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Chapter 6: 
Toolbox 

We can't solve problems by using the same kind of thinking 
we used when we created them. 

— Albert Einstein 

 

This chapter is all about the how. Until now, I told you about 
what to do, i.e. create a safe space, free of the all limiting and 
hindering assumptions that created today's failing corporate cultures. 
First, you created it within yourself, and then you extended and 
supported it to ever larger parts of the company, together with your 
colleagues. First with just very few people, then a few more, and 
more. You will now guide and support your people toward a new 
normal, where the new thinking and management premises are the 
laws of the land. This is all you need to do. 

Your two most important tools for this are:  

Your capacity to question the default common wisdom that 
limits your thinking and choose to make your own observations and 
manage your own mind.  

Creating transformative conversations. Think of this 
conversation as your best, secret super-weapon or even better, as 
your magic wand.  

These shifts are not, as often discounted, just talk. Powerful, 
intentional conversation at every stage will change the default way 
of thinking and acting in your company. For everyone. 

In the words of Mahatma Gandhi: 

"Your beliefs become your thoughts, 

Your thoughts become your words, 

Your words become your actions, 



Your actions become your habits, 

Your habits become your values, 

Your values become your destiny." 

The tools I am going to give you are powerful tools of 
transformation. I share them with you at this point, because if you 
got this far in this book, I am confident that you will use them wisely 
and intentionally — as they are meant to be used. In fact, I have 
already mentioned some of the tools in the previous chapters. The 
overcoming limiting beliefs based on inquiry (i.e. The Work, by 
Byron Katie), creating new thoughts or crafting and asking powerful 
questions. (For that, I recommend The Art of Powerful Questions, by 
Juanita Brown). 

In the coming pages, I am going to give you some more tools 
to draw out the creativity in the room, in order that you create 
conditions to tap the strengths and talents, seek advice, and take 
decisions.  

Design 

You might wonder why there is a need to plan so carefully — 
indeed to design the entire meeting with the core group, the 
Sandbox group, and eventually with any significant meetings with 
many people in the company. Preparation is nothing new. It is 
normal, expected practice — and a sign of respect for the people 
attending that the meeting is well-prepared. However, the traditional 
way of preparing meetings will not lead to any creative input and 
real participation, not surprisingly, because that was normally not 
the expected output! 

Think about it. Somebody around the table presents 
something, a document or a PowerPoint slide. Then they ask, "Does 
anybody have any questions?" Maybe they implore, “Feel free to ask 
any questions.” It not really inviting, it rather sounds like: “I hope 
you don’t have any questions.” This is not a real and sincere 
opening. It does not invite the more fundamental, more creative 
conversation to take place. Even if you are not looking for great 



creative contributions, you can always ask a better question that 
focuses attention and invites answers. Maybe you can ask, “Will this 
information be useful to me?” How about, “What are the 
consequences of using, implementing, or acting on what we just 
heard?” Even, “What would make this even more useful?” This 
conveys your investment but also your interest in the skill and 
insights available from your team.  

What if nobody has the answer? This is often the case, but we 
rarely acknowledge it. Here as you are, trying to create a new way 
of working together, there is a lot that nobody knows too well. 
Rather than acting like you know, let your superpower be that you 
know how to figure it out together with your people. The design of 
such a meeting consists of three phases:  

• Divergence.  

• Emergence.  

• Convergence. 

Divergence 

This is the phase when you open up a topic. The best way to 
do that is through questions that take you ever deeper below the 
surface. This is where the practice of asking powerful questions will 
be very useful to you. For example, let's assume that the burning 
issue is a recurring mistake that creates stress for the people, and 
time and money loss for the company. The first question is of course 
how to fix this, how to stop repeating this error. However, if we stop 
here, we will only get the ideas that people already have prepared in 
their heads in advance of the meeting. The obvious answers might 
be: we’ll create a checklist, pay more attention, write it in the job 
description, get new task management software, a template to-do 
list, control more, inspect more, get more training. Sometimes one of 
these answers will be the solution. Most often when we have a 
recurring problem that puzzles us, we actually need to go deeper. 

