weekly routines,
and data systems that enable research,
design, and development - alongside delivery.
Member organizations created two new roles:

Culture Curators are leaders within
organizations who hold the space for R&D.
They guide internal teams to re-frame
challenges, conduct research, generate ideas,
test practices, grieve the loss of old practices,
and embed change.

Embedded Researchers are staff of member

organizations trained to ask questions,
observe practice, identify opportunities, and
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of a two year journey

4. DEEP DIVE

interviewing ,

& observing

users
T—

I Eeation
sprint: first

‘ concepts

L

—— /S eet spots

—— W D
PP iting stories .
interviewing "ggmﬁysis on W Synthesis
&abserf‘;}mg _frumewﬂr'k sprint
cta

opportunities
around user, staff
& org pain points

éngﬂgi"

| stakefolt ¢ k7

4. Deep Dive

Embedded research teams are trained

to conduct bottom-up research in their
organizations and identify starting points
for change. Research results in sweet spots:
pain points shared by end users, staff and
managers. Sweet spots are played back to
the organization to secure a mandate for
change. Teams generate big and small ideas

to address shared pain points. social scientists.

pos)Abilities BIA|

further the conditions for R&D.

Community organizations and social
services join a cohort of other members
engaged in mutual learning and practice
sharing. As members of Grounded Space,
they are supported to build embedded teams
who can do user-led research, generate
ideas, rigorously test and scale ideas.

With their membership fee, each
organization receives 1:1 coaching, access
to learning modules & field trips, and
engages with our network of designers,
social scientists, and organizational change
experts.

5. MAKE & TEST

5. Make & Test

Promising ideas are taken forward as
prototypes. Embedded research teams

are coached to rapidly build out concepts,
practices and models, learning how to test
their desirability, feasibility and impact. Four
concepts emerged: Meraki, KEA, New Bee and
Your Blueprint. Teams tap into the Grounded
Space network of designers; evaluators; and

6. GROUNDING

:

develo,
op
Metricg \‘ st B POCEs e

testing
esti)
| esting |

Scaled practice
& practiced crew

- Py
evaluate 4
success

Tested &
refined concepts

all touchpoints

user-facin
g to embed new

touchpoints &

theory of change concepts

& practices

6. Grounding

This is an ongoing process to embed
new inventions within organizations,
and create fit-for-purpose structures
and policies to support iteration.
Embedded research teams are
supported to continue using their
skills and are encouraged to tell the
story of the lessons gleaned along
the way.

Kinsight)

We were designing the process as we went
along, prototyping elements in real time. We
didn’t know how long it would take crews to
find meaningful insights, or to share back
results with their organizations.

That meant that while the Grounded Space
journey was designed at a high level in

the spring of 2017, actual activities and
sprints were detailed only weeks before they
happened. On the plus side, this allowed us

to be responsive. But, for some crews, the
ambiguity was a challenge. Staff in structured
roles found the transition to such fluidity
difficult. Scheduling became a barrier to
consistent engagement.
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2) Process:
What did we do?

Written by InWithForward
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1. Open Events

Open learning events offer bite-sized introductions to the mindsets and methods
behind Social R&D. They are meant to attract curious individuals and intrigued
organizations -- all with the intent of curating a community of practice, and enabling
social organizations to contemplate joining the collective.

1. OPEN EVENTS

Crew Sweet Tested &
spots refined
i concepts

LEARNING BILL LEARNING BILL LEARNING BILL
GROUNDED SPACE EVENTS: - 5 =

- o~ [HUMAN| CA e, o E N
W — & PN e 50 - - -

HOW TO MAKE SOCIAL FeS

Scaled
practice &
practiced
crew

CHANGE STICKY? ' e D
BIG, SMALL I E boo - \ O
- LEARNING BILL LEARNING '
g N
._..:\I.IHI';-I.I“ =
What is this? them. Our core principles include: ‘Starting
with people’ and ‘Going out.” Rather than just
We aim to inspire front-line staff, managers, bring lived experience into the room, as to-
policymakers, designers, researchers and kens, we send people out of the room and out
anyone serious about social change. Our of their comfort zones. The challenge is: how

goals? To find new member organizations and to do that in the time frame of a few hours?
grow a diverse network. We recognize that we

need all hands on deck to make change hap- We teach all concepts using a blend of empir-
pen. We ran event series in Toronto, Vancouver ical literature, firsthand experience, and par-
and Ottawa around 5 themes: Leadership, So- ticipant’s know-how. Without grounding new

cial service practice, Social science, Designand  ideas in daily practice, it is really hard to own
Data. All open events are held in-person. Most ~ them. For design sessions, we asked people to
are free, some ask for a contribution. be an end user themselves, before zooming
into an interaction they had experienced. For
social science events, we used ethnographic
stories and short observational exercises
drawn from our body of work.

Not another workshop

We are not a fan of workshops held out of con-
text, talking about concepts in the abstract,

) e Curious? Check out the learning bills.
rather than getting out and experiencing
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Some reactions Which sectors do people come from?
on social media:

jal sect
social sector __health

social sector . __university
(member

organization)

business
344 people
registered
creative
funder
___government

Which professional roles do people have?

consultant

£, A

/ enterpreneur

frontline staff

| designer / writer

/ producer
344 people : student
registered

researcher

analyst

manager
policy analyst

senior manager
/ director

From June to November 2017, weran a total of ~ from the Canadian School of Public Service.
28 learning events between Toronto, Vancouver The most well attended event was ‘Research &

and Ottawa. Online, 344 people registered, Development: What do we mean?’
that’s an average of 13 people per event. Most
popular were Five people walk into a bar (25 These events did expand our network. We met

and 26 registrations), and Human interaction ~ a designer and an evaluator who later joined
design (25 registrations). The least popular was ~ our team. We also met two organizations who
Put your thinking caps on (4 registrations). have partnered with us to do Quick Dives
Nearly, half of the registrations were from -- but who have been unable to pull together
social sector participants, about 50% of whom  resources to join Grounded Space. While
were from organizations already in Grounded ~ Open Events did not serve as recruitment for

Space. A handful of leaders from other social Grounded Space, then, they did help us hone
sector organizations signed-up. In Ottawa, our messages and shape some of the broader
there was appetite from senior civil servants discourse around experimentation.

from IRCC, ESDC, Privy Council, as well as
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2. Quick Dive

Quick Dives are immersive orientations to social R&D. Over a two to three week
period, we do original research: modeling new ways of collecting data, using theory
to analyze insights, and generating opportunities. The intent is to test the appetite
for longer-term change and build momentum for further inquiry and exploration.

2. QUICK DIVE

Scaled
practice &
practiced
crew

PP
S

What is a Quick Dive for?

Quick Dives offer a hands-on demonstration
of social R&D values and methods. The goal
is to:

1) Give organizational leaders, staff, and
stakeholders a taste of thick data and
human-centered design.

2) Surface useful insights about people to re-
frame problems.

3) Generate data to make the case for co-

designing new practices and interventions.

4) Inform decisions on joining Grounded
Space.

Our team (made up of a designer, anthropol-
ogist, and community mobilizer) spends 10
days on-the-ground collecting ethnographic
stories in communities. The potential mem-

%z
Sweet Tested &
spots refined
concepts

ber organization chooses the population
group and neighbourhood to start with, and
frees up staff to bear witness to the process.

This data helps elucidate the gap between
flourishing outcomes and every day realities.
It is collected in the contexts in which people
live and work. Such data comes in story
form, and is visualized to unearth trends
and patterns. It's different to service usage,
financial, or performance data. It's data that
can help us hone in on what questions to ask,
and the opportunities for action. We have
found that the way organizations respond

to this kind of data reflects their desire and
readiness for change. Do people shut down
results that do not feel true to them? Or

are they cautiously curious, and willing to
entertain multiple perspectives?

Structure:

Key activities

Frameworks & tools

Product

Sprint #1:
Planning & Kick-off
(2 days)

+ event organizing

« explaining ethnography

« literature search for
constructs

Fieldwork « community mobilization | Look, Listen, Engage*® » Visual research update
(10 days) « design research tools Prompt cards + 15-20 profiles of people

« ethnographic research
Sprint #2: « synthesis Segmentation + Segments, pain points,
Synthesis and Playback | « story return Stages of Change themes, opportunity areas
(4 days) + idea generation « International examples

+ 2-page summary
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Kick-off event to start research
on long-term unemployment

Quick Dive structure

Sprint #1: Planning & Kick-off

Quick Dives start with the organization
setting a research question about how a
population group in a particular community
is faring: Who is doing well? Who isn't? Where
are the emergent & unknown needs? Because
Grounded Space is about better lives, not just
better services, we try to capture the every
day experiences of people and frame things
from their perspective.

We gather stakeholders from the organiza-
tion to tap into their expertise: what do they
already know about the people who access
their supports, and those who do not? Where
are their curiosities? Where might we go to
meet people on their terms?

At the same time, we do a literature search
to unearth concepts to explore with people.
These might be concepts like emotional lone-
liness and gerotranscendence.

Fieldwork

We recruit people at grocery stores, bingo
halls and malls -- anywhere people go. Then,
we follow-up to collect people’s stories,
extract themes, and generate ideas. Our
goal is to find the unusual suspects. That

is, people on the extremes of the spectrum:
those with poor outcomes, or those doing
surprisingly well despite similar challenges.

An excerpt of a profile
(people are anonymized)

Meet Fern & Robbie

her up from bed, heat-up her food, and put her to bed. It’s generally a

@
“It feels sad to be
alone,”

for 10 years, 109
is for survival. Not pleasure, or co

We want to learn what shapes outcomes.

We dive deeper with about 10 people, literally
‘hanging out’ with them, and where possible,
shadowing them for a day. Along the way,
we combine different research methods
from our Look, Listen, Engage framework.
We'll accompany people to a service or sit

on the couch watching TV. We'll have a
conversation about their perceptions of
what helps or hinders change. And we might
bring in a card set with prompts to gauge
their reactions to future ideas. All along

the way, we offer professional development
opportunities for staff of the organization to
sample the methodology.

Sprint #2: Synthesis and Playback

From our field work, we write up profiles of
everyone we've met. Using segmentation, we
try grouping people in many different ways,
based on demographics (e.g. age, gender),
behaviours (e.g. early riser, late riser)

and psycho-social characteristics (e.g.
motivations, needs). Doing this, we’ll

find clusters of people with similar
characteristics, for whom we can brainstorm
a distinct opportunity space.

The Quick Dive ends with a multi-stakeholder
event in which we share back stories and
reflect on our mutual learning. Inviting staff
and partners to this playback event can

help build momentum for a Grounded Space
journey.
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Quick Dive activities

Kick-off session with staff to figure out what
we already know about the population

Using different ways to open up conversations and
recruit ur | ts as participant

P

P

Using prompt cards to talk about life
patterns over a coffee in a mall

We tried the Quick Dive with two organizations: Options focused on the daily experiences of

Options Community Services and Massey people living in and around a social housing
Theatre. We engaged more than 200 staff complex. With Massey Theatre, we focused on
and end users, spent over 300 hours doing the relationship between the arts and mental
fieldwork, and created 50 profiles of people health for young people and families.

and places, but this wasn't new to our team. With Options we were able to demonstrate
What was new was using the research as a our methods, but the resource scarce context

taster for the deeper Grounded Space journey.  didn't allow for continuing the Grounded
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' i . - Segmenting people we met in the research:
: — - each sticker represents a person

TR = { Posters used at the playback event, showing segmentations of
- : - service users and staff, top themes, and opportunities

.y OUR STARTIN

.

— 11

OUT OF PLACE '

Staff looking at the posters with opportunity
areas during the playback session

Returning people’s profiles creates a moment for reflection,
and a possibility to test if early ideas resonate

Space journey. After a year of continued 8 opportunity areas that were presented to

conversations, we found a way forward their board and to the city. Massey Theatre is

with another part of their organization. In seeking funding to take two of the opportunity

September 2018, Options joined Grounded areas to the Make & Test stage.

Space, zooming into a different population

-- older newcomers -- as part of a two year Neither organization paid for the Quick Dive

project funded by Immigration, Refugees and -- but moving forward, both organizations

Citizenship Canada. We'll do a new Quick Dive.  are leading the fundraising efforts to join
Grounded Space.

With Massey Theatre, we've come up with
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Quick Dive frameworks & tools

Listen, Look and Engage is about what people do: how they use a space, how they
organize their time, the people they interact with, etc.

Engaging is probing deeper into people’s hopes, fears and
dreams. We get the best results when we combine all three
research methods.

We collect data in three ways: by listening, looking and
engaging. Listening includes interviews and conversations
to hear what people say, and what'’s left unspoken. Looking

e.g. shadowing a service

Look user and their staff

What people do
tools

b g S N e a a ra a g Y

e.g. an interview

What people say Listen
tools at Tim Horton's
What people
fe:" hope, ENoae e.g. choosing cards with
a tools words describing how
you see yourself now
and in future
Segmentation
" <.

Segmentation is the process of re-organizing a
population into clusters with similar needs, wants,
and motivations. By segmenting, we can identify
subgroups that reveal something about how to attract
and engage people within that grouping.

