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The whole concept of this book started with the sense that we need better 
ideas to solve big problems, better responses to good ideas, and better 
pathways for good ideas to come to the surface. There are a lot of big 
problems with a lot of partial solutions, and they require commitment and 
action. This book is about how to take action, and what is needed for our 
actions to be impactful and meaningful.

We wrote this book because we saw many ‘participatory’ processes that 
were participatory in name only. The opportunity to take part was not always 
available to all, and not everyone had the confidence to contribute their 
much-needed knowledge and ideas. The results of such processes were 
often inconsistent and uninspired. Sometimes, we wound up with top-
heavy insights from those already seen and heard; sometimes, we saw little 
flashes of inspiration that were drowned out by repetition of what is already 
understood. We wanted to develop something that would increase the 
chance of all contributors to be able to voice their ideas in a way that allows 
them to be heard. We wanted to offer a pathway for groups to ask better 
questions together. We wanted to show how to engage with complexity as 
a group and produce quality results. And beyond that, how to create spaces 
where creative collaboration actually works, with all its ups and downs. 

In this book, we share the Kinetic Method for developing functional 
creativity – creativity that you can control and apply to complex 
environmental, structural and societal problems, always with a purpose 
in mind. Why are we calling this creativity? Because it is about creating 
novel solutions to old problems, and we wanted to support those trying to 
do something transformative. We wanted to reclaim and democratise the 
concept of creativity for those who may not yet own that confidence to call 
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3. IF YOU’RE STRUGGLING, GO BACK A STEP. 

This means that, wherever you are in this book or in your practice, you 
can return to methods or suggestions from a previous chapter to help 
you connect more to the next. Functional creativity is not always linear. 
However, we have found that moving between different types of practice in 
the way we do in this book is useful for improving your competencies.

HOW TO READ THIS BOOK
To help you navigate your pathway towards functional creativity, we have 
divided the book into three areas of engagement – 

– each of which has three core components you can practise and learn to 
build your competencies in that area. While functional creativity does not 
necessarily develop in this specific order, we recommend this sequence 
for those who want to improve their personal competencies or explore the 
Kinetic Method as a part of a group. 

themselves ‘creative’. Over time, it has come to mean different things for 
us – dealing with complexity, engaging in critical action, active citizenship 
– but all of these words have one common thread. They are all about 
doing something about the things that matter. And not just anything, but 
something different and something better than what has been done before. 

Kinetic means ‘relating to or resulting from motion’. You may remember 
from your schooldays that potential energy is energy that is stored until it is 
converted to kinetic energy through some kind of action or force. We chose 
the word ‘Kinetic’ for our methodology because we wanted to underline that 
action is what makes it possible to transform potential into reality. 

One belief was the guiding star of this project – you can (re)learn to be 
creative. As with anything a person wants to learn, we believe it requires 
practice. Therefore, we repeat three principles throughout the book: 

1. VOLUME OVER QUALITY. 

This means that, when practising, we hope you will not stop with one idea 
and develop it deeply but try to have as many ideas as possible and try 
them all out. We think this is the best way to identify any assumptions, 
discover your strengths and weed out any tired preconceptions. We call 
this ‘emptying your purse’ and we’ll refer to it again later in the book. 

2. THERE IS ALWAYS ANOTHER WAY TO DO IT. 

This means that, even when you have a good idea, we hope you will still 
listen to new ideas and be open to other possibilities. In our experience, 
this helps to avoid one of the biggest enemies of functional creativity: 
getting stuck on an idea that’s not working. 

ENVIRONMENTSSKILLS   MINDSETS
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The three ‘Skills’ chapters are the most practical. They outline the basic 
competencies we use to process what is happening around us. We focus on 
three skills we think are the basic building blocks of functional creativity: 
observation, inquiry and interpretation. We have seen over and over again 
that building these skills improves the volume and quality of ideas that 
people can generate. We therefore provide several methods you can use 
to help you improve each skill. One of the biggest barriers we observed to 
people ‘doing’ something about the things they care about, was a lack of 
confidence in their abilities. So we wanted the first part of our methodology 
to be about building skills that boost creative confidence as you learn to 
master them. 
 
The ‘Mindsets’ chapters are the most personal. These three middle chapters 
are about how we feel on the inside, and how that can influence how 
courageous and persistent we are with our skills. In particular, we focus on 
the three mindsets we think are most important for developing good habits 
for functional creativity: curiosity and openness, comfort with ambiguity 
and risk-taking. Mindsets are tricky because there are fewer concrete 
competencies we can describe or methods we can propose. It is more about 
learning to recognise what each mindset looks like in yourself and others. 
So, for these chapters, we provide you with checklists to engage in self-
reflection. By understanding your personal relationship to each mindset, 
you can develop bolder habits for your creative practice, the ‘doing’ part of 
functional creativity. 

The ‘Environments’ chapters are arguably the most political. No one acts in 
a vacuum. There are other people and structures around us that influence 
us, and we influence them in turn. It is hard to do creative work within 
a rigid, restrictive structure. People can be blocked in their attempts to 
take action by the environments in which they find themselves and this is 
something that ought to be prevented if possible. The three environmental 

considerations we think are most beneficial to functional creativity are 
real diversity, good communication tools and appropriate decision-making 
structures to allow new ideas to emerge. By working on these environmental 
considerations, functional creativity can become creative collaboration, 
in which you can activate all of this (the entire Kinetic Method) inside of a 
group or team.

In each chapter of this book, we discuss how we arrived at our choice of 
methodology, how the pieces all fit together, the methods themselves, and 
some reflections on our real-world experiences of applying them. You may 
spot some differences in how we consider and speak about the same things. 
We hope this will allow us to communicate the same messages in multiple 
ways for you. To make the content easier to digest, you will find a section at 
the end of each chapter called ‘In a nutshell’ which summarises the main 
points of each chapter we hope you will take away. 

Maybe you will connect with what we have written here, maybe you won’t; 
maybe you will connect with it sometime later. If nothing else, we hope this 
book looks nice on your bookshelf. We are just a handful of people, albeit 
from different regions of the world with different conflicts and struggles, but 
we have been developing and practising the methods in this book for more 
than 10 years. We’ve worked with hundreds of learners from all over the 
world, and we think it works. We hope it works for you too and that it will add 
some fun and play to your daily practice. 
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The icon above is our sign for skills. You can see the arrows following the 
movement of the head looking around. What do I see, hear, feel, sense, taste, 
smell around me? Once I take in the sensory information, what can I do with 
it? What is inside it, behind it, connects to it? How can I combine it with what 
I already have? How does it help me to better use the knowledge I already 
know how to work with?

‘Skills’ is our most practical component, most ‘hands-on’ chapter and is all 
about reaching out for data (observation), exploring it by asking intriguing 
and thoughtful questions (inquiry) and connecting them in novel and useful 
ways (interpretation).
This is also where ‘volume’ and ‘quality’ come into play as two core concepts 
that pave the way to good solutions. You will see us bring them up time and 
again. In the majority of cases, they will follow this sequence:

 ▶ ‘Empty your purse’ – and share all you have, even bad ideas, 
without worrying about feeling silly (however: a pinch of 
common sense is recommended!)

 ▶ ‘Produce volume’ – go beyond the limit of what you think 
you can produce, through a phase of silence where you think 
nothing else will materialise, to a point at which a different 
quality suddenly opens up

 ▶ ‘Decide quality’ – resulting in your gathering experience and 
courage to make choices as you go 

The subsequent chapters on ‘Mindsets’ take your skills to a fairly personal 
space, exploring what happens inside each of us as we engage with others 
and the world, and what attitudes or beliefs are useful when working with 
complexity. The last set of chapters, called ‘Environments’, is where we 
translate the skills you have built and the mindsets you have nurtured onto 
the group level and apply them in creative collaboration, during which it also 
becomes apparent how political and serious these concepts actually are. 

But for now, let us start with the ‘Skills’ chapter, which is playful and energetic 
in nature. 

22
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INTRO STORY

TO KNOW 
SOMETHING 
‘LIKE THE 
BACK OF YOUR 
HAND’? 

WHAT 
DOES 
IT MEAN 

HE PHRASE ITSELF IS AN ENGLISH-LANGUAGE SAYING  
for knowing something so well, that it is practically an extension 
of yourself. You know every bump, groove and scar. Knowing 
anything, including the back of one’s hand, is a process of discovery, 
questioning, being curious (as we will discuss later in this book),  
and committing to taking in information consciously.

One of the very first ‘experiments’ we conducted into how we might 
trigger the creative process, was called ‘The back of my hand’. It 
was a very simple exercise in which participants were encouraged 
to observe the back of their own hand for a period of five minutes 
and generate as many questions as they could about it in that 
time period. Every time we did this exercise, we were surprised 
by the results. We had people being triggered, frustrated, elated 
and inspired by this activity, such a seemingly simple task. It 
demonstrated to us that even just placing our full attention on 
one part of our own body was enough to stimulate some powerful 
emotional responses. 

Your attention is an enormous resource. It is also a force. It sets 
your trajectory and puts you in motion, which is what the concept of 
‘kinetic’ is all about. If you want to act with purpose and intention, 
you will have to pay attention. Within this chapter, we hope to assist 
you in learning how to direct it, improve it and apply it in your 
community. 

27SKILLS  OBSERVATION
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Observation is a primary method of gathering data, and good data leads to 
better outcomes. While that seems quite easy, taking things in and noticing 
them, there are three challenges that arise when people think they are 
observing:

 ▶ differentiating between sensing and sense-making

 ▶ distinguishing between observation and judgement

 ▶ making novel observations 

In this chapter, we will explore those challenges and offer you some ways to 
work with them and around them to launch your experience of Kinetic. 

SENSING AND SENSE-MAKING
From a scientific perspective, observation is the foundation of empiricism, a 
way of checking the facts against our experiences. As humans, however, our 
sensory information is filtered by thoughts, which impact how we generate 
data from observations, how we analyse it and how we use it in practice. 
In Kinetic, we make these processes visible to learners, by focusing on the 
sensing and sense-making activities separately. This chapter is about sensing. 

Sensing in Kinetic means getting in touch with the ways in which your body 
can pull in information – what you can see, hear and feel, for example. We 
experiment with different ways of doing that at the beginning of a Kinetic 
process, such as focusing on one sense at a time. In contrast, sense-making 
is about understanding the world around us. This is a more complex skill 
that we refer to as ‘interpretation’ in the Kinetic model, and we associate 
it with different activities such as critical thinking, communication, and 
building solidarity and trust. Interpretation is the last chapter of the ‘Skills’ 
portion of this book.

Sensing is difficult enough and, in our work with Kinetic, we often start with 
a simple exercise. We invite participants to spend some time observing their 
environment and then writing down 10 observations that they have made. 
Go ahead and try this if you like. Just spend a minute or two taking in your 
environment and write down 10 observations. 

WHAT IS KINETIC 
OBSERVATION?



30 31SKILLS  OBSERVATION SKILLS  OBSERVATION

In our study programme, we refer to this practice as understanding the 
difference between an observation and a judgement. This practice is useful 
in a number of settings. We adapted it for Kinetic from the concept of non-
violent communication (NVC), as it was proposed by psychologist Marshall 
Rosenberg in the 1960s and ‘70s. When giving feedback, or engaging in any 
kind of communication, Rosenberg argued that separating observations 
from judgements and feelings from thoughts could help people to have 
more empathetic, productive conversations. For example, if I think someone 
is ignoring me, it’s unhelpful to say, ‘You’re ignoring me’, as individuals can 
have different interpretations of what this means. Rather, I can point to 
specific observations that lead me to that conclusion and speak about how 
they make me feel. Perhaps I would say, ‘We haven’t spoken in two weeks, 
which is not typical for us. That makes me feel worried.’ Or, perhaps I would 
say, ‘When I tried to speak to you the other day, you turned and walked 
away. I didn’t know why, and it confused me.’ Being clear about observations 
makes it easier for the person on the other end of the conversation to know 
which behaviours and activities are contributing to the problem and they 
can speak to those directly without having to accept the interpretation of the 
other person. 

For Kinetic, the point of observing without judging is similar: to avoid 
jumping to conclusions. When we have a new problem in front of us, it’s 
important to learn as much as we can about it, from multiple perspectives 
(see our chapter discussing diversity). So we use our senses to pull in 
information about the problem or issue. What can we see, hear, touch, smell 
or taste that helps us to describe the problem more fully? Where are our 
gaps and blind spots? Anyone and everyone can contribute to this process. In 
fact, for exposing gaps and illuminating blind spots, having many different 
observations is useful. As we have mentioned previously, Kinetic works 
best when we have both volume and quality. Volume can arise from the 
contributions of many individuals offering lots of different observations, 

What we have found is that most people will have noted 70% or more visual 
things, such as how many of a certain object they can see, or what colours 
those objects are. That may have partly to do with how we live our lives or 
where we focus our attention, and that’s perfectly understandable. But we 
need to find ways to step outside of that narrow way of engaging with the 
world, purposefully, for functional creativity. Even just reminding ourselves 
to use all of our senses is an important first step in breaking patterns in our 
observations. 
 

There are always baked-in assumptions, preferences and habits in 
observation. For example, given the same exercise described above, we have 
found that people include many judgements in their lists. A judgement is 
not about what can be observed, but how one could understand what one is 
observing (e.g. ‘It’s cold’, ‘It’s a beautiful day’ or ‘There are some cute sheep’). 
We like to ask the participants to rewind to what they observed that made 
them come to this understanding. For example, if a participant says, ‘The 
weather is nice outside’, we ask them to list the observations that helped 
them to form that interpretation. Maybe the sun was out, or the temperature 
was more than 25°C, or there were no clouds. The point is for the individual 
to see that their interpretation is made up of a number of observations that 
then lead into subjective judgement. 

OBSERVATION  
AND  
JUDGMENT
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NOTICING WHAT GOES UNNOTICED
Of course, our senses can also support us in finding new ways to observe 
a problem or issue. One of the methods we use to encourage participants 
or practitioners to approach observation more creatively is to experiment 

with something we refer to as ‘crossing senses’ (see the ‘Methods’ section 
at the end of the chapter). When we consider which senses a person 

typically uses to relate to a certain input (for example, listening to 
music or drinking tea), ‘crossing senses’ means that we try to 

engage with the input using senses not typically associated 
with that input. In the examples provided above, we might 

ask a person to try smelling music, or touching tea, to see 
what new associations and ideas this conjures up (see 

the following ‘Supporting change’ section). By applying 
different tools for observation (in terms of our sensory 
capacities), we create new ways of engaging with 
information that can be innovative and create space 
for inclusion. 

What’s important is this: if we want to innovate or 
create something new, we must learn how to ‘see’ 

things in a different way. In fact, we call observation 
our first building block of Kinetic for this reason. The 

good news is that anyone can learn to do it. Observing 
with less judgement, using all of your senses to observe, 

and experimenting with using those senses in new ways, will 
all help you as you move forwards in this book (and with your 

problem or issue). 

or even one individual observing from multiple perspectives. Quality can 
emerge from quantity (through practice, for example), or through creating 
space to get through all of the familiar and typical ideas to get to those that 
really spark something new. 

Throughout our development of the concepts 
outlined in this book, we have called this 
process ‘emptying your purse’ and we will 
come back to this concept in the chapters 
on skills. Maybe you have experienced 
the moment where you’re looking 
for something specific in your bag 
– your keys, your phone, a piece 
of gum – and as you root around 
in that bag, you come up with 
everything else but the thing 
you are looking for. Eventually, 
you might empty your bag out 
on the table, so that you can 
see everything clearly, and 
low and behold – there IT is, 
the thing you were looking for. 
With observation, sometimes it’s 
the same. You have to let yourself 
acknowledge all of the things you’re 
observing that are easiest to observe, 
acknowledge all of the snap judgements 
that you cannot help making, and then, 
when you’ve got it all out of your system, you 
might notice something new and unexpected. 
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STEPPING BACK AND LEAPING FORWARD  
FROM OBSERVATION 
As we discussed in the introduction to this book, creativity is not linear. 
However, when improving your skills, it may be helpful to look at the 
process as part of a series of steps, from which you can move backwards and 
forwards to help you progress. This means that if you’re having difficulty 
with one step, you should go back to the previous step for clues. With 
observation, this is the first step. But that doesn’t mean there is nowhere you 
can go. Our suggestion if you are having trouble even connecting with the 
world is to go play! Play has always been an important part of innovation and 
in Kinetic, it is no different. Play can be sensory and stimulating, or relaxing 
and regenerating. Either way, if you’re having difficulty connecting with 
your body and the environment around you, play can offer some inspiration 
and space to come back to yourself. The step-model also works in the other 
direction. If you feel you have gathered all the data you can manage and 
you’re already starting to ask interesting questions about it, feel free to dive 
into ‘inquiry’. If you need to step back again, you will notice because you will 
run out of questions before arriving at something that interests you or is 
related to what you’re doing with Kinetic. So try to monitor your own mood 
and perceptions of progress as you leap forwards. 

OBSERVATION OR JUDGEMENT?