So how do you go deeper? You might ask unexpected 
questions, such as, “How will this mistake benefit us?” Or, “What is 



the hidden benefit that we don't acknowledge that leads us to 
recreate the situation again and again?” Even, “What is this recurring 
situation telling us about our true needs and desires?” Then, “How is 
that benefit important, and what other, less-damaging ways do we 
have to bring in this obviously needed benefit?” Can you feel it? 
These questions will open new possibilities, and lead eventually to 
new ways of solving the problem that neither you nor your people 
have thought of before. This kind of opening up the topic is what we 
call divergence. 

Emergence 

This is a time and space of uncertainty and creativity. Being in 
this emergent phase can feel out of the comfort zone at work, 
because people are used to a linear thinking process, especially in a 
corporate environment. People are accustomed to being presented 
in a linear fashion, and to having linear thinking expected of them. 
Being in this emergent zone means getting comfortable with the 
questions, getting relaxed and playful with them, getting curious, 
and maybe even having a sense of humor about the unexpected 
responses. This stands in stark opposition to the common reactions 
to emergence, as we have all been in meetings where stakeholders 
get frustrated about the seeming lack of efficiency when ready-made 
answers and solutions don't pop up fast enough. 

Interestingly, it works in the exact opposite way. With a more 
relaxed approach, you and the entire group can get around the 
uncertainty of not knowing the answer (yet), and that means the 
more creative the answers and solutions will eventually be. So your 
job here, just like I mentioned earlier in Chapter 3, is to hold the 
space. Both in the divergence and emergence phases, people need 
to experience trust and safety. In today's corporate culture, it is not 
normally safe not to know, not to have the answer, or even to risk 
asking a question that shows that we are not all knowledgeable (or 
agreed). Creating trust and safety in the core group and sandbox 
group — and proving your sincerity — is therefore essential for the 
success of this process.  



Convergence 

This phase is the most familiar. You will be working out plans, 
next steps, concrete proposals, to-dos. Because of the collective, 
creative process that you had integrated before, the quality of the 
output in this phase will be much higher than it would had you 
jumped in straightaway after defining your first problem statement. 

This three-phase structure is scalable. We will have many 
smaller such conversations that are part of a bigger project. You can 
look at the invitation to the Sandbox group, for example. Creating it 
is a conversation on its own. You will have a divergent, an 
emergent, and a convergent phase. The end result will be an 
invitation that will reflect the questions, creativity and the spirit of 
the group creating it. It will be without a doubt much more inviting 
than the usual meeting invitations we get and it will have a much 
greater impact. 

The tools that I share with you are created with this kind of 
architecture in mind.  

Appreciative Inquiry 

Appreciative Inquiry is a tool that I use often, when there is a 
need to build trust, and bring to the surface the strengths and 
successes achieved as the basis for further development. Its core 
purpose is to help you consistently approach problem solving from a 
constructive and positive perspective. It builds on the idea that when 
we study something (inquiry), when we pay lots of attention to it, it 
becomes stronger just because we are focusing our attention on it. In 
doing Appreciative Inquiry, we choose to look at the strengths and 
enabling factors, and by studying and learning about them, we 
create more of these positive attributes in the company or team. 
From this abundant base, Appreciative Inquiry gives us the tools to 
envision and plan the future that we want to achieve. 



Appreciative Inquiry was developed at Case Western Reserve 
University by David Cooperrider and Suresh Srivastva. It is a very 
successful approach that has been used to create breakthroughs and 
improve the ways in which people relate to their work and their 
organizations around the world. 

Appreciative inquiry is a methodology that can be used in 
small teams as well as with thousands of people.  

You can think of Appreciative Inquiry as a tool or an 
approach. There is a lot you can achieve by adopting this approach, 
and the principles it is built on, in almost any project. 

