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WELCOME! 

Are you personally ready for change?  Is your team in serious need of new ways of working together?  

How can your organisation deal with a change project that lacks focus or direction?  Do you want to 

know why change is inevitable but often difficult to realise?  Do you want to surf on the waves of 

change?  Read on, you may find answers to your questions here... 

The Change Management Toolbook is a collection of more than 120 tools, methods and strategies 

that you can apply during different stages of personal, team and organisational development, in 

training, facilitation and consulting.  It is divided into three principal sections (if you like, you can jump 

straight to each section by clicking on the links below):  

¶ Self 

Change Management starts and ends with individuals. As system theory says, you cannot 

really predict how a person reacts to a certain stimulus.  So, if you want to introduce change 

into a system, you will most likely need to think about what skills, behaviours and belief 

systems the members of the system will need to be part of the change effort  ...more 

¶ Team 

At the heart of modern organisations are teams that share the responsibility and the 

resources for getting things done.  Most projects are too complex to be implemented by one 

person, most services need different specialists and support staff to be delivered, and most 

products are the result of the work of a larger resources team or supply chain.  We know that 

teams can either perform at their peak, or can be terribly inefficient émore   

¶ Larger Systems 

Change processes are mostly initiated by either individuals or small teams, but the focus of 

change is one which goes beyond that small unit.  It is directed towards the entire 

organisation, or towards other organisations. A change project might be related to a 

community, a region or an entire society (and, yes: to the world as a whole)émore. 
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INTRODUCTION TO CHANGE MANAGEMENT 

 

Change Management is a process and a utilisation of tools and techniques to manage the people side of 

change processes to achieve the required outcomes and to realise the change effectively within the 

individual change agent, the inner team, and the wider system 

There are a multitude of concepts relating to Change Management and it is very difficult to distil a 

common denominator from all the sources that are applying the phrase to their understanding of 

organisational development.  However, common amongst these varying concepts is the notion of a 

learning organisation. 

Only when organisations and individuals who make up the organisations learn, will they be able to master 

positive change.  In other words, change is the result of organisational learning processes that engage 

the following questions:  

ñIn order to sustain and grow as an organisation and as individuals within; what are the procedures, what 

is the know-how we need to maintain and where do we need to change?ò, and, ñHow can we manage 

change that is in harmony with the values we hold as individuals and as organisations?ò 

Change Management has to be viewed in relation to Knowledge Management, which took several turns 

during the nineties. When the establishment of an intranet was suddenly feasible to any large 

organisation, IT and management scientists declared the beginning of the "knowledge society". The 

premature anticipation of knowledge management was that every member of an organisation would be 

highly motivated to share information through a common platform and a quality improvement process 

would be enabled more or less by itself.  It only took a couple of years to realise that this assumption was 

false. To date there are no examples of companies which transformational learning is facilitated by an IT 

system only, because the early protagonists forgot that information does not equal knowledge and that 

human knowledge is in hands of the people who make-up the larger system. 

As in the Renaissance, it will be an exciting time, a time of great opportunities for those who 

can see and seize them, but of a great threat and fear for many.  It will be more difficult to 

hold organizations and societies together.  The softer words of leadership and vision and 

common purpose will replace the tougher words of control and authority because the tough 

words won't bite anymore.  Organizations will have to become communities rather than 

properties, with members, not employees, because few will be content to be owned by 

others.  Societies will break down into smaller units but will also regroup into even larger ones 

than now for particular purposes.  

 

Charles Handy ï Beyond Certainty: The Changing Worlds of Organizations, 1995 
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Back to square one. How (and whether at all) can change be "managed" or facilitated?  In essence, 

change takes place on three levels (Figure 1): The self, the team or the (small) organisation and the wider 

system that surrounds the team or the small organisation or the organisational unit - depending how you 

define the system borders. In a process, learning needs to be facilitated on all three levels to become 

sustainable. 

 

Figure 1: Levels of Change 

There are many schools of thoughts and tools related to Change Management; however most of them 

have two principles in common: The constructivist paradigm ("The map is not the territory") and the 

systems approach ("The whole has a different dynamic than its parts.").  However, I mainly draw my tools 

from the following schools of thought: 

¶ Learning Organisation s (Peter Senge) 

¶ Theme Centred Interaction (Ruth Cohn) 

¶ Transactional Analysis 

¶ Gestalt Therapy (Fritz Pearls) 

¶ Systems Thinking / Family Therapy (Virginia Satir and all the new thinkers, including Bert Hellinger, 

Fritz Simon, etc.) 

¶ Neurolinguistic Programming / NLP (Richard Bandler, John Grinder, Robert Dilts) 

¶ Chaos Theory (Santa Fé Institute) 

¶ Communication Theory (Paul Watzlawik) 

¶ Whole Systems Change (Harrison Owen, Marvin Weisbord, David Cooperrider) 

¶ Neuro-Biology 

¶ Quantum Physics (Heissenberg) 

¶ Human Resource Development 

Larger 
System 

Team or 
Organisation 

Self 
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¶ Total Quality Management  

 

 

WHAT SKILLS ARE REQUIRED FOR CHANGE FACILITATION? 

 

Table 1 gives an overview of the different skills related to the three levels of change (self, team and 

system).  It is by no means exhaustive. 

                                                                                                          Related toé 

Skills the Change Agent needs to acquire Self Team System 

Technical Skills of the Specific Sector  X X 

Quality Management   X X 

Listening and Inquiry Skills  X X 

Defining Objectives / Visioning  X X X 

Understanding Mental Maps / Shifting Perspectives X X X 

Resource Orientation X X X 

Dealing with Complexity  (X) (X) X 

Learning from Mistakes / Feedback X X X 

Coaching   X X 

Leadership   X X 

Training Skills   X X 
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Facilitation Skills  (X) X 

Large System Change Tools  (X) X 

Table 1: Skills of Change Agents (X = strongly needed, (X) = partly needed) 

If we relate these skills to the schools of thought previously mentioned, they provide different 

methodologies which can be associated with the development of the specific skills (see Table 2 below). 

 Roots and Schools of Change Management 

Skills Appropriate Methodologies 

Listening and Inquiry Skills NLP, Family Therapy, Communication Theory, Learning Organisations 

Defining Objectives / Visioning  NLP, Systems Thinking, Learning Organisations 

Understanding Mental Maps / Shifting 
Perspectives 

Gestalt, NLP, Learning Organisations, Communication Theory 

Resource Orientation / Solution Focus Appreciative Inquiry, Family Therapy, NLP 

Dealing with Complexity Systems Thinking, Family Therapy, Chaos Theory 

Learning from Mistakes / Feed Back NLP, Family Therapy, TCI 

Coaching  Family Therapy, NLP, Gestalt, TA 

Leadership NLP, Family Therapy, Gestalt, TA, Human Resource Development 

Large System Change Tools 
Understanding and Catalysing Self-
Organisation  

Open Space Technology, Appreciative Inquiry, Future Search 
Conferences 

Table 2: Roots and schools applicable to change processes 

Finally, all the methodologies, besides providing a general framework which helps to familiarise yourself 

and act appropriately in a given situation, provide a wealth of applicable tools (always keeping in mind 
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that only fools worship their tools). I try to collect these tools and through my work aim to maintain an 

overview, using the simple assumption: "If something does not work, try something else". I am not in the 

position (and I will never be) to list them all. But if you browse through our website and the old 

newsletters, you might find most of the tools mentioned in Table 3. Below, I have related different tools to 

the various steps in a change process, grouped into micro and macro tools. 

 

Micro tools are usually applied as a one shot interventions, they are circumscribed and used to serve a 

specific purpose (such as the Walt-Disney Circle).  Macro tools consist of several micro tools - you might 

also call them methodologies. Look at Future Search conferences: there is the time line, the mind map, 

the group work on "prouds" and "sorries", etc.  This is an example of an authentic macro tool. 

SOME EXAMPLES FOR MICRO AND MACRO CHANGE MANAGEMENT TOOLS 

Basic Processes Micro Tools Macro Tools 

Diagnosis Processes Different kind of questionnaires, 
Organisational Constellations, active 
listening tools, Time Lines, 
Organisational History/ Mapping  

Open Space Technology, Future 
Search, Appreciative Inquiry 

Concept Building 
Processes 

Visioning, creativity techniques (e.g.  
Walt-Disney-Cycle), Mindmapping 

Project Cycle Management, 
Appreciative Inquiry, Scenario 
Technique 

Psychosocial Change 
Processes  

Various coaching techniques, Peer 
Mentoring, Meta-Mirror, working with 
hidden agendas, 6 Thinking Hats, 
Working with Limiting Beliefs 

Open Space Technology, Future 
Search Conferences 

Learning Processes Dialogue, tools for self-reflection, 
mentoring  

Formal training or on-the-job, 
Open Space Technology, 
Appreciative Inquiry 

Information Processes  Tools for recognising and utilizing 
different thinking styles, Pacing and 
Leading  

Public Relations Campaigns, 
Intranets, Stakeholder Forums 

Implementation Processes General management techniques General management 
techniques, Real Time Strategic 
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Change (RTSC) 

Management of all Change 
Processes 

General management techniques  General management 
techniques (e.g.  participatory 
monitoring), TQM 

Table 3: Some tools for different steps of the change process 
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SELF 

Change Management starts and ends with individuals.  Systems theory asserts that you cannot really 

predict how a person reacts to a stimulus.  As a result, if you want to introduce change into a system, you 

will most likely need to think about the skills, behaviours and belief systems the members of a system will 

need to be part of the change effort.  An idea worth considering would be to start with yourself.  Read 

more about concepts and tools of personal change in this section, which are divided in two parts:  

Goals and Creativity - Tools that help you think outside of the box and to think about your personal 

goals in the process ...more 

Personal Growth - These tools help you to define your personal vision, goals as well as remove the 

barriers that may hinder your achievement of these goals ... more 

CREATIVITY APPLIED: DEFINING YOUR GOALS 

The precondition for personal planning is creativity - one of the main characteristics that distinguishes 

mankind from animals. Everything around us exists because someone had a dream, which was later on 

realised.   

We know about the creativity of our great masters, like, for example, Leonardo Da Vinci, who could 

imagine/conceptualise technical innovations, which at this time were not based on any common 

knowledge.  500 years later, the helicopter, which had been imagined/conceptualised by Leonardo, was 

invented.  Or look at Albert Einstein, who was sitting in his (boring) math classes, imagining himself sitting 

on a light beam traveling through space. This was once the birth of the general theory of relativity. If you 

want to know more about these creative geniuses, I recommend you the series of R. Dilts (Strategies of 

Genius I-III). 

The famous contemporary German artist Joseph Beuys often was cited with his quote: 

"Everybody is an artist!" 

(Please check my favourite website on Beuys , who says, "To make people free is the aim of art, 

therefore art for me is the science of freedom."!) 

In essence, it means that each of us can be creative. In fact, each of us is creative in some parts of our 

lives. We may be artists when furnishing our house, when playing an instrument or when formatting 

computer documents. But we rarely consider applying this creativity to other sectors. Iôm of the opinion 

that creativity is a congenital characteristic. Not being creative in a particular sense (e.g. in painting, or 

speaking to public) is not a matter of skills, but a matter of belief. Of course, we wonôt become a 

Rubinstein on the piano within 5 days, but we have the ability to learn an instrument. Mind you - I myself 

for 38 years had the ingrained belief that I couldnôt draw or paint. Then I changed my belief - and you 

should see my dynamic sketches now. I confess, it resembles more to Beuys than to Rembrandt, but my 

http://www.walkerart.org/archive/0/9E43A9C48839AFC46164.htm
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workshop participants regularly are delighted. Below you see one of my favourites - a volleyball team as a 

metaphor for team spirit.   

 

Figure 2: Team Spirit 

Creativity can also be a team process. Have you ever experienced the power of a team connected 

through the desire of developing a new project? This power can be stimulated through creative 

techniques, which are described under this section. But this part of the toolbook goes further. It gives you 

some tools, which you can apply for your personal projects: 

Defining personal targets: Test-Operate-Test-Exit (T.O.T.E):  

This tool helps you to define your goal and the evidence you need to know that you have achieved your goal. 

Refining Personal Targets: The Walt-Disney-Circle: 

A tool which you will also find in the section on creative planning. By separating a dreamer, a realist and a 

critique state, the exercise leads you step by step to refining personal goals. 

Mind Mapping: 

Doing brainstorming in a different way - you will discover your creative part.   

TOOL:  GOAL ORIENTATION - T.O.T.E.  MODEL  

Test-Operate-Test-Exit (T.O.T.E.) is one of the older NLP models, developed by Miller, G.A.; Galanter, E.  

und Pribram, K., 1960: Plans and the Structure of Behavior, Holt, Rinehart & Winston, New York), and 

further developed by Robert Dilts. 
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It is a cybernetic model of problem solving through self-correcting feedback loops. An example for an 

artefact based on the T.O.T.E.  is thermostat that regulates central heating. The temperature of a room is 

constantly tested and adjusted until the actual result is in line with the expected result (see Figure 1). The 

idea is to constantly adapt your behaviour (or that of your team, or that of your organisation) to the 

changing environment, until the objective is reached. It requires all stakeholders to be flexible. 

 
Figure 3: The T.O.T.E.  model 

As Robert Dilts describes, the model has neurological consequences, which can be compared to deeper 

processes that are behind the effectiveness of Appreciative Inquiry. The more evidence people have that 

shows that they are getting closer to their goal, the more motivated and inspired they are. The strength of 

the model is that it provides alternative options. 

The model can be used in personal, team and organisational development. It resembles parts of the Walt-

Disney-Circle. The process has the following steps:  

1. Describe your goal/objectives in positive, affirmative terms instead of expressing what you want 

to get rid of. "What is your goal?  What do you want to achieve?" 

2. Describe your goal with as much detail as possible - use your different senses. "What would you 

see, hear, smell, taste, feel when you reached your goal? What is a concrete example?" 

3. Establish the evidence that would show the progress on your way towards achieving the goal 

(process indicators): "How exactly would you know that you are getting closer or further away 

from your goal? How exactly would somebody else know that you are getting closer or further 

away from your goal?" 

4. Establish actions that would lead you towards your goal. "What will you do to achieve your goal?  

What is your plan?" 

5. Establish the anticipated impact of the achievement of your goal. "What benefit would the 

achievement of your goal give to you? What is the long-term effect of the achievement? What is 

it good for?" 

6. Ecology check "Who else will be affected and how? How will other persons (or parts of yourself) 

perceive the achievement of the goal or your plans and operations?" 

7. Specify all anticipated problems and limitations, and what you will do about it. "What could 

prevent you from achieving the goal? Is there something you would lose when you achieve the 
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goal (or during the operation)? Which resources do you have to mobilize to deal with these 

barriers and limitations?" 

This process can be even more refined by relating each of the questions 2-7 to SELF and to OTHERS, 

e.g. "What would you see, hear, smell, taste, feel when you reached your goal? What is a concrete 

example?" (SELF) and "What would others see, hear, smell, taste, feel when you reached your goal?  

What is a concrete example for others?" (OTHERS). The questions can also be rephrased for a team 

exercise or the analysis of an organisational strategy. 

Your task as a consultant in carrying out a T.O.T.E. interview is to adapt the idea to the language of the 

client and to take an outside perspective, particularly when the client is unable to develop alternative 

options for changing behaviour.   

TOOL: THE WALT DISNEY CIRCLE - REFINING PERSONAL AND CORPORATE 

GOALS  

(Adapted from: R. Dilts)  

Walt Disney has been known as one of the most outstanding and most successful business leaders of the 

20th century.  Like Bill Gates, the founder of Microsoft, he has not only influenced our way of processing 

information he has also changed the way we perceive reality. The secret of his nearly unlimited creativity 

- unconscious to him - has been moulded into a model that can be applied to any personal and 

organisational planning operation. 

The Circle of Creativity was developed by R. Dilts based on the successful strategies of Walt Disney. The 

approach was developed through individual interviews with friends and colleagues of Disney. It is a model 

for effective and creative development of personal and professional plans. It also helps in the 

transformation of an idea to a plan. 

The model is based on the idea that we can separate any planning process into three stages - the 

DREAMER, the REALIST and the CRITIC. The dreamer is the part in any person or the person in any 

planning team that is able to creatively develop new ideas, whether they are realistic or not.  Without the 

dreamer, there would be no innovation. The realist is the actual planner, or the technocrat. He knows all 

procedures and is able to make a detailed plan out of a dream. The critic looks for what could go wrong 

with the plan and cares about risks. He provides input for new dreams. 