CONTEXT
‘Observation or judgement?’ is a method that allows us to lay the 
foundation for gathering data. It makes people aware of their own thought 
processes, the way they look at the space around them and how (quickly) 
they formulate their opinion. Being able to make a distinction between 
observation and judgement is key for gathering data before engaging with it 
in various ways.
We created the method inspired by models supporting groups in untangling, 
slowing down, and focusing conversations in service of collective sense-
making. One of the models is the described above NVC. Another one is ORID 
from Technology of Participation™, where participants are invited to reflect 
upon the group process in steps, dividing their comments into observations, 
reactions, interpretations, and decisions. Our experience shows, that the 
differentiation between observations and interpretations is often the most 
challenging one. It also is the most beneficiary one for creative processes, as 

METHODS
Engage with the World 
around you  
using all your senses 
to notice what’s not obvious.

SKILLS  OBSERVATION 35



it separates data coming from the perception using our senses from those 
provided by the natural process of adding information or filling gaps, where 
data is not available or ambiguous. The data we arrive at this way is closer to 
a reality we all can perceive. 

PURPOSE

 ▶ to ensure good data quality during creative collaboration

 ▶ to ensure a shared understanding of observation and its function in 
creative collaboration

GROUP, SPACE AND PROPS
This activity works best with participants working in pairs. In case you have 
an odd number of participants, have a trio work together as well. Use a circle 
for group sharing.
Participants will need paper and pens for note-taking.

PROCESS
Step 1: Ask participants to find a partner and stand or sit in front of one 
another, then write down 10 observations about the other person. Give them 
about 5–7 minutes to do this. 

Step 2: Have them come back together and ask for examples they noted 
down. Using the examples, demonstrate which of them are genuine 
observations and which are subjective interpretations of data (we call these 
‘judgements’ in our activities to keep the concept simple), and illustrate 
how these judgements or opinions are mostly based on data that has 
already been processed by our mind. For example, ‘She is in a good mood’ 
is a judgement, based on the observation of the person having a smile on 
their face and perhaps having seen them earlier chatting and laughing with 

other people in the room. Likewise, ‘He is tall’ is a judgement based on the 
integrated perception of the average height of a person in their context. 

Step 3: Explain what we mean by ‘observation’ more specifically (i.e. data 
collected through our senses, you can read more about this in the chapter 
above).
Now ask the pairs to check their lists of observations with the help of one 
another and see whether they contain any judgements. If they do, ask them 
to reformulate those into genuine observations by trying to identify the 
facts on which they based their opinions beforehand. Give participants at 
least 10 minutes for this part of the task.

Step 4: When the group has finished, go through some examples of how 
participants turned a judgement into an observation. Allow everyone to 
contribute in case they wish to check some of their points. 

REFLECTION AND INTEGRATION
A few questions you could discuss within your group following the exercise: 

 ▶ What did you notice? How were the two observation phases of the 
activity different for you? 

 ▶ Why do you think one needs to be able to differentiate between 
observation and judgement?

 ▶ Can you think of moments of collaboration among colleagues when 
this might become important? 

 ▶ How will you know that you have learned this and it has become 
muscle memory? 
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VARIATIONS
Instead of observing each other, you can ask the group to write observations 
about the space around them and about your group. Then proceed the same 
way as in the original version; ask for examples and illustrate the concept. 
You could use a judgement bell (a bell placed in the middle of the room that 
anyone can ring whenever they hear a judgement) to involve the group in 
the process of demonstration. Define the nature of a genuine observation 
together.

ATTRIBUTION
Inspired by Marshall Rosenberg NVC
Developed by Tracie Farell and Karolina Iwa
The ‘Judgement Bell’ is a concept used by IDEO

THE BACK OF MY HAND

CONTEXT
This method is about concentrated and meticulous observation in practice. 
The title was inspired by the expression ‘knowing something like the 
back of one’s hand’: observing something you are very familiar with and 
discovering new aspects and details about it. The original method was later 
modified and adapted to different group settings, but we decided to keep 
the title as a reminder of the difference between what we know and what 
we think we know. 

PURPOSE

 ▶  ‘The back of my hand’ allows people to get into the practice of 
observation by making a conscious effort to focus their senses 
on details of the subject under consideration. Gathering data by 
allocating time and focus to a particular topic or object has the 
potential to result in new perspectives and solutions to the challenge 
being tackled.

 ▶  It provides a first-time demonstration of the quantity and quality of 
observations one can make about any familiar object.

 ▶  It allows participants to practise observation, which is essential for 
other aspects of working with functional creativity.

GROUP, SPACE AND PROPS
Prepare a space for comfortable individual work, as well as paper and pens 
for note-taking. If you have a garden or yard, use it for exploration and have 
a circle for group discussion when coming back together.

PROCESS
Step 1: The instructions for this activity are straightforward: give the group 
members 5 minutes to observe the space they are in and to take notes of 
their observations. This could be the training room you are using, or the 
extended environment including the terrace or garden, whatever you have 
at your disposal.

Step 2: When the group comes back together, ask participants to list their 
observations and take notes on a flip chart. After having collected several 
items, highlight the observations that are not based on visual input and let 
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the group discover the proportion of visual observations they made. Refer 
back to the distinction between observation and judgement in case some 
of the observations still contain opinions. While taking notes about the 
observations, you could group them according to the senses to make the 
predominance of visual observations more explicit.

Step 3: If visual observations are dominant, repeat the observation process 
– this time for a longer period – and ask the participants to use all of their 
senses during the process. When they are back, listen to some of the 
discoveries they made and ask them how they felt about the quality of their 
observations this time round. 

REFLECTION AND INTEGRATION
A few questions you could discuss within your group following the exercise:

 ▶  How was this experience for you? What did it remind you of? 

 ▶  What helps you to activate your senses in general?

 ▶  Can you think of an aspect of your work or project where a richer 
collection of data could be beneficial? 

ATTRIBUTION
Developed by Tracie Farrell and Karolina Iwa

CROSSING SENSES

CONTEXT
‘Crossing senses’ is a method that naturally prompts us to become more 
aware of our sensations. It creates small experiences that make it easy 
and fun to come up with unusual observations, thus building creative 
confidence. Crossing senses makes it possible for everyone to experience 
novelty in observation. Using this method, you can walk your participants 
through the process of accessing new data just by expanding their 
awareness. Additionally, crossing senses sets the mood for a daring and fun 
experimental atmosphere in the group.
We arrived at the method wanting more play in our work and expanding the 
learning beyond the seminar room, into what we call the context of a group 
setting. Context may refer to a place we choose to meet at, how we deal with 
food or transportation, sleeping arrangements, communication channels, 
etc. You will read more about it in the ‘Comfort with ambiguity’ chapter.
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PURPOSE

 ▶  to bring the focus from the volume to the novelty of data

 ▶  to demonstrate the difference of quality in data we can access

SPACE AND PROPS, GROUP SETTING
It’s best to work in pairs or trios so that everyone is engaged and motivated. 
Use the space at your disposal as imaginatively as you can; a garden for 
exploration is a big plus here. 

PROCESS
Step 1: Invitation: after participants have had time to practise the use 
of all their senses and not only focus on visual observations as in the 
previous methods, introduce the purpose of this exercise: practising and 
experimenting using their observation skills to see what new associations 
and ideas come up. 

Step 2: Ask the group members to explore their environment once again 
using all of their senses, but this time with a twist: experiment by observing 
an item using a different sense to the one that is typically used for that 
subject. For example, instead of tasting or smelling the coffee, try touching 
it; listen to a book rather than looking at it or touching it.1 Ask group 
members to create as many experiments as they can within the given 
timeframe, and encourage them to go for the unusual. 
Working in small groups (pairs or trios) usually results in more fun and 
playful ideas.

1  Matthew Herbert produced an album which took the form of a book. 
Matthew Herbert, The Music, 2015

 ▶  Have a few examples in your pocket to illustrate the process 

 ▶  Make sure people have some space to explore, preferably in a larger 
area, not just the training room

20–25 minutes gives small groups enough time to gather a good number of 
observations.

Step 3: Come back together and collect the observations made by the group 
members. Don’t forget to point out when someone forms a judgement or 
opinion instead of making an actual observation.

REFLECTION AND INTEGRATION
See what novel ideas and associations emerged thanks to the experiments 
and ask the group to share details about their process, their experience and 
their conclusions. 

A few questions you could discuss within your group following the exercise:

 ▶  How did your awareness change during the exercise? 

 ▶  Did this have any impact on your observations? 

 ▶  How did it feel to interact with your environment in this way?

 ▶  Which experiment was the most enjoyable?

 ▶  What did you notice about the observations you made this time 
round? 

 ▶  How were they different from the ones in the previous exercise?

Explore together what else could be useful for group members to practise 
their observation skills more often. 
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SUPPORTING CHANGE: 
ON EXTENDING THE LIMITS OF  
WHAT WE DEFINE AS ‘DATA’

Input sources for generative exploration, 
complexity challenges, participatory processes

WHAT IS ‘OBSERVATION’? 

Often, we enter collective inquiries into complex situations believing we 
have all the necessary data. We did our research, asked the internet, read 
available reports, talked to networks we have access to as well as experts 
in the field. This preparation, however, seldom results in our being excited 
about the data and really wanting to engage with it. It more often gives us 
the feeling of being a bunch of serious grown-ups, instead of an inventive 
task force about to embark on a journey towards some necessary innovative 
awesomeness. So what’s missing?
If you have actually worked through the methods outlined in this chapter 
and you are in any way an average person like us, you will have occasionally 
run out of good observations. Wondering how you can see more on the back 
of your hand. How you can find new sights, sounds, smells in places you 
already know. Wondering where you might find observations that are new 
and interesting to you and your conversation partner and – ideally – your 
team. We hope this bit will serve as inspiration.

You could also discuss the connection of observation to functional creativity 
with the group if you think it supports your purpose.

VARIATIONS
In case your group is somewhat difficult to get motivated: to make the 
examples of crossing-senses experiences more relevant to your present 
context, you could create together with the group a list of things to explore 
and brainstorm different ways to sense them (use a flip chart for this step). 
Connect the items you come up with to the list of senses.

If your group is used to working together and comfortable in front of one 
another: you could, during the phase of sharing observations, place a 
judgement bell in the middle of the room to be rung by the participants 
whenever they hear a judgement instead of an observation. 

ATTRIBUTION 
Developed by Tracie Farrell and Karolina Iwa

SKILLS  OBSERVATION44



SKILLS  OBSERVATION SKILLS  OBSERVATION46

us – with a group of 120 global participants, being in the same space 
with so many young people who care for the planet generated a shift 
in the vibrancy and quality of the social field we created. This literally 
had a life-changing impact on some, resulting in participants’ changing 
their desired career paths from focusing on business to focusing on the 
climate. While not all instances of bringing the right people to the table 
and creating an environment in which all are part of the conversation will 
have such powerful effects, contact with live, warm or felt data allows us to 
engage more deeply with interdependencies between elements and has 
a greater impact on our processes and decisions than simply ‘knowing’ 
how things relate to one another (you will find more details on this in the 
‘Environments’ chapters, discussing communication and diversity).

DATA SOURCES

If you are wondering how to gather more diverse data, here are some 
proposals:

 ▶  Permit the inclusion of unfinished thoughts, momentary images, 
imperfect metaphors

 ▶  Use emerging ideas, even if they are not perfect, rather than 
dismissing them 

 ▶  Connect to the energy of the place, ask the subject at the centre of the 
inquiry what it needs (e.g. a city, a school, a problem, an organisation)

 ▶  Meditation (individual and group)

 ▶  Connect with your intuition or gut feeling 

 ▶  Observe the heart

 ▶  Access the will, the soul, the spirit

Observation is essentially the quantity and quality of data you collect that 
relates to the issue in question. And we cannot overestimate how central 
the quality of observations is to the quality of solutions to your problem you 
can generate. 
One thing that can help you pull in better data is the diversity of data sources 
you can access and the information you can glean from them. This also lays 
the foundation for the way in which we engage with our guiding question 
and each other.

GETTING TO THE RIGHT DATA

So how do you identify the right data to put forward? What data is relevant? 
What data is missing? Or does it need amplification, so it is heard? How can 
you support others in accessing their data and contributing to the process? 
How can we support each other in recognising which of our experiences is 
actually rich data? And how can we listen, so we understand the importance 
of contributions made by all involved?
Often in participatory processes, our aim is to invite and include those 
who are impacted by the decision under discussion, like young people, 
marginalised persons and citizens. The reason behind this is the subtle 
difference between access to theoretical data and actually experiencing 
the data live (that is, shared by a real human experiencing the situation 
at the centre of the inquiry). In the case of the former, we might all know 
that teenagers are currently experiencing much higher levels of mental 
distress, also in relation to the climate crisis. In 2019, we invited over 
40 people under the age of 18 (with the youngest being 12) to join our 
Leadership Festival, a space where we collectively hoped to understand 
and live the leadership needed tomorrow. While discussing the climate 
and what type of collective action is needed – and how it resonates in 
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INTERACTING WITH DATA

When thinking of creating spaces that allow for more diverse observations 
to inform the process, consider these two scenarios.

 ▶  The group gathers to solve a challenge. 

 ▶  The purpose of their work is reintroduced at the beginning of the 
meeting. 

 ▶  The data all group members have received in preparation is 
highlighted in the room; the newest report on the current development 
of the situation is presented and a discussion begins.

 ▶  The same group, the same setting, except now at the beginning, there 
is a brief moment to shift gear from getting to the meeting to being 
truly present in the meeting. 

 ▶  Then all engage in a short check-in round giving members in the room 
a chance to tell others how they are doing. 

 ▶  Next, people in small groups share how the purpose of the meeting 
relates to their work or interest. 

 ▶  During the meeting, if participants have difficulty expressing their 
point, the group keeps silent for as long as needed.

 ▶  Sense into the social field

 ▶  Social arts 

 ▶  Explore warm data and interdependencies (Warm Data Lab)

 ▶  Access glimpses of the best version of the future we are heading 
towards

 ▶  Dance the answer 1 

Some real-life applications of how groups engage with more diverse data:

 ▶  Social Presencing Theatre2 is a social art form that explores the social 
field. Within formats such as ‘Village’, participants expand their 
fluency in connecting to what is happening in the social field, what is 
needed and how to go about it.

 ▶  Groups working in a Europe-wide movement called Municipalism3  
explore how we might connect to a city, engaging in a conversation 
with it, treating  it as a stakeholder in urban planning processes. 
Similarly, reforestation  and regenerative farming groups include ‘the 
voice of the land’ (often represented by one person or a designated 
group) which speaks in the name of the land informing important 
decisions.

1  Our colleague Anne Goldenberg, a member of the global Wiki community, is one of many who 
joined the ‘Dance your PhD’ competition. Link to her video ‘The Negotiation Of Contributions in 
Public Wikis’: https://vimeo.com/14401061.
https://www.science.org/content/article/dancing-epigenetics-and-endocytosis

2  https://vimeo.com/315105362

3  https://citiesforchange.org/

1

2
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To engage with diverse observations, it is helpful to:

 ▶ 1. Define who and what belongs to the inquiry at hand, who is 
impacted and impacts it, who has resources and unique knowledge of 
the issue, who has the power to support or harm the process, in other 
words: to understand the territory of your exploration.

 ▶ 2. Surface and bring to the table all data held by the groups above, 
including the interdependencies of data.

 ▶ 3. Make sure all types of data are treated as equally valid.

 ▶ 4. Translate collected observations into an easy-to-understand 
format, so all involved can really access them.

 ▶ 5. Support people in knowing how to interact with the data.

 ▶  All pay attention to the moments when we go fast or slow, depending 
on what the process needs.

 ▶  Before the decision, everybody makes a brief phone call to someone 
they know personally who will be impacted by the decision to pull in 
their feedback and share it in the group.

We are happy to see more of practices from the second example accepted 
even in more conservative spaces, like board rooms or meetings of local 
administration4. 

You will read more about this actual story in Chapter Inquiry.

APPLICATION IN GROUP CONTEXT

Sentences you might want to pay attention to if you want participants to feel 
confident contributing diverse observations:

 ▶  ‘Not sure how this relates...’

 ▶  ‘This is an unfinished thought...’

 ▶  ‘It is difficult to put this one into words...’

 ▶  ‘I am not sure anybody else would consider it important…’

4  The 2021 coalition government in Germany in their preliminary paper was consid-
ering forming a Department for Transformative Governance. https://projecttogether.
org/3-punkte-zur-institutionalisierung-gesellschaftlicher-innovationsprozesse/
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IN A NUTSHELL…

BECOME AWARE of the difference between your observations and 
opinions (judgement). There is nothing wrong with opinions but formulating 
them quickly can hold you back from seeing multiple perspectives and thus 
from accessing a larger pool of data.

OBSERVE MORE, try to explore different perspectives! Kinetic works 
best when we have both quantity and quality. Be persistent and try to go 
beyond the obvious, dig deeper, e.g. by setting an observation quota (decide 
in advance on the number of observations to be made). Remember to ‘empty 
your purse!’