As a method, it can be summarized in the following steps: 

Define phase.  

Articulate your intention. What would you like to achieve? 

Discovery phase.  

Where do you have the attributes that will help you achieve it?  

Here, your people will focus on discovering the best of what 
has happened in the past, as well as what is working well now 
(related, of course, to the intention or topic you set yourself for this 
session). The best way to do this is to start with the smaller group. 
Share success stories, and ask how people contributed to make those 
situations a success. Based on these few stories, sharpen your focus. 
What exactly are you looking for, looking to strengthen?  

Next you will formulate questions for a short interview guide, 
such as: 

Tell me a story about a time when you felt that your work was 
very successful and you felt recognized and appreciated for it (it can 
be also from previous jobs).  

What did you feel proudest about?  

What from your gifts, talents, attitudes contributed to that 
success?  

What in the way the work is or was organized contributed to 
this success? 

What values were demonstrated in this story?  



The people in the group will split into pairs that will interview 
each other and take note of each other’s answers. Then, they will 
come together in small groups of four to eight to share what they 
have learned. It is almost like you analyze the data that you gather to 
find out what are the strengths in the company that relate to your 
inquiry, and what “ingredients” have made them possible. 

Dream phase.  

In this step, your group will look into the future. They will 
dream or envision what could be possible for your company. What 
results would be achieved if the strengths and talents that you just 
identified would express themselves more often, and if the success 
conditions would be always present? This is a moment to explore 
the possibilities. Think big, and get excited! 

Design phase.  

This phase takes the dream a step closer to reality. Together 
with your group, you're looking to define what it takes to make this 
dream possible. How would you need to support the company? 
How could you, as a group, make it work? It is a very practical, 
rational, and almost project-planning detailed part of the process. 
You, as the group, will know at the end of it what to do, what 
resources you need, and what are the next steps to create your new 
reality. 

Delivery phase. 

This step is sometimes called “Destiny,” and it is a very 
important phase. Sometimes the plans that you create in the Design 
phase are all you need, but more often, they represent just the 
beginning. Delivering the actual result may take further planning, 
coordination and resources. This is the phase that brings about the 
actual change and the result you envisioned. Since this last step is 
not taking place in the safe environment of the Sandbox group, but 
in the “old world,” of the broader culture, it will require a unique 
kind of nurturing and attention from your side, probably like some of 
the earlier initiatives born in the Sandbox group. 

Appreciative Inquiry can help you discover treasures, build 
trust and achieve results you never thought were possible — but 
only if the people can really go for it. Appreciative Inquiry opens 



amazing opportunities, and it is not difficult to implement. There is 
an entire literature in every language dedicated to it, so if you want 
to delve in it, you can. You can also work with an expert (especially 
if you plan to involve many people). With my clients, we start small, 
so they gradually learn how it works and where it is most valuable. 
Appreciative Inquiry becomes a tool that is always at their fingertips, 
to blast through blockades and build the trust. 

Open Space Technology 

Have you ever been to a conference where you dozed off in 
the main-track sessions, only to have the most amazing 
conversations ever during the coffee break? The kind of conference 
where you can't remember much of the program, but you come 
away with great contacts, great (if accidental) insights, and even 
some great plans — with the people you met in the break. It's a 
success, even if you spend most of the time in the sessions checking 
your phone and catching up on work you brought from the office. If 
you recognize this scenario, it's because it's very common.  

Harrison Owen had the genius idea, in the 1980s, to create a 
way of meeting and talking to each other that brings all the benefits 
of the self-organization that you leverage in the coffee break into the 
conference room, so we never have to feel that we are only there for 
the breaks. This amazing, powerful methodology is the Open Space 
Technology.  