N
A 4

Projective prompts

One of our favorite engage tools are cards with various
unusual services offers, including reflection trips, home
decoration, and pet therapy. Some of the services exist;
others do not. We ask participants to choose which

ones appeal to them. The reasons why they choose
certain cards over others can open up new parts of the
conversation. Many people find it hard to articulate latent
needs, so a deck of cards can help to surface them.
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Quick Dive products
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In the same time, we found staff unsatisfied with
the status quo, interested to try new approaches.
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3. Deep Dive Setup

With organizations ready to become a member of Grounded Space, we start building
their R&D infrastructure. We help the organization set-up a team with new roles

and routines, rallying leadership at all levels of the organization, and spreading a
narrative for change. Why Grounded Space? Why now?

develop a
narratijye

What's the Deep Dive Setup for?

find embedded

researchers

3. DEEP DIVE SET UP

]

Crew

find culture
curators

Setup the
Spaceship
trainings
CCs & ERs

In this stage, we are working with member
organizations to form an embedded research
& design team. The role of InWithForward
changes from doers to coaches. A
Memorandum of Understanding is signed to

outline the relationship of the new member to

the collective. This is also the point where an

organization starts paying, or sources funding

to cover the costs of their Grounded Space

R

Scaled
practice &
practiced
crew

Tested &
refined

concepts

membership. This stage has five big parts:

Commitment ceremony

The commitment ceremony is where we
introduce Grounded Space to the leadership
of an organization, and see who in the
organization wants to take part. We work
with organizations to create a timeline that
connects Grounded Space to their history and
frames experimentation over time.

Structure:

Key activities

Frameworks & tools

Product

Commitment ceremony

- timelines & narrative
building

Memorandum of
understanding

Narrative building

« coaching leaders to
produce a narrative

Video prompt cards, dice, etc.

Inviting & training
Culture Curators

« internal recruitment
- training and onboarding
+ choose research modules

Three voices framework
Behaviour change wheel

Tools for each module

Inviting & training
Embedded Researchers

« internal recruitment
« training and onboarding
* space set-up

Double diamond

Fit-for-purpose space
Team routines & slack channel
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Narrative building

At the same time, we work with the leadership
to craft a narrative for change, and articulate
how Grounded Space links to the mission and
history of the organization. The literature
(and our experience) tells us that spreading
a compelling rationale for experimentation
is critical to reduce skepticism and increase
buy-in. Our intention was to support leaders
to create a video to share with staff. Most
chief executives disliked video as the medium
for their narrative.

Inviting & training Culture Curators
Culture Curators were chosen by the leader-
ship team. Their role was to hold the space in
their organization for people to experiment
and learn by doing. Over 3 days, we offered
training in choreographing creativity, conflict
resolution, and communication. We intro-
duced the Three voices framework from Otto
Scharmer. At the end of the training, Culture

Research modules

Curators came together to select a focus for
the Deep Dive: two research modules and a
user group within the organization.

Inviting & training Embedded Researchers
Frontline staff and managers within each or-
ganization applied to be Embedded research-
ers. Embedded researchers received training
in observation, interviewing and generative
research. Over the course of a week, they did
research, analyzed results, and received feed-
back, using the Behaviour change frame-
work. To learn the framework we put it on a
big carpet, mapping the factors that enable
or prevent experimentation. We introduced
the Double Diamond framework to explain

a design processes, and used it to shape the
sprint itself. By the end of the week, emerging
findings had been visualized in a dashboard
and used to reframe questions going forward.

To help focus the research in the Deep Dive with an inexperienced team, and to be able to
compare research findings across organizations, we created highly structured modules
with templated research tools. In this stage, we asked organizations to choose two
modules. We later replaced the six modules with three lenses and self-made tools.

Partnerships

Better understand relationships and the
formal & informal resources to leverage for
bigger change. This includes stakeholder
interviews and eco-systems mapping.

Users

Make visible the daily experiences of an end
user group to understand motivations and
appetite for change. Research tools combine
look, listen and engage tools.

Data

Find out what data is available, what it
says, and what it could look like to measure
what matters to end users. Research in-
cludes mapping data flows and case notes.

Human Resources

Get to know staff’s journeys, and identify
where there is space for unleashing team
motivations and passions. Tools include
practice interviews and journey mapping.

Leadership

How does leadership show up in the organi-
zation, and help or hinder experimentation?
This module takes a closer look at interac-
tions between leaders, managers and staff.

Team Practices

Get a feel for different team cultures that
make up the organization, and document
the helpful/unhelpful routines for creativity,
curiosity, and bottom-up change.
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Deep Dive Setup
activities '

,,,trying_n

Welcoming a new member organization & framing Grounded Space

in connection to the agency'’s rich history of pioneering work

ew things

Recording a video narrative with
leaders, linking experimentation
to their agency’s mission

Embedded researchers setting
up their ‘Spaceship ’, their new
work space in their agency

What happened?

This stage, as its name suggests, sets the
stage for deeper research and co-design, giv-
ing us clues about the organization’s read-
iness for experimentation and disruption.
Where are the most promising places to start
experimenting?

Although each organization chose two mod-
ules and a population group to start with,
choices felt arbitrary. The process became
overly structured and technocratic, losing
some of the opportunism that characterizes
this work. We took an overly analytic lens,
separating research training from design
too much, and losing some of the value of a
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blended and interdisciplinary approach.

Modules were interlinked, and so we created
some false boundaries through the selection
process. As much as we wanted to use the deep
dive set-up to gauge organizational readiness,
what became clear is no organization was
ready, and yet, leadership still wanted to act.

Despite that commitment from leadership,
few leaders wanted to front a narrative

Researcher training: using a carpet with a person in the
middle to explain the behaviour change framework

Planning and choosing research modules for
the Deep Dive

l‘.. > r-

video. Using a deck of question cards and

a dice, we worked with leaders to develop

a storyline to explain their engagement.

We recorded and transcribed our conver-
sations, before returning with a film crew.
But, leaders were skeptical about the story
being told from their perspective. While they
wanted more voices in their narrative, staff
and stakeholders wanted more clarity from
the top about why their organization was
engaging in Grounded Space.
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Deep Dive Setup frameworks & tools

Behaviour Change framework
(after Dr. Susan Michie)

The Behaviour Change Wheel is a practical framework for
designing and evaluating behaviour change interventions
and policies, developed by Dr. Susan Michie. It describes the
three sources needed for any behaviour change: capability,
opportunity and motivation. We placed ‘experimental
behaviour’ in the centre, which is the behaviour shift

we want to see in Grounded Space. Based on a literature
search, we added a ring with ‘organizational conditions’
for experimental behaviour: Power, Systems & processes,
Routines, Values & beliefs and Roles & identity. We used this
framework as we collect data, to help us explore where the
conditions are ripe for developing alternatives to the status
quo.

Three Voices framework
(Dr. Otto Scharmer)

Based on 20 years of research, Otto Scharmer developed
a model to understand why many of our attempts

to address the challenges of our time fail - and what

we could do differently. Within his model, Theory U,

he described three voices: the Voice of Judgment, the
Voice of Cynicism, and the Voice of Fear. Each of these
are responses that may give the impression of being
‘reasonable’ and ‘pragmatic’ but in practice will act to
shut down our minds, hearts and capacity to act. They
help to sustain the status quo (the familiar being better
than the unfamiliar) and ensure that the responsibility
for change is shifted away from self to others. We have
further developed the concept of the three voices to better
understand communication dynamics and options.

Double Diamond framework
(after the British Design Council)

The Double Diamond describes the design process as a se-
ries of stages of divergence and convergence. Divergence
is where lots of different insights and ideas are thrown
up, before refining and narrowing down (converging).

Define which
gap(s) to solve

Discover insight
into the context

reframe
problem

understand
experiences
& preferences

starting named
points map who 8aps make
is involved insights
identify visible
gaps

gources Of behavzg,

EXPERIMENTAL
BEHAVlOUR

Moryamon

o
Janizationgl Conditio™

“We don't have
the capacity and
resources to do this”

“If | ask my team to
participate, they will
be upset with me”

“I'm not a cynic,
| am just being a
realist”

When going from a problem to a solution, this cycle of
divergence and convergence happens at least twice - once
to better define the problem and the other to generate

the solution. Realistically, you'll likely go through cycles
within each research or design activity. We changed the
language to reflect that we develop practices rather than
(stand alone) products, and to include social impact.

Deliver &
spread practices

Develop &
prototype ideas

seek feedback
from users test new

practices

refined

ideas identify

generate
impact

ideas

tell the
story

test value
propositions

36

tested

practice



Deep Dive Setup products

Overview of the activities and deliverables

The Grounded Space journey of the Grounded Space journey

posAbilities’ change narrative: Change narrative of Kinsight: West Neighbourhood House's change narrative:
https://youtu.be/RiTINOVKpCs4 https://youtu.be/POeWR5UC504 https://youtu.be/j9XxVjpR2so

- . /T \
e ey Cards & dice used to develop change /
e .}_;:";:_j" S narratives with organizational leaders
et .
{he At Agpeatice
_““_’";..f S mne Ly el K P
_‘/‘ AC = — Pattern
FRurato i
At RO BOO
“Z Sl S
4. & u’;, i ores bedded Springboard:
* phay ¢ Transmitting acall to Sharin
losin. (bt e s Resea z values action Knowledge
JEmell Al ey o RO BOO
\ A %
P
et FATY W
o e r"‘*:’ e é‘x -

A 1S ,L“ e ": +
ol n'-“;“,v

/&L Communicating
) brand

Hi How will you capture reactions to your
St story?

Teaching materials for Culture Curators

and Embedded Researchers Sharing a
vision of the
future
d1 Getting hands-on!
.
M ium of Under

&
between InWithForward and Grounded Space 1.0 members

A version of the Memorandum of
Understanding with organizations e,

grown, shared and celbrated.

The spirit o the Union.

winie
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4. Deep Dive

Over a four to six month period, Embedded Researchers spend time in the field,
using ethnographic research methods, to find starting points for change. This results
in sweet spots: opportunities that addressed needs of three concurrent user groups:
end users, staff and managers. Research findings and sweet spots are shared back to
organizations to choose a ‘mission’ to take forward.

h ?) 28

Scaled
practice &
practiced
crew

Tested &
refined
concepts

What's the Deep Dive for? presented the work and served as the spokes-
persons, branding themselves as their agen-
In this stage, Embedded Researchers spend cy’s Grounded Space crew. Each crew created
their time shadowing and interviewing staff an installation with posters and artifacts to
and service users. support the story. While the building of this
took more time and effort than we'd allocate
Structure of this stage in future, this activity worked well for building

team camaraderie.

Sprint #1: Kick-off Fieldwork
The idea of the kick-off was to share the big
idea of Grounded Space with colleagues and
invite staff to participate in the research. We
wanted to find allies and resources.

After practicing ethnography on each other,
Embedded researchers went out and started
interviewing and observing staff. As none of
the organizations had chosen the user mod-

. ule, all four organizations did research that
For the first time, Embedded researchers

Structure: Key activities Frameworks & tools Products
Sprint #1: Kick-off * event organizing

Fieldwork » user outreach Look, listen, engage

(3 months) « profile writing

« story return
« staff survey
« staff shadowing

Sprint #2: User sprint « synthesis Information design - Pain points
(4 days) « story return - Opportunity areas, incl 3-4
« idea generation top ‘mission possibles’

« tool making
« interviews

Sprint #3: Synthesis + segmentation Sweet spots
(2 days)
Sprint #4: Playback ‘Yes and’ mash-ups
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interviewing &
Observing staff

interviewing &
observing users

. g .
ngaging o
est%keho‘ders

was heavily weighted towards understand-
ing the experience of other staff and leader-
ship. This was a missed opportunity.

Sprint #2: User Sprint

After three months of fieldwork, we refo-
cused our research. The lack of a user per-
spective rubbed against our core values. We
added a user research sprint. By this time,
we had also concluded that our structured
modules & tools were too prescriptive and
that a concentrated sprint of 3-5 days was

a better way to sustain crew momentum.
Crews learned about constructs and de-
signed bespoke research tools. But, the four
day sprint was not enough time to create
particularly sophisticated tools -- and with
the end user group, people with developmen-
tal disabilities, multiple iterations of tools are
required for quality insights. Each crew met
3-4 users, a small number compared to their
staff ethnographies. To harvest as much as
we could, we ran a joint analysis session be-
tween crews, doing segmentation exercises
and extracting opportunities.

Sprint #3:Synthesis

In this sprint, we combined research findings
from the lenses of staff, users and organiza-
tional stakeholders. Crews identified every
experimental behaviour they witnessed or
heard. Many behaviours were incredibly in-
cremental, like staff at a group home exper-
imenting with buying cream instead of milk.
Crews used information design techniques
to draw up dashboards visualizing findings.
We segmented everyone we met. We linked

writing stories
& analysis on
framework

/ result

opportunities that
respond to pain
points and gaps

Playbacy: from the 3 lenses

pain points and opportunities between user
groups to find Sweet Spots. By the end of
the sprint, each crew produced a summa-
ry board with their top research findings,
including a distilled set of barriers and en-
ablers for experimenting.