FIRST STEP BACK OR FORWARD: 
Having difficulty making observations? Go play! Play can be sensory and 
stimulating, it can offer inspiration for connecting with your body and 
environment. Or, if you have gathered all the data you possibly can, go 
further and start asking thought-provoking questions – dive into the next 
step: inquiry. 

WHEN PRACTISING ON AN ACTUAL CHALLENGE: 
 Consider enriching your existing data by having contact with live, warm 

or felt data. Ask yourself, what data is missing here? 
 Gather more diverse data compared to what you would normally do
 Think about creating a space that allows for more diverse observations: 

gather in a group to ensure multiple perspectives, check resonances and 
interdependencies of data 

 

FOCUS ON SENSING AND TAKE A STEP BACK FROM 
SENSE-MAKING!
Our sensory information is filtered by our thoughts, we tend to jump to 
conclusions and create mental shortcuts. In order to be able to gather good 
quality, diverse data, try focusing on your sensory observations, and not just 
visual! Activating your other senses when engaging with an object/problem 
will create a richer pool of data you can then operate with. 

OBSERVATION
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was an early AI prototype developed 
by MIT in the 1960s that used natural language processing (NLP) to imitate 
human communication. The program was able to match patterns in human 
speech and insert word substitutions to create the illusion of the computer’s 
understanding and relating to its conversation partner. One of the most 
famous outputs of this research was a script called DOCTOR, which mimicked 
some aspects of Rogerian Therapy, a client-centred therapeutic practice 
developed by Carl Rogers in the 1940s. Rogers was known for reflecting 
back to his clients, in the form of empathetic questions, repetitions of what 
the client had just said. The DOCTOR script functions in much the same 
way.1 If you type into the script, ‘I am sad’, DOCTOR asks you, ‘Did you come 
to me because you are sad?’ If you type in ‘I don’t really know how to make 
friends’, the DOCTOR script might respond, ‘Don’t you really know how to 
make friends?’ The program’s creator, Joseph Weizenbaum, had initially 
created the program to highlight the superficiality of relationships between 
humans and machines, but the impact of this program on the people around 
him (including his personal assistant) were unexpected. People spent hours 
engaging with DOCTOR, even knowing that there was no human intelligence 
behind its responses. They ascribed human thoughts and sensations to the 
program, even with full knowledge of its limitations. They found it engaging 
and supportive, and all it did was ask questions based loosely on a subject 
of interest. Questions can make people feel seen and involved. Questions can 
heal. Simple questions can solve big problems. In this chapter, we are talking 
about inquiry as one of the most powerful interventions that anyone can offer.

1  You can experiment and play with an instance of DOCTOR hosted by Fullerton University here: 
http://psych.fullerton.edu/mbirnbaum/psych101/eliza.htm

INTRO STORY
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than being able to ask. Participation in this process is also limited to those 
who are familiar, at least in some way, with the question you’re trying to ask. 
The answers given may also sound familiar. If your question has a definite 
(or mostly definite) answer, like, for example, ‘Why is the sky blue?’, you may 
find those answers sufficient. If your question is subjective, however, or 
complex, the familiar answer may feel flat, disappointing and uninspiring. 
Sometimes, the familiar answer, and sometimes even the acceptable 
answer, is not the answer we need. In fact, sometimes, we don’t even need 
an answer. Sometimes, what we really need is support in our own thinking, 
to better understand the question we’re asking or even if this is the right 
question we need to be asking at that moment. Often, there isn’t space for 
this to happen. 

While we were thinking about this phenomenon, we happened to join a 
training course on inclusive education in Siberia. As is often the case, the 
concepts from this training course began to cross-pollinate some of the 
things we’d been thinking about how questions are asked and answered. It 
occurred to us that asking questions is not a particularly inclusive concept, 
nor is providing answers. First, not all political and cultural systems support 
asking questions. One of the participants on the training course told us, ‘I 
grew up being told not to ask questions, so when someone pressures me to 
ask a question, I feel insecure.’ Another participant told us, ‘Asking questions 
is sometimes seen as a weakness in my culture. You don’t want to appear as 
though you don’t know the answer already.’ Second, the expectation of an 
ANSWER can exclude a lot of exciting ideas and prevent people with varying 
interests, experiences and knowledge from contributing to the process. 
Someone with the ‘right’ credentials, confidence and/or eloquence arrives, 
and the process stops there. 

In Kinetic, we focus on question-asking as a participatory, inclusive process. 
The purpose is not yet to find answers, but to help refine what it is you need 

Maybe you have had this experience. There is something you want to know. 
And what you want is inspiration, or maybe you do not yet know what 
you want. You go to your favourite internet browser and you type in your 
question. You’re brought to some question-and-answer website (of which 
there are many) and you put your question out into the world and you wait 
for a response. What you get in return may look something like this: 

 ▶  some replies express solidarity with your question, they want 
to know too; 

 ▶  some share their insights from similar types of queries, 
hoping you can glean something from those experiences that 
helps you answer your question; 

 ▶  and some self-described, or ‘real’ experts, provide you with a 
well-thought-out, clean answer to your question, complete 
with links to acceptable sources and references that justify 
their having provided the answer they did. 

Maybe you are satisfied, maybe you are not, but the structure is the same 
– you have a question, and the expectation is an answer. To help guide you 
and others, answers get rated by users, so you can easily find the answer 
the crowd considers most relevant. However, the questions themselves are 
given little attention. The focus is on the skill of being able to answer, rather 

WHAT IS KINETIC 
INQUIRY?
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with one of the classics: why, how, where, who, when? In Kinetic, we refer to 
these as follow-up questions, or ‘child’ questions, to the central or ‘parent’ 
question. Potentially, you can also explore each child-question further. 
If I take the first child question, ‘Why is this question important to me?’, 
for example, I might ask myself, ‘What have I been taught?’ or ‘Who has a 
different opinion?’ Each of those questions can be explored with further 
questions, into infinity if you like. We encourage participants to record their 
questions and their relationships graphically, exposing their connections 
and interdependencies. 

QUESTION-BASED DIALOGUE
For those familiar with tools like mind mapping or graphical illustration 
of concepts, the early iteration of Noracle was quite similar. However, 
in working with such a tool alone, one is limited to the questions that 
we personally see as relevant, potentially missing some fertile ground 
elsewhere. We mention throughout the book that diversity is a key resource. 
In fact, it’s a necessity (as we will discuss in more detail later in the chapter 
we have devoted to diversity). We each have only our own perceptions and 
experiences to work with as we explore the things that matter to us. We need 
the perceptions and experiences of others to get a fuller picture of what’s 
happening. 

For this reason, we created Noracle to be a method that is practised in 
groups, regardless of whether or not the outcome is for oneself (as we will 
see in the ‘Methods’ section) or in collaboration with others (as we will see 
in more detail in our ‘Supporting change’ example). When it is practised in 
groups, we refer to this process as ‘question-based dialogue’. 

We experimented with many different ways of integrating the ideas of others 
into question-based dialogue. First, using the same mind-map structure of 

to know, such that anyone can contribute through one simple switch up: not 
expecting answers at all. 

We devote this entire chapter to a series of methods referred to collectively 
as ‘Noracle’. This name loosely reflects the idea of an ‘oracle’, which spread 
from early Mesopotamian cultures into Greece more than 2,500 years 
ago, referring to those who had prophetic capacities or wisdom that might 
help counsel those who were looking to understand and influence their 
surroundings. We applied the name to represent the bringing-together of 
multiple wisdoms to seek the best questions, rather than the best answers. 

THIS IS NOT AN ORACLE
In its simplest form, Noracle is a self-reflection tool in which you have 
a central question or issue that you would like to understand, and you 
consider all of the related questions that might be relevant to the central 
issue. Only the questions and not just any question. Noracle is not useful for 
questions that have fairly simple answers. You wouldn’t use this method for 
asking, ‘What film is playing at the local theatre?’ For that question, there are 
much simpler solutions. In addition, the question you ask has to be really 
important to you! It won’t help you if you ask a question that is irrelevant 
or uninteresting. Finally, the question should be something that you are 
willing to share (if done in a group setting, as we describe below). Noracle is 
intended to be a community process, so keeping in mind how vulnerable you 
would like to be in front of a group is an important element. 

A good question for Noracle is one for which there is no simple answer. For 
example, if my burning question is something like, ‘What is the meaning of 
life?’, I might consider such questions as, ‘Why is this question important 
to me?’, ‘Does life have to have a meaning?’, ‘What happens if I don’t know 
it?’ If you are struggling to formulate a follow-up question, you may begin 
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solution. Typically, each partnered conversation happens over a brief period 
of time, so that the group can have as many partners as possible in the given 
timeframe. 

THE IMPACT OF QUESTION-BASED DIALOGUE  
ON PARTICIPANTS
What we have learned from participant evaluations and surveys is that:

 ▶  This experience is exciting, maybe even enjoyable. The energy 
that arises from 15–20 pairs of individuals all talking at the 
same time can be exhausting, but gratifying. 

 ▶  Participants feel empowered by the experience and more 
confident and capable in dealing with their own queries. 

 ▶  Occasionally, a participant realises that they know the answer 
to their question, which can happen in an instant upon 
hearing the right follow-up question. 

Many times, participants have the realisation that the follow-up questions 
they receive are unexpected. This typically has two consequences: either 
the participant realises that the question they asked is not the question 
they needed to be asking, or that the question can be perceived in ways 
previously unexamined. 

Of course, participants are not only asking their own questions; they 
are also responding to the questions of others in the form of follow-up 
questions. As we mentioned earlier, we remind participants not to share 

a central question and follow-up questions, we tried inviting participants in 
our training courses and leadership retreats to contribute to the mind maps 
of others, writing down their own follow-up questions that they felt might 
be helpful for the exploration of the central question. For environments 
in which there is a need for silent concentration or asynchronous 
collaboration, this iteration of Noracle can be very convenient. 

QUESTION-BASED DIALOGUE THROUGH 
‘SPEED-DATING’
In large groups, however, we learned that we could easily harness the 
contributions of individual participants to the work of others by applying a 
structure similar to speed-dating. The basic components of speed-dating 
are a) the opportunity to speak with as many individuals as possible, b) 
over a short period of time, such that c) each participant gains a number of 
impressions that are important for making a decision about which person 
one would like to choose to pursue something more substantial. As we will 
describe in more detail in the ‘Methods’ section, a Noracle run in this way 
typically includes some ways of exchanging partners easily, for example 
arranging the chairs in two concentric circles where the inside circle faces 
outwards, and the outside circle faces inwards. Each person on the inside 
circle has a partner on the outside. Then, after a short period of time, a 
proportion of the individuals get up and move to a different neighbouring 
chair, creating new sets of partners. During each conversation with a new 
partner, each individual gets the chance to share their own central question 
and provide a follow-up question to their partner’s central question. 
Participants are asked not to provide advice, and to avoid posing questions 
that could be interpreted as an answer or advice. In fact, we encourage 
participants to hold that tension that exists when someone asks you a 
burning question and you feel obligated, almost desperate, to give them a 
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their own experiences or to provide advice (not even ‘hidden’ in a question, 
like ‘Don’t you think it might be helpful to…?’, or ‘Wouldn’t it be better if…?’). 
Not all participants feel comfortable in this role. Sometimes, they find it 
too tempting to provide advice. Sometimes, they feel compelled by their 
dialogue partner to provide it. At other times, they feel they simply don’t 
know how to ask a question that someone might find useful. However, in 
focusing on question-asking, we are attempting to democratise knowledge 
and give space for contribution where it is typically lacking. 

THE IMPACT OF QUESTION-BASED DIALOGUE  
ON INQUIRY
To use Noracle as a tool for reflecting on the quality of a question, we may 
ask participants to note down which questions they found useful and 
how many times they heard a specific question that was useful. They can 
also note down the number of times they received the same follow-up 
question and it was not useful. Recording the follow-up questions in this 
way can show participants how important it is to think past the first most 
readily available idea, to get at a question that resonates. As a follow-up 
activity, participants share those thoughts and express appreciation for the 
questions they received. In our experience, it is not always those who are 
most secure in their expertise or knowledge who provide the best questions. 
Anyone can ask a good question, an excellent question, that changes one’s 
entire perspective. It also adds a democratising element to the process, 
breaking down the hierarchy of expert and novice. 

In one training course that we conducted, which partnered Kinetic with 
shared leadership, we asked participants to write down all the qualities of a 
good question. Some highlighted that a good question ‘helps you see things 
you didn’t see before’ or ‘encourages you to think more deeply’. After they 

had fully exhausted their thoughts on what makes a good question, we asked 
participants to consider what makes a good leader. As it turns out, all of the 
same qualities that make a question ‘good’, make a good leader as well – they 
both help you move from where you are now, to somewhere else that’s better 
(whatever that means for you). 

This is why (as we will discuss in our ‘Supporting change’ section) we see 
Noracle as a tool for liberation in precarious and complex times. We need 
new questions, new leaders, spaces and structures for people to participate 
fully and confidently. Whether you are a beginner who brings a wholesome 
openness to the table, or a seasoned professional who’s spent 40 years 
working on a given topic, it should be possible – indeed, it’s even necessary – 
to work together. 

STEPPING BACK AND LEAPING FORWARD FROM 
INQUIRY
If you’re not able to think of any questions, one way to take a step back 
to observation is to open up your senses and take in more observational 
data. You have probably practised this approach before, for example by 
stepping away from something you’re working on to take a walk, or just get 
some fresh air. Another approach is to look at who is involved in the data 
collection process (and who is not). One of the reasons why we might not be 
asking the right questions is because we don’t have the right people involved 
and it’s important to get that step right. However, if you feel you’ve done all 
of the data-gathering you need and you have asked a range of interesting 
questions about it, you can move forward to interpretation. You will know 
that you need to come back to inquiry if your ideas still feel vague or stale. 
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WONDERWALL 

CONTEXT
‘Wonderwall’ is all about getting used to coming up with questions, 
cultivating our curiosity and persistence at the same time. Just as in the case 
of observation, here we need to work both on quantity and quality. Because 
quality comes with quantity, we must first focus on generating as many 
questions as possible, so that we may subsequently harvest the sweetest, 
truly relevant questions. In one of our training events we decided to focus 
on becoming better at asking questions, and that was the first time we could 
see how simply persistently practising inquiry can improve one’s ability to 
ask many questions.

METHODS
Use questions to broaden your exploration area 
and unpack the real issue that needs tackling. 

Engaging with complexity requires us to explore the issue in question before 
we get to brainstorming the results. Practising inquiry, both individually 
and in your team, will improve your ability to postpone judgement and 
conclusions, and allow you to uncover and explore the full field belonging to 
the inquiry, rather than just the habitually frequented patch of land.

66 67

PURPOSE

 ▶  to awaken curiosity 

 ▶  to practise generating questions about any given subject/topic/object 
at will

 ▶  to get used to not having answers to all the questions we ask

SPACE AND PROPS, GROUP SETTING
For this activity, participants simply need paper and pens for note-taking. 
The exercise is performed individually before sharing details about the 
experience. Ensure group members have enough space to sit comfortably. 

PROCESS
Step 1: Depending on your focus in the group, offer participants an object,  
a concept or phrase to contemplate and invite them to reflect on it. Ask 
them to notice any little spark of curiosity it awakens within them and see 
what questions that might prompt. Tell the participants to write down all 
the questions they might have or that cross their mind without filtering 
them (using the ‘empty your purse’ approach – get the bad ideas out first!). 
Then try to summon even more curiosity or questions afterwards. You can 
set a target number (or the participants can set it for themselves), or just go 
with as many as possible questions within a given timeframe. Give group 
members at least 10 minutes for the process of pondering.

Step 2: After completing their list of questions, ask the group members to 
underline or circle 2–3 questions they find the most interesting, the ones 
they would actually like to think about in greater depth. 
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REFLECTION AND INTEGRATION
A few questions you could discuss within your group following the exercise: 

 ▶ How difficult did you find the task? 

 ▶ What made it difficult for you to come up with questions, and what 
was helpful?

 ▶ What do you notice about the quality of your questions on the list? 

Should you find asking a lot of questions impossible or extremely difficult, 
take a step back and spend some more time practising your observation. 

VARIATIONS
This activity works best if repeated regularly, until pondering and generating 
questions becomes muscle memory. The impact is quite impressive after 
practising for just five consecutive days: people find it much easier to come 
up with questions after such a period of training.

Another version of this activity involves asking people to think of an issue 
they have wanted to know more about for a while and – instead of asking 
the internet for answers – making a list of all the questions they might want 
to ask relating to this subject. You might find, as our participants did, that 
actually spending time with this inquiry, dwelling in this space of curiosity, 
changes your relationship to the subject matter. 

ATTRIBUTIONS
Developed by Zora Csalagovits, Tracie Farrell and Karolina Iwa

WHAT ELSE COULD YOU ASK?