What is it? It is a method for groups to self-organize, with lots 
of freedom to contribute to what they most care about, and initiate 
the ideas that they most want to explore and develop. It is also a 
marketplace where people get to learn, explore, give, and take. It is 
one of the most effective ways to focus and draw out creativity, 
inspire a sense of responsibility and ownership, and actualize 
results. It will go over well in a space such as the Sandbox group, 
and eventually even the entire company, but not right away, if the 
space is obsessed by control and micromanagement. 



I have seen it work all around the world in companies very 
diverse, big and small, as well as in NGOs and public 
administration.  

There are four rules and one law, called the Law of the Two 
Feet. The four rules state: 

1. Whoever comes are the right people.  

2. Whatever happens is the only thing that could happen.  

3. Whenever it starts it is the right time.  

4. When it's over, it's over.  

The Law of the Two Feet states:  "If during the course of the 
gathering, any person finds themselves in a situation when they are 
neither learning nor contributing, they must use their feet and go to 
some more productive place." Here's how this process looks in a 
nutshell.  

Step 1: Decide in advance the purpose of the open space. You 
can simply formulate it as a powerful question. This purpose 
statement (question) will also be the title of the open space.  

Step 2: Invite the people. Open Space Technology can run 
with as few as 15 people, and as many as 2,000. However, if you 
have a group larger than 50 people, it does take special preparation. 
Invite those people who are likely to be the stakeholders in the issue 
or question that you are discussing.  

Step 3. Set up the room. Prepare chairs in circles, and if there 
are too many people, arrange them in concentric circles. Prepare 
pens, markers, and paper to distribute. Also prepare an empty time 



table on the wall, with spaces and time slots in which to meet, such 
as depicted below. The empty squares in the timetable should be big 
enough so that people can stick papers in each. A4 or A5 is most 
convenient in terms of size. 

 Step 4. Welcome the participants, and introduce them to the 
principles and the laws of the Open Space. 

Step 5. Ask people to propose the topics they want to talk 
about. They don't need to be experts on it, they just need to be 
interested to explore it. Write the topics and names on one paper, 
then stick them on the timetable.  

Step 6. Take a deep breath and write. When you do it for the 
first time, this might be a scary moment, when you are wondering if 
anybody will propose anything. They always do. After a minute of 
hesitation, someone will break the ice, and proposals will flow in.  

What to do if there are more proposals then timeslots? 
Sometimes, you can group two topics together if they fit, but I 
wouldn’t try too hard for that kind of efficiency. If it is not an easy, 
natural fit (only the people who propose the topics can decide), then 
leave it. Chose the topics on a first-come, first-served basis. 

Step 7. Now you have an exact timetable, and everybody is 
free to choose the conversation(s) in which they participate. The 
hosts — the people who propose the topic — need to make sure that 
some notes and conclusions are written down. Also remind these 
hosts that their role is to ask questions and engage the people, not to 
lecture them and dominate the conversation. Remind the other 
people to stay only for as long as they find it useful.  

Step 8. After that, the event mostly runs itself. When I facilitate 
an Open Space, I do circulate among people and remind them of 
the timing when a session is up, but not much more.  

The job here is to “hold the space.” Trust that it works, believe 
in the people, and be present for any questions that might arise. 

Step 9. Leave 40 minutes at the end to come back together, in 
order to share the impressions and learning from the open space. 
You will be surprised by the richness of the conversation, the 
amazing ideas, and creativity that is made manifest.  



Open Space Technology is quite easy to run, and it's a brilliant 
way to bring together shareholders and technical leaders for 
projects, find creative solutions, and more — all by learning and 
building strong relationships among the people. 

You can go much more in depth in learning about this 
method. While it is not a difficult process, its success does depend 
on preparation, as well as some intangibles, such as the degree of 
trust that you hold. Remember what I said in Chapter 3: the quality 
of the space depends on the inner state of the person holding it. In 
all the methods I am presenting here, this is true —and probably 
nowhere more than in the use of Open Space Technology. 