Sprint #4: Playback

Here, crews came together for a three day
sprint to conceptualize and produce an
exhibition for the organization. The goal was
to make the research findings concrete and
shareable, and to test which opportunity
areas (which we called, missions) resonated.
Staff across all organizations affirmed the
research results, saying the pain points felt
true. Mid-level managers reacted differently.
Some rejected the findings as ‘untrue; they
conflicted with their point of view. Interest-
ingly, this sentiment reflected a research
finding: power and hierarchy plays out in
which information and ideas are acted on,
and which are ignored or dismissed. These
tensions exposed some of the core epistemo-
logical beliefs of Grounded Space: namely,
that there is no one truth, only different ver-
sions of a story, and that understanding those
discrepancies is constructive and generative.
Indeed, they can help us slay sacred cows and
ask bigger questions, like: “What if teams were
self-organizing?” Through the playback, we set
out to (1) acknowledge the different realities in
an organization, without judgment; (2) create
a space for dialogue and creativity; (3) involve
more people in sense-making, so as to prompt
curiosity and (4) Gauge the energy: Which mis-
sions are people talking about?
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Deep Dive activities

Teams producing their own tools during
the user sprint to be used the next day

A d Gr ded €

The Kinsight crew intr
with a roaming kick-off, visiting four locations

/
Using interview & observational tools z'f'
from the team practice module. These /
tools were overly structured, and lost ',."
some of the magic of ethnography ¥
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The posAbilities crew shares
opportunity areas at the Deep Dive
playback, and asks colleagues to
vote on pain points that resonate

Making segmentations of service users
and staff at the West Neighbourhood
House synthesis sprint

Staff listen to research insights at
BACI's Deep Dive playback
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Deep Dive frameworks & tools

Sweet spot

A sweet spot is an opportunity that brings together pain
points and resources from multiple user groups. That's

the thing about the social sector -- there are multiple,
sometimes competing user groups: staff, users, managers,
funders. If we can design interventions that respond to

the needs and wants of multiple groups, the likelihood of
adoption grows. For example: we found segments of users
and staff who are bored (shared pain point). We also found
staff with hidden talents and passions (resource). The sweet
spot is finding a way for staff tap into their passion at work,
to liven up interactions with people they work with.

Information design

A picture can really be worth a thousand words. Combining
pictures, symbols, and colors often tells a powerful story,
and cut through the imprecision and ambiguity of lots of
words. Infographics are a form of visual storytelling, which
use shapes, sizes, patterns, and color to communicate
overarching ideas. They can help illustrate relationships
between things and provide a snapshot of changing
systems. Intentionally choosing hierarchy, types of
representation, and structure are techniques that convey
complex meanings in more elegant ways.

The two loops model

This framework explains a transition from one social
system to the next. For example, take institutions as a
system of care for people with disabilities. At the height of
a dominant system, isolated alternatives slowly emerge
based on different values and logics. Like any living
system, the dominant system responds: trying to rid itself
of beliefs and practices that at odds. But, as originators of
the alternative models band together and gain legitimacy,
they are hard to ignore. In our example, self advocates
and families originated new models of community living.
Over a thirty year period, those new models gave rise to
the community living system. The question is, what are
the alternatives to the now dominant community living
system? We see Grounded Space as creating the conditions
for alternatives to arise. Embedded Researchers act as
originators, experimenting and pioneering next practices.
Culture Curators have undoubtedly the trickiest role: trying
to keep the dominant system going, whilst creating space
for the transition between old and new. They are also the
‘hospice’ providers, showing care and compassion to
systems that are dying. And so the cycle continues.
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Deep Dive products
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5. Make & Test

In the Make & Test stage, crews start their design mission. Using an iterative process
of researching, designing, making and testing, they develop solutions for the

challenge identified in the Deep Dive.

*** g/

S

What's Make & Test for?

This point in the Grounded Space journey
marks the transition from research to design,
or from identifying what is to developing
what could be. Starting with the broad
mission or opportunity area chosen after the
Deep Dive, one of the first things crews do is
to articulate desired outcomes for end users
& frontline staff. We then work backwards to
refine missions and come up with ideas for
new roles, tools, and support models with
elements of next practice. Crews go through
multiple rounds of making and testing their
concepts with end users and staff, developing
a theory of change and blueprint to capture
what works, for whom, when.

5. MAKE & TEST

Scaled
practice &
practiced
crew

Tested &
refined
concepts

What does it look like?

The work in this stage is organized in design
sprints: intensive work sessions of 2-5 days
in which crews mock-up and iterate their
solution. Sprints are make-fests, not talk-
fests. Coaching in this stage focuses on idea
generation, story boarding, prototyping,
and packaging ideas as new products or
practices. Grounded Space supports the
work with access to expert designers. Crews
also add members to the team with skills
related to the mission such as data analysis
or HR. Each crew is out of the room, testing
with users regularly, to make sure what they
design is feasible, attractive, and actually
addressing the identified problem.

Structure: Key activities

Frameworks & tools

Product

« transition from research
to design
« crew member recruitment

Refueling

Calendar with sprints
Self-assessment tool

Sprint #1: Ideas - ideation Diamonds in the Rough Ideas

(3 days) « visioning Prototyping cycle Journey maps
« storyboarding Logic models Theory of change
« preparing prototyping

Sprint #2: « writing a design brief Prototyping dimensions Design brief

Key interactions
(2 days)

- storytelling
« role playing
- field trips

Interaction framework

Name and logo
Prototyping plan

Sprint #3: Testing
(3 days)

Explanation documents
Physical touchpoints / props
Instructions / scripts

Roles

Prototyping learnings
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ideating sprint
first concepts

prototyping
sprint to make

4

Refueling

At the start of the Make & Test stage crews
took a few days to reflect on their outcomes
and key learning. They self-assessed the skills
they gained. They explored adding crew mem-
bers to their team with specific skills.

Sprint #1: Ideas

On reflection, we felt many of the missions
articulated at the end of the Deep Dive
pointed to best practice more than next
practice. In other words, they improved

the dominant service system, rather than
helped build the alternative. In hindsight,
this was not so surprising as missions
originated from research heavily weighted
towards staff. People are less likely to gen-
erate paradigm-shattering ideas within the
dominant system. To shift our focus towards
next practice, we ran a visioning exercise,
creating dioramas from the year 2030 based
on fresh values and logics. We then extract-
ed elements from the dioramas to flesh out
each mission. For instance, in 2030, one crew
imagined a world without day programs

in buildings, and not wedded to prescribed
structure.

To move from big concepts to concrete ideas,
we played a game called Diamonds in the
Rough. In this game, crews link a chosen
outcome with a randomly chosen Mecha-
nism of Change card and a modality card
(e.g online, book, event) to develop mash-up

result

Tested &
refined concepts

- user-facing
touchpoints &

\theory of change

defining &
iterating

ideas in a short amount of time. Ideas were
selected based on their potential impact,
feasibility, and appeal to users. For example,
one of the ideas that came up was a new
role called Maestro: a person driving around
in a van to support staff and end user to be
creative. For each idea brainstormed, we
sketched a rough logic model. Crews made
outcomes explicit by writing a story about
what people would be doing, saying and
thinking if the idea were real.

Sprint #2: Key interactions

Every idea can be unpacked as a journey with
multiple interactions for end users and staff.
How do people find out about the idea? What
happens next? After that? During this sprint,
crews crafted a believable story of their top
ideas. They articulated the core value propo-
sitions for users as well as the ‘make or break’
interactions. Using the dimensions of pro-
totyping framework, crews wrote research
questions. Prototypes, after all, are another
form of research.

Crews reformulated their missions into design
briefs, naming the problem to be addressed
(pain point), the user groups feeling the pain
(segments), and what they needed to see

to know their idea addressed the challenge
(outcomes / metrics)? During the sprint, crews
learned how to gain actionable feedback from
their prototypes. They role played with each
other, and honed their testing techniques.

For outside inspiration, we organized field
trips for crews to see how a core interaction
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Make fl Test act

ivities
P

—
-

Using role play
to explore ideas

Playing back a
future scenario to
pull out principles

First sketch of a user journey
through a designed intervention

played out in another (lateral) setting. One Sprint #3: Testing
crew went to a toy store to learn how to pack-

age a delightful experience. Another went to
Vancouver Water Adventures to see how they
support people of different ages and abilities to
learn together. Still another went to a hair-
dresser to see how they prompted people to
make changes to their look.

During this sprint, crews were mostly out test-
ing interactions on location in group homes,
day programs, and employment services.
Before going out, each Embedded Researcher
filled in a permission slip to give themselves
explicit permission to suspend disbelief. When
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Collecting user feedback on Meraki
boxes, mocking up the cover of boxes
to test the value proposition for users

Testing early versions of interventions
in context with with end users in a day

program

Making the physical touchpoints of

the service before testing in context
crews returned, we documented learning By the end of the third day, we brought all
against their research questions and splitinto  crews together for beer in the park. Most crews
pairs to produce the next versions of touch- had completed at least two rounds of testing.
points. This means that crew members got Some ideas were promising; others flopped. We

their laptops and felt tips out to write copy for =~ normalized failure. That’s why we test!
signs, flyers, and brochures. They also built
sets, found costumes, and wrote scripts.
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Make & Test frameworks & tools

Diamonds in the Rough:
generating relevant ideas

This exercise helps teams of inexperienced designers
generate relevant ideas, working backwards from desired
outcomes (the ‘why’). Participants pull two cards: a
mechanism card (the ‘how’, see the mechanisms below),
and a modality card (the ‘what’, e.g. a platform, a rule, a
game, etc ) and then rapidly brainstorm interventions. We
call these ideas diamonds in the rough.

Bridging Relationships

Motivations | Opportunities

Story Editing Reciprocity & Contribution

Feedback Barrier Busting

Capabilities

Modeling & Rehearsal

Logic Model

We use logic models to show the link between what we
make and the change we are after. In the design stage, we
work backwards from desired outcomes (teal circles) to
designed interventions (white squares). In the evaluation
stage, we test if these interventions indeed lead to desired
outcomes, and if our determinants (gray arrows) are the
right ones. The way we present logic models is distinct in
two ways: (1) we disaggregate interventions into interac-
tions, while usually an entire program is listed, and (2) we
identify the determinants or factors that lead to change.

/ Iterate

Reject / refine
Build it quickly
ideas
Get feedback V4
Test in context
with people

e

7 Mechanisms of Change

There are 7 types of interactions that contribute to a change
in outcomes. We call these interactions ‘mechanisms

of change’ and categorize them using the sources of
behaviour change from Susan Michie’s Behaviour Change
Wheel. Source: An argument for Grounded Change, Sarah

Schulman (2015)

LOGIC MODEL FOR MEAL SERVICE
Volunteer
server role Big enough space Increased
#people
Standard Awareness fed
meals Quantity of food
Security § Ensure
guard role Traffic control safet¥ &
security
Clear rules
Prototyping cycle

The only way to know if an idea is worth pursuing is to
test it out. Prototyping is bringing to life an early version
of an idea to collect feedback from (potential) users. It is a
mindset as much as a method: you can prototype every-
thing from a poster to a policy. In an early stage, you can
test aspects of ideas to find out if it appeals to users, if it’s
feasible, and if it’s likely to lead to impact. You can proto-
type by role playing interactions, asking users to respond
to flyers with alternative propositions, and delivering a
small-scale version of the service. The whole point is to
learn as much as possible, as early on as possible, before
investing too many resources. Rejecting ideas is very
much part of the process.
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Interaction framework:
roles, setting, script, props

Practices and services are a lot less tangible than websites
or products so it can be hard to see which elements are
designed. We use the theatre as a metaphor to illustrate
what can be made. Just like a play, a service takes place

in a specific place (setting), actors have named roles, each
with their own script (codifying what an actor says and
does) and props (physical items they use on stage). For each
interaction, we specify setting, roles, script and props and
we iterate these components multiple times.

Journey maps

Journey maps show the sequence of interactions a user

experiences when going through a service or intervention.
In the Make & Test stage, we use these maps as a tool to
visualize a future state (but they can also be used as a
research tool to visualize a current state). On this map,

g (o e =1 . every interaction is described step-by-step from the
g @Eﬂ EI@ F/r'%‘;‘;ﬂ ' perspective of the person using the service or intervention.
y For each interaction, we outline settings, props, roles and
scripts.

Dimensions of prototyping: desirability,
feasibility, impact
(adapted from IDEO’s Human Centered Design framework)

A social design intervention has to fulfill multiple
criteria. The value proposition, look and feel have to be
attractive to users (desirability). It has to be technically Feasibility
and economically feasible to run (feasibility). And it has
to contribute to the desired outcomes (impact). Only
interventions that satisfy all three criteria can work.

A great place to start is desirability: there’s no point
implementing something nobody wants.

Improvisation techniques

“Yes, and...” is one example of a technique in
improvisational comedy we use. It asks that a participant
accept what another participant has stated (“yes”) and
then expand on that line of thinking (“and”). It is used to
\ 4 improve the effectiveness of brainstorming by fostering
$ —_— -—% the free sharing of ideas. Saying “yes” encourages people to
7

% ) listen and be receptive to the ideas of others. Rather than
immediately judging the idea, we help crews go wacky
and expand on each other’s idea without limitations. Later

eoe in the process, we'll add a hefty dose of discernment and

assess the value of each idea. During the initial generative
phase, we're going for quantity over quality.
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Make & Test products
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Journey map depicting all interactions for
before, during and after the KEA team runs an
adventure
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Each concept is brought to life with a

2nd version of a logic model, linking elements
name, a logo and simple branding

Normalizing ideas not working and
of a designed intervention to desired outcomes

helping to articulate assumptions

LOGIC MODEL

D i Desired
outcomes

I, , hereby give
myself permission to fail in
the following ways:

MERAKI

Pour SOUL, CREATIVITY and LOVE into what you do.

MERAKI

Pour SOUL, CREATIVITY and LOVE into what you do.

MERAKI

Pour SOUL, CREATIVITY and LOVE into what you do.

Poster to explain the KEA concept
and test clarity and appeal with users

Cetetetets
Waystoy.
Communi -

how does it work?

2. Choose your

1. Get your KEA.
adventure.

kinsight events & adventures

Get another KEA Q

for a new adventure!

3. Check the date of
your advendute. D

Cards for staff and users to
test usability of instructions
on a Meraki box

Testing choosing and booking of experi through
a physical ‘key board’ that comes to day programs

<4, sealed,

sign
pelive

Meraki boxes that were used to test desirability
and feasibility with users and staff in programs
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6. Grounding

What's Grounding for?

Arguably this is the most important stage of
Grounded Space. If a new solution is not ad-
opted, we are no closer to improving people’s
lives. Crews look for ways to help colleagues
incorporate newly developed practices.

