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Designing for the Unknown
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Discussions

o Introduce a process | refined to gather information and
add value to customers

v Add another dimension to starting conversations about
organisational design / architecture (also for businesses
who may already have systems in place)

Q Show you a way of identifying low hanging fruit (The
challenge of: We are in Control)

. Show you that ANYONE can prepare for an ‘unknown’
future



Not on the RADAR

& Natural Disasters (Floods, Fires, Earthquakes) - disaster
recovery plans

& Business Disasters - key-person death, data breach,
debtor bankruptcy, supplier price hike, competitor
entry / growth - business intelligence gathering /
environmental scanning - insurances

& Appetite for Risk

< Recognising opportunity - industry disruption, pivoting based
on external pressures



2022 - 2023 - 2024 - 2025 ...
[Imszc Q@ crent dDlisdsteorHhare]

) : (D : :

w Pandemics w Legislation
) " (o

= US Politics = Free Markets
D : : . . (B :

% Immigration Policies = Wildfires

(_/—\' : : ryY ~. .

2 Nuclear Non-Proliferation w2 Civil Unrest

< Climate Change & Security Breachs



What difference would it make
to you and your business if

you could negotiate the
bossible futures your business

J

faces!?

’b.’
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he process to produce The Future Matrix c

&

tify

Classity

-

\_

Articulate

\

J

-

\_

Numbers

~

J

(

\§

Systems
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e process to produce The Future Matrix consists of ases.

Classity || Articulate || Numbers || Systems || Engage ate
@ |dentify - this is t ion / data collection phase
\ Copyright © 2025 Julio Graham 2_




e process to produce The Future Matrix consists of ases.

4 N\ \1d

Articulate || Numbers || Systems

N\ /. J

ngage ate

rmation / data, it’s relevance
ness

Classify - underst
and importance
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e process to produce The Future Matrix consists of ases.

- N\

Numbers || Systems

- AN

ngage ate

ossible futures based the
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e process to produce The Future Matrix consists of ases.

-

A\
\
@ Numbers - quanti ries, know the bottom line for
each outcome
\ Copyright © 2025 Julio Graham /




&

e process to produce The Future Matrix ¢

ists of ases.

ngage ate

nse to the future usin
nced Scorecards,VSM
Operational Process

Systems - Design
Enterprise Archi

Leadership, Man nd
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e process to produce The Future Matrix consists of ases.

@ Engage - Assign r , do reality checks and start
implementing th
\ Copyright © 2025 Julio Graham 2




e process to produce The Future Matrix consists of

Evaluate - Monito
develop and mai
change the scen
available. Elimi

s and adjust your actions,
usiness dashboard.Ad
e information become
vant.

and
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What factors both negative and positive
affect the successful delivery of
[business service or product]
in the next
[specific timeframe]?



What factors both negative and positive
affect the delivery of quality consulting
services to SMEs in the
6 months!



Telcom
Infrastructure
Availability

Client
tech
usage /
knowledge

IDENTIFICATION

Teaching
platform
ease of

use

Covid 19

Small
business

Business
owners
uncertainty
due to
COVID-19

Participant 3

Participant 4

Buy in
from
leaders of
organisation

Clarity of
what is
expected
and by when

Knowledge Technology

cash

Level of
marketing
noise

Implemetation
Practicality

Panic

Lockdown )
Buying

Restrictions

Internet
safety | Collaboration
software
ease of

use

Customer
involvement
in solution

Panic
Hoarding

Acceptable
work
delivery
methods

reserves

us
election
uncertainty

Participant 5

Listening
to client
pain points

Process and
systems

Time
Management

Being
organised

creating
simplicity in

a client's

business

Getting
use to
orking from
home

Leadership
driven
Need

Resource
Commitment
- time and
money

Buy-in by all

(project team

and impacted
individuals)
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Environment

Plan of
engagement

Right
Clients

Participant 6

Knowledge of
Tools,
Resources &
Technology by
consultant

Collaborative
Input and
ownership

Effective

meetings

Listening
Ability

) ) consulting
articulating aligned with

the business
measures of | purpose and

success strategy

delivery of
quick wins
(or not)

about
consulting
progress

Ability to
Conseguences manage
clearly relationship

articulated building (remote
/ in person)