What we usually do is to mix all three stages once we start planning. That means, we often prevent the 

creativity of the dreamer to develop by immediately engaging the critic. Or, we never come to grips with 

the risks of the project by staying in the dreamer phase. 
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

Figure 4: The Walt-Disney-Circle 

The exercise can be used for refining personal as well as for corporate goals. The questions remain the 

same but only shift in their focus  

This model of Walt Disneyôs unconscious creativity processes has been described by Robert Dilts in his 

book "Strategies of Genius - Part I". He tells the story of a business leader who was able to step into 

different states according to the needs of the moment. In the DREAMER state he was able to develop his 

visions, in the REALIST state; he translated his visions into realistic steps ("story-board"). And as a 

CRITIC, he was able to identify constraints and limits to his (and his staffôs) plans. 

Phase 1: Dreamer ("What Do I/We Want To Do?")  

The attitude of the dreamer is: "Anything is possible". In this phase of the planning, it is not necessary to 

look for the realisibility of the goal, neither do we need to look for constraints. 

Questions: 

What do you want to do?   

The goal is to: 

 
 

Why do you want to do it?   

The purpose is:  

 

 

What are the benefits?   

The beneficial effects of this will be:   

Dreamer 

Realist Critic 



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

21  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

 

How will you know that you have achieved the benefits?   

Evidence of the benefits will be:   

 

 

 

When can you expect to get them?   

The benefits can be expected when:  

 

 

Where do you want this idea to get you in the future?   

This idea will lead to: 

 

 

Phase 2: Realist ("How Do I/We Want To Do It?")  

The attitude of the realist is: "As if the dream was realisable".  In this phase of the planning, donôt look for 

constraints. 

Questions: 

When will the overall goal be completed?   

The overall timeframe for reaching the goal is:   

 

 

Who will be involved (assign responsibility and secure commitment from people who will carry out the 

plan.)?   
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____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

The chief actors:  

 

 

How - specifically - will the idea be implemented?   

The first step will be: 

 

 

 

The second step will be:  

 

 

The third step will be:  

 

 

What will provide on-going feedback to show you whether you are moving toward or away from the goal?   

An effective source for on-going feedback will be: 

 

 

How will you know that the goal is achieved?   

I/We will know that the goal has been reached when:  

 

 

Phase 3: Critic ("What Could Go Wrong?")  

The attitude of the critic is to consider: "What problems may occur, and how do we deal with this?" 

Questions: 

Who will this new idea affect and who will make or break the effectiveness of the idea?   
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

The people most affected by this plan are: 

 

 

What are their needs?   

Their needs are:   

 

 

 

Why might someone object to this plan or idea?   

Someone might object to this plan if: 

 

 

What positive gains are there in the present way(s) of doing things?   

The present way of doing things has the following positive effects:   

 

 

How can you keep those things when you implement the new idea?   

These positive gains will be preserved by:   

 

 

When and where would you NOT want to implement the new idea?   

I/We would not want to implement this plan if:    

 

 

What is currently needed or missing from the plan?   

What is currently needed or missing from the plan is:  



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

24  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

Phase 4: Going through the Circle Again  

From each of the three perspectives, what is a ñHowò question you could ask in relation to what is needed 

or missing? 

For example, the critic may have formulated:  

"I/We have not enough information to know whether the achievement of the plan is realistic".   

Dreamer 

How can we get the information we need?   

We can get the information by:   

 

 

Realist 

How would we specifically go about doing this?   

We would need to:  

 

 

Critic 

How will we know if we have enough information?   

We will know by:   

 

 

You might go the circle several times, until you are satisfied with the results. Usually, by doing several 

rounds, the original goal gets broken down into realisable steps. As Robert Dilts put it, if your strongest 

critics say "Go for it!", then you know that your plan has a real chance.   
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TOOL: MINDMAPPING 

In our world which mainly concentrates on the spoken and written word we tend to limit ourselves to 

rationality, forgetting that intuition has always been a great source of creativity. Although the knowledge of 

the differences between the left and the right hemispheres of our brain is still insufficient in fully 

understanding how rationality and intuition work together, we all have experienced in our life the power of 

inspiration through graphical art? We adore the craftsmanship of the Islamic calligraphy, and we enjoy 

visiting art galleries and museums. Each of us has had the experience that during a long and boring 

telephone conversation or during a meeting, the pen in our hand suddenly takes on a life of its own, 

composing sketches and patterns on the notepad which obviously come from our deeper consciousness.  

They are never planned or designed, they are spontaneous. After ending the telephone conversation, we 

are often surprised at our artistic skills. 

These skills can be utilised for creative planning. A method now widely applied to awaken the artist in 

ourselves is called Mindmapping. Take some coloured pens, markers, or crayons. You can do this 

exercise on your own, you might only need small sheets of paper. I do it regularly when I start to plan a 

new project. But it is fun to do it in groups! You may then need large sheets of paper such as those used 

for flip-charts or for pin-boards. 

Any one of the group starts to write a word in the center of the paper and circles it (some people draw 

clouds around, and others donôt circle at all, while others write the key-words along the branches of the 

tree; it is not really important, which geometric forms you choose). This is the central concept you want to 

explore. Do not think about it too seriously whether the first expression is really the central issue - we are 

embracing a creative process, and we do not want to rank concepts now, in terms of importance or not.  

Please leave your critic outside the room for the next hour. Structure is the death of creativity. 

 

 

Figure 5.1: Mindmapping 

Now any other person who has an association and puts it onto the board, connecting it with a line to the 

center keyword. 
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Figure 5.2: Mindmapping 

The next person continues. She could put new categories on the board or elaborate on the word ñclientsò.  

She could also add some drawings. There are no rules for Mindmapping. 

 

Figure 5.3: Mindmapping 

Eventually, the group writes down all its associations and intuitions. Some people might form a sub-group 

and start a second Mindmap. 

 

Figure 5.4: Mindmapping 
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PERSONAL DEVELOPMENT: A PATH TO INDIVIDUAL GROWTH 

When working as an adviser in organisations, I often wonder why people go to work each day in an 

environment which they dislike. They know they have to work to earn their living, but they also know that 

they would rather spend the time with their family or go fishing. They suffer from gastritis, believing that 

they are paid far below their real value, arenôt trusting of their colleagues and they are of the opinion that 

their boss is there to make their livesô impossible. Although they do their job they try to escape from this 

hostile world as much as possible? Their family suffers, and their health deteriorates. 

The funny thing is that from the outside it seems very obvious: an organisation full of people developing 

their capacities, which can reconcile work and home life, and enjoy the progress made by their 

organisation must be much more effective than an organisation full of frustrated staff.  Why is it so difficult 

to create an environment to which people want to belong? 

I am sure that the desire for personal development has no cultural bias. People want to do a good job 

everywhere, in France, in Nigeria, in Thailand, - but they believe that they are held back by their boss or 

their colleagues, and by the system. Have you ever realised that your colleagues or even your boss feels 

the same?  Mind you, your colleagues or your subordinates might consider themselves fooled by you. 

Personal development starts with developing integrity and competence for yourself. That is the essence 

of this section. Without acknowledging your own capacities and your own personality (including 

weaknesses and strengths) you wonôt do it. As the great dame of family therapy; Virginia Satir, put it: "I 

am meò. There is nobody in the whole world that is exactly like me... Everything belongs to me - my body 

and everything that it does, my spirit and all its thoughts and ideas, my eyes, and all images that they 

see, my feelings, whatever they might be: anger, joy, frustration, love , disappointment and excitement; 

my mouth and all words that it produces... All my victories and my successes belong to me as well as my 

defeats and my failures. I am certain that sufficient room for personal growth is the most important 

precondition for a learning organisation and offers an invaluable competitive advantage. Without having a 

staff full of passion, effective teamwork (or, as Peter Senge puts it: teamlearning) is not achievable. The 

Toolbook offers a series of exercises which help you to analyse your personal goals and values, and 

connect your personal vision with the purpose of your organisation: 

Drawing forth your personal vision: 

In my view, this exercise is an essential first step for a change management. Defining your personal goals 

and your future plans gives you a kick-off. It also helps to understand that recognising your values and 

distinguishing them from others values, this is important for your growth  

Changing limiting beliefs: 

We refrain from doing many things not because we are unable to do them, but because we believe that 

we donôt have the ability. Apart from real physiological handicaps, we are in principle able to do 

everything, or we at least have the capacity to learn. This exercise is the essence of Robert Diltsô work on 

beliefs and is a way to start to rid oneself of limiting beliefs. 
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

S.C.O.R.E:  

This is a tool that you can find in the section on systems thinking. By separating a problem or symptom 

and its cause from the expected outcome and its effects, you start to understand your own systemic 

approach to problem solving. By doing this exercise, you will identify resources that help you get from the 

symptom state to the outcome state and you will consider systemic influences on problem solving 

strategies. 

Logical level alignment - defining your own identity: 

This is a wonderful exercise for refining your personal vision. You will find it in the section on creating a 

corporate vision. It starts by defining the future environment and incrementally defines future behaviours, 

skills, values, identities and relationships with the outside world. Itôs one of my favourites! 

Personal Scenarios: 

A couple of key questions must be asked to help you to identify some additional factors that might 

influence the achievement of your goals. It is just a start, there is a more detailed introduction into 

scenario analysis in this toolbook.   

DRAWING FORTH YOUR PERSONAL VISION  

(adopted from: Peter Senge (1994) and R. Dilts)  

Step 1: What do I really want?   

To start with, it is important that you bring yourself to a state of self-reflection. Maybe you should close 

your eyes for a moment. Breathe in, and try to find your centre. Think about an experience or a place that 

has been of significance in your life, a moment in time where you felt important. Open your eyes and start 

to answer the following questions: 

Imagine you have achieved in your life, what would you really want to achieve, e.g.  where you would like 

to live, or what relationships you want to have.  Donôt think whether this vision is ñrealisticò or ñachievableò. 

Please give a short description of your vision? 

 

 

If you are the person in your vision, where would you be? 
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

What material things would you possess? 

 

 

What personal relationships would you have? 

 

 

What would be your working conditions? 

 

 

What would be a typical behaviour of yours? 

 

 

What skills would you have (that you do not have now)? 

 

 

What would be your values? 

 

 

What would be your identity (you might use a metaphor, e.g.  ñI am like an oceanò)? 

 

 

What would your contribution to the world around you be? 
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Step 2: What are my values now? 

Look at the following list of values. If something that is important to you are missing, feel free to add them.  

Select the ten values that are most important to you.   

Then wipe out five of the selected values, leaving the five that are most important to you.   

Wipe out another two, leaving three. 

Accountability Home Ecology 

Freedom Personal Relationships Job Security 

Nature Time Freedom Quality of Relations 

Skills Community Economic Stability 

Adventure Honor Joy 

Freedom from Fear Power Quality of what I do 

Openness Truth Education 

Spirituality Competence Knowledge 
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Beauty Independence Recognition 

Friendship Privacy Efficiency 

Order Wealth Leadership 

Stability Creativity Religion 

Challenge Influence Ethical Behaviour 

Health Professional Growth Love and Affection 

Peace Wisdom Responsibility 

Status Culture Fame 

Change Inner Harmony Loyalty 

Hobbies Public Service Security 

 

Personal Growth Democracy Family 



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

32  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

Team Work Intellectual Status Masculinity 

Charity Purity Self-Respect 

Self-Esteem Fast Living Meaningfulness 

Femininity Money Serenity 

 

Step 3: Look at the remaining three values and answer the following questions for each value:  

What do they mean to you? 

 

 

How would your life change if you practiced this value? 

 

 

Does the organisation you are working in support this value? 

YES/NO  

If no, how should it change? 

 

 

Are you ready to choose a life that is based on these values? 

YES/NO  
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ASSESSMENT AND CHANGE OF LIMITING BELIEFS  

(adapted from R. Dilts) 

This is a trigger exercise that helps you to identify the beliefs that limit you from changing something or 

achieving your personal goals. You can do it alone or together with a coach. It works a little bit like 

Appreciative Inquiry (ñChange at the speed of imaginationò). 

Step 1: Define Your Goal  

Describe a goal you want to achieve: 

 

 

Describe the present plan you have for achieving the goal: 

 

 

Rank your beliefs concerning the achievability of the goal at a scale from 1 to 5, 1 being the lowest and 5 

the highest rank: 

The goal is desirable? 

(1) (2) (3) (4) (5) 

It is possible to achieve the goal? 

(1) (2) (3) (4) (5) 

What has to be done to achieve the goal is clear and ecological? 

(1) (2) (3) (4) (5) 

I have the capacity to achieve the goal? 

(1) (2) (3) (4) (5) 

Do I deserve to achieve the goal? 



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

34  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

(1) (2) (3) (4) (5) 

 

Step 2: Identify limiting Beliefs  

Find a limiting belief which hinders you from achieving the goal (e.g, ñI will not have the persistenceò or 

ñEverybody will be against meò, etc.) You will find an example at the end of the exercise. 

 

 

Connect the limiting belief with the following words and complete the sentence, e.g. ñI will not have the 

persistence, because I get easily frustratedò, etc. 

 

 

,because 

 

 

,therefore 

 

 

,after 

 

 

,while 

 

 

,if 
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____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

 

 

,so that 

 

 

,although 

 

 

Step 3: Change Your Beliefs  

What was your goal like (maybe it has changed)? 

 

 

Do something about your motivation and complete the following sentence. 

I have the capacity to achieve my goal, (write the goal here): 

 

 

,because  

 

 

I have the capacity to achieve my goal,  
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____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

,therefore  

 

 

 

I have the capacity to achieve my goal,  

 

 

,after  

 

 

I have the capacity to achieve my goal,  

 

 

,while  

 

 

I have the capacity to achieve my goal,  

 

 

,if  

 

 

I have the capacity to achieve my goal,  
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

,so that  

 

 

I have the capacity to achieve my goal,  

 

 

,although  

 

 

My goal is to write a toolbook for change management. 

The plan is to start collecting ideas and material, than commence writing. When I have a preliminary yet 

presentable result, I will publish it on the Internet. While waiting for feedback, I will continue to improve 

the Toolbook. I will look for partners who will support and review the edition. And there will be a lot of 

international exchange. 

The goal is desirable?  

(1) (2) (3) (4) (X) 

It is possible to achieve the goal ? 

(1) (2) (3) (X) (5) 

What has to be done to achieve the goal is clear and ecological? 

(1) (2) (X) (4) (5) 

I have the capacity to achieve the goal? 

(1) (X) (3) (4) (5) 

I deserve to achieve the goal?  

(1) (2) (3) (X) (5) 
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Example: 

The form and the content of the Toolbook might not generate sufficient interest.  Finally, the idea will die.   

The form and the content of the Toolbook might not generate sufficient interest, because it does not meet 

an actual demand.   

The form and the content of the Toolbook might not generate sufficient interest therefore it will not be 

used by many people.   

The form and the content of the Toolbook might not generate sufficient interest; after visiting it, it will be 

forgotten.   

The form and the content of the Toolbook might not generate sufficient interest, while other specialists in 

change management can sell themselves in a better way.   

The form and the content of the Toolbook might not generate sufficient interest, if the idea is not well 

advocated.   

The form and the content of the Toolbook might not generate sufficient interest, so that eventually I will 

have spent a lot of effort for nothing.   

The form and the content of the Toolbook might not generate sufficient interest, although it really creates 

a valuable resource. What was my goal? My goal is to write an inspiring Toolbook for Change 

Management. 

I have the capacity to write an inspiring Toolbook for Change Management, because I am very creative.   

I have the capacity to write an inspiring Toolbook for Change Management, therefore I just do it.   

I have the capacity to write an inspiring Toolbook for Change Management, after really having evaluated 

the demand.   

I have the capacity to write an inspiring Toolbook for Change Management, while I continue to enter the 

arena of practice.   

I have the capacity to write an inspiring Toolbook for Change Management, if I focus on my vision - to 

contribute to a world to which people want to belong.   

I have the capacity to write an inspiring Toolbook for Change Management, so that people will react and 

support continuous improvement.   

I have the capacity to write an inspiring Toolbook for Change Management, although I should critically 

assess and evaluate failures. Summary: 
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My goal is to write an inspiring Toolbook for Change Management. I am very creative and I just do it. It 

will be successful, after I have evaluated the demand and I continue to enter arenas of practice. It will be 

based on my vision, to contribute to a world to which people want to belong, so that others will react and 

support continuous improvement. I should not forget to critically assess and evaluate failures. 

 

S.C.O.R.E.   