They apply lessons about the organizational
conditions for experimentation. HR is often
a leverage point: shaping hiring and train-
ing. Data may be another leverage point:
introducing a new metric or documentation
system. Team practice is yet another lever-
age point: transforming team meetings and
communication routines. Although we time
bound this stage to a few months (because
of our own resources), in reality, grounding
new practice will take years. Our assumption

6. GROUNDING

Scaled
practice &
practiced
crew

Tested &
refined

concepts

has been that because crews are drawn from
the organization, we will have ready-made
champions able to keep up the fight.

What's does it look like?

Crews codify and document the solutions
they develop. What happens step by step?
What's the delivery model? What resources
are needed? What are the desired outcomes
and how do they link to the solution? What
are the design principles? Grounded Space
supports crews to package solutions and
connect with future funders and resources.
Grounded Space members can try out each
other’s solutions, and in doing so help to find
ways to spread and scale them.

Structure: Key activities Frameworks & tools Product

Sprint #1: Codifying of user journey Blueprint

Codifying Design principles

Sprint #2: « Codifying of staff roles, Prototyping dimensions Social business plan v1.0

Codifying continued

support processes and
systems

MVP

Logic Model v2.0

Sprint #3:
Narrative

» Writing
« Reflecting
« Consolidating

Guided reflection

Social business plan v1.1
Role descriptions
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Sprint #1: Codifying

In this first sprint, crews started
documenting their tested solutions. They
looked critically at the lessons from
prototyping and summarized them in

a narrative. What did they learn about
desirability, feasibility, and impact? And how
do we know that -- what did crews see and
hear as evidence?

Crews also shifted from describing their
concept as a journey of user-facing
interactions, to a journey with back-stage
interactions. Backstage interactions are
those required for implementation. They
worked on large sheets of paper to identify
staff roles, protocols, systems, and processes
needed to deliver the front-end experience.
We call these blueprints.

We see implementation as a part of a
research and design process, and we
continue to prototype throughout the
Grounding stage. In their blueprints, crews
flagged magical moments (highlights in
the user’s experience), critical moments
(critical to achieve intended outcomes), and
barriers. The goal was to start to assemble
an implementation strategy.

It is during implementation that new
concepts risk being watered down to make
them more manageable. Intentionality can

resutt

Deep scale & re-
deployment of crews
- operational touchpoints
to embed new concepts
& practices into
every day

evaluate
success

create
training

be quickly lost. Using examples of design
principles of Disney, Green Homes and
Reggio Emilia schools, crews articulated
design principles to anchor the intent of
their solution in writing.

Sprint #2: Codifying continued

Documenting and codifying takes longer
than a few days. This second sprint started
with writing elements of a social business
plan: what the ‘product’ is, the underlying
research, how it works, intended impact, and
feasibility requirements.

We looked at the current conditions enabling
or threatening the adoption of the idea and
applied dr. Susan Michie’s behaviour change
wheel. Are the conditions that are needed to
implement the solution present?

A crucial part of the business plan is the
revenue and costing model. We looked at
the resources needed for a minimum viable
product (MVP), with just enough features to
satisfy early users and to provide feedback
for future development. We also looked at
resourcing strategies including reallocating
current staff, attracting new human
resources such as volunteers, generating
revenue from sales, and finding external
funding.
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Elements of the journey
map explained
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Grounding activities
|

"R I et

Presenting the next version of the Theory of Change: how
the designed intervention is to lead to desired outcomes

Documenting the design and learnings
of the intervention in a portfolio

Sprint #3: Narrative

We then asked crews to look back at their
In the last sprint of Grounded Space 1.0,we ~ Grounded Space experience, using guid-
took stock of our social business plans. Crews ed reflection. Drawing on artifacts from

spent a full day adding sections describing throughout the two years, like the original
the product, target groups, key insights from  video narratives and communication tools,
the research, the resourcing model and an we tried to jog people’s memory. Crew mem-
improved theory of change. bers talked about big and small moments
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Teams reflecting at the end of a sprint day;
the giant ball works as a talking stick

Reflection meets humour: a puppet show to
show what helped/hindered a team process

™
2 - =7 *

A dinner with the B.C cohort to mark
the end of the first cycle

Summarizing a guided reflection
exercise, looking back over a year

they remembered, and annotated a big post-  brainstormed titles for stories worth writing

er. They then looked for patterns, currents, about Grounded Space. After voting, peo-
findings and learnings between it all. What ple pitched their favorites, and wrote six of
have we learned about what is the ground them. For a list of all possible stories, flick
for experimentation? What are the condi- through the last page of this section. To read

tions helping or hindering Grounded Space?  the six individual stories and summaries of
the Guided Reflection, skip to section four.
On the last day of the sprint we collectively
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Grounding frameworks & tools

Guided Reflection

Guided Reflection

Guided Reflection is a group reflection exercise. In the
first part, the group remembers what happened. Who was
involved in the process? Which moments stand out? We
show photos and video to jog people’s thought process.
Everything is written down on a big poster. After this,

the team identifies currents, recurring themes, patterns,
learnings and core findings. The poster is an important
artefact as the visual notes of the shared conversation.

g%, &

characters

Service Blueprint of Presby Neuro Clinic

Blueprint
b I N | BN Bl | ? i o . . .
PERSOR ":' ; ||—-- * [—?"J _ I Iﬁ‘J : l—'ﬁ” . ﬁ The blueprint is an operational tool that gives an overview
! ] of a solution in enough detail to verify, implement

-- -- --- -- and maintain it. Blueprints display the interactions

o, . - - experienced by users and align them with the invisible
back stage processes, systems and roles needed to deliver

- . -- the user experience.
H E E EE H B

56



Grounding products
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The poster at the end of a guided reflection Two of the four crews produced a portfolio

showing each crew’s harvested insights to document their tested solution. The other
two crews have decided to keep testing their
solutions.

Theory of Change ovrcous
PROMPTS HUMAN CONNECTION e N T L
g::;;"“;‘;;;;:g;:gvﬂj‘lggm R i ek MOTIVATED &
people,fomiles, strangers, and learning wthneaoun CONFIDENT
Tt .
posimveLY DisRUPTS - .
Vet it g the mundane ith oo
small and novel act. GREATER COMMUNTY e remove s ascomtr
PROGRESSIVELY CHALLENGES i CONTROL & e bt
Mere buldsroas orpeopl to move [ i \TER
seyond their comfort zones by layering OPENING and PROVIDES MATERIALS ‘comfort zones expand. CONTRIBUTION
expeiences and <hallenges Dremtimgwina  Weriovepeopk i
i e
Forevervor =
Meraarecognizes that everyrne onprocess  EuwANCES WorATIon
Jeaens i dieren ways and srves or DUPMOCHS | Salupamensedans
something for everyone to engage with in PR ‘Merckibox GO
e = ST
aces possioLe ———
Meraki fecls like a ift coming t0 yo, pRIMEREXPERIENCE  DisUPTS ROUTINE MORE
taking away the barriers to doing new KEY INSIGHTS MERAKI IS BASED ON: ‘Community crawl Meraki prompts people to.
things and inspiring you to fearlessly cards. do different things. TR INTERACTION DETERMINANT oureons
step out of the every day. . Support werkers et slled and motiated oty new things,buthad lile CONNECTION,
opporcuniy o do o. JOY & PRI
'SPARKS JOY = Support workersdescribed bringing forward deas but ot knowing ther D e EXPANDED
Merah s made with soul, ety love it o b ol s o
 some sweat cnd tears) and inspres aimedtyihers Ton e yeErmmm COMFORT
‘people to do things with soul, creativity, =+ Persons served felt they had to stick with routines; some were not aware of select boxes. ‘choase a box together. EXPERIENCE PRACTICE & REHEARSAL
and tears,and hopeuly s anivadmses cponr oo . prosn e

7ot 00 much blood. - Person erved and support workers operted . perisson-scki Hacstrogiing & persons servedto pracice

tnd sppor e perc e g s deEe
wviTes nmaTve by oroerTI = e
‘Merakiisn't another prescriptive task. = Fear around rying something v faling,focing questions, or wors, Dol Yoursef coaching o create and share thle
Yot nvited o Ivent your own e g e i i s : Mersibe v ero ey e e
by #hacking, #wrecking, #creating, making resources for moteriols. ‘box, does reflection.
Fbulding,smaking and fadapting. SR

e

Articulating design principles for Meraki: Outlining the theory of change for Meraki:
what is its essence and soul? how do its designed interactions link to
outcomes?

Blueprint o —— Role descripti Touchpoints

miscion - e
ehige e =

Sign-up for KEA

A blusprint vy

sploy e fronstage

aduentures ks

PRIME / FRONT STAGE

adventures board adventuresbrochure

PREPARE / BACK STAGE

Visualizing the KEA blueprint: frontstage and Documenting the key roles and props
backstage elements for Meraki
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43 titles for Grounded Space stories, imagined by crews at the last sprint:

Pride & possibilities
Painful playbacks

Find your sweet spots

oo

Taking a deeper look

oo

The coffee grounds for
experimentation

oo

Houston, we have a problem

oo

Misunderstood in space

o]

Beautiful disasters

oo

The survey says

oo

From mission possible to mission
shift: how we learned to love and

hate design thinking!

oo

The struggle is real!

oo

In the dark

oo

Tension points

oo

Blood sweat and tears

Shifting relationships

Bumping tables

oo

Our default is “we believe you”
(o)
Donkey won't go

So what?

oo

Clouds to the north star

oo

Protecting our status quo

oo

Started from the bottom now we
are here

oo

Post analysis

oo

Are we there yet?

oo

Finding the north star
Energize! Engage!

oo

The pitfalls of planning & thinking
& the value of doing

oo

The new guy/gal

oo

It's not a box
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Sprinting through speed bumps

oo

Fabulous failers embrace change:
we hear you, the routine trap,
fight or flight, groundhog day, the
littlest spark, following the energy

Experimenting with friction
The feasibility trap

We're still here

oo

What's love got to do with it?

oo

Infertile grounds

oo

Birth of Meraki

oo

Meraki miracle

oo

Philosopher boxes

oo

Systems in question

oo

The amorphous beast

oo

Fresh air & wind in our sails

(o]

Sans-vision



3) Portfolio:
What did we produce?

Written by crews



Have you ever gotten into a box
to get out of the box?

60



Experiential library Meraki

What is Meraki?

Meraki is a library of experiences to prompt
trying something new or put a twist on
something old — from rolling sushi with
neighbours to natural dye making. All to
create more moments of beauty, meaning
and connection. Sometimes the experience
will go exactly as planned; sometimes it may
be a beautiful disaster. Whatever happens, it
spices up the day with more heart, soul and
creativity!

Each experience comes with materials,
explanations, and permissions to get going.
Rather than a librarian, Meraki is delivered
on-site by the ‘Maestro’, who also addresses
barriers as they arise, and draws out learn-
ings. The Maestro also helps to grow the
library, and supports people to add their own
experience, bringing ideas into fruition.

Adding spontaneity to routine

Both residential and day services are tied to
routine and recurring events. There is not
often space in the day for spontaneity or
fortuity — let alone the time to do the prep
work required for brand new experiences to
unfold. This is where Meraki comes in:

> It's a joyful disruption Breaking routines
with a mindset of novelty and wonder.

> It's non-hierarchical Giving support
workers the opportunity to do something
new without having to seek permission.

> It provides inspiration Allowing support
workers and persons served to experience
fresh ways of engaging in the community.

> It's accessible and incorporates multiple
modalities and learning styles in every
experience.
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Research & testing

4 32 51 17 61 100+

Programs Staff participating in playback

Interviews

Hours of staff

Hours of ethnography

Survey responses

shadowed

with people served

ethnography
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In context research

As aresearch team, we spent three months
in context with staff and persons served in
programs to gain a deeper appreciation and
understanding of day-to-day experiences.
Blending ethnography and design research,
we were able to gather people’s stories and
learn more about what shaped their think-
ing and drove their behaviours. This allowed
us to uncover groups of people with common
frustrations and motivations, and under-
stand the organizational conditions affecting
the adoption of new things.

Key insights that contributed to Meraki:

e Persons served felt they had to stick
with routines; some were not aware of
other options and had limited exposure
to novel things.

o Support workers felt skilled and moti-
vated to try new things, but felt little
opportunity to do so.

o Persons served & support workers op-
erated in a permission-seeking environ-
ment, where not having explicit permis-
sion to do things worked as a deterrent

Spending time with a person served
to understand lived experience in
a residential program.

Some context

Safety and comfort are important values

of the existing service system. For many
persons served and their support workers,
routines are predictable and controlled.
Breaking out of routine can be perceived to
be risky -- and hindered by a culture of com-
pliance and a lack of resources.

Hierarchy can also be seen as a barrier; sup-
port workers may not feel they are allowed
to alter the schedule and do something dif-
ferent. Meraki provides the materials, per-
missions and resources to bring spontaneity
to people’s days and their ideas to fruition.

Meraki is designed for:

o Staff who feel held back by permissions
and/or lack of resources

o Staff who have ideas to offer, but no
format for sharing

e Persons served who would like to or
would benefit from breaking out of rou-
tines and adding new elements to their
days
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with prototyping

3 9

Rounds of Meraki boxes
prototyping tested

mandala

Pay it forward
==Fle % d g
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Programs helped

Desirability, feasibility & impact

First of all, we wanted to test if the Meraki
concept appealed to users. If it didn't, there
would be no point in investing our energy
into it. For 9 different boxes we created the
cover, to learn which ones would appeal to
whom. We visited day programs and residen-
tial homes, and with over 50 people subscrib-
ing to try a box, desirability was high.