Participant 7

Education of
process
need /
benefits

In person
networking
not available
for finding
clients

Renewed

focus on

reducing
costs

Remote
working =
communication
changes +
work changes

Creating
effective
marketing
message to
atttract clients

Social
Media
Noise

Business
reduction in
spend =
reduced
coaches &
consultants

Renewed

focus on
productivity

Purchase
of
software
solutions
Business
team size
reduction -

more work
less people

communication

past
customer
experience
of consulting

Cultural
nuance
awareness

Building
Trust in
delivery of
consulting




CLASSIFICATION

f. Affinity diagram &

N N[ 4 v

Hi

Telcom

. Infrastructire

~ Avaliabiity

Q

Client

usage /

- knowledge

Teaching

gase of

Level of

marketing

Practicainy

Implematation in%s‘vememii Panic = Lockdown
in solution Hoarding | Restrictions

Panic

Buying
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CLASSIFICATION

Marketing Effectiveness

Level of In person
marketing networking
noise not available
for finding
R —— .
clients

T ————

Social Creating

Media effective

Noise marketing
message to

atttract clients

R —

Knowledge

Listening
Ability

Ability to
Process and manage
systems relationship
building (remote
/in person)

Being
organised

Environment

Effective
management Plan of

of engagement
meetings

Building - .

Trust in Llstepmg
delivery of to client
consulting pain points

Knowledge of
Tools,
Resources &
Technology by
consultant

COVID-19 Impact
Covid 19
Telcom
Infrastructure
Availability
| —
Panic Lockdown
Hoarding Restrictions
| — | —
Panic Getting use
Buying to working
from home
T m— | ——

Business
owners
uncertainty
due to
COVID-19

Acceptable
work
delivery
methods

Remote
working =
communication
changes +
work changes

Buy-in by all
(project team
and impacted

individuals)

T —

Collaborative
Input and
ownership

articulating
the
measures of
success

consulting
aligned with
business
purpose and
strategy

communication
about
consulting
progress

creating
simplicity in

aclient's

business

Project Prerequisites / Success Factors

delivery of
quick wins
(or not)

Consequences
clearly
articulated

ﬁ

Demonstated
Value

Clarity of
what is
expected
and by when

Implemetation
Practicality

Resource
Commitment
- time and
money
|
T——

Purchase of
software
solutions

Teaching

platform

ease of
use

Client Collaboration
tech

usage / SOftw?re
knowledge ease of use

Technology

Internet
safety
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Correct Client Profile

Right Clients

Customer
involvement
in solution

Cultural
nuance
awareness

Education of

process Small
need / business
benefits cash
reserves
T —
R ——
Buy in from
payee
past
customer
experience
Buy in from of consulting
leaders of —
organisation
Business
team size
reduction - Business
more work reduction in
less people spend = reduced
— coaches &
consultants
dLg:cri‘ersz:;) d Renewed EEE——
L focus on
reducing
— costs

Renewed
focus on
productivity

T —




CLASSIFICATION

Marketing Effectiveness

Level of
marketing

noise

Social
Media
Noise

In person
networking
not available
for finding
clients

| —

Creating
effective
marketing
message to
atttract clients

T —

Listening
Ability

Process and
systems
documentation

Time
Management

Knowledge

Ability to
manage
relationship
building (remote
/in person)

Being
organised

Establishing
goals

Effective

management A

engagement

of meetings

Building Trust
in delivery of
consulting

Listening to
client pain
points

Knowledge of
Tools,
Resources &
Technology by
consultant

Buy-in by all
(project team
and impacted

individuals)

T ——

Collaborative
Input and
ownership

articulating
the measures
of success

COVID-19 Impact Correct Client Profile
Business
owners
Covid 19 uncertainty
due to Right Clients
COVID-19
 — | —
Panic —
Buying
Panic Lockdown e ———
Hoarding Restrictions
T— | — ) Leadership
Collaboration driven Need
software
ease of use
I —
Purchase of
software
solutions
Technology
) Good Tools
Teaching Cultural
£ S nuance
eis;Of awareness
Project Prerequisites / Success Factors —
nterne
T——
safety
consulting . 5
aligned with delivery of Csz:'n?_ =
business quick wins (or expec{aed'san d
ose and not
pusTrategy ) by when | Telcom
nfras_trugt_ure Client
— — | e — Availability T
usage /
communication knowledge
about Consequences Implemetation T h I —_— —
consulting clearly articulated Pr:'acticalitly eC no Ogy
progress .
| Acceptable Ad p‘I'
T— T—
TNE— work 0 lon
delivery
creating Resource methods &
simplicity in a Demonstated Commitment - S
client's Value time and
mooey Acceptance cusome
—— involvement in
| ———— T—— .
solution Renewed
focus on
reducing costs