A TOOL FOR IDENTIFYING SYSTEMIC CAUSE-EFFECT RELATIONSHIPS 

(adopted from R. Dilts) 

The S.C.O.R.E. model (Symptoms - Causes - Output - Resources - Effects) is a tool for comprehension of 

systemic cause-effect relationships. It distinguishes between present and future states. The present state 

is characterised by symptoms that describe the prevailing problem and by the causes of symptoms. The 

future state is characterised by the outcome (goal) and by the long-term effects expected as a result of 

the outcome. The unique feature of S.C.O.R.E. is the way it looks at the relationship between the five 

variables. It is the cause that makes the persistence maintenance of the symptom more important than 

the outcome. At the same time, it is the effect that makes the achievement of the outcome more important 

than the symptom. The keys for the transition from symptom to outcome are the resources to be applied.  

The anticipated positive effects provide feedback to the present (problem) state and support the 

elimination of existing constraints. 

The systemic approach of the S.C.O.R.E. model supports the efficient allocation of existing resources and 

the identification of required resources. The analysis of effects can aid in eliminating existing barriers to 

effective corporate change. 

 

Figure 6: The SCORE Model (adapted from R.  Dilts) 
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Step 1: Symptom  

Identify the evident symptoms of the current problem state of your organisation. It is recommended to use 

the tool; The Five Whyôs first, which helps to structure the solution process. Ask the following questions: 

What is the existing problem?   

 

 

How do we know that it is a problem?   

 

 

Write the symptom on a board.   

 

Step 2: Outcome  

Identify the outcome? 

 

 

What would be the desired state?   

 

 

What would the outcome be if we cure our symptom?   

 

 

Write the cause under the symptom, linking both with an arrow.   
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Step 3: Cause  

Identify the deeper cause of the symptom (maybe you have identified it in The Five Whyôs)? 

 

 

What makes the symptom more important than the outcome?   

 

 

What is the good intention of doing things the old-fashioned way?   

 

 

What is more important than the outcome?   

 

 

 

Write the cause under the symptom, linking both with an arrow.   

 

Step 4: Effect  

Identify the long-term effect of the outcome? 

 

 

Why do we want to achieve the outcome?   

 



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

42  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

 

What would make the outcome more important than the cause?   

 

 

What will be the long-term benefits?   

 

 

Write the effect above the outcome, linking both with an arrow.   

 

Step 5: Resources  

Identify the resources needed to get from the symptom to the outcome? 

 

 

What capabilities do we need to overcome the symptom?   

 

 

What assumptions are required as a base for overcoming the symptom?   

 

 

Where can we get the resources within our organisation?  What additional efforts are required?   
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Write the resources in the space between symptom and outcome.   

 

 

Step 6: Systemic Relationships   

Identify systemic impacts of the effects? 

 

 

If we had the outcome and the effects today, how would that change the cause and the relative 

significance of the symptom? 

 

 

What, if the problem (cause-symptom) would be a solution?   

 

 

 

LOGICAL LEVEL ALIGNMENT - DEFINING YOUR IDENTITY 

(adapted from R. DILTS)  

Based on the work of Gregory Bateson, Robert Dilts has delineated a model of human behaviour, which 

is called the Model of the Logical Levels. It assumes that human processes can be described along a 

ladder of categories that influence each other. The lowest level is the environment, followed by behaviour, 

capabilities, beliefs/values and identity. Beyond identity, the model opens up to "the other", i.e. systems 

that include other human beings - the family, the community, and the world. 
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Figure 7: Levels of Change 

According to the model, the levels influence each other in both directions, but a change on a higher level 

will have a greater impact on the lower levels than vice versa. E.g. learning a new skill at first instance 

(capability level), e.g. a language, might open up to the importance of other cultures (values level) and my 

identity - I belong to the world (identity level). It certainly changes my behaviour - suddenly I able to talk to 

people to whom I would not have talked to before. There might even be a dramatic change in my 

environment - I might move to another country. 

If, on the other hand, the belief level is changed first, e.g. from: I do not have the capacity to learn foreign 

languages to: Itôs easy for me to learn languages; the consequences for the lower levels are tremendous! 

Before this exercise, you should have worked on defining your goals, e.g. with the T.O.T.E. or The Walt-

Disney Circle. 

Step 1: Identifying the future Environment  

Start with the future environment in which you want to achieve the goal. This is a creative exercise, there 

are no limits! Choose the nicest offices or houses, in which you really would love to work or live.   

Step 2: Identifying Future Behaviours  

Imagine you got filmed performing in that wonderful environment you have just described. What would an 

outsider observe on the video? What are people doing there? Are they writing, talking, wandering around, 

dancing etc.? Again, do not describe content, but behaviour.   

Step 3: Identifying Future Capabilities  

In the environment you have described, and with the behaviours one could identify on a video film, what 

new capabilities and skills would you need to get closer to your goal? Try to think in different categories.  

Certainly, technical skills might be necessary. Do you need new capabilities of communication and 

collaboration?   

Step 4: Identifying your Future Values and Beliefs  
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You have managed to live and work in a pleasant environment, exercising new behaviours and learning 

new skills and capabilities, what new values would you need to realise your vision? What must you 

believe to be motivated to go for your goal? What values do you need as a human being?   

Step 5: What´s your Identity?   

Often, people find it difficult to put their own identity into words. It helps very much to find a metaphor that 

describes your identity. If you look for it, it will be very easy to make out an appropriate image. (e.g., I am 

a mountain which stands solid and still, or, I am a tiger, ready to attack everything that wants to approach 

me). Try to visualize the metaphor. In your inner eye, try to listen for sounds, and recognise the deep 

feelings in yourself.   

 

Step 6: Is there anything else?  How do you serve the community?   

If you agree that every individual has a responsibility to the outer world - our families, our communities, 

our state, the earth and the universe - you will find it very satisfying to continue this step. Take on the 

metaphor you have found in STEP 5 and ask yourself: What else is around us? How do we contribute?  

Answer the questions by spinning the metaphor, i.e. people can rest on me, or we I can protect the 

weakest...   

Step 7: Check the image by going down the ladder:  

You have now reached the top of the logical levels, and you have written your vision. You might now 

follow the way back, checking every single step of ladder. While doing so, you take the metaphor you 

have found for expressing your identity. Go back to the identity level. By taking into account the effects 

the metaphor has on the outer world, would the identity change? By taking the - maybe strengthened 

identity - what about your values? How would the capacities and skills be affected? What other 

behaviours would a video camera register by observing you? Does the environment look different?   

Step 8: Write down your vision and enjoy it  

Goal  

 

 

Environment 

 

 

Behaviour  
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Capabilities  

 

 

Beliefs 

 

 

Identify (Metaphor) 

 

 

Community  

 

 

Identity  

 

 

Beliefs  

 

 

Capabilities 

 

 

Behaviour 
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Environment  

 

 

 

An example I completed many years ago: 

Goal My goal is to publish a toolbook on change management on the Internet. 

Environment

  

I am writing it in my office. There is a big desk with a lot of paper on it, books, and 

small notes everywhere. The big computer screen displays text and graphics, and 

there are a lot of hyperlinks that lead to other interesting pages. 

Behaviour I am typing something on my computer. From time to time I consult one of the 

numerous books. I stand up and walk around, obviously thinking deeply (one can 

see wrinkles on my forehead. 

Capabilities I need to be highly focused - I need to reflect on my knowledge and my experience. I 

need endurance and I should be able to take criticism. 

Beliefs  I believe that a toolbook of this nature toolbook would be considered and consulted 

by many people. 

Identity 

(Metaphor) 

I am like an irrigation channel, bringing fresh water to the fields 

Community The water will contribute to the growth of many plants (i.e. people) and it will help to 

nurture the world. 

Identity  Because the world is receiving my water, my self-respect is preserved and grows. 

Beliefs  I can contribute to something that improves human relations! 
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Capabilities Because there is a real demand for my water (= my book), I will be able to produce 

the good quality that is expected. And I never stop flowing. 

Behaviour

  

I am doing more and more other things that put me into connection with the outer 

world; writing takes less and less time. 

Environment There is much more around me than the small cramped office. I am surrounded by 

others. 

 PERSONAL SCENARIOS  

(from P. Senge) 

This trigger exercise is a start for personal planning. It helps you to identify some potential outcomes of 

the plans you are about to develop. Take some time to go through the questions, one by one. 

1. Which two questions (concerning your future) would you be most likely to ask an oracle. 

2. What is a good scenario? How would the oracle answer your own questions? 

3. What is a bad scenario? What if the world would turn into your worst nightmare? 

4. If you look back two years, what would have been a useful scenario then? 

5. What would have been good to foresee? 

6. By contrast, what did you actually think was going to happen? 

7. What are the most important decisions you are facing right now? 

8. What constraints do you feel in making these decisions? 

TEAM 

At the heart of modern organisations are teams that share the responsibility and the resources for ñgetting 

things doneò. Most projects are too complex to be implemented by one person; most services need 

different specialists and support staff to be delivered as well as most products being the result of the work 

of large teams. We know that teams can either perform at their peak, or can be terribly inefficient. Teams 

are also the second smallest unit of a change process. Read more about concepts of how teams can 

learn and change together in this section, which we have also divided into two parts:  

Maps 

The map is not the territory - how to deal with different perceptions of reality within social relationships 

....more 

Team Learning 
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For a quantum leap of their performance, teams need to learn from what they are doing. These tools help 

your team to create a spirit in which such learning processes are possible.  ...more  

EUROBIOLOGY APPLIED - HOW INDIVIDUAL MENTAL MAPS INFLUENCE OUR 

BEHAVIOUR 

To know more about the scientific background of the abovementioned concept and its consequences for 

management, please read: 

Mental Maps - how the Individual Perceives Reality:  

These tools help you understand your own mental maps and otherôs mental maps. They also provide you 

with the skills to deal. 

Meta Model: 

The Meta Model of language was developed 30 years ago by Bandler and Grinder. It was a founding 

source and the first methodology of NLP (long before NLP received its name). It describes how human 

beings delete, distort and generalize information through language. Further, it helps you to discover lost 

information in a communication process. The relevance of this linguistic model for human communication 

cannot be underestimated. 

Milton Model:  

The Milton-Model turns the Meta-Model upside down. While the objective of the Meta-Model is to 

increase the specificity of language use and to collect specific and precise information, the Milton-Model 

leads to a more varied use of language. Here, the listener has to find the missing information by and in 

himself. 

Wonder Question:  

The wonder question, which comes from family therapy, helps the consultant/coach accelerate projects 

which are struggling to take off.   

The Wheel of Multiple Perspectives:  

An exercise that helps you to identify and understand the mental maps of others. 

Conflict Solving Exercise (Belief Outframing Pattern):  

A questionnaire which analyses the beliefs that are behind a conflict and shows alternative perspectives 

for conflict solving. 

The Prisonersò Dilemma:  
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This exercise demonstrates alternative strategies to solve competitive situations through collaboration. It 

supports the strengthening of teams.   

MENTAL MAPS - HOW THE INDIVIDUAL PERCEIVES REALITY 

When individuals or social systems are confronted with new experiences, they need to bring these 

experiences in line with their concept of self (identity). They might 

¶ Explore the new experience, categorise and accept it, and then relate it to their concept of self 

(accommodation),  

¶ Ignore the new experience or part of it, because it may conflict with their concept of self (deletion, 

self-deception), or  

¶ Alter the new experience until it fits into their concept of self (assimilation, distortion, 

generalization).  [Richard Bandler and John Grinder (1975): the structure of magic 1.  A book 

about language & therapy.  Palo Alto, California: Science and Behavior Books.]  

These mechanisms of information processing (simplification, categorisation, deletion, distortion, 

generalization) can be observed on a day-to-day basis. "The map is not the reality", the famous quote of 

Alfred Korsybski is now supported by the results of neurobiological research on cognition and neuronal 

data processing. Peter Senge has described the ñLadder of Inferenceò which is based on the inner 

confidence that ñour map of the reality is the truthò, and ñthe truth is obviousò as a sequence of cognitive 

steps [Peter Senge et.al. (1994),p.243]:  

¶ We receive data through our senses (observation). 

¶ We select data from what we observe (filter, subtraction).   

¶ We add meaning to the data (colour, augmentation).   

¶ We draw assumptions on base of the selected data and the meaning we added.   

¶ We adopt beliefs (mental models) about the reality and continue to select data (as per step 2) that 

correspond to these beliefs.   

¶ We act upon our beliefs. 

 

Figure 8: How we shape our mental maps (from Senge, 1994, adapted by Ian Metcalf) 
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Our understanding of mental models and the underlying processes that shape them is drawn from various 

research disciplines. Mainly, geographers, epistemologists, communication scientists, cognitive 

psychologists and neurobiologists have contributed to a holistic concept which is one of the basic 

principles in understanding the successful management of knowledge and change. 

Paul Watzlawickôs books are full of anecdotal evidence for the process of mental mapping. In his book 

ñHow Real Is Real? : Confusion, Disinformation, Communicationò he describes a phenomenon which 

occurred in Seattle at the end of the 1950òs. Many owners of vehicles realised, that their windscreens 

were full of small scratches. A commission sent by President Eisenhower investigated the phenomenon 

and found out that among the citizens of Seattle there were two persisting theories about the causes of 

that phenomenon: one theory attributed the damage to a suspected Russian nuclear test, and the other to 

a chemical reaction of the fresh tarmac which had been put on the State of Washingtonôs highways. After 

the investigation was completed, the commission concluded that there was no significant increase of 

scratched windscreens in Seattle. [Paul Watzlawick: How Real Is Real? : Confusion, Disinformation, 

Communicationò (1977).  Vintage Books.] 

From a neurobiological perspective, the constructivist paradigm that the brain creates its own version of 

reality seems obvious. In our neurological processes, the retained information is constantly mixed in a 

never ending number of different cocktails and complemented with meaning. Each time we reflect on an 

experience or remember something, the cocktail has a different colour. There is no constancy in our 

brain, no static files that are filled with stacks of objective facts - all our collected wisdom is constantly 

altered, depending on our emotional state and the current task we are following. 

There is nothing like an image in the brain (like the projection of a slide) and the taste of a good Bordeaux 

is nothing but a certain flow of electricity. Among all different scientists, neurobiologists are probably the 

only group that has no doubt about the insight image that cognitions is generate in the brain and that two 

world exists - the world of things outside and the world of cognition inside our brain. If the neuronal code 

of all senses is neutral, how do we distinguish a visual from an aural perception? It is the different areas 

of the neo-cortex, which receive electrical impulses that originate from the senses, which interpret the 

signal as visual or aural. If, for example, during a brain surgery the respective areas are stimulated with 

electrodes, the patient might have a sensual experience, such as an image or a sound. The quality and 

intensity of a cognitive process is not encoded in the singular neuronal impulses, but rather an 

interpretative performance of the neo-cortex. Gerhard Roth, by education philosopher, but as the Director 

of the Bremer Institute for Brain Research one of the leading neurobiologists says that the shift from the 

physical and chemical environment is a radical one. The complexity of the environment is ñdestroyedò by 

chunking it down to singular neuronal impulses of the receptors in the senses. From this, the brain has to 

regenerate - through a multitude of processes - the complexity of the environment, as far as it is relevant 

for the survival. Through new combinations on different levels of the cognitive system, new information 

and meaning is produced. 

The product of the cognitive process is different from the original, like the image reproduced by a digital 

camera is a compression of the data that only represents the original. As we know, the human senses are 

only sensitive for a certain spectrum of the offered information, e.g. a certain wavelength of the entire 

spectrum of light. Some information packages do not elicit a neuronal reaction in the senses, because 

they do not exceed a certain critical threshold potential. Finally, the senses and the descriptive parts of 
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the brain have a limited capacity to process information - like a digital camera - and the data available to 

the senses are reduced by a factor of at least 10[Daniel L.  Schacter (1996): Searching for Memory. The 

Brain; the Mind and the Past.  New York, HarperCollins]. 

We are entering the field of cognitive psychologists, who are able to ascertain the core information that 

is retained and how the amount of data is reduced in cognitive processes. A comprehensive account of 

cognitive processes is provided by Daniel L.  Schacter; professor of psychology at the Harvard University.  

He explains how our past experiences determine, what information we select from the continuous flow of 

data reaching our senses and which we memorize. 

There is no equivalent of a fixed disk in the brain; memories are singular constructions made in 

accordance with present needs, desires, and influences. No two memories of the same episode or 

subject are identical, because the brain synthesises each reminiscence just-in-time, from an ever-

changing mix of images, meanings and emotions. Memory is more like a collage or a jigsaw puzzle than a 

ñtape recordings, ñpicturesò or ñvideo clipsò stored as wholes. Most sense data is not stored at all. We 

have to dispel the notion that memories are ready made packages of related information that are waiting 

for retrieval. Rather, it is a complicated construction process which depends on the quality of the encoded 

engram and the type of the retrieval cue. 

"When we memorize, we complete a pattern with the best approximation that is available in the brain.  