Next, we tested ‘feasibility’, if it was possible
for staff and persons served to use the boxes,
with the materials provided. We returned to
3 programs (day programs and residential
homes), and 6 people who had subscribed to
try. This time, we moved beyond mocking-up
the exterior of boxes to creating the content
of each box. We tested how materials were

During initial prototyping, we found that
for Meraki to have real impact, coaching
and reflection needed to be integrated into
boxes. So we developed and tested the role
of the Maestro, who delivers Meraki boxes,
addresses barriers that arise, and draws

out emergent learnings. We learned that
gentle prodding and encouragement was
necessary. Meraki boxes could be lost in the
shuffle as staff left for vacation, when shifts
changed, or when temp staff filled in.

displayed, how directions were communi-
cated, and how to get across the spirit and
intentionality of Meraki. One of the many
things we learned is that boxes were over-
whelming and the directions too complex.

In the third prototyping round, we addressed
these issues, improving the information
design and how objects were displayed.

This time around, we wanted to learn how
the boxes would be used in day programs
and residential houses and whether they
would actually lead to more moments of
joy, creativity, love, connection. The Maestro
followed-up with participants to gather
reactions and track impact. We captured
stories of laughter, confusion, humility, and
surprise and were able to adjust our Theory
of Change.
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Inside a Meraki box

Meraki comes to you
packaged as a delightful
gift to be unwrapped

Four core components
of each Meraki box:

Ready to go Mobilization prompts
Each box comes with prompts people to reach
materials to get you started, out and involve others,
and a list of additional inviting them to the
supplies that can be sourced experience, offering

in community and turned a gift, or suggesting

into adventures! conversational prompts.
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HACKIT!!

Meraki encourages people

to make the experience their
own by encouraging to make
hacks and adaptations, such
as hand-drawing materials
to for the experience yourself.

sushi Lovers
Guide to making
yummy sushi

Easy to access

Each experience comes with instructions for those
who want it. Written with simple language, broken
down into easy-to-follow steps, and provides lots of
photos and illustrations for folks with low literacy.
Also, the boxes are organized into compartments,
making it less overwhelming and tactile!
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The experience, step by step

Follow how a person might interact with
Meraki, and see the core interactions that
make up the intervention.

Primer experience (first time)

Meet the Maestro

Maestro visits a day pro-
gram to drop off a prompt
cards set to get people to
explore their local area. It’s
a short and sweet taster to
prime people for Meraki,
and comes with ice cream.

Primer experience happens once to engage the group, and gauge how best to coach

Community Crawl

Equipped with the commu-
nity crawl cards, persons
served and staff get out of
the door. They explore the
area around the program
using question cards.
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Ongoing Meraki cycle

Experience library

Maestro returns with a
choice of boxes, and to
model a mindset of curi-
osity and creativity. He
underscores that staff and
persons served have per-
mission to choose, to use,
and to adapt content.

Opening

Staff and persons served
receive the gift wrapped
box they chose from the
Maestro. The box sparks
curiosity to try new things,
while messaging is honest:
“Doing this may not be easy
or fun all the time”.
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Reach out

Persons served and staff
mail or drop off the invi-
tations, using them as an
excuse to (re)introduce
themselves and connect.
They also source the fresh
ingredients needed for the
experience.

Experience

Everyone comes together to
do the Meraki experience,
using all the materials and
resources contained in the
box. Folks are encouraged
to hack and add their own
creative flair.

Check-in

Maestro calls-in to see how

it's going, and to plan a
time to pick-up and swap
Meraki boxes -- or to offer
a nudge and some helpful
advice, if needed.
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Pick-up & deepen

Picking up of the box is a
reflection moment. The
Maestro creates the space
to listen to reactions and to
reinforce learning. This is
also the moment to choose

the next Meraki experience.

Once a Meraki experience is complete a new box can be signed out. This cycle can be repeated indefinitely.

Meraki buzz

The Maestro emails a photo
update to all programs,
which is automatically add-
ed to their digital picture
frame. He collates use data
and ideas for future boxes,
visiting programs to further
co-develop the content.




How Meraki creates changes

The Theory of Change diagram below shows
how Meraki’s designed interactions are
linked to our desired outcomes. A part of this
theory is tested during prototyping.

INTERACTION

Opening
and interact with the
content of a Meraki box

Primer experience
Community crawl and
meeting the Maestro

Experience library
Maestro comes to you & gives
permission to select boxes

Pick up & deepen
Maestro picks up the
box, does reflection and
reinforces the learning

Community
engagement
prompts within
each Meraki box

Primer experience
Community cards

Experience library
and Maestro giving per-
mission and guidance.

Reflection

Maestro picks up the box,
does reflection and rein-
forces the learning.

outcowme: a desired result of Meraki
INTERACTION: @ core activity of Meraki
pETERMINANT: hOW an interaction links to an
outcome by shaping people's motivations,

capabilities, or opportunities for change.

DETERMINANT

provides materials

Meraki gives people resources

to do novel experiences.

disrupts routine
Meraki prompts people to
do different things.

enables collaboration
staff and person served
choose a box together.

models excitement

Maestro models excitement,
curiosity and being comfortable
with the unknown

removes barriers
Prompt cards make it easy to
engage, remove some discomfort

facilitates repetition
Through continued exposure
comfort zones expand.

practices & rehearses
Maestro holds space for
staff & persons served to
practice doing progressively
more challenging things.
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OUTCOME

GREATER CONTROL &
AGENCY

Support workers & persons served feel
they have agency & control to decide

how and what they do on a given day.

MORE MOMENTS OF
CONNECTION, JOY & PRIDE

Support workers and persons served
experience more meaning through
a greater number of moments of
connection, joy, pride, and curiosity.

MORE MOTIVATED &
CONFIDENT

Support workers and persons served
feel motivated and confident engaging
with community around them.

GREATER CONTRIBUTION

Support workers and persons served
feel they have something worth
contributing and are contributing to
their context.

EXPANDED COMFORT
ZONES

Support workers and persons served
are going beyond their comfort
zones and feel capable & ready to
navigate associated challenges.




Testing Meraki at Broadway House
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It was dinner time at Broadway House. Eve-
ning support worker Mary was waiting for
her colleague Pam to come back home from
her outing with one of the residents. They
were planning to do the Sushi Meraki box
that evening. Over the last few days other
support workers had made rice and gone
grocery shopping with persons served to get
ingredients needed. The residents of Broad-
way House didn't seem all that interested

in making sushi, but they were curious and
wanted to be around to see it all play out.

Had the support workers ever made sushi?
Never. “ Who ever makes sushi?" they asked.
"If you want sushi, you just go buy it.”

Not surprisingly, Mary and Pam were a

bit anxious. The Meraki Box had clear
instructions and many of the ingredients
required to make sushi. With a tight time
crunch and people hungry at the table, they
curiously unloaded the box, hoping to be on
their way to sushi land.

Interested in Meraki?
Want to know more or be involved with
further prototyping? Download the portfolio

or email peter.greenwood@posabilities.ca

One hour later...
Did they have a sushi or something that
resembled sushi?

NO.
But they had a hearty laugh.

In their words, "It was a beautiful disaster.”
Everyone ate what looked like “sushi from
the war zone." More laughter followed, and
surprisingly “[the residents] all gave us ku-
dos for our efforts.”

Their advice to others?

Would staff and persons served recommend
Meraki? They all said, “Yes, do it.. you may
like it, but just don't sweat it!!”

Breaking out of routines, and stepping out
of comfort zones is not easy, but when you
do, you redefine To-Do tasks into Ta-Da
moments. You create opportunities for soul,
creativity and love, which is the experience
we want Meraki to prompt.




KEA is all about shared human moments
between persons served, staff, managers,
community members & businesses.

We believe that small moments can invite
us to take time to reflect and to change the
way we view our work, our lives, ourselves.
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KEA, Kinsight Events & Adventures

What is KEA?

KEA prompts human moments between
service users and staff who feel stuck in their
day program. To do that, it uses community
adventures. It has two parts:

» Adventure: staff and persons served par-
ticipate in an experience as co-learners, and
then share with others at their program.

* Mission Shift: during adventures managers
backfill for the staff person going out.

KEA’s collection of community adventures in-
cludes experiences from pottery to parkour,
and from circus school to culinary activities.
With KEA, all staff and users receive a key.
Only when at least 2 keys are redeemed for
the same experience from the menu, will the
adventure happen.

Space for new relationships

KEA touches on a sweet spot. It brings joy,
excitement and new experiences into per-
sons served and staff lives who feel in a rut.
They can participate in adventures without
having to find extra funding, or extra time
to research and prepare. It builds new rela-
tionships between places and people in the
community with staff and persons served.
At the same time it provides space for a new
relationship between managers and staff to
form.
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Research

16

Interviews

60 50

Hours of shadowing
staff/ person served

Hours of staff
interviews

interview to understand
ations, beliefs and pain points
ing with lived experience

In context research

We spent three months in context with staff
and persons served to gain a deeper appre-
ciation and understanding of their day-to-
day experiences, inside and outside of day
programs. Using ethnographic and design
research, we were able to gather people’s sto-
ries and learn more about what shaped their
thinking and drove their behaviours.

We uncovered groups of staff with shared
frustrations and motivations, and learned
about conditions within the organization
affecting people’s adoption of new things. We
framed ‘How could we’ questions to open up
opportunity areas for Next Practices.

Key insights

Everyone learns One key challenge is

staff feeling they are expected to facilitate
learning without being trained as teachers/
coaches. This also sets up a divide between
teaching and learning, between staff and
person served..

& testing

24 3 30

Playback
sessions

Hours of synthesis Staff participating

in playback events

A playback session to share
insights with staff and end

> How could we see staff and users as
co-learners?

Resource abundance Staff have perception
of resource scarcity. Frontline staff felt there
were limited resources to do anything new,
and that out-of-pocket spending was often
required.

> How could we create a sense of resource
abundance?

No barriers It takes time, effort, and lots
of assumed knowledge to plan what to do.
Without time or tools for planning, it often
doesn’t happen.

> How could we do planning with and for you?

Walk in each other’s shoes Perceived
power hierarchies came up often in the
research. Many frontline staff had a
narrative of feeling unrecognized and
misunderstood.

> How could we signal to staff that their
experiences are understood, and give
managers an opportunity to continue to
see and feel the frontlines for themselues?
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With Mission Shift, managers fill in for
frontline staff on a KEA adventure. This was
logistically difficult and whilst we hoped

a clear value proposition might help make
the case, not everyone was convinced.

During initial prototyping, we found that
for KEA to have real impact, we needed
to prime people before they went on
experiences.

We tested a menu board to choose
adventures and respond to the pain point
of not getting stuck in repetitive schedules.

When staff and end users return from their
adventures, we used photos to prompt
reflection and discussion - creating an
analog version of Instagram!

We sourced many adventures and learned
that local businesses are willing to adapt
their programs to allow all people to enjoy.

Desirability, feasibility & impact

A total of 43 people signed up to do KEA,
25 people served and 18 staff. We've
prototyped two KEA adventures, with 5
people so far: a pottery workshop and
meeting unusual animals at the animal
shelter.

We heard that KEA provides agency and
choice. The role shift of staff and people-
served going on an adventure and learning
together (instead of being teacher and
student) was also appreciated. We observed
people suggesting adventures to others or
finding more people, as they needed more
people to join to ‘unlock’ an adventure.
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Top Features of KEA

Menu board to choose adventures

Responds to pain point of not getting stuck in the same
schedules, and the reality of staff not having time to plan
Or Set-up New experiences.

Characteristics:

- Novelty: new adventures or events

- Location: within local community

- Crowd sourced: ideas come from adventurers (over
time)

- Variety: arts, fitness, culinary, animals

During prototyping: We found a high number of
adventures. We learned that local businesses are open
and willing to adapt their programs to allow all people to
derive enjoyment.

Mission Shift

Responds to the pain point of schedules & ratios being a
barrier for learning. Also responds to the perception of
the power divide between staff and managers.

Characteristics:

- Managers block off a chunk of time per adventure (3
hrs up to ¥ day)

- Managers take on the role of CSWs during their shift
- The shift is framed - by KEA crew and a pledge signed
by all staff and managers - as an opportunity for

managers to reconnect with users

and feel the current realities of front line work;
everyone is encouraged them to take a curious and
open attitude (and have reflective, non-performance
related conversations).

During prototyping: Mission Shift was logistically
difficult. Managers have many other responsibilities, and
whilst we hoped a clear value proposition might help
them to make room in their schedules, we weren't able to
overcome practical & conceptual barriers.
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The adventure experience

The KEA adventure allows for co-learning where

staff and persons served can create more of a peer
relationship: they learn something new, at the same
time. Instead of staff in the role of caregiver and
persons served in the role of client, KEA experiences
enable both to enter an experience as learners. It
responds to staff feeling they were often asked to be in
the role of teacher/caregiver, without always having
the know-how and background skills.

It also responds to pain points of staff and users
wanting new learning opportunities -- without
worrying about time to plan, or enough money to go.

The goal? For adventures to renew relationships, and
spark an interest or passion.

Characteristics:

- First times: something new to both adventurers
Free: No cost to users (covered by KEA)

- Pre-planned: No planning required

- Externally facilitated: Run by host business/org

iy
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During prototyping: staff and persons served
expressed appreciation and excitement toward KEA.
It brought out different emotions (e.g. enjoyment)
and created a spirit of acknowledgment of their pain
points and challenges. For Simcoe: responding to

the lack of time they have to prep for their “learning
opportunities” that they're required to facilitate.

For Salisbury: responding to the perceived lack of
resources to do new things.

For one staff, the ceramics course brought back
forgotten childhood memories! Once she felt the clay
turning in her hands, she remembered the feeling of
making pottery when she was a kid.