If you want to explore more about this method, a great 
resource is Harrison Owen's book, Open Space Technology. If you 
have questions about this or any of the methods, drop me a line and 
we can talk about how you can use that.  

World Café 

World Café is an easy to use method for creating very 
dynamic, engaging and creative conversations that also connect and 
inspire each other. It is a great way to bring out the intelligence and 
the creativity of the room on a given topic. It has the advantage that 
it gets incredible results — and very fast. I have witnessed people 
who never met before quickly and completely immersed in great 
conversations. 

It brings to work the feel of a café conversation with our best 
friends, or late night bar conversations with college buddies, about 
changing the world. Remember those?  

What if there is a way to have an amazing, deep, meaningful 
and productive conversation with anybody — right away? World 
Café delivers on that.  

The World Café adheres to 7 design principles:  

Set the context. The first question that you need to answer is: 
Why are you bringing people together? What is the purpose? Once 
you have that, it will be easy to know who should be the people. 



What will be the best question to ask? Also, how many rounds of 
conversation you want to have, and for how long.  

Create hospitable space. This refers to physical and 
psychological space. Create an invitation that sets the tone. Make 
sure that the room feels comfortable, and that people feel safe and 
relaxed. 

Explore questions that matter. Use powerful questions to elicit 
people's insights and creativity. You can use only one question, or if 
you have enough time, questions that build on each other. 

Encourage everyone's contribution. The Café, in small groups, 
makes it easier for people to talk, but it's still important to emphasize 
conversation. They are also free to participate only by listening, if 
this is what they choose.  

Connect diverse perspectives. Here like in Open Space 
Technology, the people will get the opportunity to participate in 
more than one conversation. This is a great asset as they get to 
candid questions insight and perspectives from one conversation to 
another. By that, accelerate discoveries and increase awareness of 
possibilities.  

Listen together for patterns and insights. Listening with great 
attention to each other is what really makes a difference in these 
conversations. Conversation is not only about speaking, but even 
more importantly, about listening. When we listen together, we'll 
find that we are treasures, so encourage everybody to offer one 
another the valuable gift of listening. 

Share collective discoveries. The World Café conversation 
encourage insights and aha moments. Share them back with the 
group, because they are part of the collective intelligence that 
emerges in this context.  

This is how you organize a World Café at a glance.  

Seat 4, maximum 5 people, at small tables.  

Set up 3 progressive rounds of conversations, each about 20 
minutes’ duration. For each round, craft a powerful question on 
topics that generally matter to the people.  



Encourage participants to take notes, or doodle, or draw 
collectively on the paper prepared on their table. 

After the first round of conversation, ask people to disperse 
and move to other tables. You may ask one of them to stay and act 
as a host to the next group, somebody who will act as a guardian of 
the developing conversation.  

After the 3 rounds of conversation, take time to come together 
again in a circle to share discoveries, insights, and experiences. This 
is a further opportunity to see emerging patterns and possibilities for 
action.  

The best resource to learn more about World Café is Juanita's 
Brown book: The World Café: Shaping Our Future Through 
Conversations That Matter. 

Pro Action Café 

Pro Action Café is a combination of the Open Space 
Technology and the World Café. Like in the Open Space, the 
participants get to propose topics that matter to them. Like in the 
World Café, you have 3 rounds of progressive conversation — only 
this time, each table has a different topic. The host will be the 
person who proposed the topic. 

I use the Pro Action Café to explore and gather insights, and 
ideas, and perspectives on a variety of topics, and generate new 
possibilities for action — all very quickly. It is an amazing method, 
because just like the World Café, it creates valuable conversation 
very fast, and brings out the best in people. Also, I found that by 
engaging in this kind of conversation, people see each other in a 
new light — and relationships are strengthened. The Pro Action Café 
was developed in Brussels by Ria Baeck and Rainer von 
Leoprechting. I witnessed that development process firsthand, and I 
am very happy to be part of the incredible journey of the Pro Action 
Café around the globe.  