CONTEXT
This method is an adaptation of the mind-mapping technique and a 
preparation activity for our main inquiry method, Noracle. Once you 
become comfortable generating multiple questions for the relevant topic, 
you will be better prepared to provide other people with quality questions 
to explore their challenge. When developing this method, we thought about 
shifting the focus from mapping what we already know to mapping what we 
don’t know yet. This is something that one can pracise on their own as well. 

PURPOSE

 ▶  to practise both the quantity and quality aspect of inquiry

 ▶  to prepare for using Noracle 

 ▶  to unpack the underlying question of the challenge under 
consideration

GROUP, SPACE AND PROPS
If you introduce the method in a group setting, use a flip chart or other 
visual interface to demonstrate the process. The actual work is to be 
performed individually and requires paper and pens (a larger paper size like 
A3 might be helpful).

PROCESS
Step 1: Demonstrate to the group the process of creating a mind map using 
only questions. Write the ‘parent’ or main question in the middle of your 
flip chart and start adding follow-up or ‘child’ and ‘grandchild’ questions. 
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Explain how the questions are related and that the map needs to grow until 
the person feels they have completely exhausted their topic. 

Step 2: Once the map is complete, ask the participants to circle the questions 
that they feel are most important to explore, or the ones they feel are 
actually more relevant to their initial dilemma or challenge than their 
‘parent’ question. 

REFLECTION AND INTEGRATION
When reflecting upon this method, it might be useful to focus on: 

 ▶ The process: How did you find this experience? How did you support 
yourself during the process?

 ▶ The outcome: Have you found any new questions that now seem to be 
more relevant than your original parent question? 

VARIATIONS
The mind map could also be created in a collaborative manner if the group 
needs to work together on an online interface. Then the most relevant 
questions can be chosen by voting on the mind map. 

ATTRIBUTIONS
Developed by Tracie Farrell and Karolina Iwa

NORACLE

CONTEXT
Noracle is the signature method of the Kinetic concept and is designed to 
explore a certain topic with the support of a group, by using questions only. 
The concept shows that keeping an open inquiry contributes to a deeper 
exploration and understanding of a given theme by allowing you to discover 
new aspects and perspectives. 
The name Noracle comes from NO-ORACLE – no one will receive answers, 
advice or prophecies here, and yet you can discover a whole range of new 
insights regarding your dilemma.
Noracle works with questions only: questions keep your mind busy, while 
receiving an answer makes your brain relax and give up searching. So we 
stick to questions.
As the story of how we came up with Noracle is a longer one, we decided to 
remove it from the method description. You can read it in the chapter above. 

PURPOSE

 ▶  to explore a topic, challenge or dilemma by using inquiry as a 
technique

 ▶  to find new, relevant questions and aspects relating to the respective 
dilemma 

 ▶  to unpack the main underlying question of the challenge being 
explored

SPACE AND PROPS, GROUP SETTING
Handout for questions; paper and pens; timer; bell; slides or flip charts to 
illustrate the method. Arrange the space as if you were going to host a large 
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speed-dating event: people will talk in pairs and swap partners every 1.5 
minutes. This could be done in two concentric circles or using long tables, 
but it will be more comfortable for people if they can sit down to write their 
questions. 

PROCESS
Step 1: Introduction, explanation of the exercise – the invitation (10’)
Introduce the method along the following lines: 
For the next hour, we are going to work exclusively with questions. Answers 
will not feature here. 
This exercise is somewhat different. As you know, normally if a person has a 
question, we respond with an answer. In fact, what often happens is that we 
answer the wrong question. We do not really understand what the question 
is about and frequently offer an answer that is not truly helpful, and so both 
our and the other party’s efforts go to waste. Here, we will take a step back 
and play with questions only, to become more familiar with them and see 
what they might offer.

We would also like to put aside answers disguised in the form of questions, 
such as, ‘Don’t you think it’s about time you went to the hairdresser?’ That is 
not a real question.

First, you are all going to define your starting question, which is going to be 
your focus today, and then you will receive follow-up questions from your 
colleagues to explore your topic – I will explain that later. Hopefully, these 
follow-up questions will widen your perspective and encourage you to think 
about different aspects of your dilemma.

Step 2: Preparing your main question (15’)
This should be something that is currently on your mind, a matter that 
you have been wondering about or ruminating on for a while. It can be a 

personal or professional dilemma, something you care about. Make sure this 
is not a question you already know the answer to. It should not be something 
you can easily answer yourself (e.g. by searching online). It should not be too 
private as you are going to share your question with others in the group. 

Write down your question, make sure it is clear and simple enough to be 
easily understood by others without the need for added context. 

Reminder about the characteristics of your main question: 

 ▶  Important for you

 ▶  Unanswered (as yet)

 ▶  Not too personal

 ▶  Simple and clear

Step 3: Checking the questions (5’)
Pair up with someone and check whether you can understand each other’s 
questions instantly. If not, support each other in reformulating them.

Step 4: Consulting NORACLE (15’)
This is like the speed-dating process, using only questions. You sit in front of 
another person, and you have 1.5 minutes for each round: 

 ▶ a. Read out your question to the person in front of you

 ▶ b. Your partner offers you a follow-up question (a question to your 
question)

 ▶ c. Your partner reads out their question

 ▶ d. You provide a follow-up question to their question.
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EXAMPLE:
Jane:  Should I start my own company instead of being an employee?
Emil:  What is your biggest dream if you think about your own company? 
(Jane writes this down on her piece of paper)

Emil:  My question is: how will Erasmus+ ever reach the most vulnerable 
young people? 

Jane:  Who else around you feels responsible for reaching them?  
Or: What is your way of getting to know about the needs of the most 
vulnerable? 

(Emil writes this down on their piece of paper)

Now move to the next person and repeat the exchange of questions – 
remember to always ask your initial main question. Make as many ‘speed 
dates’ as the group size allows (about 12 to 15 dates would be the ideal result). 
The trainer supports the process by timing the dates and ringing a bell to 
signal when it is time to move on to the next person.

 ▶ IMPORTANT! Remember to remind the group that no answers 
or discussions are allowed, only questions. It’s also worth 
repeating that answers disguised in the form of questions are 
also not permitted.

Step 5: Checking the follow-up questions, modifying your main question (5’)
You can now take some time to read the follow-up questions you received 
and see if some interesting insights or new aspects come up. You will have 
a chance to go for another round of dates. Before you do that, you can 
modify your main question to get better results. If it feels right, you can take 
one of the follow-up questions to continue with. The important thing is to 
determine your real question. Circle the questions you might want to think 
about in more depth.

Step 6: Consulting NORACLE – another round of exchanging questions (15’)

REFLECTION AND INTEGRATION

Discussion in pairs
Take some time to review your follow-up questions and discuss with a 
partner how NORACLE worked for you. You might want to write down if you 
have new ideas to think about, etc.

Debriefing in plenary session
Process-oriented discussion that might include thinking about the 
following: 

 ▶  How did the method work for you? Did you get any new insights about 
your dilemma? 

 ▶  How difficult was it for you not to give answers or advice disguised as 
a question? 

 ▶  What do you think about the questions you received? 

 ▶  Which were the most useful ones?

 ▶  How do you connect this experience with your work in supporting 
teams? 

VARIATIONS
 ▶  Have a conversation with yourself using only questions. Continue 

without stopping. How many seconds can you manage?

 ▶  Think of a recent project you have been working on. What questions 
could you ask relating to it at this stage?

 ▶  Think of a person you know really well. What are some of the questions 
you have never asked them before and would be curious about?
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REAL-LIFE APPLICATION: THE POWER OF FINDING A QUESTION THAT 
MAKES ALL FEEL INCLUDED
While we love all of our methods, we admit to loving Noracle a tiny bit more. 
We are that kind of parent. There, we said it. This is why we would like to 
share one more practical application of the method to a real-life challenge. 

Though Noracle can be a lot of fun while helping you in your own inquiries, 
and even at times as a good party game, one of its truly impactful 
applications is in participatory processes, where groups are invited to 
contribute their perspective to finding a solution to a real-life problem.
In one such project, the city of Magdeburg invited citizens to join an 
experiment, seeking to explore diverse types of support when engaging 
in new democracy dynamics. The task in this case was in the domain of 
participatory urban planning, where participants would redesign one of 
the city’s main squares, to make it a more inclusive outdoor social space. To 
evaluate what type of support provides which results, three participatory 
approaches were applied:

 ▶ 1. Open conversation with no facilitator 

 ▶ 2. Established facilitation method (Dynamic Facilitation)

 ▶ 3. Tailor-made facilitation scenario

In each case, the task, size of the group, length of the activity and materials 
provided were the same. 
Behind the scenes, a team of scientists from the Institute of Applied Sustain-
ability Studies analysed the quality of the process and the results of each of 
the approaches offered. You can see Noracle being used in the process.1 
In preparation of the process, a lot of effort was put into inviting a 

1  Mehr Bürger an die Macht? Wie sich Demokratie verändern muss |  
MDR Wissen (video in German; minute 38:44).

randomised group of citizens, representing the diversity of the city, and 
finding the right question to frame the exploration. It needed to include 
such aspects as pedestrian comfort and safety, vehicle traffic in the city, air 
quality, noise levels, accessibility of services and businesses, culture and 
arts, and contact with nature. In the end, the opening question presented 
was: ‘How can Magdeburg’s city centre become more attractive for 
pedestrians?’

From here on, our team, which was involved in the tailor-made facilitation 
scenario, focused on two core aspects:

 ▶  supporting participants in understanding how the purpose of the 
meeting and the experiment relates to what is important to them as 
Magdeburg citizens

 ▶  finding a question that would provide an answer to the task while at 
the same time feeling relevant to the group working on it.

If you are interested in the details, we describe the Noracle consultation step by 
step at the end of this chapter.

At this point, we would like to take the opportunity to refer to a challenge 
clients often face, which is the need for more specific results post-project 
than many participatory processes provide (a common response is: ‘This 
was a good process, I wish we could have gone deeper’). Additionally, 
oftentimes, mostly post-process, participants tell us, ‘The questions were 
kind of generic and our contribution has not really produced anything new’. 
This is a frustrating situation for everybody involved and we really wanted to 
shift both the conversation and the quality of results. This is when we began 
employing ‘Collective Noracle’, in order to get to the real question for the 
group, working with the group. 

SKILLS  INQUIRY SKILLS  INQUIRY 7776



78 79SKILLS  INQUIRY SKILLS  INQUIRY

 ▶  By adding the step of having the group process the initial question 
with Noracle at an earlier stage and before moving to the exploration 
and solution level, we manage to identify a question that:

 ▶  feels relevant and meaningful for the participants and gives the group 
a sense of ownership

 ▶  makes the group feel excited about exploring the question and 
contributing to the solution 

 ▶  allows nuances to come to the surface and deepen the precision of inquiry

In this story, the intro question of ‘How can the city centre of Magdeburg 
become more attractive for pedestrians?’ was transformed into ‘How can we 
make Magdeburg’s city centre more attractive for citizens, tourists, guests 
and students?’ This not only made the group feel like they were working on 
a question that was precise, but also deepened their commitment to finding 
an answer, as it became ‘their’ question. From the way in which the question 
was rephrased, you can also observe that the framing changed, moving 
from a focus on modes of transportation to considering people’s diverse 
relationships with the city. 

The evaluation process showed that – compared to the other two methods – 
the facilitation process built on Noracle:

 ▶  offered results that served multiple target groups

 ▶  resulted in the highest level of satisfaction reported by participants in 
relationship to their contribution, as well as the highest appreciation 
for contributions by others

 ▶  resulted in participants reporting the greatest enthusiasm to 
participate in similar processes in the future

 ▶ We seldom have the luxury of a team of scientists helping us measure 
the impact of our methods, so this one is particularly appreciated. 
And it absolutely reflects our experience with groups.

Here is the full script of the process: 

 ▶  Ask your client for the most precise formulation of the question to 
which they are seeking an answer

 ▶  Gather participants in a semi-circle in front of a large flip chart, with 
the ‘parent’ question in the centre

 ▶  Invite participants to get into groups of two or three and to 
brainstorm: which question gets from the ‘parent’ question closer to 
the actual question behind it, i.e. the question ‘this is really about’

 ▶  Have participants write down each question on a separate post-it note

 ▶  In the first round of contributions, invite each group to share two 
‘child’ questions

 ▶  For the second brainstorming round, invite participants to contribute 
one of the questions already on their post-it, that would add quality or 
depth to the collection

 ▶  Again, each group contributes one or two ‘child’ or ‘grandchild’ questions

 ▶  In the third round of break-out groups, examine the question that 
comes closest to what they believe is the issue under debate and try to 
find the most precise, exciting and elegant formulation

 ▶  Have all contribute one or two of these

 ▶  Now each participant receives three sticky dots and posts them on 
the question they believe should be at the centre of further collective 
solution-seeking processes
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 ▶  Counting the points, identify the question that resonates most with 
participants 

 ▶  At this point, we recommend letting the group have a short break. 

 ▶  During the break, write down the ‘winning’ question as big as the first 
question on the flip chart

 ▶  Once the group returns from the break, allow them to read the 
question and see how it sits with them. Safety check: verify with the 
group and the client if a process guided by this question will still lead 
the group to the answer they are seeking. Permit minor changes to 
grammar or wording only if absolutely necessary.

To wrap up, some words of caution to help keep you on track when ‘noracling’ 
your new question:

 ▶ 1. Keep in mind the task at hand and the result you are helping to 
bring about, and make sure both are directly reflected in the question 

– in this case, redesigning a square in a city

 ▶ 2. Foreground the quality of how you want the answer to feel, here: 
creating a space that is inviting and tempts people to actually spend 
time in a public space, not just pass by, as well as engage in many 
diverse activities, like skating, playing chess, enjoying nature

 ▶ 3. Make sure the question is easy to understand and requires no 
further explanation
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SUPPORTING CHANGE: 
THE POWER OF REAL QUESTIONS 

IS THIS THE RIGHT QUESTION TO ASK? 

Every now and then, we encounter a question that makes us pause. Or 
keeps coming back. Or demands an answer. It might be of personal nature, 
focusing on ourselves, or the relationship between ourselves and others; 
or relating to a cause we are involved in, individually or collectively. 
What defines such a question is that it does not have an easy, definite, 
straightforward answer, but rather one that requires time and attention.
   This question is one that stands at the door of a process we call 
inquiry. And at times, it might be useful to see it more as a guide that shows 
you the way, rather than its being the actual question you want to explore. 
Treat it as a question that draws a path you want to follow in order to get to 
the real one, one that is more directly connected to the future you actually 
want to investigate, understand and live.
   To illustrate this, join us for a moment on a journey that might have 
happened to one of us. Or not. It started with P. no longer liking the city she 
lived in. Being just slightly irritated by it. Not all the time, but every now and 
again. And then suddenly, the building she lived in was too close to a noisy 
street. The walls were too thin. The air was not fresh enough. The view was 
too constrained by other buildings. And then, at some point, it was there, 
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undeniable and ever-present, the feeling of ‘I can no longer live here!’ With a 
sense of urgency, fear of insufficient resources, a blank mind instead of new 
ideas for how to create a viable and speedy alternative, she found herself 
feeling trapped. It was sudden and intense, like a big monster sitting on her 
chest. The question of ‘Where do I want to move to?’ was accompanied by 
other questions, like:

 ▶  Am I ready to leave my friends?

 ▶  Do I stay in the same country?

 ▶  City or countryside?

 ▶  Who goes with me?

 ▶  What have I always wanted to experience?

 ▶  Do I have the courage to make the change?

The questions all felt heavy, wrong, bulky and overwhelming. And would 
not go away. This was not an enjoyable time for P, feeling stuck in the muck 
(if you are also struggling to stay sane in the ‘muck’, please read the chapter 
on ‘Comfort with ambiguity’). Not long after, P. experienced an unexpected 
breakthrough. 
Maybe it was a song playing on the radio, people talking in a café or 
something stirring in the depths of her own mind. But it felt like the clouds 
parted and the issue of ‘Where do I want to move to?’ was transformed. It 
became clear that this was never about the city or the country, or any of the 
other considerations. The actual question, hidden deeper in the woods, the 
one that wanted to be asked was, ‘How do I define family?’ 
And this one felt exciting. It felt like a promise and invited P. for a little dance.
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UNTIL YOU COME IN, YOU WILL NOT SEE IT

Until you get inside the inquiry, you have no way of knowing whether the 
question you are asking is the right one or just a ‘door opener’.
So if you ever ask a question and it makes you feel stressed, tense, as though 
it is too late or the right answer cannot emerge in this situation, we would 
directly propose: try changing the question. Oh, and by the way: the same 
goes for a question you cannot make yourself really care about. One where 
you need to force yourself to think into it, a question that feels flat and 
makes you want a coffee break. What you probably need in such a moment is 
to expand or slightly shift the focus. Search for a question that makes you go 
right into it, with no effort. Yes, noracle it!