A person served had her first encounter with a rat at
the animal shelter. She had a great connection, was a
natural in caring for the rat, and excited to discover
this bond. She was curious about a future pet rat!

These experiences show that participants were
excited and able to be co-adventurers, because it was
something outside of their routine, and it was new to
them and/or something they wanted to try.

After party

After a KEA adventure, it's time for a party to swap experiences
to see if we addressed the pain points by coupling adventures and
mission shifts. We want to make space to learn what worked well,
what didn’t, what can we iterate?

The party has two parts:

1. Have people who went on the adventure put up pictures and
annotate with captions and rate. Important to make it clear to staff
to reflect on their own experience.

2. Bring in participants from the broader program to talk about the

photos and managers experience back at the program.
Characteristics:

- Rank and Rate: Time to get feedback on the adventures
- Visual and Interactive: Digital and printed photos are the key to
conversation
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The experience, step-by-step

The following journey displays the interactions staff and end users have with KEA, and the
interactions managers and staff have with Mission Shift. For the service to be coherent and
impactful, both sets of interactions have to be in concert with one another.

Intention: break down silos and create new Intention: remove logistical barriers by
relationships between staff and people- working out schedules, keeping adventures
served that don't typically work together. close to home base, and covering costs.
Touchpoints: Touchpoints:

* Brochures * Status board

- Adventure board with invite keys « Confirmation

* team shirts

one week later...

Kee

Sign-up Invite

KEA shows up at day programs. Persons served & When an adventure is confirmed, the
staff receive a KEA key to sign up to an adventure. people who booked receive an invite.
“I chose pottery, and it got unlocked when three “Oooh, for me?!”

of us signed up!”

a few weeks prior. O ! one week prior.

)

Schedule Orientate

Kea crew connects with a Managers then receive an

manager to book their 3-hr  orientation to ensure they

Mission for the month. know the needs of the people
they’ll support.

Intention: remove logistical barriers by working out schedules between staff & people served and managers/ supervisors.
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Intention: KEA shifts roles from staff Intention: Adventures are small Intention: KEA wants staff to feel

and people-served to co-learners. and intimate events to enable appreciated, and to use relief time
The pack help to get in the mindset. quality peer-to-peer interactions. to collaborate with management.
Touchpoints: Touchpoints: Touchpoints:
- Swag bag * Smartphone for pictures * 'Kelp' rating board
* Adventure location * Kinstagram photo board
8:45am 10:00am - 1:00pm 1:30pm - 2:00pm
e e
el |
A

Get the pack Go on adventure After party & Rate

Before going out partici- Adventures are community activities After the adventure there’s an event at the
pants receive a bag with open to all. Staff and person-served both program. Photos are shared on a photo board.
information and a camera. participate in the activity as learners.

“We told the stories of our trip to everyone at

“We all got to make our own mugs and our program. We got to rate our adventure.”

learn how to use the pottery wheel!”

KEA adventure day

10:00 am - 1:00pm

Get the pack Shift time After party Reflect

Managers receive a pack to During Mission Shift, managers As participant adventurers After people leave, the KEA
reinforce learning & curiosity. embody their new role and take time come back, people in the crew invites participants to
They are invited to sign a to observe what is happening. program gather to hear about talk about their experiences
pledge around the intention of their experience. and human moments.

the shift.

Intention: Mission Shift creates meaningful moments and interactions between people (persons served, staff and managers) on more equal ground.

Touchpoints: Touchpoints: Touchpoints:
* Mission shift pack « ‘Kelp’ rating board « reflection props
* Pledge « Kinstagram photo board
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How KEA creates change

The Theory of Change diagram below shows
how KEA's designed interactions are linked to
our desired outcomes. A part of this theory is

tested during prototyping.

INTERACTION

Goingona
co-learning
adventure

After Party!
+ Rating

Goingona
co-learning
adventure

Choosing an
adventure you
personally
want

Managers
relieve staff on
Mission Shift

a desired result of KEA
a core activity of KEA
how an interaction links to an
outcome by shaping people's motivations,

capabilities, or opportunities for change.

DETERMINANT

Access: Persons served engage in activities
that are atypical of day programs and we
removed barriers to getting them there.

Mutuality: Role swap in which manager
step into the role of staff and have a
more open basis for communication.

Expectations: Staff are given permission
to be in a student role instead of a care-
taking role. They don’'t have to know all
the answers or facilitate learning.

Agency & control: Staff choose
what they want to learn and try.

Shared experience: Managers
experience the frontlines and walk in the
shoes of staff. Managers and staff have
shared moments doing the same thing.
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Interdependence
(person served):

Persons served feel less ‘served’

by staff and more in a symbiotic
relationship. They are leaving the
building to interact with community,
and are engaging on their own
terms. They ask less for permission.

Greater Solidarity
(managers):

Managers and staff see each other as
part of the same team, experiencing
similar things. Managers are saying:
“I found it was difficult when...”

Greater Equity
(staff):

Staff are feeling more on equal
footing with persons served and
managers. They see their role in
terms of doing with, not for, and they
see themselves and person served as
capable learners. They are less afraid
of getting in trouble, and see that
community is accessible, hospitable
and wants to engage with people with
disabilities.
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4) Reflection:
Learnings from the crews

Written by crews



posAbilities’ guided reflection

We realised that our core mission, outside of rub: “Do we really need to figure out what's
spreading the solution (Meraki), is shifting next if what we do is already best?”

culture in our agency. We recognize the next

practice Grounded Space is all about, and how So we introduce Meraki, at least for now, as a
big a shift that is from how things work today. lightly disruptive experience. We're trying to
One of our most significant leanings is about  help people make the leap to the new world,

what actually makes up our organizational without it being so scary. We want to hold
culture. And that even when we've finally hands and guide people over the edge.
shifted, there will always be a next shift to

make... So it's never ending. When we tested Meraki boxes in one of our

day programs, someone called the sushi they
There’s lots of routine to disrupt, and there made “a beautiful disaster.” We think that’s
are plenty of people who like those routines.  exactly right! They had a new experience and

This will need continued nudging through took something away, even if it didn’t go to
many interventions such as Meraki. We have  plan. We continue to identify early adopters,
met real champions in the agency for next willing to try something new, who are the

practice -- and, for many others, there’s a culture shifters. We also want to be really
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intentional about the origins and intentions of
Meraki. We see Meraki as just one tool to move
us towards a culture more comfortable with
experimentation and colouring outside of the
lines.

Questions we still have:

« Asking people to do things differently is
hard, and people like to do what they know
and think is required. Could and should we
make this more comfortable?

« How embedded and peer-led can we really
be when power & hierarchy is a reality?

- What will it take to keep us going, even
when things fall flat? There have been
so many things that didn't succeed in
Grounded Space such as our first kick-off

event during the December holidays. Yet,
we've kept trying. Why? What does that
say about our motivation, and how do we
unlock that for more people?

Interestingly, the pain point behind Meraki

is that staff feel they have ideas, and are
motivated to try new things, but don't have

the power or opportunities to do so. We found
several other pain points in the research. There
is enthusiasm to address those. The question is:
where to next?

If we had to summarize what we have
learned for sure, it’s that 2030 is only 12
years from now, and we want the future to
be different than today.
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posAbilities’ individual reflections

Just roll with it

Written by Kavita

It was Sunday evening and almost time for dinner. Mary,
the evening staff, was waiting for Pam, the other staff, to
come back home from her outing with one of the residents.
They were planning to Sushi Meraki box that evening. Staff
had made the rice the previous day and another staff had
gone grocery shopping with Mike.

Were the residents of the house interested in making sushi?
Not particularly, but they were curious and wanted to be
around to see how it would play out.

Had the staff ever made sushi? One said: “Never!! Who ever
makes sushi? If you want sushi, you just go get it!”

They were nervous and anxious as they followed the
instructions on the Meraki box. The mat to roll sushi,
vinegar, and chopsticks were all included in the box. With
a tight time crunch and people hungry, everyone thought
they were on their way to sushi land. All the while, the
residents were examining the items in the box and on the
table.... They weren't the usual ingredients.

One hour later... did they have sushi or something that
resembled sushi...? No! But they all had a good laugh. A
staff member said, “It was a beautiful disaster.” Everyone
ate what looked like “sushi from the war zone.” More
laughter followed, and surprisingly, staff reported that “the
residents all gave kudos to our efforts.”

What is their advice to others? Would they recommend
Meraki? They said, “Yes, do it... you may like it but just don’t
sweat it!!”

Breaking out of routines and stepping out of
comfort zones is not easy. But when you do, you
redefine To-Do tasks into Ta-Da moments and create
opportunities for discovery, laughter and learning.
That's the Meraki experience.
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Sarah Schulman, 12:55 AM Sep 25
This is an amazing quote - and should be
the title of the story!

Gord Tulloch, 8:35 PM Sep 25
Agree. I love it.



What happens next?

Written by Irene

(Draft -- the idea is that the story is from the point
of view of an Embedded researcher still in thought)

At this point in the Grounded Space journey, when I am in

a state of reflection after a sprint with my Grounded Space
teammates, a question comes to mind: What happens next?
And what if nothing happens? What if all the hard work
was for nothing? Is it a huge waste of time and money? Do
we have a great solution that will unfortunately never be
utilized? I am feeling in limbo while waiting for the moment
in the future when things will change. Here we are trying
to promote experimental behaviour, while at the same time
lacking control over the outcome.

Harsh critics may legitimately ask all these questions.
These questions also reflect my internal dialogue and self
doubt. Then, there is the ultimate question I have heard
many times while trying to explain Grounded Space to my
colleagues in day programs: what's the point of it all?

There are no straight answers. Even if nothing more
happens with our solution, my more optimistic side can say
that some changes have already happened: words such as
“change,” “breaking the routine” and “trying new things”
are said and heard more often by staff; and doing research
and prototyping in the field had impact in the programs
and amongst management.

I learned things we cannot unlearn. The journey was a
force that impacted different layers of the agency, and I do
think we caused a ripple in a big pond. And then there’s my
many personal experiences on how to see and do things
differently, how to ... (unfinished).
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Melanie Camman, 2:33 AM Oct 6

I really like the premise of this story, I
would like to see it complete and flushed
out a bit more, the voice of our inner
critics countered by the voice of vision for
the future. Irena please keep writing this
one. Lets add and edit this one so it gets to
a completed stage.

Sarah Schulman, 1:06 AM Sep 30

Legitimate questions. One of the reasons
we started Grounded Space was to put
less focus on the solution, and more on
the cultural conditions that give rise to
solutions. So I wonder what has happened
around that - I see a lot of promise, as an
outsider, with the fact that the managers
of the day programs were part of the cre-
ation process, the fact you grew your team
during prototyping, the fact there was so
much appetite for Meraki. What if the key
to change is NOT getting so wedded to a
single solution? But to the thinking that
gives rise to new solutions.

Gord Tulloch, 8:31 PM Sep 30

Great questions and conversation. I
suspect that it will be difficult for an orga-
nization to NOT get wedded to solutions
because that is its raison d’étre. We are
the mechanical engines that run solu-
tions. That said, I am curious about how
to provoke a thirst for new solutions (not
so much that we choke on them, which

is quite possible as infants in this new
space). Is the thinking that gives rise to
new solutions compatible with the sort of
thinking required to run them?

Gord Tulloch, 8:34 PM Sep 25

I think changing the things we talk about
can change everything. It presents new
perspectives, possibilities and can bring
about new kinds of vision and common
will.



Boldly Going Where?

Written by Peter

Most stories have an arc, the characters are known, the
conclusion is succinct and the audience goes home content
with what just transpired. Most stories don't leave out

the middle part: the guts and glory; the high point of the
arc; the zenith that a hero gracefully falls, rolls or climbs
down. The middle of the story is what really matters. The
middle is where all the learning, growth and excitement
happens. Yet, here I am, with a beginning and an ending,
but no middle. So maybe this isn’t a story? Maybe thisisa
call to arms: a glimpse of a dream we believe must become
reality.

It is the year 2018 and a year of research and development
within posAbilities is coming to an inflection point. It is
not the conclusion of our work, but this rendition and the
partnership with InWithForward will take new forms. So
as much as this is a kind-of ending, we all know it is really
just the beginning.

We were tasked with discovering the grounds for
experimentation within posAbilities. We spent months
observing and interviewing staff and end users in
multiple programs. We grouped our findings to discover
commonalities and sought out sweet spots where we
could test new ways of thinking, doing and being. We fell
flat sometimes, had our hopes dashed, and started from
scratch over and over again. Yet, we remained committed
and with hard work ended up with a solution we call,
Meraki Experiences. It is a new method for shifting not just
the culture of posAbilities, but the culture of the world.
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Gord Tulloch, 8:19 PM Sep 25

Our ambition is about changing interac-
tions that will have a cumulative effect

on changing culture. I'm not sure we will
change the culture of the world, but hope-
fully, of there immediate worlds of the
people we support and our employees.

Peter Greenwood, 11:55 PM Sep 25

By the end of this piece I felt like it was
more of a call to action and rationale for
the methods GS uses. I'm not sure if it
works as well if I tailor it strictly to Meraki,
maybe it does?



Maybe this isn't even the beginning of the story; it
may just be the prologue.

So there you have it: the beginning of the story.

This is supposed to be the middle of the story....

only there’s nothing here because it hasn't been
written, it hasn't happened yet, and we refuse to
assume or even speculate what it will look like once
it does happen. This brings me to the most essential
requirement of doing the hard work of research and
development (R&D): you must forget what you've
done in the past; you must assume nothing and be
comfortable with diving into the unknown. We have
exhausted the iterations of disability services and
supports we can provide based on what we already
know to be true. This leaves us with no choice but to
find a new approach, if we are going to achieve our
mission of all people living deep, meaningful and
thriving lives.