Education of
process need /
benefits

Buy in from
payee

Buy in from
leaders of
organisation

Small business
cash reserves

past customer
experience of
consulting

Remote

J Business reduction
P in spend = reduced
communication h
changes + coaches &
work changes

consultants

Business team

I?enewed Getting use size reduction -

ocus on to working more work less
productivity from home

people
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CLASSIFICATION

Groups of Factors

SUITABLE
CLIENT
PROFILE

We don’t loose the detail

It’s still all there along with
their measures of

performance MARKETING
EFFECTIVENESS

ease of

QUALITY OF TECHNOLOGY

PROJECT ADOPT ION
SUCCESS & 1

FACTORS ACCEPTANCE
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B —

Figure out what we control and how it impacts us
Restrictions
Time Limit
HIGH

o i

N ———

Suvitable
Client Profile

LEVEL OF CONTROL

—

Technology
Adoption
&

Acceptance

L ———

Marketing
Effectiveness LOW

LEVEL OF IMPACT HIGH
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Low Hanging Fruit

y
f(/
/

HIGH vitable

nt Profile

rketing
2etiveness

LEVEL OF CONTROL

Technology\
Mogﬂon

Acceptance Ipact

LOW
LEVEL OF IMPACT
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ARTICULATE

Low Hanging Fruit Ty
Profle

Unknown oujifmes

Create Scenarios

TECHNOLOGY
ACCEPTANCE

poor
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ARTICULATE

poor

COVID-19

IMPACT
high
Dark Ages Digital Commute
LEVEL OF SUITABLE
CONSULTANT CLIENT COVID-19 COVID-19
SKILLS PROFILE IMPACT IMPACT
"OTENT
TECHNOLOGY  MARKETING  (MARKET)
KNOWLEDGE EFFECTIVENESS RESPONSE TO
COVID-19
OUTCOMES
QUALITY OF TECHNOLOGY ECHNOLOGY
PROJECT  USELECTION  ADOPTION TADOPTION
SUCCESS  UNCERTAINTY & &
FACTORS ACCEPTANCE ACCEPTANCE
Human Touch Electric Dreams
LEVEL OF SUITABLE LEVEL OF SUTITABLE
CONSULTANT CLIENT covib-14 CONSULTANT CLIENT COVID-19
SKILLS PROFILE IMPACT SKILLS PROFILE IMPACT
POCENEL_IFAL POCTLENTIAL
TECHNOLOGY  MARKETING  (MARKET) TECHMOLOZY  MARKETING (MARKET)
KNOWLEDGE EFFECTIVENESS RESPONSE TO KNOWLEDGE EFFECTIVENESS RESPONSE TO
COVID-19 COVID-19
OUTCOMES OUTCOMES
QUALITY OF TECHNOLOGY QUALITY OF TECHNOLOGY
PROJECT  USELECTION  ADOPTION PROJECT  USELECTION  ADOPTION
SUCCESS  UNCERTAINTY & SUCCESS  UNCERTAINTY &
FACTORS ACCEPTANCE FACTORS ACCEPTANCE

low.
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Interrelationship

Digraph

How do these interact with each other?

B ———

Client Profile o

Covid 19 -
Impact

e —

Quality of

4 Project
Success
¥ Factors

7
H / P
\ f 4 y
A
1 / / 74
v i / /
= / - p
- ~ A
0y SN ”
- :\\ N %
N
D
—

@lechnology 2

y
&7
74

Adoption Marketing £
& __m, Effectiveness

Accep’fance .
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How do these interact with each other?

e —S—

Covid 19 -
lmpact
4:)
2: 1 3
2: 1
Quality of
Project
Success
Factors 73
3:2 s
Suitable - -
Client Profile | :4 -
Marketing
S Effectiveness
Technology
Adoption
&

Acceptance 2.5
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How do these interact with each other?