FRACTAL LAW

If you are aiming for brave, exciting, spacious solutions that bring a new 
quality, you want to find a question that by its very nature will make you feel 
this way. This, like many other moments, works as a fractal – the closer you 
can get in the way the question makes you feel to the quality you want to 
experience in the solution, the more likely you are to be looking in the right 
direction. Asking ‘wrong’ (imprecise, panicked, messy) questions will give 
you wrong (generic, uninspiring, disappointing) answers or solutions.

Later in the book, we will talk about the importance of ‘flirting with 
hypotheses, but not marrying them’. This particular part is about not 
marrying the problem you are trying to solve, or the angle from which you 
are approaching a problem. Or in fact, not even falling in love with it in the 
first place. There is often a hidden question that wants to be asked by you. 
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Go looking for it until you find it. You will know once you have. You will feel 
it. And then again – ask the question as long as it takes you places. Once this 
phase is finished, allow the question to transform and depart, uncovering a 
new one. So what we are saying is: don’t fall in love with the right question, 
either.

THE PROBLEM WITH TENSE QUESTIONS

Taking this to a more pragmatic level – the level of real problem-solving, 
of examining political and societal issues – it’s worth emphasising that 
asking a question in a state of panic and mindset where all feels lost and 
inevitably doomed, will create solutions characterised by defeatism, or 
lacking in hope. They will most probably be uninspired and won’t have the 
potential to expand and deepen the territory from which a brave future 
that takes account of all could emerge. What we need to do is practise the 
skill of moving from questions that might create a tightness in our chest, 
overwhelm us or cause us to disengage, to questions that have actual 
transformative power. And this can be practised with even the smallest 
inquiries in our everyday lives, before we begin working as a group tackling 
the really big ones.
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IN A NUTSHELL…

WHY BOTHER ASKING QUESTIONS? 
Looking for answers is not always going to get you where you want to be; 
thinking about questions instead of answers will jog your own mind. When 
thinking about a big challenge, finding the actual question you need to 
think about might steer you towards an unexpected, yet satisfying direction. 
Give it a go for experiencing this difference using one of the versions of the 
Noracle method.

Again, new perspectives come from a diversity of thoughts. If you can, use 
a group to explore your challenge. Our experience has shown that receiving 
lots of questions from other people helps you the most in discovering your 
real question or the fact that you already know your answer at the end.

FIRST STEP BACK OR FORWARD
If you are having trouble finding questions to your problem, go back to the 
observation phase, activate your senses and gather more data or involve 
people in your observation process.
If you have exhausted your questions, jump forward to the interpretation 
phase!

METHODS: Wonderwall, What else could you ask?, Noracle

REMEMBER: 
 If your question is difficult to care about, find another one. 
 To find an exciting, brave solution, you need to find a question that 

makes you feel the same way – seek the hidden question that wants to 
be asked by you 

 Avoid falling in love with the first question!
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ALKING PAST A JEWELLERY STORE WITH A FRIEND, 
I saw her eye-up an expensive gold necklace 
hung delicately around the neck of the shop-front 
mannequin. It was flat and kept in place not by 
a clasp, but by the weight of the necklace itself, 

which wrapped once around the neck like a delicate scarf. It was just a 
passing glance. A bite-sized piece of information. The next day, the same 
friend came to meet me in my hotel room (we were travelling together 
for work). I opened the door and there around her neck was a brightly 
coloured shoelace, flat and kept in place through gravity, draped casually 
around her neck. It looked strange but stylish, and I couldn’t help but 
flash back to that brief glance. It took less than a few seconds, maybe even 
less than a second, for her to look at an object she liked and identify the 
main properties that pleased her about it. I don’t know, because I didn’t 
ask her, how long it took her to identify a similar object, with the same 
pleasing properties, and to realise that it would meet her needs, but I do 
know that this happened overnight. This experience reminded me that 
interpretation is about both observation and inquiry. It’s about being 
able to take in information through your senses, information that tells 
you about the properties of a given object (or even issue). It’s about being 
able to ask yourself the right questions, depending on the purpose of your 
interpretation. In this case, perhaps she asked herself, ‘Why do I like this?’ 
and later, ‘How else can I get the things that I like about it, without having 
to buy it?’ Maybe, she even had different prototypes and asked herself,  
’Does this fit the bill? Is this what I want?’ Interpretation is about ideas.  
And new ideas come from new questions and new observations. 

INTRO STORY

91SKILLS  INTERPRETATION

W



92 93SKILLS  INTERPRETATION SKILLS  INTERPRETATION

What is 
one half of 

13

In Kinetic, the skill of interpretation is all about innovative sense-making: 
discovering new perspectives and connections. When we are looking for 
fresh ideas, we need to take new paths to find them. Imagine walking 
through a dense forest and you need to cut your way through it. You will 
definitely see things there you have not seen before, because perhaps 
nobody went there before you. If you come back to that same forest and you 
take the same way a couple of times, it becomes a little path. Other people 
might also discover it and use it even more often. One day, it will become 
a dirt road. Then maybe it will become a paved road, and as it grows and 
becomes more important, eventually, it becomes a motorway. 

If you don’t ‘avoid the motorways’, you will not easily discover things you 
did not plan to find. You cannot even stop on a motorway or take a turn 
wherever you want, because it is crowded and fast-paced. While motorways 
are very functional and useful, cutting through the brush on your own or 
even taking a dirt path, you’re more likely to see something new. For Kinetic 
interpretation, we ask participants to suspend their expectation of shared 
meaning, to explore the possibility of new meaning. 

In this chapter, we explore some of the concepts we use to illustrate how we 
can arrive at new ways of sense-making. We start with what holds us back, 
and what we can do to break free. Then, we provide some helpful metaphors 
to keep you on track while you explore Kinetic interpretation. 

WHAT IS KINETIC 
INTERPRETATION?

ON ANCHORS
Interpretations are an important part of the cultural fabric. All communities 
have symbols and gestures that communicate meaning for those who 
are familiar with and understand them. We may see a heart and think of 
love or an arrow that tells us ‘this way’. Sometimes, our ‘shared’ meanings 
are useful. Maybe they save time or provide us with orientation. But 
expectations of shared meaning can also be prohibitive and exclusive, 
hindering change. 

In our leadership programme, we often refer to the shared meanings we 
expect from symbols, signs, gestures, etc. as ‘anchors’. As much as they can 
ground us and keep us from being swept away, they also hold us in place, 
preventing movement too far away from a central point. To encourage partic-
ipants to see the impact of anchors in our lives, we occasionally use exercises 
adapted from one of our favourite inspiration books, Thinkertoys by Michael 
Michalko. The exercise is quite simple and involves posing the question: 
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questions, such as, ‘What else can provide that same output in a more 
sustainable way?’ or ‘What else could answer a question differently than we 
have before?’ You can complete this statement with any number of variables 
that relate to expanding a concept, functionality, purpose or material, 
depending on what it is that your problem or issue dictates – whatever 
function your creativity has to perform. 

Having good question-asking skills will take you a large part of the way with 
making novel interpretations. However, there is still a need to gather and 
utilise domain knowledge to push it forward. How much is enough? In the 
next section, we introduce a concept we use to organise our knowledge-
seeking phases and gauge when we’re ready to make an interpretation. 

THE INTELLIGENCE OFFICER AND THE 
COMMANDER 
While preparing for one of our leadership retreats on exercising creative 
skills in groups, we stumbled upon an old military training manual, with all 
of the different roles and responsibilities of the officers described. As we 
were flipping through the pages, the roles of an intelligence officer and a 
commander resonated with us as a metaphor for how Kinetic interpretation 
can happen. 

In the list of responsibilities, the intelligence officer is supposed to gather 
intel and keep gathering, without prejudice. This is the person who keeps 
asking, ‘What else?’ After a significant information-gathering phase, 
the intelligence officer may begin to analyse and prioritise information. 
However, the full responsibility for assessing that analysis and deciding 
about it falls to the commander. This is the person who asks, ‘Now what?’

Many of the first answers that participants come up with when we do this 
exercise are related to mathematical calculations. Hearing the prompt to 
think of half of a number is an anchor that can drive us in a specific direction 
and prevent us (at first) from considering other options. Even a ‘creative’ 
answer can still be mathematical. For example, a participant might say ‘six 
doughnuts in a baker’s dozen’ (which is 13 of an item in a bakery). Over time, 
as we ask participants to continue generating ideas (emptying the purse), we 
begin to see other possible interpretations of the question. For example, if 
you write the roman numeral for 13 and you bisect it horizontally, you’re left 
with the number 8 in roman numerals. Even if it is still a number, the choice 
to visualise the number and play with it using other interpretations of what 
half could be, allows space for something else to emerge. 

WHAT ELSE? 
Essentially, most practice of interpretation is asking the question, ‘What 
else?’ In a field such as product development, you may complete that 
query with the statement, ‘What else can look like or behave similarly to 
[an existing product], but better?’ We shorten this kind of query in Kinetic 
interpretation to ‘What else can be that?’ Or, you may be looking to ask, 
‘What else can [an existing product] do that could serve a community in 
different ways?’ In Kinetic interpretation, this type of query is called ‘What 
else can that be?’ With just those two prompts, you can arrive at many 
innovative ideas. Just consider how many different models of a house you 
may have in your mind, or a chair. It is easier to see which ideas tend to be 
retained across models (like four walls for a house, for example), and which 
are easier to discard and innovate (like four legs on a chair – just think of the 
highly successful ‘bean bag’ chair). 

But these are the simplest questions we can ask. When we start doing 
Kinetic interpretation of concepts or processes, we can ask more specific 
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STEPPING BACK AND LEAPING FORWARD FROM 
INTERPRETATION
Interpretation is in the middle of a tug of war between making a decision 
and having enough information to make that decision. Kinetic involves 
holding that tension until the right moment emerges. If it is too slack, you 
will need to go back to inquiry. We recommend trying the Noracle with 
friends or colleagues to help get the tension right. If you’re not able to 
think of any questions, you can go one step further back and take in more 
observational data. 

In the introduction to this book, we talked about the idea of ‘kinetic’ and 
‘potential’ energy. One example of this is climbing a ladder and dropping 
a ball down a slide. Before you drop the ball, it is full of potential energy, 
which becomes kinetic when you drop it, and gravity takes it down the 
slide. If you feel you’ve exhausted the interpretation exercise, you may be 
ready to drop the ball! If you want to have a bit more control, however, use 
the next two parts of the book, as well as the checklists from ‘Mindsets’ and 
‘Environments’, to add new perspectives and value to the problem or its 
proposed solution. 

In our training courses and leadership programmes, we ask participants 
to consider both roles within themselves. For Kinetic interpretation, we 
particularly encourage people to get to know their inner ‘intelligence officer’: 
when you want to think about something in a new way, when you want to 
innovate, it’s helpful to understand everything you can about the field as 
it stands. With your ‘intelligence officer’ hat, that is your job. You put your 
feelers out, you engage with others, and you gather data. What’s important 
to highlight here is that you do not need to accept the field as it is. Rather, it’s 
a research exercise to assist you in understanding where the levers are that 
you can pull, the tectonic plates you can shift. 

So what can this type of activity look like? In philosophy, there is the 
idea of the ‘universal’, the qualities and characteristics that will always 
be associated with certain ideas or concepts. Many writers working on 
creativity and innovation, including us, invoke the idea of ‘chairness’ as 
an example. What are the universal properties of a chair? What are the 
minimum features of a viable chair? When you conduct this exercise, you 
will find that there are very few ‘universal’ qualities of a chair that people are 
not willing to question. Must it have four legs? A back? Raise you up slightly 
off the ground? From these queries, you can begin to question the properties 
as truly universal. You can ask what benefit there might be in changing 
those qualities in some way. You can consider whom those changes might 
support. In the ‘intelligence officer’ phase, you’re questioning and finding 
out what parts of that concept are open to change or possible to change.

As the ‘commander’, the task is then to look at all of this data and consider 
it within the context of your ‘battle’. Whose interests are we serving? Why? 
From this place, you make an interpretation, and you understand it as 
contextualised. We will talk more about decision-making later in this book.
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BRUTETHINK

CONTEXT
‘Brutethink’ trains your mind to create new connections between ideas. 
It does so by combining aspects that are not usually connected. The 
exercise sheds light on how rearranging elements of a whole can result in 
surprisingly novel outputs. The method forces participants to establish a 
connection or association between words that don’t seem to belong together, 
which results in unusual solutions. The exercise is well known and used 
frequently to support innovation processes.
We started using it as an interpretation warm-up exercise and have soon 
discovered how helpful it is, especially for participants who are not so used 
to this type of abstract thinking and play. 

METHODS
See other ways you could 
approach finding more 
exciting solutions.
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PURPOSE

 ▶  to practise the ability to develop new solutions to a problem by linking 
together ideas that are not obviously connected

 ▶  to create awareness about the power of data rearrangement and 
unusual connections

GROUP, SPACE AND PROPS
Small pieces of paper and a hat to draw from. The exercise is most fruitful 
when performed in small groups (3–6 people).

PROCESS
Step 1: Choose a random word or phrase and write it on the small pieces 
of paper. Some words can be connected to the context you are working in, 
some of them can be wholly unconnected. You can do this together with 
your group; just ask them to write random words as well. Then demonstrate 
the exercise: draw two pieces of paper out of the hat and see how you could 
connect the words or phrases: 

e.g. A ‘hat’ is like ‘writing a book’ because they can both make you look 
slightly foolish. 

Step 2: It’s important you actually use the words you came up with. Then ask 
the participants to form small groups and do the same within their group. 
They can come up with as many connecting ideas as they want. In case they 
have trouble thinking of associations, the group members can, of course, 
support one another. 
Give groups at least 20–30 minutes to practise and add new words if it feels 
necessary. 

SKILLS  INTERPRETATION SKILLS  INTERPRETATION 9998
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A word of encouragement: often in collaboration, we do our best to be 
supportive, kind and useful. Creative processes need all of that! However, 
they sometimes also require us to be playfully mean or challenging. 
Brutethink is a good place to practise that. You might notice that if when 
writing down words for the process, you chip in some ‘troubled cookies’, the 
fun will be even greater. Just look at some of the examples our groups came 
up with:

 ▶  meta-level devil

 ▶  irresponsible depth

 ▶  beautiful disaster

We don’t know exactly how Beautiful Trouble, a toolbox for social justice, got 
its name, but we know Brutethink is one of the ways that can get you to a 
similarly delightful place. 

REFLECTION AND INTEGRATION
Let the participants express their feelings about the experience. See whether 
they would benefit from some more practice or other activities to help them 
feel at ease generating connections between non-linked elements.
As an additional step, you could work on an actual challenge faced by the 
group members or their organisation and try to link the problem to random 
words to see if any new ideas come up during the process. Experiment with 
the method and don’t forget about the fun element – enjoy the process!

ATTRIBUTIONS
Developed by Michael Michalko, Thinkertoys (1991)

FINDING ANCHORS

CONTEXT
Anchors are oftentimes obstacles to novel ideas, but we should keep in mind 
how useful they can be in other situations. In this exercise, we propose 
experimenting with the balance between novelty and anchors, offering a 
new interpretation of, and giving added meaning to, objects without losing 
sight of the message we would like to get across. 

PURPOSE

 ▶  to understand how anchors work in our everyday thinking

 ▶  to practise interpretation with immediate feedback from others

SPACE AND PROPS, GROUP SETTING
The group will need objects to represent their ideas, so it is useful to have a 
good variety of everyday objects around. Also, if you can, let people use the 
garden to find objects in nature. 
The activity itself is initially best done in pairs, then as a group. 

PROCESS
The exercise was inspired by the game Dixit – here, one needs to give an 
image an interpretation that has to be guessed by the other group members. 

Step 1: Come up with a list of concepts/words that will constitute the subject 
of the game. e.g. home, climate change, love, dialogue, anger, play, etc.
The words need to be displayed in large format and in a way that makes 
them visible to all. 
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Step 2: Ask the group members to work in pairs and pick one of the words on 
a small piece of paper from a hat. Tell them to keep theirs secret and to find 
an object or installation of objects to represent their word. The pair will get a 
point for each person who guesses their idea, except if everyone or nobody 
gets it right. This means: if everyone gets their idea, no point is awarded, 
as the interpretation was clearly too obvious, and if no one guesses their 
interpretation, they also don’t get a point because the idea was too complex 
or difficult.

Step 3: When the pairs are back with their object/installation, these are 
displayed as in a gallery and the group members can walk around trying 
to guess the concepts. Once everyone has had a chance to look at all the 
objects, a vote is organised. This can be done in writing (voting sheets must 
be prepared), or by saying aloud the words and voting by hand. Then the 
solutions are revealed, and the points awarded. 

We found in our groups that the competition element (receiving points) 
made the activity more fun, but it worked best when we didn’t take it too 
seriously and even revealed the solution after each voting round (which also 
made the last words much easier to guess from the words left over). This 
way, the game aspect was there, but the focus remained on interpretations 
and anchors. 

REFLECTION AND INTEGRATION
Reflect with the group about when and how anchors are useful and when 
they are not; how important can anchors be – such as pictograms (e.g. 
accessible parking bays to be left empty) or logos – when we need everyone 
to think the same thing, and how we need to put them aside when looking 
for new interpretations that will result in novel solutions. Please read the 
section on anchors for further inspiration for integration.