But we do not focus a head light on a stored image." [Daniel L.  Schacter (1996)] 

In recent years, researchers have documented in detail how the processes of social influence shape our 

mental maps. 

"The impact of a message depends both on its content and style and on the individual motivations and 

characteristics of those exposed to it.  Experimental studies have revealed, for example, that persuasive 

efforts that present thoughtful, detailed arguments can be very effective in changing peopleôs attitudes but 

only if the audience has the knowledge and motivation to comprehend, scrutinize, and evaluate the 

message...  People consciously and unconsciously process their experiences in accord with pre-existing 

views (or filters) of reality.  Because these views are unique to individual social histories, each person 

interprets reality in a distinct way and responds differently to events."[National Institute of Mental Health 

(1999): Social Influence and Social Cognition.  [WWW document].  URL: http://www.nimh.nih.gov] 

THE META MODEL OF LANGUAGE 

"With false hope of a firm foundation gone, with the world displaced by words that are but versions, with 

substance dissolved into function, and with the given acknowledged as taken, we face the questions of 

how worlds are made, tested, and known."  

(Nelson Goodman Ways of Worldmaking) 

Neurobiological and linguistic evidence has recently opened a new path to understanding how people 

shape their perception of reality and consequently the way they think and act: 

http://www.nimh.nih.gov/
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The map is not the reality 

(Alfred Korzybski) 

This statement implies that human beings do not react to reality, but build their own mental model of 

reality. The human brain can be seen as a black box, which constantly stores terabytes of information 

from the five senses. Only small quantities of this information actually reach the neo-cortex, where it is 

filtered and altered. The final consequence of this process canôt be determined a priori, because it is 

mixed with experiences, knowledge and emotions -- like a cocktail in which you cannot identify the 

original ingredients. It is naive to believe that you can understand somebody only because of your ability 

to repeat the same words. Because these words internally recall different experiences, there is always a 

different meaning attached to them. 

Accepting this scientific fact has fundamental consequences: the mental models of individuals who meet 

and try to exchange information never match - virtually never! But people have the ability to widen their 

mental models through an understanding of other peopleôs.   

Social systems seek to maintain a balance (homoeostasis), which optimises energy consumption.  

Consequently, systems might resist change. New information or proposals for change might be neglected 

or altered in order to fit into the existing system. If individuals or social systems are confronted with new 

experiences, they need to bring these experiences in line with their concept of self (identity). They might 

¶ Accept the new experience and relate it to their concept of self,  

¶ Ignore the new experience or part of it, because it does not relate to their concept of self 

(deletion), or  

¶ Alter the new experience until it fits into their concept of self (distortion, generalization).   

The three mechanisms of information processing (deletion, distortion, generalisation) can be observed on 

a day-to-day basis. They occur on a deep structure level (cognition) and on a surface level (language). 

THE SURFACE: THE META MODEL OF LANGUAGE  

If you are concerned with change management processes, you need to know more about the mental 

models of the people you are working with and you need to make implicit information explicit. This can be 

done with the help of the Meta Model of Language. It was developed by the psychologist Richard Bandler 

and the linguist John Grinder and it is described in their wonderful book, Structure of Magic. 

We might, for the purpose of understanding, draw the analogy between brains and computers (which, as 

we know, does not reflect current neuro-biological wisdom). In line with analogy, we can assume that the 

brain "saves" human experience in different "files": emotions and feelings, images, sounds, smells and 

tastes. This is already the end of the analogy: in our neurological processes, these different kinds of 

information are constantly mixed in a never ending number of different cocktails and complemented with 

meaning. Each time we reflect on an experience or remember something, the cocktail has a different 

colour. There is no constancy in our brain, no static files that are filled with volumes of objective facts.  
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Our experiences are continuously altered, depending on our emotional state, and the current task we are 

undertaking. There might be also a process that produces random mixtures of information. 

Consequently, we communicate through language patterns that mirror the individual mix of experience.  

The information intake through the senses is analogue, but language is digital - we do not only delete 

information in the input but also in the output phase. To draw another analogy from technology, a 

recording of an orchestra can never exactly represent the original sound. Both the process of recording 

as well as playing the record delete information. Additionally, our brain adds meaning and distorts 

information and it generalizes other information (we will reflect on this in other issues of this newsletter). 

The objective of the Meta Model is to recover some of the information which gets lost during the 

transformation processes. Recovery of deleted information can be done through analysis of the surface 

structure of language and through asking specific questions which look at the deeper structures.   

 

 

INFORMATION GATHERING (DELETIONS) 

We are not able to process all the information that reaches our senses. It is said that each second our 

senses are exposed to 10 MBytes of information, but the brain is only able to process 40 Bytes per 

second.  (If any of my readers have information that is contradictory, please let me know). We filter out an 

enormous amount of information, even before it reaches the cognitive areas of our brain. This process is 

called deletion, and it is continuous in the brain. There are only a few people in the world who can 

memorize the entire telephone book of Greater London after having read it once. Just try to remember all 

sounds or noises that were around you for the last 10 minutes. 

One of the most useful ways to use the Meta Model is to recover more information that is linguistically 

being left out. Sometimes just having more information can make us better communicators. Knowledge of 

the Meta Model helps to understand better the assumptions people have when change takes place. 

The deletion is the first category of the Meta Model.  We will report on generalisations and distortions 

later. 

1.  Simple Deletion  

In a simple deletion, the speaker omits some important information without the full context of 

which the statement canôt be understood. 

Some examples:  

"There is a problem." 

The following information is missing:  
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WHO has a problem?   

WHAT is the problem? 

 

"I have talked it over." 

The following information is missing:  

About WHAT have you talked?   

With WHOM have you talked?   

WHEN have you talked? 

 

"We cannot do anything." 

The following information is missing:  

You cannot do anything related to WHAT?   

WHO exactly cannot do anything 

2.  Deleted Comparison  

Sometimes, a comparison is deleted (big, older, lower, the smallest, etc.) 

For example:   

"Our output is too small." 

The following information is missing:  

Small compared to what/whom/when? 

 

"This is the best strategy." 

The following information is missing:   

Better compared to WHICH OTHER strategies? 
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3.  Nominalisations  

Nominalisations are process verbs that have been turned into nouns hence the process character 

is deleted. Think about a simple word like "relationship".  The original process word is "related to" 

(in German: "bezogen auf", in Spanish "relacionado con", etc.) 

Nominalisations are common in our modern world, most of the mega buzz words are in fact 

Nominalisations. Think about words like "sustainability" (What exactly is to be sustained?), 

"participation" (Who is exactly participating in what?), "ownership" (Who owns what?). We usually 

accept Nominalisations without questioning them, but if you turn them back into their original 

process, you will immediately understand, how different the concepts of people differ. 

Think about a sentence like  

"We donôt have leadership."  

 

If you return the nominalisation into the original word, it becomes "leading". Then, you can ask the 

following questions:  

"What is it that should be led?"  

"Who is to be led?"  

or,  

"I canôt arrive at a decision?"  

Challenge: "How, specifically are you deciding?"  

"What are you supposed to decide?" 

4.  Unspecified Referential Index  

In this case, the noun of object is not specified, e.g.   

"People just donôt learn"  

You can challenge this statement by clarifying to whom the statement is referring, e.g.   

"Which people, specifically?" 

Semantically Ill-formed (Distortion) 
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Neurobiologists have found out that every time we recall a particular event in our life the recognition 

differs. We mix our sensual perceptions with our assumptions of reality and in doing so distort the reality. 

The following terms are a collection of processes that we as humans engage in to distort reality. This 

does not mean it is bad. There is no truth, just perceptions of reality, which through our filters defines 

truth. 

The main distortions are:  

Nominalisation (verbs, changed into nouns). 

For example:  

"He is a loser"  

What did he LOSE? 

 

"We are stuck with our decision."  

What hinders in DECIDING? 

Assumptions (patterns of other persons accepted without cross checking). 

For example:  

"My boss does not know that we are in big trouble."  

How do you know THAT YOUR BOSS DOES NOT KNOW that you are in big trouble? 

Mind reading (One person pretending to read the mind of the other) 

For example:  

"You know what I want to say."  

How do you know THAT I KNOW? 

Complex Equivalence (Cause and Effect are connected without proof) 

For example:  

"The new boss is incapable of performing his job.  Thatôs why our programme is halted."  
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How do you know that the halt of your programme is connected to the capacity of the boss?  (There is 

also a deletion: WHAT is it exactly the boss is incapable of doing?)  

LIMITATIONS OF THE SPEAKERòS MODEL (GENERALISATIONS)  

Generalisations are important strategies for the brain to reduction of complexity. We draw conclusions 

and we learn based on our generalisations. For example, we recognise a particular chair as a chair, even 

when we have never seen its shape. We identify a person as French by her accent, although we donôt 

know her. We decide to change to the other side of the road to prevent an encounter with a big dog, 

although we donôt know anything about this particular dog. Generalisations are strategies people need in 

order to make quick decisions. 

It goes without saying that many generalisations result in incorrect/erroneous judgments. This is one of 

the major traps of thinking. We are ready to accept information given to us without crosschecking, if it fits 

into our mental model. It is even more serious if we select the information we want to process further on 

the basis of those generalisations. 

It is easy to recognise generalisations from oneôs language. For example, statements without concrete 

reference are often the results of generalisations. They are often paired with expressions like never, 

always, nobody, all, etc. (universal quantifiers). Recognising generalisations helps us to expand our 

model. If we do not pay attention we can linguistically limit ourselves. 

For example:  

"Nobody loves me."  

WHO EXACTLY does not love you?   

Has there never been a single person who loved you? 

"It is impossible to get promoted in this organisation."  

Has there never been somebody in this organisation who has been promoted? 

"Everybody in this organisation is just interested in his personal benefit." 

 Really? Everybody? 

"This organisation has never had such a good boss."  

Really? Never? 

Another form of generalisation can be recognised by the lack of referential index. This is characterised by 

the limitations set by the speaker, expressed through certain verbs, which determine other verbs of the 

sentence: can/cannot, want to, must/must not, should/should not, etc. 
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A sentence like  

"I canôt do it." 

(which already has a simple deletion - WHAT is it that you canôt do?), usually evokes a question started 

with WHY? In the sense of the Meta Model, WHY is not an appropriate question, because it does not 

challenge the mental model on which the question was phrased. To get more information hidden by the 

missing referential index, you need a different approach. 

For example:  

"I canôt do it."  

What would happen, if you did it?   

What exactly hinders you to do it? 

"I need to change something."  

What would happen, if you didnôt change anything? 

"In this organisation, it is not possible to speak out frankly."  

Who stops you from speaking out frankly? 

A FEW WORDS ON DEEP STRUCTURES 

The described processes of deletion, distortion and generalization happen on a surface level (language) 

as well as a deep structure level (Cognitive). Language can give some hints to cognition, but it does not 

provide a correct representation of the cognitive processes. The following example is given by Seana 

Coulson 1: 

Schank & Abelson (1977), for example, points to the somewhat surprising difficulty of constructing a 

computational model capable of understanding simple stories like this one: 

Seana went to a restaurant.   

She ordered chicken.   

She left a large tip. 

Although one might conceivably build a model that could construct meanings for each individual 

sentence, Schank & Abelson argued that such a model would fail to compute a number of things human 

readers would naturally assume to have transpired. 

Seana went to a restaurant.   
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(She sat down.)  

She ordered chicken.   

(She ate the chicken.)  

(She paid the check.)  

She left a large tip.   

(She left the restaurant.) 

The problem by now is a familiar one: the interpretation of the combined utterances is much richer than 
that one might derive from formal composition of its components. Moreover, it arises because the literal 
content of the sentences underspecify Seanaòs adventures in the restaurant. Because understanding 
what happened to Seana in this story seems to require a more general understanding of what goes on in 
restaurants.1 

THE MILTON MODEL 

Werner Krejny 

The Milton-Model turns the Meta-Model upside down. While the objective of the Meta-Model is to 

increase the specificity of language use and to collect specific and precise information, the Milton-Model 

leads to a more varied use of language. The deletions, distortions and generalisations that are analysed 

and questioned with the Meta-Model are exactly those language patterns that are utilised in the Milton-

Model.  Here, the listener is to find the missing information by and in himself. 

In earlier newsletters, we had reported on the Meta Model which can be useful in increasing complexity 

within communication through enriching the joint experience of the communicators with more information 

(Meta Model). The Milton-Model turns the Meta-Model upside down. While the objective of the Meta-

Model is to increase the specificity of language use and to collect specific and precise information, the 

Milton-Model leads to a more unspecific use of language. The deletions, distortions and generalisations 

that are analysed and questioned with the Meta-Model are exactly those language patterns that are 

utilised in the Milton-Model. Here, the listener has to find the missing information by and in himself. 

Both models help to revive lost or forgotten experiences and bring to them into everyday life. Only the 

strategies are different. 

                                                      

1  (Coulson, Seana.  2001.  Semantic Leaps: Frame-shifting and Conceptual Blending in Meaning 

Construction.  New York and Cambridge: Cambridge University Press.) 
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BACKGROUND 

Research in psycho-neuro-immunology has shown that all conscious processes, emotions and behaviour 

are a result of the focus of attention. A modern, systemic idea of consulting is guided by so called 

solution, competence and systemic driven models. The objective should be to gain support of all group 

members to form a goal oriented team. 

This is in contrast to classic concepts, which usually focus on a problem analysis. A modern and systemic 

focus is solution driven and centred on the resources and goals of individuals and groups. At the start of a 

consultancy assignment, the client usually focuses on his problems, often having deficit orientated 

perceptions of his working environment (such as team problems, etc.). As a result, adaptive behavioural 

patterns arenôt explored. This is an automatic process, which in a reflective loop supports the 

conservation of the original problem process. This is well explained by modern concepts of hypnosis. 

An analysis of group processes reveals that hypnotic patterns are self-generating and that on an 

unconscious level all actors contribute to the problem state: they hypnotize themselves. 

CONCEPTS OF HYPNOSIS 

Hypnosis and systemic based consulting is focused on the inner (psychic) structure and organisation of 

human beings and their effects on others. These concepts are mainly derived from the work of Milton 

Erickson. He introduced hypnosis as a special form of therapy (and consulting), under his motto: 

"Unique consultants do unique interventions with unique clients in unique situations." 

A basic principle of this approach is the concept of "focusing of attention." 

IMPLICATIONS FOR COMMUNICATION 

Hypnotic experiences and hypnotic communication can be understood and described as a prototype of 

every-day communication. What one perceives as "real" depends very much on his focus. In 

communication, the quality of focus can differ in the following respects: 

¶ How do you categorise it?   

¶ How do you label it?   

¶ How do you match it with your mental map?   

¶ How do you evaluate it? 

If clients focus is on their problems and therefore deficits (usually accompanied with a lot of 

generalisations), theirs and even the consultantôs consciousness tend to drift more and more into the 

problem pattern. Again, this is a self-sustaining mechanism. In such a state, it is difficult to refocus on the 

available competencies and solutions that might be successful or have already proven successful. This is 

what we call a "trance". 
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TRANCE 

Trance inductions are used to stimulate special phenomena in consulting. The trance experience and the 

behaviour exhibited in trance can be utilised to establish resource based solutions. 

In brief: What is trance? 

Trance is the use of behavioural patterns that deviate from the usual perception of reality and which 

therefore are perceived as a condition which is not controllable by the conscious mind. 

Examples for trance phenomena 

¶ Dissociations  

¶ Age related regression / progression   

¶ Time distortion  

¶ Amnesia  

¶ Self-identification  

¶ Positive and negative hallucinations  

¶ Catalepsies  

¶ Tunnel vision  

¶ Anaesthesia  

¶ Inner picture, inner sentences (uncontrolled loops)  

¶ Ideo-motoric patterns (i.e. Body-coordination)  

¶ Ideo-sensoric patterns (spontaneous perceptions)  

¶ Uncontrolled focus on special feelings, emotions  

¶ Day-dream experiences  

The tasks of a consultant are to help the client refocusing or to apply trance phenomena in a goal-

oriented manner. One essential approach is to induce solution-experiences. One good way of doing this 

is to utilise language patterns of the Milton-Model. 

APPLICATION OF THE MILTON MODEL 

The use of language is essential in directing a personôs experience and attention. The Milton Model, 

named after Milton Erickson, lists the key parts of speech and key patterns that are useful in subtly and 

effectively directing another personôs line of thinking. Useful in sales, therapy, family relations and in 

gaining rapport in general, the principles of the Milton Model basically state that larger chunks (more 

general use of language) can lead to more rapport, which smaller chunks, (more specific language) is 

more limiting and has a greater chance of excluding concepts from a personôs experience. By applying 

unspecific language patterns, a state of trance is induced in the listener, opening a path to hidden (i.e., 

unconscious) content of their personality. 

