








NICHE MANAGEMENT

Steps

STEP 1. Understanding
the canvas

The canvas is made up of three
different areas, accounting for
each of the three context per-
spectives described in Niche
Management. The central part
is a circle which represents the
protection against current com-
petitors and conditions that your
project has or should have.

Starting from the circle, there
are three expanding arrows on
the left hand side. These arrows
represent the actions you have
already taken or could take to
improve the way your project
relates to other innovative ini-
tiatives in the micro-level.

On the left hand side, two more
arrows point outwards. These
tools will hold the actions relat-
ed to the way you plan to scale-
up and break into the dominant
system.

STEP 2. Protecting/
shielding actions

Spend five to ten minutes
to work individually, think up

as many actions as possible
about how to protect your
project against the current
competitors or just the current
market rules that keeps it from
growing. Actions can range
from tax protection, regula-
tions, etc. For instance, since
flying drones and many drugs
have restrictive regulations,
research  activities involv-
ing those devices might have
some exemptions (a universi-
ty may be granted a license to
fly a drone in an urban area.
The general public are NOT
allowed to do this) to develop
new products or services in the
future. You must think of both
actions to be taken and actions
that you have already taken,
and are necessary to keep.

Write down one idea per post
it, making an effort to be suc-
cinct, specific and descriptive.
Then start an open discussion
explaining each card and put-
ting them on the canvas. During
this step it is essential to avoid
judgements on the ideas or to
criticise them, it is time to un-
leash creativity not to analyse
proposals. As participants are

explaining their ideas, new ones
can arise because they trigger
new links with other ideas. Let
those ideas in and include them
on the canvas. As you stick cards
on the canvas, some overlaps of
clusters can appear. If so, draw
those clusters and remove re-
peated cards if necessary.

STEP 3.
Nurturing actions

Repeat the same process, but
this time thinking about actions
to nurture and improve the vi-
sion, the learning process and
your relations with stakehold-

ers. As there are three areas,
you may want to spend more
than ten minutes for individ-
ual ideation, before starting
brainstorming. Sometimes the
same or similar idea can be
linked to different categories.
For instance, you can organ-
ise workshops with potential
stakeholders for both broad-
ening your network and learn-
ing from others’ experiences.
If so, use two cards with the
same idea repeated. It is also
normal to collect more ideas
about one category than an-
other, in terms of project stage
and characteristics.

NURTURING
LEARNING

VISUAL TOOLBOX FOR SYSTEM INNOVATION






NICHE MANAGEMENT

STEP 4.
Empowering actions

Now it is time for actions that
lead your project to step into
the dominant system. Think
of two different approaches
to scale up to that dominant
market. On the one hand,
think of those actions to com-
pete against the current solu-
tions, infrastructures, reg-
ulations... How can you take
advantage of your innovation
and the windows of oppor-
tunity? What is your system
competitive advantage?

Then think of potential ways of
adapting vyour solution to the
current conditions. Can you build
it on some existing solutions?
Can you take advantage of any
current processes and build your
solutioninit?

Proceed in the same way as in
the previous steps.

STEP 5.
Prioritisation

Now take a step backwards and
have a look at the big picture with

all the action. It is time for anal-
ysis, relationships and prioritiza-
tion. With this big picture in mind,
start analysing actions proposed
in each category, looking for con-
nections among ideas or clusters
of ideas, in different categories.
Identify those relations in terms
of actions subordinated to oth-
ers, or those you should do at
the same time, etc. Eventually
rank the ideas in each category
to come up with the most im-
portant two or three actions per
category (strategy). As the dis-
cussion is playing out, new ideas
can emerge, maybe as a merger
of previous ideas or maybe as
something new. It is important
to write them down and place
them on the canvas. For priori-
tising proposals in each catego-
ry, sticky dots can be used as a
simple method (three dots each
participants...).

STEP 6.
Debrief

Once you have completed the
canvas and the prioritisation,
spend some time to reflect on
the outcome and the process.
Remember that the goal of the

tools is not the outcome as such,
but mainly the deep discussion
that can be triggered as a con-
sequence. And, also remember
that the following questions are
not a checklist to fulfil but rath-
er a spark of inspiration for a
fruitful discussion.

Did you find it easy to think up
actions related to each strat-
egy? Did you see the straight
relation between the Transition
Waves tool and the Six System-
ic Strenghts tool? Was there
any additional information you
would have liked to have had?
Is there one dominant strategy
(category) in terms of number
of ideas or importance? Is there
any strategy with no actions or
very few? Why? Did you find it
easy to reach a consensus on
the prioritisation of actions? Is
there one action considered as
having paramount importance
and standing out from the rest?
In which area should you make

When you are
working on

the project
management
plan you should
also develop
your system
management
plan, this helps
steer the project
process and to
navigate through
the different levels
of the system.

more efforts to keep your proj-
ect from stalling? What is the
weakest project position, the
relations with other innova-
tion projects or the capacity to
break into the market? Do you
think itis possible to draw up an
action plan from the outcome?

http://www.climate-kic.org/transitions-hub
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