VARIATIONS
The same activity can also work well using cameras and pictures instead 
of objects. Just make sure that you have a good way of displaying all the 
pictures at once in the gallery phase. 

ATTRIBUTIONS
Inspired by Dixit; developed by Zora Csalagovits and Tracie Farrell

REVERSE METAPHOR 

CONTEXT
Even though we often know that to arrive at a desired level of innovation in 
our solutions we should not try to walk the shortest and most direct path, we 
still need some support structures to leave behind familiar ways of thinking. 
The method ‘Reverse metaphor’ allows for this to happen, while being fun 
and light and, at the same time, satisfyingly challenging.
This method also supports us in practising closing the loop and checking 
if the results of our work are qualitatively where we would like them to be, 
avoiding the trap of ‘This was a nice process, but the results are so-so’.

PURPOSE

 ▶  to create more pathways for exploring various (im)possible solutions

 ▶  to unstick a process

 ▶  to engage in innovation processes as a team
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MAINTAINING 
MENTAL 

HEALTH IN 
PANDEMIC IS 

LIKE...

trying 
skiing in 
summer riding a 

roller 
coaster

Building 
a house of 

cards during 
an earthquake

use 
glue

wait until 
after the 

earthquake

ask someone 
to hold the 

cards forever

ask 
someone 
for help to 

build it

saving 
a sinking 
ship with 
a bucket

A 
Sisyphus 
cosplay

being in 
the 

hurricane

sitting like 
Rapunzel 
in a tower

"In the End" 
from 

Linking 
Park

being in 
a house 
without 

windows

Make the 
cards metal 
and really 

heavy and big

Move to another 
universe where 

earthquakes 
help to build 

a house of cards

we can 
watch 

a youtube 
tutorial

ask someone 
for their 

experience 
building house 

of cards

fly to space 
with Elon 
Musk and 

build it there

wait until the 
pandemic is 
over and the 
norma life is 

back

work on 
your self 

confidence

go with a 
different 
direction

talk to 
firends/family

Make the 
pandemic 

more 
enjoyable by 

 hobbies

do research 
about existing 

tools to 
maintain 

mental helth

go to 
therapy use the opportunity 

to explore yourself 
and to find a 

sustainable way to 
take care of your 

mental health

sitting on the 
toilet and not 
having toilet 

paper

Having 
a cactus in 
your ass

how could 
you make it 

better?

Building a 
house of cards 

during an 
earthquake

SPACE AND PROPS, GROUP SETTING
 ▶  Large piece of paper

 ▶  Markers 

PROCESS
Step 1: Identify a problem or a challenge a person or team finds troublesome 
or has kept them busy for too long. Something where they are likely to have 
grown resistant to hearing possible solutions. 

Step 2: Find an unrelated metaphor, something that preserves the ‘feeling’ of 
the problem.

Step 3: Next, generate as many solutions as possible to the metaphorical 
scenario. 

Step 4: Now, re-translate the solutions into the original problem. 

Step 5: The last step involves deciding which of these novel solutions are 
actually of value when considering the initial challenge. What often happens 
is that aspects that were previously at the periphery come the fore. What 
also happens is that a solution that has been known for a long time but is 
difficult to accept, becomes less unacceptable as we engage with it from a 
new perspective.
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REFLECTION AND INTEGRATION
A few questions you could discuss within your group following the exercise: 

 ▶  Looking at the process, what aspect from the activity seems the most 
useful in hindsight?

 ▶  How did looking at a challenge from a new point of view affect your 
focus?

 ▶  How comfortable are you with using metaphors in general? What do 
they bring to a conversation?

 ▶  Consider in which situations or cases this method would be useful for 
your team. 

VARIATIONS
This method works best when used in a group setting, but can be also 
implemented individually, provided people can maintain a certain rigour 
and keep to the steps of the process. 
Visually, this method looks better when implemented in an online setting 
compared to in-person, owing to the legibility of post-it notes and the option 
to rearrange elements and clusters. 

ATTRIBUTIONS
Developed by Karolina Iwa and Tracie Farrell
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SUPPORTING CHANGE: 
INTERPRETATION IN REAL LIFE 

IF LIFE GIVES YOU LEMONS… 

The skill to envision many diverse solutions emerging out of the same 
ingredients offers a type of personal freedom, which means no matter what 
circumstance you find yourself in, you can always create more spaciousness, 
expand the accessible choices you have and never feel like ‘this is the end 
of the world’. We are not exaggerating. We are also not writing this from a 
naïve perspective. Each of us has experienced their fair share of hardship in 
life, where we needed to hold ourselves and others in moments of deep and 
uncomfortable uncertainty. Being able to envisage and create – from a state 
of inner peace, not a state of panic – various paths along which a situation 
may develop over the course of time makes a big difference.
If you want to consolidate and internalise this skill and transform it into 
a mindset (more on that in the following three chapters, especially in 
‘Comfort with ambiguity’), you will want to practise, practise and practise 
interpretation.
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The key considerations around interpretation are:

 ▶  how many viable solutions can you create out of the same set of data;

 ▶  how much effort will you need to put in;

 ▶  and what is the ‘twist’ you will be able to add at the end, to make your 
choice really stand out, providing quality and joy. 

FROM HERE TO ETERNITY

One of the ways to practise interpretation beyond concepts is upcycling, also 
called ‘turning trash to treasure’. In this discipline, you take an object that 
is broken and would otherwise be disposed of – like a tin, for example – and 
repurpose it by:

 ▶  turning it into a flowerpot,

 ▶  or a lamp shade,

 ▶  an ashtray,

 ▶  a musical instrument,

 ▶  a pencil holder,

 ▶  a doorstop.

This supports your brain in seeing beyond the object you perceive visually. 
This way, you engage not only with the thing itself and its parts as what they 
are now, but you also begin to see a fascinating plethora of diverse potential 
futures for the same parts. It is like a journey to a number of possible 
universes at once, where the quantity of developments resulting out of the 
same data is only limited by your ability to answer the question, ‘What else 
could this be?’

ADD WATER AND STIR

Again, as in observation, you may want to think about what senses you are 
acting from. Our collaborations predominantly take place in conversations. 
What if, while trying to find new solutions, you involved:

 ▶  moments of stillness

 ▶  journalling

 ▶  creating visual representations of solutions

 ▶  expressing ideas with body or sound?

This might actually take you to fun and unexpected places and add that little 
something extra. And in the worst case, it will at least inject some energy 
into the room.

Interpretation becomes more fun, the more diverse the people are around 
you. Being surrounded by others and their different ways of putting the 
same data together is contagiously inspiring.
This is the moment to steal, copycat, get inspired, improve and get 
delightfully side-tracked with and by others.

COAST IS CLEAR

Essentially, what you are practising now is relaxing your rational mind 
and discouraging it from trying to get from a problem to a solution in the 
fastest way possible. Instead, you take a route that is delightful. Or mean. Or 
impossible. Or redonkulous. 
Try it for yourself, using a current challenge and asking the following 
questions:
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 ▶  What are the various ways of organising the data in question? What is 
the cause? What is the effect? What do we define as success? 

 ▶  What perspective of looking at the data could we apply that would be 
least useful? How could we worsen the situation?

 ▶  How could we increase the circle of those who benefit from it?

 ▶  What could we remove or add to bring some movement into it?

 ▶  Which solutions would now be unacceptable?

 ▶  Which solutions have been unimaginable in the past?

 ▶  What unthinkable events would need to happen to make this realistic?

If you think this is over the top, just remember the 2020 Covid-19 pandemic 
outbreak. Only a few people knew such a situation might occur and 
then suddenly, the entire world was affected. An almost unthinkable 
circumstance that impacted all spheres of our lives. How we work, how we 
shop, how we socialise, how we commute – all of these changed virtually 
overnight. One of the industries that experienced an unexpected disruption 
was transportation, and inside that, one that experienced a massive boom 
in this pandemic was the bicycle industry. People no longer wanted to share 
crowded public transport with others or be stuck in traffic jams and looking 
for parking spots. The need to get from A to B remained, and the need to stay 
healthy took on a whole new meaning. This moment was very welcomed 
by a task force in Berlin which for a number of years had been lobbying for 
better-quality, safer, wider and more central bike paths. And – as with many 
other previously ‘impossibles’ – almost at once, the political will, resources 
and permissions were there. One spring morning, the citizens of Kreuzberg 
in Berlin woke up to a couple of kilometres of pop-up bike paths on 
otherwise busy streets that had been dominated by cars and parking spaces 
and had, until a day before, posed a serious risk to cyclists.

FUTURE SAYS HELLO

Interpretation is the most expansive step. Here, seedlings of potential 
solutions can grow and be discovered. This is where the territory is the most 
fertile; it’s where we get to play with others, doing what we love: 

 ▶  creating solutions 

 ▶  giving advice,

 ▶  getting inspired

 ▶  taking something someone else has done and giving it our own take

All of that is allowed and encouraged, before we converge and zoom in on 
what our focus will be. Here, too, quantity matters most, followed by quality: 
it is about generating as many possible ideas or solutions based on available 
data as we can, regardless of whether they are realistic, random, helpful, 
new or absurd. Only then do we decide which paths might be worthwhile 
pursuing and exploring.
And when you weed through all the ideas of what to do with your lemons – 
searching for that special one that makes you feel excited, slightly scared 
and really curious – make sure you go with something that is not only good 
but also has that unique twist, giving it that extra something.
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IN A NUTSHELL…

THE INTELLIGENCE OFFICER AND THE COMMANDER – get to 
know your inner intelligence officer, engage with others and gather multiple 
interpretations; do your research. Question the universal and see what could 
be done in another way – recall the ‘chairness’ example for this purpose. 

FIRST STEP BACK OR FORWARD
You can always go back to inquiry if you are stuck at just a few 
interpretations. Try Noracle again, and if you find that you have difficulties 
generating questions, just return to the observation phase for more data. 
Going forward: you already have a seed for a solution in your hand – you 
can proceed to ‘Mindsets’ and ‘Environments’ to check if you can add further 
value to the proposed solution. 

METHODS: Brutethink (Michalko), Finding Anchors, Reverse metaphor

REMEMBER: 
 Add a ‘twist’ to your solution that makes it special, bringing both quality 

and joy.
 Try new ways to get inspired: consider moments of stillness, journalling, 

expressing ideas visually, with your body or sound.
 In this phase, steal, copycat, get inspired; all of this is more fun as a 

shared experience. 
 Relax your rational mind, scan all possible paths instead of taking the 

straight or habitual route from problem to solution.
 Focus on quantity first, then on quality. Generate plentiful ideas: realistic, 

random, absurd, fun. And only then decide on the path that you want 
to take; on a solution that makes you excited, a little scared and really 
curious. 

INTERPRETATION

‘AVOID THE MOTORWAYS’ to arrive at new ways of sense-making; 
take a different route than usual. 

ANCHORS are pretty useful in society, but not for arriving at novel 
solutions.
There is always another way to do it. Use the ‘What else?’ question, and even 
better, create your own version of it, customised to your challenge. 

Flirt with the many solutions, but do not marry any of them just yet!
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WHAT DO WE MEAN BY ‘MINDSETS’? 
Let’s start with an old analogy: to be a good cook, you need to understand how 
flavours work together, you need to have knife skills, you need to understand 
the basic chemistry and physics of the process. To be an excellent cook, 
however, you have to be experimental, bring in an element of surprise, and 
take some risks that might not work out. Some people call this ‘talent’ and 
think of it as something innate and unlearnable. We disagree. Sure, talent 
exists and if you have it, you’re lucky. But if you don’t yet have talent, you are 
not lost. There is still plenty you can do to build it. 

Mindsets, in the Kinetic Method, is an area of focus describing the attitudes 
and beliefs that you bring with you into any creative process. This may involve 
learning about the state of mind that helps you be creative or finding a way 
to deal with fears you may have around failing. We believe you can learn to 
change your mindsets around these issues, and we include a few activities 

to support you in the upcoming chapters. However, you will need to do some 
extra work on top of this, to reflect on your own personal relationship to the 
concepts we introduce in these chapters. You will see some examples of how 
to do this in our ‘Supporting change’ sections at the end of each chapter. 

Building new practices around your skills, as we did in the last chapters, is 
easier. If you just do it, practise it, you will get better. With ‘mindsets’, you 
need to reflect on and potentially change how you are. This is a much more 
arduous process and please be forewarned: it can be messy. 

As in all of the book, we are particularly focusing on the three mindset com-
ponents that we’ve noticed have the greatest impact on supporting individu-
als and groups in being more creative and advance their purpose at work:

 ▶  Curiosity and openness

 ▶   Comfort with ambiguity 

 ▶  Risk-taking

The three mindsets we’ve chosen to zoom in on have been inspired by our 
work with multi-stakeholder projects in societal transformation of systems, 
scientific research that aspires to co-create safe and respectful futures, and 
in healing work ( individual, systemic and intergenerational) that belongs to 
this process. Without these particular mindsets, we have noticed that people 
become inert, frustrated and bored. You can transform nothing when you’re 
feeling that way. Knowing when you are feeling this way, and how to get out 
of it, is the objective of the next chapters. As with the ‘Skills’ part of the book, 
which aimed at developing creative confidence, developing these three mind-
sets also has an outcome we’ve observed. We call it creative courage and we 
believe it is what allows people to create and hold more spaciousness, move-
ment and decisiveness in how they engage with situations large and small. 
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WHY BOTHER? 
Mindsets guide how we engage with any problem. The good news is – we are 
not stuck with how we have been until now and you can use what you took 
from the previous three chapters to help you.

Observation (skill) and curiosity (mindset) go hand in hand, as what we 
observe can spark our interest and motivate us to ask questions. While we 
are in this phase of inquiry, we do not have answers yet, and this creates 
an opportunity to practise the mindset of ‘comfort with ambiguity’ as we 
work through our interpretations of what is happening. By developing 
competencies in interpretation and how new perspectives and new data can 
shift our current understanding, we are better prepared to take some risks 
and consider the various consequences any form of risk-taking might have. 
From here, you will be prepared to develop your creative courage. 

HOW TO READ THIS PART OF THE BOOK 
This chapter is not conceptualised as a practice manual, like the ‘Skills’ 
chapter was. This one is more personal, like us sharing a conversation with 
you. The methods in this chapter are intended to help you gain awareness 
of where you are with each mindset, your own comfort level. You have to 
choose to look at it. You can use some of the reflection prompts provided in 
the ‘Supporting change’ section of each chapter to help you, or any of the 
following questions we have learned commonly arise for our stakeholders:

 ▶  How do you remain open and curious, even if you have given a 
problem much consideration and believe to have arrived at a 
solid solution?

 ▶   What helps you to endure the ambiguity in moments of high 
and intense emotions and urgency?

 ▶   How do you choose to go one way and not the other? And 
when?

 ▶   How do you deal with situations where you know you do not 
have all the information needed and the right time to consider 
them?

 ▶  How can you be genuinely curious, even if the information 
you are asked to integrate comes from a source you find 
challenging to work with?

 ▶ For each of the three mindsets, we will outline: 

 ▶  The so-called ‘sweet spot’, where the mindset is at its optimum 
level for creative practice 

 ▶   Checklists to help you spot if your (or someone else’s) mindset 
is on the lower end of the scale, or in fact, if you/they are 
acting from ‘too much’ of a certain mindset. We will also share 
how this could become problematic.

If you find yourself challenged by any of these mindsets, you can go back a 
step and consider how you approached the previous mindset or any of the 
skills discussed in the first part of the book. 
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CURIOSITY 
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OPENNESS 
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AKE A STEP BACK AND REMEMBER: HOW DID THIS BOOK 
COME TO YOU? Who was involved and how? What were you doing just 
before you started reading this book? What attracts you to the topic?  
What did you expect to find here? Why do you think it was written?  
Did you start from the beginning or just open up to this chapter?  
Do you already know what you need to do to advance your purpose at 
work? Are you doing it? If not, why not? What’s missing?

HOW ARE CURIOSITY AND OPENNESS A KINETIC MINDSET? 
It might seem an impossible task to ‘become’ more curious and open. 
Many of us are taught throughout our lifetimes to suppress our curiosity, 
or to apply it in specific and practical ways. Again, we think you can (re)
learn your curiosity and we think it is helpful to break it down into its 
constituent parts in order to understand how. 

What is curiosity? Daniel Berlyne, a psychologist active in the 1960s 
and ‘70s, examined curiosity as a human ‘drive’ in which knowing what 
we don’t know creates a desire for knowledge, causing us to seek it out. 
Much like pain makes us take care of our physical body under dangerous 
circumstances (removing your hand from a hot stove, for example), 
Berlyne believed that curiosity encourages us to take care of our brain 
(through knowledge-seeking). With some variations, this is a common 
description of curiosity that has persisted over time since the 1970s. While 

INTRO STORY
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If we don’t know what we don’t know, we’re learning more by chance. While 
there is nothing wrong with that, for Kinetic, we want to offer you ways 
to exercise more control over how and why you learn. So how do you find 
out what you don’t know? One way is to start by asking others. The other is 
through self-reflection.