Make Sense

Adopt
Acceptance

w

_m, Effectiveness
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How do these interact with each other?

——— S

Quality of
P.ecf
~ Success

Technology~ \
Adopt v Marizcting
& Effectiveness
Acceptance
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How do these interact with each other?

e —S—

T ovid 19 -

Project
Success
Factors

— B

Technology
__ Adoption
&
Acceptance

Marketing 4

Effectiveness

Suvitable

JS’ Client Profile

Causal Loop e
Diagram

Copyright © 2025 Julio Graham



 — —

— Covid 19 -

Project
Success
Factors

— T

Technology
__ Adoption
o &
Acceptance
Marketing
Effectiveness

e ——

Svitable
Client Profile

Causal Loop e
Diagram
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ARTICULATE

COVID-19

IMPACT

high

Dark Ages

Svitable
\%'""'"‘

Digital Commute

Svitable
\.@”"'"'

poor

Human Touch

m'ﬂ'. K
Effectiveness

Svitable

\jlmt Profile

Covid 19 -

Electric Dreams

\fm
low
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ARTICULATE “IvACT

high
Dark Ages Digital Commute

- - w - . 1
Financial » Financial
§5 ¢ 8lgl, 8
Sllnl> 55 2
“To succeed 1 ﬁ & ® “To succeed ° ﬁ i i
financially, how .g 25 = financially, how .g 25 =
should we appear = should we appear =l
to our to our
stakeholders?" stakeholders?"
J J

Internal
Business

» - i
el B L & s R e e

Internal Customer
Business

P -
“rocess

Customer

ctives
ures
tives

ctives
ures
tives

Vision
and

Vision

and

Strategy Strategy

Learning and

Learning and
Growth

Growth
“To achieve our

“To achieve our
vision, h?w will vision, h?w will
:::Tt‘;/s :2' ::‘hoazlrge :vt: Iftl:: ::l 'c‘hc::lrge TE-CH NOLO&Y
an improve." urce: WwWw. ulting.co.u and improve?" urce: Www.ca consulting.co.u

Source catalystconsulting.co.uk Sol talystconsulting.co.uk g O O d ADOPTION

poor _
Human Touch Electric Dreams &

Objectives
Measures
Targets
Initiatives
Objectives
Measures
Targets
Initiatives

7 T Y 7 z N

Financial Financial ACCEPTANCE
) (%] w Q 0w w
A L] 2l o

“To succeed S 2835 “To succeed 2353

financially, how 9 2= financially, how QL=
o=, = IS

should we appear - should we appear -

to our to our

stakeholders?" stakeholders?"

J J
Customer Internal i Customer Internal 0
Business o B |3 Business e 3 |3
----- Vision Process = £ 35832 Vision Process = £ 35832
and and
- B - i

Learningand Learningand

Growth 09 |8 Growth 9 8 |9
528% e

“To achieve our 9 ® o -2 “To achieve our RN o -2

vision, how will 3s ®l e vision, how will 3s K=

we sustain our we sustain our

ability to change ability to change

and improve?" Source: www.catalystconsulting.co.uk and improve?" Source: www.catalystconsulting.co.uk

low
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ARTICULATE

poor

COVID-19
IMPACT

high

Dark Ages

Digital Commute

low
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ARTICULATE

poor

COVID-19
IMPACT

high

Dark Ages

Digital Commute

TOTAL

ETHOS / POLICY
Homeostasis.

Fve [
i aigedonic

Outside &

FUTURE 2

FUTURE 1)/]
/

EMBEDDED

Source: www.researchgate.net

FOUR

i

Metasystem
for System 1

THREE

production

) gem. V) Anthoscil.,
) Operational relations  vi) Sporadic & regular audits

TOTAL
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FUTURE 1L
/

FUTURE 2
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THREE

Ty
i

Metasystem
for System 1

A

Source: www.researchgate.net

Human Touch

TOTAL

FIve |5

FUTURE 1)/
/

FUTURE 2
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Source: www.researchgate.net
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Metasystem
for System 1