The flow of the Pro Action Café: 

Set aside 2-1/2 to 3 hours for the café.  



Start by having a short, welcome check-in circle (Read about 
check in later in this chapter). Count the number of participants, and 
then divide by 4. That will give you the number of projects or 
questions that you can work on, or the number of conversations you 
can have in this session.  

Invite people, just like in the open space, to propose a topic or 
a project for conversation. The only criteria is that this topic is 
meaningful and  important to them. If the Café has a specific 
purpose, then of course the project will have to be somehow related 
to the larger purpose. If more projects and ideas are proposed than 
you have tables, take them for consideration on a first-come, first-
serve basis.  

When the topics were identified, ask each host who proposed 
a topic to go and sit at one of the tables. The other people will join 
those conversations according to what interests them most.  

There will be 3 rounds, so all the travelers can participate in at 
least 3 different topics. Each round takes about 20 minutes, 
maximum 30, and it has a focus question. 

Round 1: What is the question behind the core question 
project? This is a question for divergence, for opening up and 
deepening the inquiry for more understanding of the need and the 
purpose of the conversation.  

Round 2: What is missing? In this round, we are looking for 
new perspectives and ways of making the project more complete.  

Round 3: What am I learning about myself? What am I 
learning about my project? What next steps will I take? These are 
questions for convergence, helping to forge specific action from the 
results of the conversation.  

After each round, the travelers will stand up and move to 
another topic of their interest. Take a short break between rounds, so 
that people can move about in a relaxed way, pick up a coffee or tea 
on the way back, and come together in a new group to talk about 
the next topic in the new round. 

Finally, gather together again in a big circle, like in the 
beginning, and share key insights, learning, aha moments — both 
from the travelers and the hosts.  



Check In and Check Out 

Check-ins and check-outs are a fast method that presents a 
great way to bring the group together and set an intimate 
atmosphere of trust and sharing. It is easy and it doesn't have to take 
a long time. Here is how you do it: 

Gather all the people in the room, if possible in a circle.  

Welcome the people and share the purpose, the calling 
question for the meeting. Introduce the check-in by telling everyone 
how much time there is allocated for that, so that people know if 
they only have a space for a word, a sentence, or more time.  

Introduce the check-in/-out question, which should be one 
that all participants can answer, such as: "What am I excited about 
being here?" "Why is it important for me to be here today?" "What 
treasure did I find today, here, that I am taking back with me?” 
Sometimes you can also use a metaphor, such as: “If you would be a 
color, what color would you be, and why?”  

Facilitate listening, and assure that people don't interrupt each 
other. You can do that beautifully by using a talking piece. A talking 
piece can be any object: a pen, a stone, maybe something small that 
has special meaning to your group. Anybody who has the talking 
piece can speak, and all others will listen. When the speaker 
finished, they will put the talking piece down, or hand it to the next 
person. It is a small instrument, and a very simple one with a great 
power. It creates an atmosphere of concentration and respectful 
listening.  

These very simple methods set the tone at the beginning of a 
meeting, and also help close the meeting in a beautiful way. They 
are really important also to mark that you are opening a new kind of 
conversation in a new kind of space. 



The Advice Process 

The Advice Process is one of the gems, that stuns through 
simplicity, elegance and effectiveness. It is not a method for 
conducting a conversation, but rather a method of taking initiative 
and decisions within the company. It is your new way of thinking 
about people, and work, in action. 

The Advice Process is an instrument that gives people in the 
company a great deal of trust, initiative and power. It also ensures 
that all action will be taken with enough information and advice. 

For most companies this sounds absurd, the stuff of fairy tales: 
"You mean everybody can have an idea and implement it? Just like 
this? Sounds like a recipe for chaos and disaster! The answer is: Yes, 
they can do it! And no, it's not at all chaotic, it is actually very 
systematic. Here is how they do it: 

 
Somebody has an idea on how to improve something, large or 

small (a work process, a product, marketing). 