MILTON-MODEL-CATEGORIES 
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A.  Deletions 

Nominalization 

To nominalise something means to make a noun out of something intangible, which doesnôt exist in a 

concrete sense. Our world is full of Nominalisations, e.g. "ownership", instead of "owning something", 

"participation", instead of "participating". It is much easier for people to agree on Nominalisations. 

"We know that there are difficulties in your project, which are in need of a solution. And we donôt know 

which resources could be used to clarify this - but your team is able to go through your experiences to 

find the source of possibilities." 

Unspecified Verbs 

Thinking, knowing, perceiving, noticing, explore, to be aware, experiencing, understanding, learning, to try 

out, to change, to forget... 

"People can learn more easily under a supportive environment". 

"You will be aware of your experience." 

When phrases like these are used, the listener is forced to use his or her imagination to fill in who and the 

howôs. Again, these types of phrases are useful for pacing and leading when the speaker becoming too 

specific could mismatch the listener and break rapport or minimise influence. 

 

Comparative und Superlative 

"And the more we focus on our strengths; the better will be the results. We donôt know yet what is the best 

solution, but we will find out." 

Missing reference: "clear" and "apparently" 

Someone, you, somehow, -where, -whené 

"And you can pay attention for this specific perception. It is learning. One can be glad about certain 

memories and experience all somehow different." 

Modal operators of necessity and possibility 

"And you are allowed to take the time, that you need for it é and you may think about which approach 

works best." 

"Perhaps you should take rest and sleep one night; then you will be able to decide." 
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"éeveryone has to learn and has to make certain experiences at the right time..." 

B.  Generalisation 

Universal Quantors 

All, everybody, nobody, always, never, no-one, nothing... 

"Everyone can do that, it is so easy - and chose among all of these possibilities. No-one can know the 

result in advance - but yet with the help of everybody you will be able to find all the answers. Never give 

up!" 

Lost Performatives 

It is wrong, it is good, it is bad, it is crazy, it is right, it is important. The speaker doesnôt state exactly who 

thinks these things are good, bad or important. 

"It is good, that you are here. Obviously there has been a slightly wrong perception and it is right to clarify 

this misunderstanding." 

"It is important that we find a solution today." 

Imputation and prejudices 

The speaker puts a side effect into the focus. The actual message, oriented on a process becomes 

cloudy and unverifiable. There are adverbs and adjectives... 

 

Imputations of time 

Already, still, before, after, furthermore, initiating, determining, to continue, anymore, not before... 

"Are you already prepared for the implementation of the project? When you continue with your activities, 

you will get deeper and deeper into the subject and you will understand more about the stakeholdersò 

demands." 

Imputations as a comment 

"Fortunately, necessarily, interestingly you can ..." 

"Enjoyable, comprehensible, interestedly, regrettably, that you..." 

Imputations as comparison 

"Which part of the project will be more successful and which part less?" 
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Imputations of perception 

"Did you already notice that something has changed? Did you know how easily you were able to adopt 

the new strategy? When will you discover that the solution is very close?" 

Imputations of Order 

"Which part of your strategy will you implement first?" 

Faked alternatives 

"Will you start with the training courses or with the institutional development? Are you going to open your 

office first or will you first create the steering committee?" 

"One day you will determine with real satisfaction, that you did everything right." 

C.  Distortions 

Cause and effect 

"While you are sitting here you can already imagine how this will change the way you are working é and 

while you practice the new skills with your colleagues, you can get an idea of how that translates into your 

reality." 

Mind reading 

"You are curious what your will get out of this learning. And you didnôt know yet, what the next minute will 

bring é but at the same time you know, that you are going to learn still more." 

"You know what I mean." 

D.  Further Milton-Model patterns 

Embedded Questions 

"Somewhat will become clearer to you?" 

Indirect questions 

"And I am asking myself, what are you going to do next - and I am presume what solution you have found 

to our problem." 

Casual invitations 

"Would you like to realise what else is important? Do you mind to summarise it briefly? 
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You donôt have something against my proposal, donôt you?" 

Negation 

"You donôt have to remember, what I have told you and it is not required that you study at home. One 

doesnôt need a collection of books on Change Management." 

Unawareness 

"I donôt know for whether you need further information. I still do not understand it very well." 

Inability 

"I do not find an appropriate solution for this problem!" 

Ambiguity/ double meaning 

"Potentially you are already on the right track." 

Metaphors, commonplaces, puns, citations 

"Never change a winning team!" 

"I know you will be examining the projectôs performance with a vultureôs eye." 

"Einstein said: Never try to solve problems on the level they were created."  

 

 

THE WONDER QUESTION 

Have you found yourself in a consultancy or coaching situation in which your client just had a "There is no 

way out of here" feeling? Whenever you face a situation in which you want to switch your clientôs attention 

from problem to the solution state, there are a couple of questions that offer help. Try this one: 

"Imagine that you woke up tomorrow morning, and everything had changed in the best way that you could 

imagine. The solution to your problem would be readily available. What exactly would you see, hear, feel?  

How would you recognise that something significant had changed?" 

More systemic approaches to problem solving can be found in the book: 

Furman, B. and Ahola, T., 1992: Pickpockets in a Nudist Camp. The Systemic Revolution in 

Psychotherapy.  Adelaide, Dulwich Centre Publications. 
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This book offers a good selection of systemic techniques used in psychotherapy, many of them applicable 

in business coaching.  

THE WHEEL OF MULTIPLE PERSPECTIVES 

(adopted from: P.  Senge) 

This approach will enable you to develop a profile of each team member or contributor so as to ensure 

their maximum input within a decision making model. As a team or discussion leader your knowledge of 

the particular strengths and weaknesses of each team member or participant will give you a significant 

advantage in effectively synthesizing collective wisdom of the group and an ability to gain a complete 

range of perspectives that will reflect the collective intelligence of the group. Under these circumstances 

buy-in and ownership will lead to a focused approach for problem solving and decision-making. There is 

an increasing need to collaborate, form partnerships and fuzzy alliances, while understanding and 

including expectations and needs of individuals and groups i.e. seeing the world through their eyes.  

Initiatives such as these have become critical when the success and failure of an initiative is considered. 

When starting a project, we tend to forget that people have different understandings of the initiative they 

are involved in. The magic of efficient teamwork is to understand the different perspectives of team 

members and stakeholder groups involved in a project. The more perspectives on an issue that can be 

considered by a team, the more possibilities emerge for effective action. The point is not just to look at 

one or two extremely different perspectives, but also to capture as many nuances as possible. 

Step 1:  

Prepare a wheel about 50cm in diameter out of thick paper or card box. Write the name of the project, or 

the task in the center and, by drawing lines, divide the wheel into equal portions of a cake, one for each 

member of the team. Write the name of one of the team members present in each of the portions. Fix the 

wheel to the centre of a pin board in a way that it can be moved. If no pin board is available, you can 

place the wheel on a table. Write cards with the titles of the major stakeholders; e.g. director, PR officer, 

controller, client, supplier, competitor, etc. Place the name cards around the wheel. If possible, find as 

many stakeholders as persons are present in the group. 
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Figure 9: Wheel 3 

Step 2:  

Turn the wheel. After it stops, each team member will be related to one of the stakeholders. Each team 

member should develop a perspective for the stakeholder to which they have been assigned. 

In developing the stakeholderôs perspective the focus should be on the questions:  

"What are the main constraints we have to solve and how can we solve them?"  

Each team member should start their comment with:  

"From my perspective as sales agent (customer, etc.), the constraints we face, are ....  We should look for 

a solution in ..."  

The limit of each contributionôs should be 3 minutes. 

To help to understand this stakeholderôs perspective, ask yourself these questions, from the stakeholderôs 

point of view:  

Time: What is the time frame I am relating to? When did I become aware of the problem? When will it, 

effectively, be a non-issue for me?   

Expectation: What do I expect to happen, if the project continues as expected? What do I hope to 

happen? Who expects me to deal with this? What do they want me to do?   

Examination: How closely am I willing to examine the problem? From how far away do I see it? What else 

is connected with this problem as I see it?   
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Understanding: What do I see about the problem that no-one else sees? What is my understanding of the 

problem? What data is my understanding of the problem based upon? 

Visualize all inputs; you might want to use them later or come back to them in the discussion. You can 

then ask yourself: What do the different perspectives mean for our work? How can we utilise the 

differences for improving our effectiveness?"  

CONFLICT SOLVING - BELIEF OUTFRAMING PATTERN 

(adapted from R. Dilts) 

The following model assumes that most inter-personal conflicts are based on assumptions people make 

about the conflict partner. These assumptions are, as long as they are not proven, nothing other than 

beliefs. We assume that the other person has a particular frame of mind about us, which limits our 

freedom of choice (ñlimiting beliefò). Furthermore, when we experience the behaviour of the other person, 

we consider the behaviour to be false, wrong, or sometimes simply egoistic or bad - this is a ñcolliding 

beliefò. However, the conflict is not based on these conflicting beliefs, but on a third belief that the people 

in conflict together, the ñcolluding beliefò. Without this colluding belief we would be able to ignore the other 

person. N.B. all three categories are in your mind - it is your mental map of the conflict. 

 

Figure 10: Triangle 

A classic example can be found in many relationships: 

 

Person A is in conflict with person B. 

 

Person A assumes that Person B believes:  

 "A does not care for me." (otherôs limiting belief)  
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

Person A also thinks:  

"B is so dependent" (your colliding belief), and  

"We ought to be a couple" (your colluding belief) 

Without the colluding belief, the conflict would not have any base, e.g. in the given example, A and B 

would not care about the other person and the limiting belief. 

The following exercise is not an exercise that you do together with the person you are in conflict with, it is 

meant to help identify solutions for yourself (person A). It could be done individually. However, it is helpful 

to employ a coach or an intervisor interviewer (which can be a peer), to ask the questions and support A 

in finding alternative behaviours. 

Step 1: Identifying the system  

Identify a person (B) who is in conflict with you (A). Describe the conflict. 

 

 

What does this person believe about you (limiting belief of B)?   

B believes that I 

 

 

What do you believe about B that brings you in conflict with her/his limiting belief (colliding belief)?   

I believe that B 

 

 

What do you both believe, i.e.  what makes the conflict a conflict (colluding belief)?   

We both think that 
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 
____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

Step 2: META-Position  

Try to step back for a moment and to watch the conflict from ñoutsideò. Try to see you (A) and the other 

(B) as if they acting on a stage 

What are your observations about the behaviour of the two? 

 

 

Step 3: Answer the following questions:  

What is the good intention behind the behaviour of B?  I.e. what is the behaviour good for? 

 

What is the good intention behind your behaviour?  I.e. what is your behaviour good for? 

 

 

What is the good intention behind your common (colluding) belief? What is it good for that you 

communicate at all? 

 

 

What could be the otherôs ñmapò of the situation? If you could see the other through his eyes, how would 

you see the situation? 

 

 

If the other would see the world through your eyes, how would he see the situation? 

 

 

If a third, neutral person would see you both with his eyes, how would he see the situation? 
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

What additional resources (mental, intellectual, emotional, etc.) would B need to solve the conflict? 

 

 

What additional resources would you (A) need to solve the conflict? 

 

 

In which way could you change your behaviour and try a different one? 

 

 

In which way could B change his behaviour and try a different one? 

 

 

How would you have seen the relations with B one year ago? 

 

 

How will you see the relations with B in one year from now? 

 

 

What if the problem would be the solution? 

 

 

How could you become more open with each other? 

 



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

73  

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

How could you both introduce a new viewpoint by concentrating on your common (colluding) belief? 

 

 

THE PRISONERòS DILEMMA 

(Taken from Pretty et al.,1995.  Original source: Pfeiffer and Jones: Structured Experiences for Human 

Relations Training) 

This game helps participants to see how different strategies can solve competitive situations through 

collaboration. It aids in the strengthening of teams. 

Step 1:  

Participants are divided into two equal groups, the A and the B group. The groups cannot communicate 

with each other team except when specifically advised by the instructor (see Step3 below). 

The groups are instructed that they can play the RED or the BLUE strategy. The words RED and BLUE 

are written on cards and each team gets one of each. They are told that the objective of the exercise is to 

get maximum points.   

Step 2:  

In each round, the groups discuss amongst themselves whether they will play the RED or the BLUE 

strategy. After a sign from the instructor, each team will hold up the card they have agreed on. 

Step 3:  

After a round the scores are recorded for each team: 

both teams choose red:    both score 2 points 

both teams choose blue:    both score 1 point  

one chooses blue and other choose red:   blue gets three and red 0 

 The game is played over ten rounds. After round five, the teams can meet to negotiate (optional). 
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Step 4:  

After round ten, the final score is counted and a debriefing session is held. 

Comment: 

There are different scenarios for the outcome of the game. At the beginning, both teams may decide to 

choose red to maximize scoring, until one group decides blue. In a next phase, teams might try to trust 

each other and both play red until one group tries the blue. The maximum number of points team can get 

is 30 points, if the other gets nil. The maximum aggregate score of both groups is 40, if both play red 

each time. 

TEAMWORK AND TEAM LEARNING: 

Expressed in a more popular way, we consist of an accumulation of emotional crooks, who hide their real 

identity, play hazardous games and call everything society.(V.  Satir)  

We cannot not communicate. Whenever two people come into contact, they will exchange information, 

consciously or unconsciously, verbally or non-verbally. The tricky thing though is that in a communication 

process there is a transmitter and a receiver and the meaning of the message is not controlled by the 

intent transmitter, but the reaction it elicits at the receiver. At breakfast, a mother might ask her 

adolescent son: "Where were you yesterday night?" with the intention of partaking in her sonôs life . The 

son might understand a different message, like: "As long as you live in my house, I would like to have 

control of your movements." The son perceives this statement negatively and sulks. You think this 

scenario is negative, well consider the following scenario. A director of an organisation calls a meeting for 

the entire staff. He tells them: "We have developed a new vision for the future. We want to be the first 

company in our sector, the brightest star among all others. We would like you to come on board and 

share this bright future with us." Three quarters of the staff understand: "I want you to work harder, and 

those who do not come on board as far as the new vision is concerned w will be left behind." Who is right, 

the boss or the staff? Or is it a tricky question?   

The map is not the reality. This famous quote from Gregory Bateson, now equivocally used by 

psychologists and neuro-biologists, means that we all create our own reality in our minds informed by our 

experiences and maybe even according to our genes (nobody knows that exactly) - we form our own 

maps. No single map is truer or better than any other - like the city plan of New York is not better than the 

Michelin map of East Africa. But try to find the Empire State Building on the Michelin. The problem is that 

if peopleôs maps do not overlap, they will have a communication problem. Have you tried to step into the 

shoes of your colleague, whose favourite task brings you displeasure? 

Team learning is more than a simple training of strategies for collaboration. It includes communication 

skills, sharing visions, acceptance of mental models and recognition of the unique contribution of the 

individual actors. Team learning facilitates future planning through the continuous processing of feedback 

information. 
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Key questions 

How can we give feedback to colleagues in a constructive way? How can we improve our communication 

structures? Which resources do we need as a team to increase our effectiveness? What would I 

see/hear/feel being in the shoes of the other? What is the good intention of her behaviour? 

Enriching individual maps is the key for successful cooperation and communication. Yes, communication 

patterns can be improved substantially, and I am offering you a set of tools that will enhance teamwork 

and create synergy. 

Positive Feedback:  

An exercise that helps you to give feedback and critique in a pleasant and constructive way. 

Working with diversity:  

Utilizing the power of diversity for team building. 

Fishbowl:  

A tool for introducing skilful dialogue to a group. It is usually a pain for groups that are in the norming and 

forming stage, but it helps them to get into the performing stage. 

Creative Solutions - Intervision with Drawings:  

Got into the stuck state with your project? This is a creative way to get a new view on your problems. 

After Action Review:  

A tool that helps your team to quickly review the outcome of your activities. Applying IT, it can be used for 

knowledge management in your organisation. 

Expectation Matrix:  

A powerful tool for revealing different mental maps between sub-groups of a team (or individuals) and for 

negotiating what the different parties can contribute to a successful outcome. 

Gentle Evaluation:  

A nice way of closing a training workshop, particularly if participants will not instantly meet again after the 

training. It helps to sustain the training impact. 

Peer Mentoring:  
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Peer Mentoring is a tool that is widely used for team development and creative problem solving. 

 

The Art of Dividing a Pumpkin:  

The exercise offers a tool that tries to induce quality in change processes by fostering a deeper 

understanding of what democratic decision making processes entail. It assists the participants in gaining 

insights into dealing with the needs of all stakeholders in such a way that the principle of equal rights for 

everybody involved is respected. 