We are now at the end of our story. It is the year
2030 and we've taken bold step after bold step

into the unknown. We've found, designed and
implemented things we never could have imagined
and shifted our reality to be closer to the dream

of trampolines, not just safety nets. We had our
beginning and are living our end. We co-wrote our
middle.
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Sarah Schulman, 1:03 AM Sep 25

Why is there nothing in the middle? Is it
because you need more time to let things
develop, because that’s the trick that the
middle always has to be re-developed,
rather than preset?

Gord Tulloch, 8:16 PM Sep 25

I think, because we have a vision for 2030,
and some new learning/competencies/
ideas for getting there, but we haven't got-
ten into the thick of it yet. It's an interest-
ing approach. This would need to be a little
more tightened up. The beginning is the
story of Fifth Space and Grounded Space,
the end of the story will hopefully be a
brave new world in 2030. But the writing
of the middle piece has yet to happen.

Peter Greenwood, 11:53 PM Sep 25

This is definitely in rough draft form, its in
my head, but I haven't completely nailed

it down on paper. To me the middle of

the story is the research, the unearthing,
finding the diamond on the rough and to
find that we must release all our assump-
tions and be truly open to what we find.
Also trying to get at the point that the
only way we can create the new world is
through a new route, through new learn-
ings and new ways of thinking. Once this
is hammered out it could be a good tool in
explaining why we are using the methods
we are using and explain why we are com-
fortable with the fact that we don't know
exactly what we are doing.



BACI’s Guided reflection

We found this guided reflection a good
way to see our journey and the key
learning points and break points. We
mapped them in chronological order and
on Susan Mitchie’s behavioural change
wheel. Let’s use the latter to summarize.

Motivation

A pivotal moment came with making the
diorama of 2030 and the ‘Brave New World’
showcasing the next practice we wanted to
see. Our diorama (made very quickly, in 20
minutes) was about everyone being equal,
people not having roles and exchanging
ideas. But the ethnographic research we did
was all about power dynamics and staff not
being heard/ listened to. We felt pressure

to respond to what we learned from the
research -- and the disconnection with the
future displayed in the diorama felt way
too big to close. We felt stuck in forcing a
connection between the two.

Eventually we made the decision to address
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the research pain points. It didn’t sit well
with our team to propose a next practice
when we still needed to get to best practice.
We were afraid to propose an idea that
someone might say, “Are you fucking kidding
me?” But if you don’t have anyone saying
anything it’s hard to know where to go...

Capability

We found that it takes a huge
communication effort to maintain our big
Grounded Space team. At one point, there
was lots of discussion, but far less action.
Booking off time for sprints was another
challenge. As people were often not there,
we had to figure out how to deal with people
coming in and going. We managed to re-
frame this as a useful prompt, rather than
annoying problem. It made us make an
effort to recap decisions and explain our
shifts in thinking, so others could join.

With big teams, ideas can get watered down
and become everything and nothing...“yes
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and..” Sometimes we had the feeling that our
team wanted to go to another direction than
IWF.

Opportunity

On the one hand, we have time allotted and
have been given the space by our Executive
Directors to participate in Grounded Space.
They have backed-off and did not control the
process. On the other hand, we didn’'t know
the vision of the Executive Directors. We felt,
at times, we did not have a clear North Star.
We developed four clear Mission possibles

(or opportunities). Scout was a go-to person
for staff and end users, who could solve
problems and link you to things to do. The
challenge with Scout was that we were
trying to solve too many problems with

a single intervention and did not have a
shared/clear vision. Ultimately, we killed
Scout. We couldn’t reach a consensus

on what it was. After taking a break to
recharge, our team took the initiative to go
back into idea generation. We came up with
a new idea that has felt more doable and
right to prototype.
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Kinsight's individual reflections

Story 1

Written by Julian and Michelle

Once upon a time, there was a team of five people on a
series of quests. The base for these quests was centered on
finding the grounds for experimentation, but was plagued
with questions and concerns about feasibility. The team
began their mission by searching for where the grounds for
experimentation are within the realm of Kinsight’s Com-
munity Inclusion Program. What they soon came across,
but didn’'t put a name to it until much later was..... The Fea-
sibility Trap. This was a treacherous trap, but one that the
team knew could be overcome. Time and time again, as the
team moved forward on their quests, they came across this
horrifying monster, which we soon learned was an alien
(after all, we are in space...). The Alien Monster did rear
his head very early on in the journey in minor ways, but his
first prominent showing was shortly after the beginning of
the design process.

The First Encounter

The first quest was to collect data about experimental
behaviour in day programs so the team decided to have
conversations with staff from Community Inclusion Land.
When scheduling these conversations, your heroes got
their first glimpse of the evil eyes of the Alien Monster that
is the Feasibility Trap. For staff are scarce in Community
Inclusion Land, and so the heroes had to step in and
become temporary stewards of Community Inclusion land
for the conversations to take place. As your heroes were
scrambling to figure out and align their schedules, they
could always hear the evil laugh of the Feasibility Trap
cackling in the back of their minds.

90



Sarah Schulman, 1:00 AM Sep 25

[ am curious about positioning yourselves
as heroes. How do you think that might
be perceived? Are you heroes - or is it

the staff and end users who were brave
enough to take part in the prototypes?

Feasibility Trap from Within

The team chose to accept the second quest, which involved trans-
lating the data found into missions alongside the people of Commu-
nity Inclusion Land. These missions, seemingly workable on paper,
brought to light some constraints that were reflective of the Feasibil-
ity Monster from within the team. Your heroes had to reflect on the
design principles of each potential mission. From there they realized
that these missions could only go forward if the people of Community
Inclusion Land took interest. At this point, the heroes decided to push
forward and silence the Feasibility Alien Monster from within by dis-
playing the missions regardless of their Alien Monster narrative.

The People of Community Inclusion Land Speak!

A mission was set, and all the peoples of all the lands called it KEA.
Such a mission allowed the people of Community Inclusion Land to

go out on adventures and learn new and exciting skills and trades. At
first glance, this mission’s flaws were hard to identify. But upon closer
inspection it was clear that The Feasibility Alien Monster infiltrated
the heroes’ plans. Much like the previous mission, your heroes had to
come up with a way in which the people could go on these adventures
while still maintaining an adequately staffed garrison for Community
Inclusion Land. It was at this moment that your heroes developed and
created Mission Shift. The team believed that Mission Shiit was what
would solve this particular feasibility challenge, but they soon came
to learn, the Feasibility Alien continue to lurk in the shadows.
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Kinsight Kinsight, 10:39 PM Sep 24
clearly the title

Sarah Schulman, 12:48 AM Sep 25

Love the honesty - what kind of impact did
they have on you? Can you be more specif-
ic and emotive? What did these conversa-
tions change for you - in terms of how you

ARE WE THERE YET? Who Cares!
Written by Krista and Angela

Opening Scene: The Grounded Space crew
are at a crew huddle in our Space Station
hovered over a giant schedule. Half are
frantically shaking their heads, while the
other half are busy writing emails. We

are trying to schedule our next two KEA
adventures before the InWithForward
envelope of safety implodes.

Narrator: Maybe Snoop Dogg?
[Zoom in on each crew member]

“Meet Julian - aka Jules, aka The Barrier
King! When it comes to feasibility, he’s the
one that can point out how things can go
wrong from a mile away.”

“Meet Michelle - aka KeaKea from the SIX”

“Meet Angela - aka The Crafter, The Snacker,
The Coffee Fetcher.”

“Meet Krista - aka Purple Ninja.”
“Meet Gareth - aka Our Voice of Reason.”

Where are we!? How did we get here!? (Flash-
back bubble.....)

Coming into Grounded Space, we thought
that it would be a quick and easy task.... boy,
were we wrong! We assumed we would be
starting off with a couple target areas; but
soon realized that this was going to be a
much bigger undertaking. We thought this
would be easy - having conversations with
staff, coming up with a brilliant idea, and

saw things before vs. after?

solving all the world’s problems - once again,
oh yes, we were wrong.

Intensive crash course in ethnographic
research... do you know what
anthropologists do? Yeah, we didn't either.
But we learned it... kind of... something
about lenses, asking questions, and contexts.
Seems like something that occurred long
long ago - just a hazy memory now... We
had some intimate conversations, got some
hard to digest information - even with the
probiotics, we weren't able to minimize the
impact that these conversations had on us.

We initially had our sights set on staff, but
with a persistent knock at our door, we

had no choice but to look at the people we
serve too. This inevitably led us to look at
managers and community members as

well and how we can strengthen all of those
relationships. That is where KEA and Mission
Shift was born.

Our hopes for change and innovation do not
end here.... It has only just begun and we
have many more volcanoes to shake up and
disrupt.

The journey never ends; but we've developed
some pretty cool attractions along the way!
We may not know what the destination is.
We are working on disruptive innovations....
There has been a lot of change...

This whole process has been an experiment...

How fun is the vehicle you are using to get

there? What is the vehicle propelling us to?
What is the best vehicle to get there?
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Starting from the bottom: A rebirth story
Written by Gareth

In our quest from best to next practice, we've discovered that the
path wasn't just about developing a new service or intervention,
but is founded on the quality of relationships and shared small
moments.

We started with a big ambition to reclaim the path of our original
founders (families), yet we knew little about where to start. But we
did know that we needed to start from a different place. A place
where the people we serve and the staff who support them occupy a
more equal space on a daily basis.

We stumbled and we slipped as we began to find our way. It started
out with the staff survey and a goal of returning 100 responses by
December. While the response was disappointing -- only 36 com-
pleted -- it was an early indication of our own hubris and faith in
tools to help us. Next, we ran interviews with staff and bumped into
scheduling and staffing challenges. Yet we drove forward trusting
each other and not wanting to let each other down.

In our playback ,where research findings were shared, there was
some push back and some things that were tough to hear. Yet we
carried on into prototyping. We had the challenge of finding the
sweet spot of an idea that would bring value to all: the people we
serve, staff, managers and the community. Yet we drove on...

With each test, we got closer to our aim of creating new
relationships within and without Kinsight. These are relationships
built on curiosity, honesty and reciprocity.

And they were the relationships that were built throughout Ground-
ed Space. And they are the relationships that need to exist to get us
to next practice.

These are the foundations to building a new way of interacting so
that it’s less about roles of staff, persons served and community, but
more just about community. This is the way our founders saw the
world.
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Sarah Schulman, 12:40 AM Sep 25
What was the path of your original
founders?

Sarah Schulman, 12:44 AM Sep 25

[ wonder if we want to use the word push
back., or perhaps a statement like: there
were some concerns about whether what
we heard from staff and end users was
‘the’ truth - with a big T. We hit up against
this idea that there is a singular truth
and implicit mistrust in what the other
says. Sometimes, it was hard for people
to listen to things they already considered
to be false, biased, or untrue to their own
experiences.

Sarah Schulman, 12:45 AM Sep 25

For example, xxx... the rats .... (Would

be nice to move from a lovely abstract
statement to a concrete story that
demonstrates what those relationships
are about ... [ imagine many people might
argue that relationships already exist, so
what’s different about the relationships
you've tried to build, to what ends...?

Sarah Schulman, 12:45 AM Sep 25

Love both stories Team Kea! My biggest
question as a reader what'’s the moral

of the story? The honoring your origin
story has a clearer point to grasp, that it’s
all about relationships ... But still could
be strengthened ... What am I to take
away?The so what factor? Did you just

do all of this work, and conclude it can't
be done, or you've done all this work, and
gained glimpses of things, what will you
continue to nurture, what is important to
continue, what cannot be forgotten, etc.?



“It has definitely been a struggle trying to balance
Supported Child Development work and Grounded Space
work, but with the right time and space to learn and engage
in this work, amazing things were done! I have learned
so much about the importance of ethnographic research
and how to do it. I have enjoyed spending time at the
Community Inclusion Programs and getting to know the
wonderful staff and individuals there. I am looking forward
to working on our next mission and to see what other
adventures are to come!”
~ Angela Kim,

Kinsight Embedded Researcher

“Having worked in the Community Inclusion program for
some time, the Grounded Space Research we Embedded
Researchers have done is very important to me. The process
of undertaking this research, albeit new, was work that
brought me back to the work site of my former role. Having
the opportunity to engage in conversation with my previous
colleagues was extremely interesting, as it provided them
with a space for them to share their experience working in
Community Inclusion with me.

~ Julian Avelino,
Kinsight Embedded Researcher

“Curiosity, excitement, challenging, engaging , are some
words that can describe my Grounded Space experience.
It’s been an interesting process and I am beginning
to make connections to the work I do with Supported
Child Development. I have enjoyed spending time at the
Community Inclusion Programs as well as having the
opportunity to hangout with the staff and individuals.
I am looking forward to what this has in store for the
future of Kinsight!”

~ Michelle Mastrandrea,
Kinsight Embedded Researcher
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InWithForward’s key learnings

So, what do we make of it all?

We set-up Grounded Space as a prototype:
How could we build social service capacity to
experiment with and re-invent the future?

Over the past 18 months, we have tested

the desirability, feasibility and impact of
Grounded Space, making multiple iterations
to the journey map, the framing, the roles,
the methods and the pacing.

Our conclusion? Yes, it is possible to build
social service capacity to experiment --

the question is, for what? Our intent was

to create a model that brought together
ends and means; that positioned Research

& Development as a means to a bigger

end: a future welfare state predicated on
human flourishing. And yet, all too quickly,
bringing R&D into organizations became our
focus. Frustrated by the lack of stickiness

of prior innovations, we sought to identify
the organizational conditions for solutions
to take root and grow. But by taking the
organization as our primary setting, and
using an overly structured set of modules

& tools to understand organizational
dynamics, we found ourselves entrenched in
the very systems, processes and protocols we
were seeking to re-imagine.