Now, they need to gather intelligence on the various aspects 
of implementing the idea. 



They will ask for advice from those, within the company and 
possibly outside, who will in some way be impacted by the change 
that they are proposing, or from those that have experience in that 
sort of thing. If these are too many people, they have to make sure to 
at least ask advice from one member of every category of 
stakeholders. 

Below is a chart about how much advice would you need in 
relation to the importance of the decision. 

 
After (they gathered all the insight and advice, they (the 

employee who had the idea) take a decision about going ahead (or 
not). The decision will be informed by the advice they get, but they 
don't have to follow the advice. They make the decision according 
to their best judgment. 

They go ahead and implement their idea (with the support of 
the company), improving their idea based on the feedback and 
contributions they got along the way. 

There are many accounts of business successes that came from 
the "shop floor." The advice process puts creativity and drive for 
improvement in the center of the business, rather than leaving it to 
chance, or driving it from the top or side. 



By giving the people the actual power to decide and to 
implement change within the company ensures engagement and 
initiative. And what if it doesn't work out? That can happen... but it 
will happen less often than in those companies where the decisions 
are taken by the management and imposed on those who carry out 
the change. 

Collective Story Harvesting 

This is a wonderful thing to do when you have experience or 
several in your company or outside will, that can be a source of 
learning for your people. I first encountered this method in the work 
of the Mary Alice Arthur, who has also developed an in-depth guide 
for it (see in the references). I have used it dozens of times, always 
with great success, because it is such an easy and powerful way to 
learn, inspire, and grow. Because it taps in the ancient power of 
storytelling, people will love it.  

Here is how to do it in a nutshell. 

Allow 90 minutes’ time. 

Chose a story carefully, so it is relevant to what the group 
wants to learn about. The best person to tell the story is always 
somebody who was part of the story. 

Welcome the audience and introduce the story and the 
purpose of the session. Prepare the audience, by asking them to 
choose a certain angle to listen for, a certain “story thread.” That will 
give everybody a chance to listen carefully, for specific aspects. 
Possible threads to choose from (but you can always choose your 
own specific theme):  

Narrative thread: The thread of the story – people, events, 
stages. You might also capture facts, emotions and values that are 
part of the story. 

Process: What interventions, processes, applications, 
discoveries happened? 



Pivotal points:  When did breakthroughs occur? What did we 
learn?  

Application: What can we learn from this story about 
application in our own or other systems?  

Taking change to scale: What can we learn from this story 
about taking change to scale?  

Questions: What questions arise from this story that we could 
ask ourselves? 

When things just came together: What where the times when 
the right people showed up and things just flowed naturally?  

Principles: What principles of working can be gleaned from 
this story?  

Challenges encountered: Describe, and include discussion of 
how they were overcome.  

Storytelling: ask the storyteller to tell the story. In the same 
time, the audience will take notes based on their specific thread.  

Ask the audience to share what they have been listening for, 
and what they have learned. Take for this part as much time as you 
took for the story itself. 

Give back the floor to the storyteller, and ask them what they 
are learning from the audience. It is always very interesting to see 
how this “field of listening” will create new insights — even in the 
people who were part of the story, but have never reflected on it just 
like that. 

Thank the storyteller, the audience, and close the session. 

... and Many More 

These are some of my favorite “tools” for increasing 
engagement, trust and positive results within a workplace culture. 
There are of course many more, but the ones in this chapter are a 
good place to start to create a beautiful experience of creativity and 



learning in the Sandbox group (and any other group in your 
company). 

Here as well, I encourage you to look for support: maybe 
some people in your company have already experience with some 
of these methods. If so — use it! You can also reach out to expert 
support, especially when you use these methods for the first time. 
But in the near term, I encourage you to make it a priority to build 
this capability in your company. These methods are and they are 
magical: you’ll be astounded by the quality of the conversation, the 
results, and the great atmosphere that develops in the group when 
you use them. 
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