We often cannot see what we do not know. This is why it is sometimes called 
a ‘blind spot’. If you have ever driven a car, the blind spot is where a car may 
be passing you, but you cannot see it yet in your rear-view or side mirror. 
The car is in your blind spot. You might ask a passenger to just look out of 
the window for you, before you change lanes, to see if there is a car in your 
blind spot. When looking for the blind spots in our knowledge and what 
we are able to understand, other people might be better able to see them. 
This is why we said in the chapter on inquiry that we should bring in others’ 
perspectives. Sometimes, all you will need to do is listen to someone else 
speaking about an issue and you will notice you have a blind spot. Other 
times, you will need to ask for direct feedback. 

However, you can also start thinking about it by yourself through 
observation and reflection:

 ▶ Where and when do you experience conflict? Are there trends and 
patterns you have observed? 

YOU DON’T KNOW WHAT 
YOU DON’T KNOW

this interpretation has some challenges, it may be interesting to look at 
curiosity as an equation:

 

The two challenges are how to know what you don’t know and how to 
motivate yourself to find out. In this chapter, we go over some ways of 
considering what you don’t know and building a sense of wonder within 
yourself to uncover it. We propose openness as a channel for accessing 
curiosity and for following through on it. If you practise the skills described 
in the previous chapters, with a focus on curiosity, you will improve your 
performance in each of them. If you layer this with the additional mindsets 
described in the following two chapters, your personal Kinetic goals can be 
reached. 

Knowing what you don’t know 

+ wanting to find out 

= CURIOSITY
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 ▶ What have others already told you about your blind spots? Are you 
ready to look at them?

 ▶ When and where do you feel insecure about what you know? 

We suggest not starting with the biggest blind spots, but those that are a 
little closer to your own experience and expertise. This is more likely to 
encourage you to want to fill the gaps. The reason for this is that once the 
gap is too large, people tend to go back to what they do know, rather than 
what they do not, and they become even more stuck in their blind spot. For 
example, imagine you want to learn to digitally manipulate photographs. 
If you already know one type of photo editing software, you might find it 
enjoyable and interesting to learn a new program. However, if you have 
never used such a software before, you may decide it is too complicated and 
revert to whatever approach you were using previously, or no approach at 
all. You lose your creative opportunity and give up. 

You can also spot blind spots through how you react to things that surprise 
or shock you. As you will see in the ‘Methods’ section of this chapter, we 
often seek to incorporate surprise in our learning programmes. Once, 
we invited a group of artists to come and prepare exciting meals for the 
participants, including those served in the middle of the night or while those 
eating were blindfolded. At other residential learning events, we have asked 
participants to ‘try on’ a new name for the period of time we’d be working 
together. Sometimes, we invited participants to remote or interesting places, 
unlike any other they might have encountered, to show them how others live 
and work. A surprise is an excellent mirror for the participants to explore 
how they feel in an unexpected situation and how they approach the new 
experience.

However, a word of caution: if the surprise is too extreme, the value is 
lost, and curiosity potential is replaced with either a fear response or 

ignorance. We see this effect in action when people are fearful of types of 
people to whom they have no exposure. This concept may also explain why 
it is sometimes difficult to start a discourse on a subject that is taboo or 
entirely new for an individual. It also explains why some of our participants 
were very annoyed when we asked them to share a bedroom with 10 other 
participants and sleep on the floor! It’s a constant balance to provide the 
perfect stretch for yourself and those with whom you’re working. 

WHAT IF I DON’T CARE?
What happens if we can see what we don’t know, but we just don’t care? 
Everyone has experienced another person, or indeed themselves, inhabiting 
a place of deep apathy. Maybe they don’t engage, or they give half-answers, 
staring at their shoes. Feeling apathy may prevent someone from seeking 
knowledge. There are many possible reasons for this: environmental and 
social factors that may influence indifference, such as stress and anxiety; a 
depressed sense of learning as a useful activity; or the presence of too many 
extrinsic motivators and pressures. 

It can be difficult to address the underlying problem, which may have 
contextual features (social background and organisational structure, for 
example) that are intervening. We do not always have control over those 
situations. However, there are some topics that are almost universally 
interesting, the most notable being anything that has to do with oneself. 
So, in Kinetic we encourage personal reflection first, and move to group- 
or organisation-level reflections second. You may consider the following 
reflections:

 ▶ How do I feel when I think of this new subject area? 

 ▶ What sensations can I feel in my body? 
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 ▶ What preconceptions do I have and where do they come from? 

 ▶ Where are my boundaries? Where do I feel I can push them? Where 
are they immovable?

TRANSITIONING FROM NOT-KNOWING TO 
FINDING OUT
Of course, even if you can see your gaps and want to fill them, you still need 
skills to do it. This is why, in the Kinetic Method, curiosity and openness 
connect so deeply with all of the skills described in the previous sections 
of this book. Curiosity is about staying open towards things we don’t (yet!) 
understand. Here is how each skill can impact and be impacted by your 
curiosity and openness:

 ▶ Kinetic observation is the act of sensing what’s in front of you, but to 
be able to observe fully, one needs motivation and that is driven by 
curiosity. 

 ▶ Kinetic inquiry is asking new questions that we haven’t yet asked or 
considered, but to open up that new space, you need to be curious 
and open. 

 ▶ Kinetic interpretation is sense-making and filling the gap with 
appropriate and useful information, but to ensure that you’re really 
hearing and exploring all the options, you need to be curious and 
open to them. 

THE OPENNESS THAT CURIOSITY REQUIRES
Curiosity is about wanting to pull in more information, wanting to find out. 
Where does openness come in? It might be useful to think of curiosity and 
openness like a flow of water through a valve. If curiosity is the flow, openness 

is the valve. Openness can either let the water through. Being closed off can 
stop it from flowing. In practice, having a mindset of openness might look like 
pulling in information without deciding whether it will be useful or not, just 
expanding the dataset. Or it might look like avoiding judgement in general, 
of people, ideas and approaches that are different from our own. This doesn’t 
mean that you need to be open to everything and everyone at all times. 
There are some things we do know are definitely not right, or not right for us. 
What we mean is being open to what is new, what is unexpected, and what 
potentially shows another perspective on something we are working on. 

Curiosity and openness are not just individual pursuits. Particularly, 
openness can be observed in relation to others around us. If I can step 
aside from my judgements and listen to somebody with real curiosity 
and openness, I might be able to notice something that otherwise would 
have been inaccessible to me. A connection, a detail that might just fit a 
puzzle or shed a different light on something that was in my mind. Even 
if that is hard at first, it truly doesn’t matter if I agree with what I hear or 
not, whether I like it or not. Agreeing/disagreeing and thus putting a value 
judgement on it would cloud the big picture that I could get from what I am 
listening to. As we will see when we discuss the ‘Environments’ chapters 
on communication, diversity and decision-making, others enhance our 
creative approaches in so many ways, we cannot emphasise how much we 
recommend you be open and curious towards others.

THE ‘TOO MUCH’ AND THE ‘TOO LITTLE’

SWEET SPOT 

Mindsets have a sweet spot where they are at their optimum level to improve 
our functional creativity. If your curiosity and openness is working to your 
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and your collaborators’ best advantage, you will not only look for rich data 
to confirm the hypothesis that seems most likely to be the right one for 
you, but you will also look for data that might disprove it. You might even 
entertain information that, at first glance, seems irrelevant. One could 
refer to this type of data as ‘fringes of our territory’. If we approach these 
borders with curiosity and openness, we can give our ideas a competitive 
advantage, either by looking further into the future, or by considering what 
is sometimes called ‘unlikely collaborations’, or learning beyond the silos of 
our department or industry.
If a true master, such a person can make it easier for others to overcome 
their prejudice and loyalty to existing concepts and support a group 
in moving more freely, ‘trying on’ diverse paths, without engaging in 
premature affinities. The ability to explore diverse paths in an unattached 
manner definitely forms one of the prerequisites for the successful 
prototyping of possible solutions to the problems we’re facing. 

TOO LITTLE

When the mindset of curiosity and openness is lacking, we become 
hardened in our perceptions of what needs to be done. Imagine the 
archetype of an ‘old fossil’ (our sincere apology to all ‘old fossils’ who are 
very curious and open to the world). The old fossil we are looking at here 
is a person who holds the same worldviews they did several decades ago. 
They believe they understand the world and are fast to explain any new 
development, without needing to gather new information or needing to 
listen. In fact, they might often cut others off mid-sentence. They are happy 
in their world and feel no need to explore or expand it. True, sometimes it 
might feel boring, but what is boring can feel safer than the unexpected. 
This archetype of a person is not bad, per se. They might prove helpful to test 
your ideas against. It may also be refreshing to look in the mirror and see in 

which aspects of our lives we have become a bit of an old fossil ourselves. But 
you might think twice before you invite them as a collaborator on something 
intended to be innovative. 

TOO MUCH

 ▶  ‘Also add this report, and this data, and this analysis, and that one, too!’ 

 ▶  ‘We need to consider that person as well, the one who recently did 
an installation on something not even remotely related to our work, 
but I am sure we could get inspired. Could we invite them to our next 
meeting?’ 

If you are hearing things that sound like the above, you may have reached 
the moment when too much information is entering your system and your 
inquiry process. At this point, the prospect of considering and integrating 
them in a process is overwhelming. In that moment, it might be helpful 
to refocus on the purpose of our inquiry and ask the question, ‘How does 
[whatever you’re considering] relate to our purpose?’ and, ‘How important is 
this relationship to our current inquiry?’ Some data found on the ‘Too much’ 
side of the scale might actually be useful, but possibly not at this stage. 
At the beginning of the process of writing this book, the three of us 
constantly had tonnes of ideas about what other Kinetic content to produce 
(cards, templates, vlogs, etc.). At some point, however, we realised this was 
getting in the way of our focusing on sitting down and ‘doing’ the book. We 
started a file called Love Projects, where we ‘parked’ all ideas that felt very 
energetic but the time to explore them was not quite right. You would be 
correct in thinking that we never looked at that file again while working on 
the book, which involved more work than we envisaged. It was good to give 
our exclusive attention to the purpose of this stage of our collaboration. 



CURIOSITY AND OPENNESS CHECKLIST

How can you recognise an open and curious team? 
Tick the boxes below that you think apply to your team.

Signs of a curious team:

 they play and they experiment

 they are excited about new challenges

 they feel comfortable asking questions

 they have excellent observation skills and use them

 they have a sense of wonder about the world

 they actively seek out surprises and challenges

Warning signs that a team might need a boost of creative curiosity:

 they reproduce old ideas (do the same thing over and over again)

 they tend to expect answers from you rather than questions

 they think they know everything/possess all information needed 
 about the issues they are dealing with

 they pay less attention to detail and nuances

 they tend to feel bored and uninspired

Tips to help boost curiosity:

 give team members space for play and expression of ideas

 ask questions and ask others to do the same

 make time for open discussion (not discussion that is focused on 
  productivity, but rather on exchanging ideas)

 practise observation skills – help them to understand the difference 
 between observation and judgement and invite them to share their 
 observations as much as possible
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METHODS
Awaken your curiosity 
to boost your motivation

CURIOSITY AND OPENNESS

With mindsets, it is much harder to define specific methods that can be 
adapted to different contexts. Mindsets characterise how you approach 
problems at hand or situations in general; they are part of who you are and 
how you define yourself. 

We believe they can still be developed, but not nearly as easily as skills. 
Perhaps one of the best ways to do this is through experiences. One needs to 
feel curiosity in order to get the sense of its importance in the process and 
to be able to locate oneself on a ‘curiosity scale’. Doing this in a group helps 
a lot, comparing reactions to shared experiences is one of the best tools for 
self-reflection.

Using the methods connected to mindsets is less about practising and more 
about facilitating reflection. By reflecting upon your mindsets, e.g. how 
curious you really are, or how comfortable you are with ambiguity, you can 
gain awareness. This means the methods will give you some awareness, but 
the decision of how you want to be still lies with you. The good news is that 

mindsets and skills go hand in hand: if you want to become more curious, 
you can practise observation to get started, including self-observation about 
where your curiosity is directed. 

SURPRISE ELEMENTS: 
In our training programmes, we tried to experiment with awakening 
curiosity in participants, and one of the great tools at our disposal was 
surprise elements. These are more like experiments than tried-and-tested 
methods, but some of them were hugely successful and were repeated on a 
couple of occasions. 
Here, we provide you with a few examples for inspiration, and we hope some 
of them can be adapted within your context. 

THE RENAME

CONTEXT
Changing your name for the whole training programme, especially if it 
is longer in duration, creates an experience worth reflecting upon; it can 
feel like you’re a different person for a while, and it offers you another 
perspective. When coming up with this idea, we wanted to create an element 
of surprise and a pleasant experience shared by the whole group. Over 
time, we noticed that providing such an experience awakens the curiosity 
of participants: what is going on here? Why are we even doing this? At this 
point, curiosity and comfort with ambiguity can be easily linked. Engaging 
in pleasant and fun activities that awaken curiosity rather than resistance 
allows participants to experience (dis)comfort with ambiguity in a safe 
environment. We noticed that the ‘Rename’ activity itself contributes to 
creating a safer space – it helps form a bubble for the group of participants 
that is unique to their community. 
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PURPOSE

 ▶ to create an element of surprise

 ▶ to provide the group with the possibility of experiencing what their 
name means to them or how it impacts their identity, and how they 
are affected by changing it

 ▶ to allow the group to experience (dis)comfort with ambiguity in a safe 
environment and later to reflect on their mindsets

GROUP, SPACE AND PROPS
This activity works best when performed over a longer time period. We had 
a chance to experiment with it during our seven-day training programmes. 
If the activity is short, it might still provide an experience, though the impact 
will definitely be less significant. 
Use whatever props you can find for the naming ritual, or you could also do 
without any props. Name tags can also be useful. 

PROCESS
Step 1. Do this as the opening exercise when you first meet the group so that 
they don’t learn each other’s real names (in cases where they don’t know 
each other yet). Ask the participants to think of a name they would like to ‘try 
on’ and use for the rest of the event and encourage them to go with whatever 
seems like an enjoyable experience for them – from fictional characters 
to colours or objects. You could give a couple of examples if you think it is 
necessary for your group. Here are some of the names that were chosen by 
former Kinetic participants: Snoopy, Chili, Martin McFly, Peach, Petal, Judy, 
Cinderella, Blue, Paco, etc.

Step 2. Organise a naming ritual after the group members come up with 
their desired name. This could involve, for instance, crossing a gate or 
threshold, or entering a circle by saying out loud their new names. 

Step 3. Then stick to the names; make an effort to do so yourself (modelling) 
and remind the participants to do the same. Add some name games to make 
them stick and warn the group that this activity takes some effort. You can 
use name tags for the first day as a visual reminder as well. 
We always add the possibility of opting out for those who don’t feel like doing 
the exercise, and also mention that those who do opt out tend to regret their 
decision at the end of the course (and this is usually true).

REFLECTION AND INTEGRATION
At the end of the training event, we do a structured round in which 
participants share one by one how it felt to wear their new name. They then 
tell the group the name they go by in their everyday life. 

ATTRIBUTION 
Developed by Zora Csalagovits and Tracie Farrell

THE ELEPHANT IN THE ROOM – CECI N’EST PAS UNE MÉTHODE

CONTEXT
This is not actually a method, but rather an idea of a method that came to 
our minds when writing this book. When thinking about curiosity, it was 
hard to pin down what exactly we do to support this attitude in our training 
programmes. While we do adopt numerous ways of working, we would 
hesitate to call those experiments methods as such. However, we concluded 
that the common constituents of these experiments were fun and surprise, 
and here is one that we just came up with. 
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PURPOSE

 ▶ to create an element of surprise

 ▶ to awaken curiosity in the group and reflect on how it feels

 ▶ to support participants in gaining awareness about their own 
curiosity and its impact on them 

 ▶ to explore the topic of curiosity with the group

GROUP, SPACE AND PROPS
Just as the previous activity, this one also works best over a longer term, 
although it can also yield nice results if you have more than a full day with 
your group. You will need some acting skills to put this to work. 
A well-chosen prop that is mysterious enough to attract the attention of the 
group. 

PROCESS
Step 1. We imagined a beautiful big box placed somewhere visible in the 
room, in a way that makes it obvious that it is part of our event, perhaps with 
a logo on it. It is important that you do this in your own style, trying to direct 
the attention to the box and then letting it fade into the background. 

Step 2. You could make up any story that is mysterious but still convincing 
about what it contains, and then let the group members puzzle over it. Or 
you could reveal tiny bits and pieces of information about the box every 
evening. You could also deliberately exchange comments on it from time to 
time with your co-facilitator or organiser. 

Step 3. The challenge here is to find a good balance to make it fun and not to 
overplay it. Eventually, people will lose interest, but that’s all right. Reflection 
might be interesting regarding both awakening and losing curiosity.