A Matrix for Training Needs Analysis:  

This tool provides a systematic approach to conceptualisation of training by combining different stages 

and methods of training needs analysis.   
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FEEDBACK EXERCISE 

Giving and receiving feedback is a tricky. We may need to criticize others, particularly our subordinates, 

but itôs often difficult to find the right words. We have to strike a balance between the critic, who needs to 

express their feelings, and, the needs of the person being criticized, who has to receive criticism without 

losing confidence. This tool helps you to reframe your criticism into acceptable and positive feedback.  

Because of the indirect nature of the feedback it is easier for them to hear and act on the feedback. 

The feedback exercise needs to be referred to a particular event; I regularly ask participants in training 

after a presentation round or individual performances to give feedback. After a group assignment, each of 

the participants in the group gives and receives feedback from everybody.   

The feedback exercise usually is introduced after a presentation or a round of group work. Each of the 

group members gives and receives feedback. The following description gives an overview of the process 

and an example of the tool being used. 

Step 1: Writing down the Feedback  

Put the chairs into a circle, remove all tables. Everybody in the group prepares feedback for all the other 

people in the group. On an individual sheet for each participant write a statement, answering the following 

questions: 

1. What did I like about (Name) performance/collaboration?   

2. Of the things that I like what would I like to see more of?   

3. What features / behaviours / application of skills did I miss?   

Step 2: Giving the Feedback  

One participant starts by standing up behind his chair.  He calls on one of the group members, who also 

stands behind his chair.  The ñgiverò presents his feedback by addressing the empty chair, using the third 

person singular. 

Let us assume, the giver is Charles, and the recipient is Peter: "Charles particularly liked the way Peter 

collaborated by making sure everybody in the team could bring in their ideas. He also liked the creative 

way, Peter solved the problem with our client X. 

Charles would like to see even more of this creativity, maybe extended to other group problems. 

Charles would have liked to have seen more documentation on Peterôs activities in the development of 

the project." 

After giving the feedback orally, the ñgiverò hands over the feedback sheet to the recipient. The rest of the 

group then continues providing feedback to the same person. This should continue until everybody has 

given feedback to everybody.   
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 
____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 
____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

WORKING WITH DIVERSITY 

(from: M. Pedler et al.) 

"Diversity is one of the most vital aspects of the Learning Company. How a company manages to work 

with the diversity it has is one of the keys to learning and productivity. For many years companies have 

tried to suppress diversity, preferring sameness and uniformity because this is easier to manage.  ... How 

can we positively use the differences between us to create power in the Learning Company?"  

(M.  Pedler et al.)  

This exercise is a powerful tool for recognising diversity. It lays the groundwork for other tools that deal 

with different mental maps. 

Step 1: Find out the Diversity that exists in the group  

In a plenary session, identify categories that apply to group members; e.g. gender, age, nationality, 

education, position, etc. Write them down on a flip chart. 

Select one of the categories e.g. gender, and identify the possible options i.e.  in our example it would be 

men and women. The group should then be split to reflect the options identified. (e.g. women and men, 

national and expatriate staff; technical and administrative staff, managers and employees, nationalities, 

etc.).   

Step 2: Recognise the importance of Differences  

The sub-groups reflect the options within the category and then split into pairs. In the pairs, each of the 

participants answers the following four questions as fully as they can: 

"Whatôs important to me about being a 

 

,is   

 

 

"As a 

 

 

,I bring to this organisation   
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____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

 

 

 

"Our organisation  empowers me to live out my special character as a 

 

 

,by  

 

 

"What I value about those who are different, is 

 

 

Step 3:  

The sub-groups reconvene and summarise the results from the pairs. Going back into a plenary session, 

the groups read their answers to the other groups.   

Step 4:  

Repeat STEP 1-3 several times, focusing on other differences - until all major categories of diversity are 

explored.   
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FISH BOWL 

(adopted from Peter Senge) 

I love the fish bowl. It is a problem solver, particularly for strong opposing views. Although people do not 

always instantly see the benefit of it - there is often a moment of awareness that comes sometimes even 

days after people had been exposed to Fish Bowl. It is the task of the trainer to emphasise this moment of 

awareness. In my experience as a facilitator, Iôve learned that you need to introduce this tool carefully and 

explain the objectives and benefits. 

Fish Bowl can be a part of leadership training. I would love to see it utilised more often in practice, 

because it works wonderfully. It originates from the theory and practice of dialogue and is described in the 

Fifth Discipline Fieldbook of Peter Senge. 

The objective of the tool is to find common ground for a controversial issue, to learn how structures 

determine outcome, and to learn how to give and receive feedback. 

Step 1:  

Announce that there will be dialogue around a controversial issue. 

Ask each participant of in to select a coach from the group. If your number of participants is odd, 

nominate one as an independent observer of discussion culture. 

In real life, you would start a fish bowl when there is a controversial issue amongst team members and 

thereôs no agreement is in sight. In a training workshop you would select a topic which you expect the 

participants to hold conflicting views over.     

Step 2:  

The pairs retreat for 10 minutes. They prepare for the first round for the following dialogue in which one of 

the participants will take part actively, the other will be the observer and coach. In the preparation phase 

the coaches ask their partners about their views on the chosen topic, on their intended discussion 

strategy. Are they prepared to change their view? What are their expectations for a good outcome of the 

dialogue?   

Step 3:  

Form two concentric circles of chairs. The team members who have been chosen to participate in the first 

round of the dialogue take a seat in the inner circle, opposite to their coaches who will sit in the outer 

circle, facing their partner. Give the start signal for the dialogue. Do not intervene for the next 20 minutes 

and then stop the dialogue.   



T H E  C H A N G E  M A N A G E M E N T  T O O L B O O K  ð H O L G E R  N A U H E I M E R  

 

This work is licensed under the Creative Commons Attribution-ShareAlike 3.0 Unported License. 

81  

 

Step 4:  

The partners retreat again. The coaches give their feed-back about what they had observed during the 

dialogue - with emphasis on the communication culture of their coaches.   

Step 5:  

Depending on the time and the outcome achieved so far, you have two choices; either the same round 

meets again and continues their dialogue for another 20 minutes - then you would look for changes in 

communication styles; or, the roles change and the coach becomes the coaches and then sit in the inner 

circle. Or, you do both steps subsequently.   

Step 6:  

Debrief. In a training course, focus on the meta-level and discuss the change in communication culture.  

In a real life situation, the way you continue the process depends on the outcome of the fish bowl. 

CREATIVE SOLUTIONS - INTERVISON WITH DRAWINGS 

Intervision is a word which cannot be found in the dictionary. I learned it from my teacher, Ulrike 

Harlander (who died prematurely in 2001), and she in turn had probably learned the word from Robert 

Dilts. Compared to supervision, it refers to a feedback mechanism between peers. 

The exercise is particularly useful after a session in which several constraints of a project have been 

identified (e.g. SWOT). It can be integrated as part of Strategic Planning Workshops. The Intervision 

Exercise can also be applied for personal project planning. 

Material: you need flip-chart paper, and pens or crayons in different colours. 

Step 1: Open the problem space  

One member of the group is the presenter, while the others act as intervisors. The presenter describes in 

her/his words how a particular problem appears to her.   

Step 2: Drawing the Map  

The presenter and the intervisors each draw a picture of the problem. The drawings might be realistic, 

symbolic, metaphoric, abstract - however you like it.   

Step 3: Presenting the Maps- Opening the solution space  

The presenter and the intervisors present their drawings and, if necessary, give a short explanation.  

Each of the intervisors ends her presentation with a question that indicates a possible solution or that 

opens a new space for possible solutions. 
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An example: The problem of the presenter was: The contact between staff in the provinces has 

deteriorated during the last years due to our lack of transport. We only meet occasionally. After the 

presentation of the drawings, one intervisor might ask: How could you increase the motivation of the field 

staff, so that they want to exchange ideas with you? 

Step 4: Enriching the map  

Each intervisor and the presenter now enrich the map of the presenter by indicating a solution through 

either: 

1. Making a new drawing, or  

2. Adding a new feature to the first drawing, or  

3. Adding something to the drawing of the presenter.   

Finally, the new maps are shown and explained and the roles change in turn.   

AFTER ACTION REVIEW (AAR) 

It is not surprising that organisational development practitioners can learn from the army. I am not totally 

sure whether this tool has actually been developed by the American Army, but obviously it is applied by 

them - you can read more about it at the Centre for Army Lessons Learned (CALL: http://call.army.mil).   

The method of AAR is also applied by more peaceful organisation s such as a Christian NGO called 

Tearfund (http://www.tearfund.org/) which works against poverty. It is a part of their very interesting 

organisational learning set-up. They say:  

"We aspire to get to a place where we:  

The AAR is done on a regular base - every day, shift or other significant action, immediately, before 

leaving the job. It takes about 15 minutes, makes learning conscious and explicit. It is the actual piece of 

work which is reviewed. Because it is documented, it can feed into the learning system of an organisation.  

It is done by individuals, or better, by the team. 

The After Action Review process is shaped around 4 questions: 

1. What was supposed to happen?   

¶ What was the objective of this task? 

¶ Was there a clear objective? 

¶ Was it measurable? 

¶ Does everyone agree? Maybe there were different understandings. 

¶ You could try asking people to write down what they thought the objective was 

2. What actually happened?   

¶ What was the result? 

¶ Was it measurable? 

¶ Does everyone agree? What is ñground truthò? 

http://www.tearfund.org/
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¶ You are not looking for blame or praise. This is not finger pointing. 

¶ It will help if there was some sort of record of the proceedings. 

3. What were the positive and negative factors here?   

¶ Was there a difference between the supposed and the actual? 

¶ Did you do better/worse than expected? 

¶ What helped the success, or caused the failure? 

¶ You may need to question quite deeply to find out the facts. Ask the ñFive whyôsò 

(Note: The ñ5 whysò are in response to the theory that you need to ask ñwhyò a maximum of five times to 

find out the real tangible reason behind something. If asking the question ñwhyò repeatedly is causing 

irritation, re-phrase as ñwhat were the reasons for....ò instead). 

4. What have we learned?   

¶ This is where you express your learning, considering what you would do in the future - 

specific actionable recommendations (SARs). 

¶ If any actions arise, make sure they are adopted 

a) Learn Before - Before we tackle any sizeable project we ask ourselves who has done it before, 

and what can we learn from them? 

b) Learn During - At intervals during the project we pause, check we are on course and ask what 

have we learnt? 

c) Learn After - At the end of the project, we take time to stop and capture our learning and present 

it in a way that a future user could find it and re-use it." 

EXPECTATION MATRIX 

If you had different stakeholder groups involved in planning a project, you might share the experience of 

finding out that what works well on paper can look very different during implementation. Often, it turns out 

that some stakeholder groups or individual players have quite different perceptions of who is supposed to 

do what in the implementation. This is often leads to conflict , which leads to a decline in the efficiency 

and effectiveness of the project. 

You should use this tool at the end of a workshop - or you could organize a special event for this - and 

you might prevent some of the conflicts described above. 

There is a long and a short version of this tool. The long one takes about an afternoon, the short one can 

be done in about one to one and one-half hours. 

List the main groups involved in the project implementation. If it turns out that key players are missing, 

youôd better get them involved or represented in your workshop. Draw a matrix on one or two pin boards, 

where the columns as well as the rows represent the titles of the groups. Cross out those boxes of the 

matrix which match. If you have five groups, consequently you will have five columns and five rows, i.e.  

25 fields of which 5 are crossed out. 
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Table 1: Step 1 

Now, start with the group, which represents the first row, i.e. "project management team". Proceed in a 

horizontal sequence and ask the representatives of that respective group, what they expect from the 

other groups in terms of roles and responsibilities during project implementation. Go column by column 

and write the answers into the respective boxes. At that stage of the exercise, the group is not supposed 

to comment on what role they want to assume by themselves, and the other groups are not supposed to 

make remarks either. 

Once you finished the first group, continue with the second row, and repeat the process. 
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Table 2: Step 2 

After having filled all the squares, you go back to the first group. Now are working in a vertical sequence.  

Read all the statements in column 1 aloud and ask the representatives of group number one (in this 

example, the project management team) for their reaction to what is expected from them. Are they willing 

to comply with these expectations? If not, mark disagreements. Finally, ask the representatives of group 1 

to add additional tasks and responsibilities they want to assume for themselves. 

Continue the process for the other groups. Debrief thoroughly. If there are any disagreements left, you 

might need to add an additional negotiation process until there is a consensus of all participants.  

Summarise and debrief. 

Long version:  

Instead of doing the entire process in the plenary, you might send the respective stakeholders into 

working groups, in which they discuss what they expect from the others. They write their statements on 

paper cards and present them in the subsequent plenary session. The paper cards are traded and the 

groups again retreat. In the following working session they discuss, with which of the expectations they 

want or can comply. These results again are presented in the plenary, and the process continues as 

described above. 

GENTLE EVALUATION 

This is a nice way to evaluate workshops and training courses and to boost the motivation of the outgoing 

participants to apply what they have learned in the course. I liked it in particular because it encourages 

the participants to reflect on their experience after the seminar ends and also because the trainer has a 

chance to learn about this reflection.   

This is the tool: 

1. When preparing for the seminar, print small cards, which should have the size of business cards.  

On the front side write: "My Name" (and a space where participants can put their names) and "My 

E-Mail" (and a space where participants can put their e-mail address). On the back side, write the 

following text:  

¶ Sometime during next week, write an email note to your partner. 

¶ In this note, describe how you plan to apply your new skills and knowledge to your workplace. 

¶ If you have already begun applying the new skills and knowledge, briefly describe how you 

have done so. 

¶ Add information about your experiences in the training sessions. Specify what you enjoyed 

and what you disliked during the session. 

¶ Send the email note to your partner. Send a copy of this note to the trainer 

¶ If you donôt hear from your partner after three or four days, send them a gentle reminder. 

2. At the end of the seminar, distribute the cards. Ask every participant to write their names and e-

mails on the card and to find a partner, with whom they do not interact with on a daily basis. Ask 
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them to exchange cards, to keep the cards either in their wallet or stick it to their computer and to 

act according to what is written on the back of the card. 

3. The exchange of cards could be also utilised for a small intimate chat on what they liked in 

particular and what they want to apply. 

Sometime during next week, write an email note to 

your partner.   

In this note, describe how you plan to apply your 

new skills and knowledge to your workplace.   

If you have already begun applying the new skills 

and knowledge, briefly describe how you have done 

so.   

Add information about your experiences in the 

training sessions. Specify what you enjoyed and 

what you disliked during the session. 

Send the email note to your partner. Send a copy of 

this note to the trainer  

If you donôt hear from your partner after three or 

four days, send them a gentle reminder. 

Title of Seminar  

 

Name 

 

Email-Address 

 

 

Figure 11: Template for Gentle Evaluation 

PEER MENTORING 

Peer Mentoring is a tool widely utilised for team development and creative problem solving. The German 

name is "Kollegiale Beratung" and I have not really found the appropriate English term (some people call 

it "collegiate counselling" or "colleague counselling"). 

This is the procedure 

The procedure works best in groups of 4-7 persons. One of participants is the client, the others are the 

counsellors. If there are more people, identify additional client(s) and separate not multiple groups. 

1. The "client" selects one issue which he/she wants to be coached on and explains the background 

of his/her case to the counsellors. No questions by the counsellors are allowed at this stage.

 (15 min.) 

2. If necessary, counsellors can ask additional questions for clarification (no comments, no leading 

questions!) (10 min.) 
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3. The counsellors split up into two groups and retreat (if the no.  of counsellors are less than 4, do 

not them split up). Each group analyses the story they just have been told and develops a 

hypothesis about the underlying problems. (Alternatively, the group does not retreat and the client 

listens to the group discussion without commenting - but I prefer the other version)  

(30 min.) 

4. The counsellors present their hypothesis to the client, who listens carefully. He/she is allowed to 

ask questions for better understanding, and accepts or rejects the hypothesis. (10 min.) 

5. If accepted, the counsellor retreat again in their two groups and work out possible solutions for 

the problem of the client. (30 min.) 

6. The counsellors present their ideas for solutions/interventions to the client, who listens 

carefully.(10 min.) 

7. The client reacts to the solutions.  (5 min.) 

8. Joint feedback of the mentoring session (10 min.) 

Total (120 min.) 