N

THREE

Audit

Five |5

EMBEDDED
ENVIRONMENT

FOURL,

7

Source: www.researchgate.net

THREE

i
£
33

Metasystem
for System 1
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usiness Capability Model
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2.5 Claim Management

v

Image: Orbis Software

Heatmapping Color

Undeveloped

Mature m

Heatmapping lcon

d Mission Critical

) N P S A S |
k_,l|_:.'[E'._';‘:j_l__fl_’-.i."‘.:‘_:.‘f":-E]J-.;J-E:?.:l_‘ JI

d SLA Governed & Non-critical

Heatmapping Annotation
Related Class Selection

Related Class Color Attribute
Application Lifecycle Stage

1-Plan 2-Phase In 3-Active




ARTICULATE

poor

COVID-19
IMPACT
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Capability Heatmap
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Business Value Stream

Settle Claim

Value Proposition | ncurance Claim Stakeholder | Cmpty Nesters Offering | Claim Settlement
Settle Receive Validate Adjudicate \ Claim Further Finalise Heatmapping Color
Claim Claim Claim Claim Determin. Informat. Claim
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ARTICULATE

COVID-19
IMPACT

high

Dark Ages

Digital Commute

Settle Claim

Value Proposition | Insurance Claim
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Settle Receive Adjudicate Finalise Heatmapping Color
Claim Claim Claim Claim

Offering ’ Claim Settlement
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Settle Claim

Stakeholder ’ Empty Nesters Offering ’ Claim Settlement

Finalise Heatmapping Color
Claim

Value Proposition ’ Insurance Claim

Settle Receive Claim
Claim Claim Determin.

() (=) )

o) (=)
\\J \J \OJ -/

(N ()
\\/ U T

Heatmapping Ilcon

& Mission Critical

& Business Critical

§
T

() 1) )

(. Y ) ()
\J \\J \J O D

- ) (2] 2] 0
~ ‘T - . Q m—
L] o L (] Relation Explorer pr— - pr— : s . Pr—— .
veu il = | - —_— —
(2] Related Class
[ —d ) 2] Related Class Color Attribute : .
_7 - Application Lifecycle Stage - 0 2 pre—
1-Plan 2-Phasein 3-Active _N
— | e | e e " —
L

Undeveloped I ii,l 2

Heatmapping Icon

d Mission Critical

& Business Critical

e}
T
S

d SLA Governed

Relation Explorer
Related Class

Related Class Color Attribute
Application Lifecycle Stage

1-Plan 2-Phase In ‘B-Actlw‘

e e enaiuie

r
poo Human Touch

Electric Dreams

Settle Claim

Value Proposition ’ Insurance Claim Stakeholder [ Empty Nesters

Settle Receive Finalise
Claim Claim Claim

() 1) N Y )

(N (o) 1o ()
\\J \J \J T O J D

: OHT) Q
- —
e = £ 0

Offering [ Claim Settlement

Heatmapping Color

Undeveloped m

Heatmapping lcon

d Mission Critical

2 Business Critical

NN
@ INOTI=C

Relation Explorer

Related Class

Related Class Color Attribute

Application Lifecycle Stage

1-Plan 2-PhaseIn  3-Active

Settle Claim

Value Proposition ’ Insurance Claim Stakeholder ’ Empty Nesters

Settle Receive Claim Finalise
Claim Claim Determin. Claim

() 1) )

(. Y ) ()
\J \\J \J O D

| c— ] — .
L] [ G L]
G “ o | [ S—

-— C 2 | =
— =

Offering ’ Claim Settlement

Heatmapping Color

Undeveloped I ii,l 2

Heatmapping Icon

d Mission Critical

& Business Critical

e}
T
0

Relation Explorer

Related Class

Related Class Color Attribute
Application Lifecycle Stage

1-Plan 2-Phase In ‘B-Actlw‘

e e enaiuie

low
Copyright © 2025 Julio Graham

good

TECHNOLOGY
ADOPTION
&
ACCEPTANCE



e process to producealistd-and & éetaix consists of

Copyright © 2025 Julio Graham



/[Lw(:ﬁtwe ,)nc}tﬁ X

Designing for the Unknown
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RESOURCES

* email: julio@juliograham.com

* Detailed presentation to SCiO https://www.youtube.com/
watch?v=UFPmagWnInY&t=3s

* The Future Matrix Course - https://courses.juliograham.com/

juliograham.com
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