Rather than spend time with the end users
of the welfare state, in their contexts, the
R&D teams we curated spent most of their
time with frontline staff, inside of their
organizations. That meant that most of

the intelligence and insights centred on
organizational tensions: on managerial pain
points and administrative opportunities.

It's not that this isn’t a fruitful space for
innovation. There is plenty to be done to
improve the efficiency and effectiveness

of human resourcing, service delivery,
accountability and funding regimes. And
yet, by taking the managerial paradigm as
a given and operating within its purview, we

weren't able to gain enough critical distance
to come up with future practice underpinned
by alternative assumptions and values. We
weren't able to fully occupy that transitional
space between best and next practice.

The space between

The history of the community living sector
offers us a compelling reminder for why we
need transitional space. For well over one-
hundred years, until its end in the 1970s-90s,
institutions were best practice. Doctors
encouraged families to institutionalize their
sons and daughters born with significant
disabilities. By centralizing expertise in one
place, the thinking was people would receive
the most advanced care and support. Over
time, not only was that premise questioned,
but we understood its consequences:
isolation, stigma, and in too many cases,
great harm and abuse. Families began to
organize, and use their lived experiences

to demand the closure of institutions. They
wanted their children living at home, within
communities, supported to learn, play and
grow alongside their peers. They set up
associations and groups to pool resources
and create alternative models. And yet,
some of the same logics were imported

over -- as staff migrated from the big
institutions to smaller group homes and day
programs. Without a transitional window
to invest in best to next practice, when the
environment suddenly shifted, there wasn’t
a robust alternative system ready to go.
The ambitions of families, in some cases,
was stymied by the persistence of limiting
narratives of risk and safety, vulnerability
and protection.

Grounded Space, we hoped, could occupy
the space between here and there: it could
be where we tested and iterated models
based on different logics, in advance

of environmental shifts, and not just in
the disability sector, but in the broader
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social sector. Building a future predicated
on different truths than the present is
understandably scary. It also doesn’t
address real and urgent everyday pressures.
That created a conflict with our choice of
teams and locations. By choosing to situate
Grounded Space within organizations,

staff crews with organizational insiders,
and listen to the experiences of its current
stakeholders, we found ourselves compelled
to solve things in the here and now. Indeed,
Grounded Space crews got caught up in one
of the dominant logics of the managerial
paradigm: fixing problems versus opening
up possibilities.

Accepting tension

Tension and ambiguity are antithetical to
good management, and essential to good
experimentation. Organizations create
structures, organize people in hierarchies,
establish reporting lines, put in place
protocols and processes, and parcel out tasks
in order to maximize compliance and align
behaviours.

Experimentation, on the other hand, is all
about maximizing divergence. To discover
the unknown, we must ask questions that
depart from the current consensus, test
hunches, fail, and try again. Trying to impose
order on the messiness too soon thwarts
distinct logics from surfacing-- and that’s
what we need if we want to develop a future
that doesn’t run like the present; that’s not
just a slicker and digitized version of what
we already do, but a fundamental rethink of
our social contract.

One of the more difficult days of Grounded
Space was hearing a handful of managers
from an organization reject the research
findings of their Embedded Research crew.
The crew had collected over 50 hours of
interview and observational data with
frontline workers, trying to hear their
perspectives and see their day-to-day

realities. The resulting themes did not
reflect these managers’ valid perspectives
and realities. The insights did not hold true
for them. Rather than entertain the notion
that both truths could reflect reality, the
conversation focued on the inadequacy of
the research methods and the limitations
of the process. We got mired in a debate
around legitimacy, which, not surprisingly,
engendered defensiveness and skepticism.
We inadvertently created more tension, and
failed to create the conditions to hold the
tension.

And that, perhaps, is our biggest lesson from
Grounded Space, iteration #1: how to move
from an “either/or” to a “yes, and” world.
Operating in the present whilst re-imagining
the future means embracing:

>order and disorder

>structure and emergence

>risk mitigation and risk taking
>planning and improvising
>controlling and letting go

>resource allocation and opportunism

We need both ends of the continuum. And
we need to learn how to accept and get
comfortable with polarities, rather than
battle for one side over the other. We need
to somehow rid ourselves of the managerial
tendency to placate and streamline, and
instead, toggle between two operating
systems. To take an analogy, we need to be
able to work in both a Mac and Windows
world, without trying to make one look more
like the other. Our two operating systems

-- call them Present and Future -- have
different functions, and maintaining those
differences is not only OK, but necessary.

Indeed, far too early in the Grounded

Space journey, experimentation became an
organizational change exercise. The way
we developed modules and research tools
exacerbated this tendency. It became about
bringing this new way of working inside
organizations, rather than allowing for two
ways of working to co-exist. Much of crews
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time went to communicating within their
organizations, running events and showing
up at meetings, before they had enough
experimental practice to show -- before
you could see and touch this alternative
world of making, testing and iterating.
Yes, we want to invite staff, end users and
community members to dip their toes in
the experimental waters, but first we must
build the pond. We don’t need to reconcile
the differences between the two opposing
landscapes. We need to make both worlds
inhabitable and purposeful.

Along the way, there have been promising
glimpses of not only making room, but
embracing tension. Meraki is a small

Questions we asked &
answered with Grounded
Space 1.0

Feasibility

intervention to emerge from Grounded
Space, but the content in the boxes (be it

a sushi making kit or word games) can be
subtly disruptive, introducing the idea of
spontaneity and fortuity to a group home
and day program context that is structured
and routinized. Rather than try and smooth
over the differences between the present
and future operating systems, Meraki is
unapologetically opening up a door for both
to exist.

We need more doors and more windows. Stay
tuned for Grounded Space 2.0.

Desirability
» Why would an organization join?

« Can/how do we find organizations
who want to take part?

« Can/how do we find staff who want
to do take part as crews?

» How does organizational
motivation shift over time?

» How does the placement of the crew affect

political and resourcing requirements?

Impact

« How much organizational resource is required?

How long can that be sustained?

» What's an organization's journey to grow
capacity?

» How long does it take to get through the

process? What's the optimum length? Pace?

« Can crews do insightful enough research
to drive change?

* How much IWF resource is required?

» What are the key support roles in Grounded
Space? Can IWF staff do them?

« Can do organizations handle the strain?

« Can we get to desired outcomes?
What does it take?

» How much dosage is required to see
outcomes?

 How does understanding conditions help?

« Can we see internal ownership and buy-in
of the process? What does it take?

« Can organizations actually hold space for
bottom-up change?
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Desirability/ staff crews

 Can/how do we find staff who want to do
take part as crews?

The majority of Embedded Researchers
(~75%) embraced the role; with about half

of them expressing the desire to do more.
They would like more time and permission to
bring these methods into their every day.

Culture Curators had a mixed experience and
expressed frustration with understanding
the role. Asking managers and stewards

of the existing system to hold space for
disruption is not only emotionally hard,
there also is no road map for how to do it
well. Culture Curators who were abe to take
part in the research & co-own the results
fared better.

“I'm pretty certain InWithForward has
helped me stumble upon my life’s work.”

~ Peter, Embedded Researcher

“I never thought I could bring in my past
experience in this way.”

~ Matt, Embedded Researcher

“You have to fully emerge yourself in the
research when you're doing ethnography.
It’s not 9 to 5 type of work. I wanted to keep
doing it.”

~ Shamair, Embedded Researcher
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Feasibility

« How does placement of the crew affect
political & resourcing requirements?

We placed crews within the centre of

their organizations, where they focused
their research on staff pain points and
organizational conditions. Protected by
the creators and sustainers of the existing
culture, we now realize we were unrealistic
in expecting next practices to emerge.

Instead of embedding researchers inside
organizations, going forward, we would like
to embed researchers in community. We see
organizations as one part of community.

We found it was hard for crews to come

up with fresh ideas that both responded to
immediate staff pain points and embraced
elements of an alternative future when they
were still so immersed in “fixing” present day
problems.

« How much organizational resource
is required? How long can that be
sustained?

Initially, we established a weekly rhythm
with organizations, who committed to
freeing-up 10-16 hrs per week of each
Embedded Researcher’s time. In January
2018, we pivoted to a sprint rhythm to
address the lack of focus and intensity. This
worked much better from a team dynamic
perspective, but was much harder for senior
managers to schedule and participate.

Prototype #1: Prototype #2:

bl
”
”
V

« How much InWithForward resource is
required?

e What are the key support roles in
Grounded Space? Can InWithForward
staff do them?

« Can do organizations handle the strain?

Internally, we created three new support
roles. Relationship Managers guided the
process, together with a Design Coach and
a Social Science Coach, who taught their
respective methods. Relationship Managers
worked closely with Culture Curators, while
Coaches worked closely with Embedded
Researchers.

We now think that it’s possible to com-

bine the Culture Curator and Relationship
manager roles into one new position -- the
Impact Producer -- sitting between the orga-
nization and Grounded Space. We also would
like to shift the Coach from being a teacher
to a fellow team member modeling (versus
teaching) experimental behaviour. To do
this, InWithForward needs about 14 days a
month with each organization. With cohorts,
InWithForward can make slightly more
efficient use of staff. In sprints, both Design
& Social Science Coaches are needed and can
support several crews at once.

« How long does it take to get through the
process? What's the optimum length?
Pace?

It has taken 12-15 months for the initial four
organizations to move from Deep Dive Set-
up to Grounding. These four organizations
skipped the Quick Dive. The first stages

felt slow. Crews spent months introducing
themselves and doing research before
making and testing interventions. That’s
meant we haven't had enough concentrated
time to support the slower and more diffuse
Grounding stage. If we continue the rhythm
of monthly sprints, 15 months is short. To
get to independently running crews, a better
length might be 18-20 months.
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How far did we get towards our desired outcomes?

1. Open Events 2. Quick Dive 3. Deep Dive Set-up

Eco-system: We have
received funding for future
Quick Dives.

Mindset: Provincial funder =~ Understanding humans:
has allowed fiexible use of People are engaging more in

budgets to allow staff to this then they have before.
participate This is happening ore in the
Deep Dive.
21 31 37

Understanding humans:
There was reflective space
that people have used to
think about this.

Eco-system: A number of Mindset: EDs have used
people have met through and re-used with boards
our events. to raise visibility of the

possibility of a different way
of working.

. s

Eco-system: idem Research: No data to
indicate.

Organizational change:
This is happeninging

in about half of the
organizations, best example
being an ER freed up from
frontline work to support
social R&D efforts

Outcomes for each stage of Gr ded S, L ded by how far we got:
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4. Deep Dive

Team practice: Staff feel
listened to; families and
individuals likely not, as
we didn't do enough user
research with them.

4.1

Organizational change:
Roughly half of the crews
were embracing not knowing
and being vulnerable.
Leadership had less of an
opportunity

42
Mindset: Crews: yes. Lead-

ership didn't get involved at
this level.

43

Research: Yes, albeit more
through the prototyping
with multiple user groups in
the Make & Test stage.

45

Understanding humans:
Through gap analysis,
embedded researchers
came to ideas and
opportunities, and leanrt to
look in this way

4.6

Design: Staff crews started
to make tools for the User
sprint. They did design and
produce research tools

but there was little time to
iterate and reflect on the
design.

Design: All crews have
shared back their findings
through a playback event
and posters.

49

Team practice: Staff crews
have not felt very confident
in their role as researcher,
and the identified experi-
mental practices were small.

.

5. Make & Test

Mindset: It's been hard to
gauge which opportunity
areas resonated most with
people. This has been more
stronger through the pro-
totyping, where they could
experience a new idea.

5.1

Organizational change:
Leadership have held the
space for risk and failure,
for example during sharing
events. They have not been
able to communicate the
value of iterations.

5.2

Understanding humans:
No data about this: staff
crews spend time thinking
about how to bring values
and intentional cultures
into being; they are able to
draw on history and inter-
national examples.

58
Design: With help, staff
crews have visualized ideas
to test. They have seen ideas
as journeys with frontstage &

backstage components, and
created touchpoints.

5.10

Team practice: Staff crews
have documented what
they've tried and learned,
but have not developing a
new narrative around the
solutions yet. .

6. Grounding

Organizational change:
We didn't get to implement
any of the concepts yet.

6.1

Understanding humans:
No data about this: staff
crews are aware of different
measurement traditions,
and try out metrics aligning
with their values and phi-
losophy. They use multiple
modalities. They set-up
feedback loops.

6.7

Organizational change:
Leadership & Staff crew (Cul-
ture Curators) have identified
barriers to implementation.
But they are not yet building
research and design sprints
into their yearly cycles.

6.4

Organizational change:
Staff crews have made a
business case for the new
interventions, but haven't
given much thought to the
right model of spread for
their interventions.

6.5

Design: Staff crews don’t
have frameworks to think
about fidelity, but they have
codified interactions and
the identionality if them.

6.8

Design: Some staff crews
continue to make organi-
zation (not system)-facing
touchpoints as needed.
They see implementation
as a part of a research &
design process, and con-
tinue to take a prototyping
approach.

69

Team practice: Staff crews
have captured the intention-
ality behind their designs
through logic models. Lead-
ership is not yet weaving

the new solutions into their
broader narrative.

6.10

Organizational change:
Some staff crews (Culture
Curators) are stewarding
fledgling inventions and are
encouraging co-creation with
staff/users.

6.11
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West Neighbourhood House’s Embedded Researchers on the Grounding sprint

posAbilities crew members documenting Meraki during the last Grounding sprint