WAYS OF DEMOCRATIC DECISION MAKING OR "THE ART OF DIVIDING A 

PUMPKIN" 

(by Stefan Meister (http://www.intercultures.de/) 

DESCRIPTION 

This exercise is derived from a similar exercise from the "Betzavta" ("together") Program developed by 

the Adam Institute for Democracy and Peace in Jerusalem, Israel (http://www.adaminstitute.org.il/),  which 

was adopted by the Centre for Applied Political Science (CAP) of the Ludwig Maximilian University in 

Munich, Germany (German speakers can check under http://www.intercultures.de/, Dienste / Toleranz 

und Antirassimus).   

The exercise offers a tool that tries to induce quality in change processes by fostering a deeper 

understanding of what democratic decision making processes entail. It assists the participants in gaining 

insights into dealing with the needs of all stakeholders in such a way that the principle of equal rights for 

everybody involved is respected. 

GOALS 

Possible realizations by participants during or after the exercise are: 

¶ Decisions are often made on the basis of silent assumptions 

¶ Many times, "acting in a democratic way" is understood as the readiness to accept compromises 

or majority decisions 

¶ Problems are often approached from a solutions orientation and not with a needs orientation 

¶ The acknowledgement of "equal right to freedom of the other" is a stance which not only serves 

the advancement of the individual, but also of society 

http://www.intercultures.de/)
http://sharepoint.changewright.com/backoffice/Shared%20Documents/1.0%20Current%20Projects/Original%20Change%20Management%20Toolbook%20Revision/(http:/www.adaminstitute.org.il/),
http://www.intercultures.de/)
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¶ For democratic decision making not only the result but, more importantly, the process is relevant 

 

 

EXERCISE SET UP 

Starting the exercise, the facilitator should ask for three volunteers. The volunteers are placed in the 

middle of the circle of participants, seated around a still hidden object. Drawing the cover away, the object 

is revealed as a pumpkin.   

The situation is described as follows: the three volunteers are three people who have found the pumpkin 

at the same time. They all claim the pumpkin for themselves. How can this situation be solved in a 

democratic way?   

In the next steps, the facilitator always asks questions of the volunteers first and then the other 

participants. All comments and suggestions should be written on a flipchart or board. It is good to facilitate 

in a pair, so one can write and the other concentrate on the process. 

EXERCISE FACILITATION 

Four steps of democratic decision making 

1. Determining whether a conflict is real / assessing the needs involved  

Some participants normally suggest dividing the pumpkin in three equal parts for the three 

persons. The facilitator asks whether everybody agrees with this suggestion. Here some 

participants may already ask whether that is truly democratic. One important aspect might be 

what to assess what the three volunteers need with the pumpkin.   

The facilitator should pursue this particular path further or introduce the question herself/himself. It 

involves the assessment of needs before decision making. It could i.e. be possible in the example that 

¶ One person needs the pumpkin to make a Halloween mask out of it,  

¶ The second the fruit fibre to prepare a meal,  

¶ And the third the seeds to roast them. 

 

Thus, in this case, the pumpkin can be divided in such a way that nobody needs to accept any 

restrictions. No conflict can be determined and all parties involved will be satisfied with the result. 

2. Changing the situation as a creative solution to the problem  
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The facilitator now asks what advice could be given if after the assessment of the needs it 

becomes clear that all three persons need the fruit fibre. Some participants will suggest that now 

the pumpkin definitely needs to be split in three even pieces. The facilitator now has to ask 

participants to name and challenge all possible assumptions involved in this situation. Possible 

examples could be:  

 

Assumption 1: 

There is only one pumpkin. 

Counterassumption: 

Maybe there is an easy way to get two other pumpkins. If this is the case, the conflict is solved. If 

not, then...   

Assumption 2: 

There is money available for one pumpkin. 

Counterassumption: 

Maybe we have the money to buy two other pumpkins. If this is the case, the conflict is solved. If 

not, then...   

Assumption 3: 

All three participants need the pumpkin at the same time. 

Counterassumption: 

Maybe only one of the three participants needs the pumpkin immediately and the other two could 

wait for another pumpkin at a later time.   

These examples aim to illustrate that situations are often judged and solved on the basis of 

hidden assumptions and with the prevailing idea that "time is money". This may result in 

decisions which at first sight appear "democratic" but are not satisfactory because they leave out 

the real needs of stakeholders, thus leading to new conflicts. 

3. Equal restriction of all stakeholders (compromise) and/or 

 

4. Majority decision 
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The facilitator now suggests that after the critical evaluation of all hidden assumptions, they are all valid 

and that all three persons are really claiming the same pumpkin at the same time. Participants now 

usually suggest (again) slicing the pumpkin into three equal parts. The facilitator explains that this might 

be a valid solution in this case. But what happens if the desired object to is a car In this case a car could 

still be shared accommodate the needs of people sharing.   

But what if it is something that is difficult to divide (i.e. a job)? Only if a compromise cannot be reached 

will the majority decision becomes an option. 

 

Dealing with the actual problems of the stakeholders 

After this introductory exercise, the stakeholders are asked to choose one or two so as to chunk it down 

into small processes that participants can handle) conflict situations that they want to deal with and that 

under normal circumstances would be solved through a majority vote.   

They are then asked to work in subgroups (4-6 participants), describe the conflict as detailed as possible 

and take it through the four steps. The goal here is not complete all four steps, but by going through step 

one or two making a compromise or a majority vote superfluous. Afterwards; the groupôs report on their 

processes to each other.   

Here are the four steps again:  

1. Determining whether a conflict is real / assessing the needs involved 

2. Changing the situation as a creative solution of the problem 

3. Equal restriction of all stakeholders (compromise) and/or 

4. Majority decision 

Taking decision making processes through these steps is a powerful tool to ensure the satisfaction of all 

stakeholders involved in the process, thus reaching a sustainable and democratic result.   

For questions or comments:  

Stefan Meister, intercultures  

<u>meister@intercultures.de</u> 

A MATRIX FOR TRAINING NEEDS ANALYSIS 

 Iôve searched long and hard for a good and simplified model for Training Needs Analysis (TNA).  For 

trainersô training that I developed together with two colleagues from Lebanon and Jordan, I did some 

research and I came up with two models which were calling for a combination of both: 

mailto:meister@intercultures.de%3c/u
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a) Different components (stages) of TNA, which I found at the website of the UK based THE HRD 
GROUP LTD,  
B) Different methods for TNA, from http://www.hr-guide.com. In our training workshop we 
combined both, and the result was an instrument for decisions on the tools to be applied in 
different stages of the TNA: 

 

Figure 12: Training Need Analysis 

What are the types of TNA? 

Context Analysis 

The context analysis looks at the institutional background of your client (decision makers, commitment, 

preferred learning methods, other contextual information). 

Beneficiaries Analysis 

The beneficiariesô analysis looks at the knowledge level, the expectations, and learning styles of the 

intended target group. 

Work Flow Analysis 

The work flow analysis looks at the processes that need to be improved, and the existing skills levels. 

Content Analysis 
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The content analysis is the first sketch of the training programme, the building blocks of the training, the 

intended methods, tools and exercises, the content. 

Suitability Analysis 

The suitability analysis looks at whether the intended training programme will serve the objectives of the 

training (i.e. the improvement of certain work flows, and the enhancement of knowledge, skills and 

attitudes of the beneficiaries), and whether the intended training style fits into the organisational culture 

and learning patterns of your host. 

Cost/Benefit Analysis 

The cost-benefit analysis looks at whether the costs of the training will produce a tangible outcome and 

analysis whether the planned costs of the training programme will be justified by the short and long term 

economic benefits of the training. 

These are the tools and methods of TNA 

¶ Direct Observation 

¶ Questionnaires 

¶ Standardised/Semi-standardised interviews 

¶ Consultations with internal /external  resource persons 

¶ Focus groups 

¶ Tests 

¶ Work samples 

¶ External references (Internet, literature, reports, etc.) 

¶ Trainerôs/training plannerôs experience 

Combine both, stages and tools, and you have a good indication of what to do in a TNA. 
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LARGER SYSTEMS 

Change processes are mostly initiated by either individuals or small teams, but the focus of change is one 

which goes beyond that small unit. It is directed towards the entire organisation or towards other 

organisations. A change project might be related to a community, a region or an entire society (and, yes: 

to the world as a whole). How do you understand such social systems which have their own principles?  

how do you to plan and implement change? This section engages these questions. The subdivisions are:  

Organisation al Analysis  

Tools for understanding the core principles and resources which a larger social system is based.  ...more 

Vision, Values and Goals  

The beginning of the change process: What do we want to achieve, and why?  ...more 

Planning and Project Management  

Linear planning has reached its limits. The real world is much more complex than plans make us believe.  

How can you make plans in a non-linear reality?  ...more 

Clients and Stakeholders  

Without clients and stakeholders, your organisation would not have any justification to exist. How can you 

please your clients and how can you understand your stakeholderôs demands?  ...more 

Systems Thinking  

It is hard, or maybe impossible, to really understand what drives larger social systems. These tools help 

you to reduce (or increase) the complexity of a system, in order to understand better and to find leverage 

for change.  ...more 

Large Systems Change  

Bringing the Whole System into the Room - approaches to work with systems that consist of a large 

number of actors ...more 

ANALYSIS OF AN ORGANISATION óS LEARNING CLIMATE 

ASPECTS OF ORGANISATIONAL DEVELOPMENT  

Analysis of an organisationôs learning climate allows for a fertile learning environment that helps 

organisations to grow. Systemic analysis helps to identify constraints for growth of your organisation and 

its employees. It is an invitation to people to take interest in their organisation. 
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There is no blueprint for a successful structure of an organisation - and no generalized approach to 

organisational development. To a large extent, communication structures in an organisation mirror 

cultural patterns. How you react on the patterns is up to you. But once you start to analyse your 

organisation and involve your staff, you have to tell them about the results, and listen to their comments.  

Then, it is up to the management to decide whether they continue the path and become a learning 

organisation or not. You might adopt only a few ideas of the concept. But if you want to start a real 

process of change, you need the full support of your staff - otherwise it will inevitably fail. 

The Toolbook offers a series of exercises which help you to analyse and visualize structures of your 

organisation.  

Scoping:  

This is a systemic tool that gives you a structure for the first analysis of your consulting assignment. A 

questionnaire that applies is for any kind of situation where your task is to advise an individual or an 

organisation. 

SWOT:  

Strength, weaknesses, opportunities and threats has meanwhile become a standard tool for 

organisational analysis. It works as a Change Management tool if applied in the right setting. 

Questionnaires for Satisfaction at the Workplace:  

An introduction into classical motivation theory and two questionnaires for analysing the satisfaction of 

your staff. 

Timeline:  

A tool which is used in Future Search conferences. I found it helpful also in other settings to create a 

common understanding of a group about where they come from. 

Exploring the conscious and the unconscious of your organisation :  

A questionnaire that looks behind the obvious structures and tries to explore the hidden agendas of 

organisations. 

Systemic Constellations:  

Systemic constellationsô is the newest kid on the block. Although its foundation dates back 30 years to the 

work of Virginia Satir, just recently it has been applied to analysis and change of organisations. It is 

disputed and criticized; however, I found a lot of situations where constellation really helped my clients to 

understand what is going wrong and to conceive some alternative options. 
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Analyse Change Drivers on Different Levels of Change:  

A tool that helps people to realise the change drivers they are affected by. 

Ralph Staceyôs Agreement & Certainty Matrix:  

In management and organisational consulting, we are faced with different levels of complexity, 

uncertainty and agreement of stakeholders to what should be done. This analytical tool helps you to 

select the relevant instruments to intervene into a system.   

SCOPING - DELINEATING THE SYSTEMIC CONTEXT OF CONSULTING 

ASSIGNMENTS 

This is a wonderful tool not only for professional consultants but for anybody who is concerned with 

analysing othersò problems in counselling, consulting or team learning (in what follows, the term ñadviserò 

also stands for ñconsultantò, ñteam memberò etc.). I apply this tool regularly at the start of any consulting 

assignment. The idea is taken from the enlightening book of Fritz Simon "Zirkuläres Fragen" (Circular 

Interviews) which unfortunately is not yet available in English. For those who are interested in the theory 

of constructivism, I strongly recommend his book. 

My Psychosis, My Bicycle, and I : The Self-Organisation  of Madness  

by Fritz B.  Simon, translated by Sally Hofmeister and Bernd Hofmeister 

I have adapted the interview, which comes from psychiatry, to the needs of consultants. Delegates who 

attend my course particularly like this tool. It is not meant as a list which should to be followed strictly but 

rather a guideline on which you can develop your own thoughts. I also helps to post hum analyse 

consulting assignments. 

The tool is divided into 9 phases. 

Phase 1: Analyse the context  

1. When was the idea of asking somebody for advice born? What is the general situation of the 

client?   

2. Who had the idea? How was the decision to ask an external adviser arrived at/achieved? What 

do the clients expect?   

3. How was the adviser chosen? Why particularly that adviser? Which information do the clients 

have about him/her?   

4. Is there anybody who is against the process of consulting/counselling? What are the objections?   

5. Any previous experience with external advice? If so, are there any parallels? Anything the adviser 

should do in the same way that the previous adviser did? Anything he/she should do definitely in 

a different way?   
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Phase 2: Specify Objectives  

1. Who will recognise that the goal is achieved? How will somebody recognise that the goal is 

achieved?   

2. What exactly is to be changed?   

3. Who is affected positively or negatively by the change that is expected?   

4. What exactly is the positive or negative impact of the change?   

Phase 3: Analyse Previous Strategies to Solve the Problem  

1. What has been proven successfully?   

2. Has the goal already been achieved at an earlier stage?   

3. If so, what were the conditions? What had those concerned done to achieve the goal?   

4. If not, how do the clients know that the objectives are realistic at all?   

 Phase 4: Look at Leverage  

1. Who could prevent the change? Or even reverse the change (in case the objective was 

achieved)? What could he/she do?   

2. Who could increase the existing problems?   

Phase 5: Be Aware about Expectations and Fears  

1. What can the adviser do to increase the chance of achieving the goal?   

2. What can the adviser do to decrease the chance of achieving the goal?   

3. Does the client make an implicit offer that would influence the adviser to leave his/her neutrality?   

4. Is the function assigned to the adviser geared towards others (employees, customers, 

management, beneficiaries, etc.)?   

Phase 6: Look at Leverage  

1. Without the adviser, how would things proceed? How would goals be achieved?   

2. If the goal will not be achieved (with or without adviser), how will things proceed?   

Phase 7: Delineate Time Perspectives  

1. How long will it take (according to the clientsò views) to achieve the goal?   

2. What is the difference in terms of time between achieving the goal with or without the adviser?  

What is the economic difference?   

Phase 8: Look at Your Position  

1. According to the perspective of the clients, has the adviser been perceived as neutral?   

2. If not, did he/she loose his/her neutrality with regard to people or with regard to strategies?  . 
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Phase 9: Ask any Final Question  

1. Any issue that has not been raised yet?   

2. If, in the course of the process, the adviser has developed an idea for continuation of the process, 

who would react on such a proposal and how would he/she react?   

3. Who could increase the existing problems?   

SWOT-ANALYSIS 

(more information: Pedler, et al.) 

 Definition Typical examples 

Strengths Any internal asset (know-how, motivation, 

technology, finance, business links) which will 

help to meet demands and to fight off threats.   

Key Questions: 

¶ What are we good at? 

¶ How are we doing competitively? 

¶ What are our resources? 

¶ well-trained man-power 

¶ well established knowledge 

base 

¶ good contact to target group 

¶ technology, etc. 

 

Weaknesses Internal deficits hindering the organisation  in 

meeting demands  

Key Questions: 

¶ What are we doing badly? 

¶ What annoys our customers most? 

¶ lack of motivation 

¶ lack of transport facilities 

¶ problems in distribution of 

services or products 

¶ low reputation 

¶ (the lack of a particular 

strength) 

Opportunities Any external circumstance or trend that favours 

the demand for an organisationôs specific 

competence  

Key Questions: 

¶ What changes of demand do you 

expect to see over the next years? 

¶ increasing purchasing power 

¶  development of new markets 

for high quality products 

¶ new technologies that favour 

our product 

 

Threats  any external circumstance or trend which will 

decrease the demand for the organisationôs 

¶ establishment of strong 

competitors 

¶ lack of cash at household 

level. 
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competence  

Key Questions: 

¶ What do other people do that we donôt 

do? 

¶ What future changes will affect our 

organisation ? 

¶ governmental regulations that 

limit free distribution of our 

product. 

 

Table 1: SWOT Analysis 

SWOT-Analysis focuses on the following questions:  

¶ What are our objectives? 

¶ What do our customers want? 

¶ How do we distinguish ourselves from competitors?   

¶ How can we improve our services? 

¶ How can we distinguish internal framework conditions (strengths and weaknesses) from external 

framework conditions (opportunities and threats) 

 

As a precondition for a SWOT session, the organisationôs vision or the projectôs objective should have 

been outlined. People should share a common understanding of what are the medium and long term 

purposes. 

Step 1: 

Start a brainstorming on the strengths of the organisation. Distribute paper cards and ask participants to 

write one idea per card on what they consider as strengths. Everybody can give as many inputs as 

possible. Collect the cards, and display them on a board. Cluster ideas and remove redundant inputs.  

Make sure that all ideas are real strengths, i.e. internal conditions of the project/organisation as opposed 

to opportunities. 

Step 2: 

Repeat step 1 and collect inputs on weaknesses. Some participants might bring up weaknesses that 

contradict strengths which have been identified in step 1 (e.g., one participant might have written "high 

motivation of staff" as strength, and another "low motivation" as a weakness. In this case, you should start 

a discussion either in the plenary or in working groups. If you are not able to solve the contradictions by 

consensus of all participants, you should leave the question open and ask for new information. It may be 

necessary to break the workshop and meet again after a few weeks. You might use other analytic tools, 

which you will find under Analysing your companyôs learning climate. At this point you can also go deeper 

into detail by applying The Five Whyôs or S.C.O.R.E. 
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Step 3: 

Repeat step 1 by moving to the analysis of opportunities. Look for real opportunities and not idealistic 

ones. While it is necessary to identify indicators for all steps, it is particularly important for the analysis of 

opportunities. How do we know that the assumed opportunities are real ones? 

Step 4: 

Repeat step 1 by analysing the threats. If you find that step particularly difficult, you might first do a 

session on creating scenarios, or you go to the systemic exercises, such as applying "The Five Whyôs" 

or S.C.O.R.E.  and then come back to this exercise. 

QUESTIONNAIRES FOR SATISFACTION AT THE WORKPLACE 

These tools are about measuring employee satisfaction. We would like to know how you are dealing with 

this issue in your organisation. Please send us questionnaires and approaches you use or have used, 

maybe with some details on how it worked, what are the myths, advantages etc. We would like to compile 

those tests and questionnaires and make available on our website. 

The essential assumption of Learning Organisation s is that people perform at higher level if they are 

working in an empowering and motivating environment. It goes back to Abraham Maslowôs hierarchy of 

needs (see figure 1). A good summary of his theory can be found at 

http://en.wikipedia.org/wiki/Maslowòs_hierarchy_of_needs. 

 

Figure 13: A.  Maslowôs Hierarchy of Need 
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I did some research on questionnaires for employee motivation and satisfaction, which is presented 

below: 

Probably the best approach is Appreciative Inquiry (AI), and after having learned this methodology, I am 

not sure whether I would need other formats at all.  AI reveals what gives life to an organisation and the 

features employees and other stakeholder value most. It focuses on stories, less on ranking or scoring of 

traits. The advantage of this methodology is not only the wealth of information that is revealed, but also 

the instant kick for the mental models of people - what Bernard Mohr calls "Change at the Speed of 

Imagination." For those who are not familiar with AI (probably most of you are), I will write some notes on 

it in the next issue of this newsletter. 

However, to be fair there are more approaches, but we are only interested in those which facilitate the 

learning organisation. 

The Gallup organisation (http://gmj.gallup.com/) has undertaken research on the importance of feedback 

in facilitating high performance at work. The results are not surprising - some of the things weôve always 

known but we needed scientific evidence to certify them. They conducted hundreds of international focus 

groups and many thousands of worker interviews from across all industries, in all types of organisation s, 

at all levels. From these groups they developed twelve questions which mattered most to the people they 

interviewed. Interestingly, they found a high correlation between the scores people would give to these 

questions and the workers performance. It is not only a litmus test for the staff orientation of the company, 

but it can also provide a basis for productive discussions on organisational development. These can be 

used to initiate a dialogue within an organisation and easily combined with other tools such as fishbowl, 

etc. 

Unfortunately, we cannot publish the 12 Questions in this newsletter. They are trademarked and their 

copyright is protected. We encourage you to look them up on the website of Gallup. Together with a full 

review of the research you can find them at http://gmj.gallup.com/content/default.asp?ci=811. 

Another method measures the learning climate of an organisation (Table 1). It is taken from Pedler, M.  et 

al, 1991: The Learning Company.   

Measuring the Learning Climate 

1.  The extent to which people felt encouraged to have ideas, take risks, experiment and learn new ways 

of doing old tasks.   

 

  

1 2 3 4 5 6 
Little encouragement 

to learn; there are low 

expectations of people 

in  

terms of new skills 

and abilities  

 People are encouraged to learn at all 

times and to extend themselves and 

their knowledge 
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2.  How open and how free is the flow of information in your organisation? Do people express their ideas 

and opinions easily and openly?   

 

 

  

        

3.  How well rewarded are people for their effort? Is recognition given for good work or are people 

punished and blamed?       

 

 

  

        

 

4.  How much are ideas, opinions and suggestions sought out, encouraged and valued?   

 

 

  

        

 

5.  The extent to which people are expected to conform to rules, norms, regulations, policies rather than 

to think for themselves      

1 2 3 4 5 6 

1 2 3 4 5 6 

1 2 3 4 5 6 

 

Feelings kept to self; 

secretive; information 

is covered 

People are usually ready to give their 

views and pass on information 

People are generally 

ignored, but blamed 

when things go wrong 

People are recognized for good 

work and rewarded for effort and 

learning. 

 

People are 'not paid 

to think'; their ideas 

are not valued 

Efforts are made to get people to 

put ideas forward; there is a view 

that the future rests on their ideas 
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Another questionnaire which I have been using for a while (unfortunately I donôt know the original source 

anymore) measures the atmosphere and how reward and punishment are applied and utilised in an 

organisation (Table 2). 

 Profile of Organisatio al Characteristics 

1.  How much confidence and 

trust is shown to subordinates? 

Virtually none Some Substantial 

amount  

A great deal 

2.  How free do they feel to talk 

to superiors about their job? 

Not very free Somewhat free Quite free  Very free 

3. How often are subordinateôs 

ideas sought and used 

constructively?  

Seldom Sometimes  Often Very frequently 

4.  Is predominant use made of 

1 fear, 2 threats, 3 punishment, 

4 rewards, 5 involvement? 

1, 2, 3, 

occasionally 4 

4, sometimes 3 4, sometimes 3 

and 5  

5, 4 based on 

group 

5.  Where is responsibility felt 

for achieving organisational 

goals? 

Mostly at top Top and middle  Fairly general At all levels 

6.  How much cooperative 

teamwork exists? 

Very little

  

Relatively little Moderate 

amount 

Great deal 

7.  What is the usual direction 

of information flow? 

Downward

  

Mostly 

downward  

Down and up Down, up and 

sideways 

1 2 3 4 5 6 

There is conformity to 

rules and standards 

at all times - no 

personal 

responsibility given

  

People manage themselves and do 

their work as they see fit; great 

emphasis on taking personal 

responsibility 
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8. How is downward 

communication accepted? 

With 

suspicion 

Possibly with 

suspicion  

With caution With a 

receptive mind 

9.  How accurate is upward 

communication?  

Usually 

inaccurate 

Often inaccurate Often accurate Almost always 

accurate 

10.  How well do superiors 

know problems faced by 

subordinates? 

Not very well Rather well 

Quite 

well Very well 

11.  At what level are decisions 

made?  

Mostly at top Policy at top, 

some delegation 

Broad policy at 

top, more 

delegation 

Throughout but 

well integrated 

12.  Are subordinates involved 

in decisions related to their 

work? 

Almost never Occasionally 

consulted  

Generally 

consulted  

Fully involved 

 

13. What does the decision-

making process contribute to 

motivation?  

Not very 

much 

Relatively little Some 

contribution 

Substantial 

contribution 

14.  How are the organisational 

goals established?  

Orders issued Orders, some 

comments 

invited 

After discussion, 

by orders 

By group action 

(except in 

crisis) 

15.  How much covered 

resistance to goals is present? 

Strong 

resistance 

Moderate 

resistance  

Some resistance 

at times  

Little or none 

16. How concentrated are 

review and control functions?

  

Very highly 

at top  

Quite highly at 

top 

Moderate 

delegation to 

lower levels 

Wisely shared 

Is there any informal 

organisation resisting the 

formal one? 

Yes Usually Sometimes  No - same 

goals as formal 
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What are cost, productivity, 

and other control data used 

for? 

Punishment Reward and 

punishment 

Reward, 

sometimes self-

guidance  

Self-guidance, 

problem -

solving 

You probably have seen a variation of this on our website. However, looking at it from todayôs perspective 

we find it rather static and rigid and we donôt apply it often. In general, we have shifted our focus to open 

questions which allow people to tell their story (like AI). Whatever you do, it matters how you put it into a 

process. There is no blueprint And questionnaires can do more harm than good when administered in 

environments that arenôt conducive. 

ORGANISATION AL TIMELINE: WRITING THE HISTORY OF YOUR 

ORGANISATION  

The objective of the Tool is to appreciate our history, trends we have experienced, as well as what the 

past means to us. 

In an institution, it is important to create a common body of history in a participatory way. Historians 

accept, to a growing extent, the findings of cognitive psychology and neuro-biology. As Wolf Singer, the 

director of a private German research organisation for brain sciences puts it: "We just perceive what we 

expect anyhow." That means that history, in particular the recording of oral history, is always related to 

the construction of reality that people make-up in their minds. Whoever is recording the history of the 

organisation will be selective, often over generalize, and sometimes distort information. The more views 

on organisational history are collected, the more people are involved in the selection of relevant issues to 

be interpreted and recorded, the greater the chance for successful organisational change. 

Time lines are a part of an organisationôs history. They encourage people to tell their own stories and to 

compare them with those of colleagues. Overall, they help to identify trends and important events that 

changed the of the organisationôs history. 

Worksheet for participants to be used in a workshop:  

Step 1: Drawing the time line 

1. Alone, think about events that represent notable milestones and/or turning points in your personal 

life, globally and in the history of your organisation. Try to identify a couple of assumptions that 

you made at certain times of the history. There are some sheets attached that will help you to 

focus on important events.   

2. Use a marker to write (or draw) your milestones on the time line which is displayed on the pin-

boards. Use black markers for the "facts" that happened and red markers for the "assumptions". 
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Step 2: Analysing the time line 

3. The participants form groups of 6-8 persons. Each group will analyse one of the three different 

time lines with the following questions:  

¶ What were important trends are noticed at different times? 

¶ What assumptions did/do people make on the future? 

¶ How did the trends and assumptions shape what happened next? 

¶ Are there important lessons for the future? 

¶ What does the personal time line say about the people working within your organisation? 

¶ What does the global time line say about the position of your organisation in the world and 

¶ How the organisation has reacted to global trends? 

¶ What does the institutional time line say about the learning processes within the 

organisation? 

4.  The group should prepare one flip chart that summarises their main findings. We have prepared 

templates for the preparation of individual time lines, which you can download as PDF. 

PERSONAL: What you did and what happened to you? 

1974-1984 (what happened) what did you expect to happen next?) 

1984-1994 (what happened) what did you expect to happen next?) 

1994 to 2004 (what happened) what did you expect to happen next?) 

2004-2014 (what do you expect to happen next)   

Table 1: Template for Personal Timeline 

GLOBAL TRENDS: What outside influences shaped the work you are doing? 

1974-1984 (what happened) what did you expect to happen next?) 

1984-1994 (what happened) what did you expect to happen next?) 

1994 to 2004 (what happened) what did you expect to happen next?) 

2004-2014 (what do you expect to happen next)   
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Table 2: Template for Global Timeline 

YOUR ORGANISATION  What happened in your organisation ? 

1974-1984 (what happened) what did you expect to happen next?) 

1984-1994 (what happened) what did you expect to happen next?) 

1994 to 2004 (what happened) what did you expect to happen next?) 

2004-2014 (what do you expect to happen next)   

Table 3: Template for Organisation al Timeline 

EXPLORING THE CONSCIOUS AND THE UNCONSCIOUS MIND OF 

ORGANISATION S 

The theory of complex systems has shown that the components of a complex system share 

characteristics of the whole system. A metaphor for this relation has been given by Mandelbrotòs 

appletree, a mathematical model, of which each smaller unit consists of the same design like the larger 

ones. The structure and the behaviour of organisations and groups mirrors the structure of human 

behaviour. Like mankind has universal inherent features and other, acquired characteristics, 

organisations have fixed and flexible qualities. For example, the need for a legal structure of a profit or 

non-profit-organisation in most countries is a fixed quality. Like different ethnic groups, organisations 

differ in their legal structure. The internal organisation is much more flexible. Part of it might be 

predetermined by the "genetic" (legal) structure, e.g. the need for an executive director, others might be 

self-determined. The way, different parts of the organisation interact, is an acquired - or "learned" quality.  

However, we know how difficult it is to de-learn something once we have acquired it. 

Organisations and groups - like human beings - have a conscious and an unconscious ñmindò.  

Conscious elements are all the written regulations, the way communication between parts of the 

organisation are organized officially, reporting formats, etc. Unconscious elements are all the rules that 

everybody adheres to but arenôt express verbally or in writing. They might, for example, refer to how you 

address superiors (or inferiors). Or, how to adopt goals established by the higher management. Clothing 

rules are conscious (i.e., explicit) in some organisations while theyôre unconscious in others. People donôt 

usually talk about these about these unconscious rules; itôs as if these unconscious rules are hot 

potatoes.   

Itôs clear that unconscious rules an organisation exist for a reason. Like the unconsciousness processes 

of humans, they help us to navigate through day-to-day life without having to be concerned about too 

many things. Without them we would not be able to focus on important things. When we drive a manual 

vehicle, our unconscious navigates us through the process of pressing the clutch and the acceleration at 
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the right time. But, when we drive automatic we have to unlearn the unconscious behaviour of shifting 

gears, this is also true for societies. For example, many countries still have problems when it comes to 

integrating foreign nationalities into their communities. The law of citizenship, which would allow 

immigrants to become legal residents, can be amended in parliament. But people will still resist against 

integration of the "aliens" into their society for many years, if not decades. Recent work in family therapy 

has shown how social groups inherit belief systems from their forefathers / ancestors. 

In the same way, if the focus, task or the official structure of an organisation changes, new behaviours 

have to be learned. For that to place it may be helpful to bring the unconscious rules of the group to the 

surface. It is highly recommended that you employ an unbiased outsider to facilitate a session of this 

nature and people should be prepared that they will feel a lot of resistance. It is always easier to change 

written rules and structures than the collective knowledge of a group. 

The following model helps to structure the consciousness and the unconsciousness of organisations. It 

can be applied together with other tools, were there other people responsible for initiating organisational 

change. It introduces different levels of identity. 

Each individual member of the organisation has his own identity, his own values, capabilities and typical 

behaviours. He or she has a personal motivation to work for the organisation. As well, he or she might 

have other priorities in life, which can be in conflict with the interest of the organisation.   

The organisation has also a common identity which is defined through the way people interact. It is the 

social roles. Besides, the organisation is predetermined by its task (sometimes also called ñmissionò). 

Furthermore, there is the client of the organisation (if it is not exclusively focused on its interior, like social 

clubs that are just producing value for their own members). Finally, the organisation is influenced by 

social, political, economic and cultural f conditions and has to interact with the ñoutsideò society, its 

representatives or other groups and organisations i.e. "The Universe". 

The direct relations to the outer world are called the environment, but there is something more.  

According to chaos theory, every action of an individual or a group of individuals elicits an effect, or a 

chain of reactions. Like the famous flapping of a butterflyôs wing in America, which might change the state 

of the atmosphere and cause a tornado in the Indonesian coast. Obviously; the bigger the action, the 

greater the probability of a strong reaction. Some organisations were explicitly created to change the 

world (e.g., Greenpeace, Amnesty International). Other organisationsô targets, particularly those of 

enterprises, seem to be directed towards increasing shareholdersô values. But still, every organisation has 

a spiritual value. Thatôs what I call the level of the universe. The tool Companies that belong to the planet 

elaborates more on this subject. 
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Figure 14: Unconscious 

 

Sphere Conscious  Unconscious 

I What is my intention to work for this 

organisation? 

What do I not want to know? 

We What is allowed to be known about our 

organisation?  

What is not allowed to be known in our 

organisation? 

Task How do we produce value for our clients  How do we maintain ecology and at what 

cost? 

Client What do our clients expect from us? What is the identity, what are the beliefs 

of our clients? 

Environment What are the obvious trends in our business? What two questions would we most like 

to ask an oracle? 

Universe Is there anything more important than success 

of the organisation? 

Is there anything we will never know? 












































































































































































































































































































































































