Step 4. You might want to reflect on what sort of closure you wish for the 
group (if you so desire). As a first thought, we would opt for a good game to 
be hidden in the box, or a symbol for each participant to take home. 

REFLECTION AND INTEGRATION
Check with the group how many people lost their curiosity and at what point 
they did so. 

 ▶ When were you the most curious? Can you recall what awakened your 
curiosity and what was your reaction to it? 

 ▶ When did you lose your curiosity? Do you remember the moment, the 
environment or the feelings you had at that point? 

 ▶ Was there any moment when you felt curious again?  
What happened then? 

 ▶ How does this experiment reflect your relationship with curiosity?

VARIATION
You can use the same activity to explore our other mindset, comfort with 
ambiguity. You could do the reflection in two parts, or with the two mindsets 
at the same time, although the latter might require a bit of juggling with the 
concepts. 
Depending on your group size, the reflection could be also done in several 
steps, a small discussion in pairs/small groups, followed by sharing thoughts 
in a plenary session. 

ATTRIBUTION 
Developed by Zora Csalagovits and Tracie Farrell
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IN A NUTSHELL…

Curiosity is about staying open towards things that we don’t YET Understand. 
Remember the metaphor: if curiosity is the flow, openness is the valve that 
can let the water through.

Knowing what you don’t know + wanting to find out = curiosity

CHALLENGE NO 1: 
YOU DON’T KNOW WHAT YOU DON’T KNOW
By practising your curiosity on purpose, you exercise more control over how 
and why you learn something. If you want to find out your blind spots (i.e. 

CURIOSITY AND OPENNESS
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what you don’t know you don’t know), start by asking others and/or through 
self-reflection. Begin with blind spots that are close to your experience and 
expertise in order to feel more motivated to fill the gaps in your knowledge.

CHALLENGE NO 2: 
WHAT IF I DON’T CARE?
Almost everyone is interested in things that have to do with themselves. This 
means step one is personal reflection, followed by group/organisation-level 
reflection as step two. 

LISTEN WITH TRUE CURIOSITY AND OPENNESS
Put aside your judgements for a while, just temporarily park them in a 
drawer, and you might be able to notice something that would otherwise 
have been inaccessible to you. 

FIND YOUR CURIOSITY-AND-OPENNESS SWEET SPOT!
By having just the right amount of these mindsets, you will be able to explore 
diverse paths, without committing too soon to one specific idea or solution. 
This is one of the prerequisites for the successful prototyping of your 
possible solutions. 

RESERVE THE ‘OLD FOSSIL’ ATTITUDE (too little curiosity and 
openness) for testing your ideas. In any other cases, we recommend you 
check from time to time in which aspects of your life you have become a bit 
of an old fossil and see if you want to do something about it.

Too much curiosity? Drowning in data, information… You might need to 
revisit how what you are doing serves your purpose. Create a parking space 
for ideas if you need to!
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COMFORT 
WITH

 AMBIGUITY 
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NE OF OUR LEADERSHIP RETREATS, we chose to house 
the participants in the old barracks of a community project in the eastern 
part of Berlin. The location was rural, somewhat hard to reach by European 
standards of public transport. The accommodation was modest, with coal 
ovens for heating, shared rooms and toilet facilities, bunk beds and simple 
bedding. Not everyone finds this type of accommodation comfortable. It’s 
not easy to share the space where you’re sleeping with others that you don’t 
know very well (though on this retreat, we invited organisational teams to 
attend together, and all of the participants knew at least one or two of the 
attendees). It’s not easy, if you’re not used to it, to find the optimum fire-
building style or flow to keep your space warm and cosy for work or sleep. 
We knew that this environment may not be everyone’s cup of tea. So, we 
invited an artists’ collective that worked with food performance to cater 
the event, providing fresh, interesting, delicious food experiences for the 
participants to enjoy. Our thinking was this: if you want to challenge people 
and bring them to the edges of their comfort level, it is good to also have 
spaces where their expectations are exceeded. 

On the first day of this event, we were sitting behind the kitchen on plastic 
crates, just preparing ourselves mentally for the programme to begin. 
Down the gravel drive that led to the house, we spotted one of our first 
participants. They were struggling to drag their roller case up the drive, and 
with every metre, the look on their face darkened. By the time they reached 

INTRO STORY
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us, maybe even several metres before, they shouted in our direction,  
‘You better have a very good reason for bringing me here!’ We did, or 
we thought we did, but in moments like these, it’s not unusual to have a 
moment of self-doubt, even panic. Will our reasons be enough for this 
person? Will what we’re offering be enough? It’s difficult to test limits in 
groups, to give everyone an experience of something challenging without 
its crossing borders in extreme ways. Before the event, we delivered 
a content warning that we would be ‘poking the bear’, so to speak, to 
prepare them that we would be exploring the outer limits of what might be 
comfortable. But such warnings do not remove the responsibilities we have 
to each other (and to ourselves) to take care. 
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HOW IS COMFORT 
WITH AMBIGUITY 

A KINETIC MINDSET? 

As a mindset, comfort with ambiguity is a protective coating, a shield for 
coping with uncertainty. It allows us to delay judgement, cynicism and fear 
of the unknown. It is about being able to stay in the unknown, knowing that 
there are many possible ways a situation could turn out, and that we may not 
find one exact solution to our problem. This is a mindset in which the more 
privileged a person is, and the more control over their own environment 
they can have, the more difficult it is to master. Those living in precarious 
circumstances, or who are marginalised, face ambiguity much more often 
on a daily basis. For example, consider the difference between knowing 
your job contract is secure versus working on a time-limited or ‘flexible’ 
contract. How comfortable is the first, when compared to the second? People 
who are comfortable with ambiguity learn to hold both joy and worry (even 
trauma) at the same time. Without comfort with ambiguity, it is difficult to 
be brave, to change systems that oppress or exclude, and dismantle them 
permanently. This is why we encourage our participants to stretch their level 
of comfort, particularly where they are privileged. 

Earlier in this book, we introduced the idea of the ‘intelligence officer 
and the commander’ (see the chapter on interpretation). As an important 
mindset of a good ‘intelligence officer’, comfort with ambiguity means the 
acceptance of multiple perspectives on a given set of ‘facts’ and focusing 
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In a global ambiguity, many things can be true at the same time. This 
picture is of both an older woman and a younger woman. These types of 
ambiguities will always require an eventual ‘decision’ about meaning, that 
will not necessarily be the correct decision, but rather one possible correct 
decision of several. With an optical illusion such as this, perhaps it doesn’t 
matter much whether you see the younger woman or the older woman, but 
with some ambiguities it might. Seeing a glass as half-full or half-empty 
can matter as this can impact one’s mood, motivation and even behaviour 
at times. You, as your intelligence officer, should be aware of as many of the 
possible interpretations of an ambiguity as you can. 

This is helpful in so many situations – when trying to interpret someone 
else’s behaviour or determining whether or not something is a positive 
or negative development. In the next section, we will explore some of the 
discomfort associated with ambiguity.

on the collection of additional data as necessary. Through this practice, it 
is possible to question what already exists and ask ‘what else’ might be (the 
innovative, interpretative side of Kinetic). 

In this chapter, we will share some of our approaches for building your 
comfort with ambiguity and understanding some of the feelings of 
resistance we encounter when we face uncertainty. 

LOCAL AND GLOBAL AMBIGUITY
One of the first ways in which we introduce comfort with ambiguity to 
participants in our leadership programmes is to remind them that not all 
ambiguity will remain ambiguous forever. Ambiguities can be ‘local’, which 
means that additional data can be used to clarify meaning. For example, 
consider the following sentence:

Sheila went to buy her cat food.

At first glance, we don’t know if Sheila is going to buy food for a cat living 
with her, or if she is buying cat food for some other purpose. If we know 
Sheila and can ask her, we can resolve this ambiguity. That’s a relieving 
thought for some people when they first think about ambiguity. If we 
address the right questions to the right person, we can resolve it. In the 
Kinetic Method, your inner intelligence officer recognises the need for 
additional information and gathers it. Or, in the case where it is not yet 
known which information is needed, identifies who or what may be 
mobilised to provide this information. 

Ambiguity can also be ‘global’, for which meaning will always be ambiguous. 
Consider the popular optical illusion on the following picture.

William Ely Hill: 
‘My Wife and My Mother-in-Law’, 1915
© Wikimedia Commons
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the ‘intelligence officer’ phase, the multiplicity of ideas and diverse ways 
of grasping the task are the currency of a Kinetic process. In our ‘Methods’ 
section, you can find some more ideas to experiment with. 

TRANSITIONING TOWARDS  
COMFORT WITH AMBIGUITY
If curiosity and openness are about looking from the outside, comfort with 
ambiguity is about sitting with the unknown and seeing what happens. It 
requires patience and time, creating space for something new to emerge. 
In that process, you become aware of discomfort (when it appears) and 
rely on trust to manage that discomfort. Working out what or who needs 
to be trusted, and can be trusted, is a process that has to precede comfort 
with ambiguity and can hinder progress in this area. For example, in the 
‘Methods’ section, you will read of an experience in which we did not tell the 
participants about the whole programme before we began facilitating it. 
This was a mistake, to be honest, and not intended as a way to bring comfort 
with ambiguity into that particular process. We just forgot! But because 
the participants trusted us as facilitators, they were able to deal with this 
mistake and, happily, we all learned from it. 

If, instead of engaging with comfort with ambiguity, you choose to go 
directly to risk-taking based on surface reasons, you might choose solutions 
that are entirely irrelevant or harmful to you. Maybe, for example, you 
make a snap decision to leave your job, though your problem is actually 
somewhere else in your life. You may also engage in activities that are costly 
for other humans in the context. When this happens, return to curiosity 
and openness and listen to yourself, or others you are working with. In our 
case, we had a participant suggest an exercise to understand their response 
to the material. Instead of getting defensive or thinking we were the only 
people who could resolve the issue, we were open to the suggestion and the 

DISCOMFORT WITH AMBIGUITY 
The need to clarify is something many people can relate to. We want to be 
able to define, to categorise, to label. This helps us know how we should react 
or relate to what’s happening around us. Let’s take the classic examples of 
‘Is this a date?’ or ‘Are we together in a relationship?’ When we ask these 
types of questions, we want to know what we can rely on. We want to know 
if what we have understood before can be understood in the same way, in 
this new situation. Those are sometimes useful things to clarify. But seeking 
clarification can also stop us from experiencing the situation we are in, 
being present in the moment and seeing for ourselves what it means. 

To increase one’s comfort with ambiguity, it is helpful to keep asking, ‘What 
else?’ Moving past one’s first interpretation of an ambiguous task and 
asking that question can result in some surprising and interesting insights. 
We have illustrated this concept on occasion with a remarkably simple, 
but challenging exercise (see the full description in the ‘Methods’ section). 
Positioning the participants in front of a plain, white wall, we ask them 
to consider the task: ‘Look at the green wall’. With no other instructions, 
participants often veer between finding the task silly or irrelevant, or they 
feel profound confusion or insecurity. The wall is clearly not green, so 
participants may feel unnerved by the task we’re presenting them with. 
Sometimes, after just 5 or 10 minutes, the participants were eager to share 
their interpretations of the exercise and how it made them feel. Some of the 
responses we have had to this exercise range from connecting the concept 
of greenness to ecology (in which the participant still tries to find some 
connection to ‘greenness’) to complete fantasy worlds that were entirely 
outside of what we expected participants might say. It is always something 
new. For those who struggled with the exercise, hearing the interpretations 
of others can have an ‘aha’ effect that is not even intended. The purpose of 
the activity is not to find the ‘greenness’ in the wall, but to experience the 
ambiguity of the task itself. Connecting this to the skill of interpretation, in 
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to novel solutions. So even if you arrive at a solution, chances are this will be 
a solution you are already familiar with, and one that is only sort of ok. 

What you can do if you find yourself in this place, is to take a step back and 
examine what contracted the exploratory space for you in the first place. 
Perhaps it is the emotion arising from a group process, or that our favourite 
idea is being negatively assessed compared to others. Or perhaps you have 
the impression that the exercise of considering all ideas is not happening 
in a genuine way in the first place. In this case, it might help to take a step 
back. This can be done physically by taking a walk, or internally by applying 
any practices you might be using to reconnect to yourself. You can also ask 
yourself or others with whom you’re working: 

 ▶ What am I/what are we trying to achieve here? 

 ▶ How can each of the ideas, even the ones I/we will not decide in favour 
of, provide inspiration?

 ▶ Are we giving those ideas space? If not, why not?

If you see others struggling with comfort with ambiguity, see what you can 
do to slow or cool down the process for a moment. 

TOO MUCH

Too much comfort with ambiguity can look a bit like indecision or time-
wasting. While it is good to be okay with not-knowing, it is generally not okay 
to leave others in the dark unnecessarily. You will not master this mindset 
without thinking compassionately and empathetically about those around 
you. Unsurprisingly, too much comfort with ambiguity can result in poor 

participant led it herself. This repaired some of the trust in the group, so that 
we could move forward. 

THE ‘TOO MUCH AND THE ‘TOO LITTLE’

SWEET SPOT

Comfort with ambiguity is the brief moment of finding many ideas equally 
great, or exciting, or possible, before knowing which of them will go the 
distance and which of them was just a shiny object that attracted us for the 
moment. 
A person who finds the sweet spot of comfort with ambiguity feels the 
tingling it takes to hold so many options at the same time. They will have 
different impulses to take action, with some acts easier to suppress, others 
more challenging, but they will understand the importance of not taking 
action just yet. They will be careful not to let the scale tip incidentally 
towards one option or the other and will support others in being cautious. It 
takes an incredible amount of creative courage – and a lot of breathing. 

TOO LITTLE

When not knowing feels like a burden, when you feel like the space 
around you – in which to move and breathe – is so small that you become 
claustrophobic, it might be that you are not feeling comfort with ambiguity. 
Seeking a premature closure, wanting (forcing) an answer before all the 
information is on the table, might give you the peace you are seeking, but 
it could also be a poisoned gift. A premature closure often shuts down 
creativity and innovation and does not allow sufficient courage to lead you 



COMFORT WITH AMBIGUITY CHECKLIST

How can you recognise a team that is comfortable with ambiguity? 
Tick the boxes below that you think apply to your team.

Signs that a team can hold ambiguity well:

 they ask for other viewpoints or seek out additional information

 they display complexity of character (they can still surprise you!) 

 they defer judgement (don’t rush to make decisions but  
 allow space for the decision to emerge)

 they don’t panic if the solution to a problem is not immediately apparent

Warning signs that a team might need a reminder to try  
and be comfortable with ambiguity:

 crystallised opinions in the team (just ‘downloading’  
 or debate); no difference of opinions in general

 the persistence of ‘snap judgements’ (the immediate  
 assigning of value or meaning without asking, ‘What else?’)

Tips to help increase comfort with ambiguity:

Together with participants, we generated the following tips and tricks for 
recognising and working with comfort with ambiguity as a creative mindset:

 give space for resistance and for illustrating your own willingness  
 to explore the resistance of others in the team

 remind yourself to make your observations and pose questions, 
  but to reserve your judgement until it’s required

 have separate meetings for gathering ideas and making  
 decisions about them
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decision-making, too. We are often asked to make decisions before we have 
all the information, before we have considered all options, before all are on 
board with what we are choosing to go with. That’s life. Waiting for these 
processes to be complete might result in the inability to move. If you want 
to be creative and innovate together with others, you also need to be able to 
choose whether you ‘let it flow’ or whether you are ready to commit to one 
course of action. This is where your time management comes in. Read the 
room. Where are you in the process? Where are the others? If your decision 
is limited by time, how much time do you want to devote to this process and 
how do you want to begin and end it? 

In some cases, the decision ought to be clear. For example, if you find 
yourself spending hours in a bakery trying to choose exactly the right bread 
roll, you might need to push yourself to decide one way or another. In other 
cases that involve other people, or controversial topics, or big consequences, 
you will have to go back to the first set of reflection questions above to 
ask yourself about your purpose, and whether or not your comfort with 
ambiguity is serving that purpose well. 
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METHODS

While engaging in discussions about our methods connected to mindsets, 
we concluded that these are not real methods in the traditional sense of the 
term. Because mindsets are much more difficult to change than learning 
a skill, the methods are also not about doing something practical again 
and again until you get better at it. (Remember the cook! Learning to chop 
onions quickly is much easier than learning to be passionate about food, to 
be daring and developing a tendency towards experimentation.)

Mindsets are more closely connected with our personality, our identity. So 
while for skills we came up with methods to support persistent practice, 
in mindsets we propose working with awareness. The only method in the 
classic sense of the word in this section is ‘The green wall that never was’, 
which also serves to bring awareness to our reactions to ambiguity.

However, our work here is predominantly about setting the right conditions 
in order to facilitate reflection and creating experiences that allow 
participants to become more aware of where they are in their own attitudes. 
Oftentimes, these are not stand-alone exercises, but rather transversal 
elements in our events. 
Here we share some examples from our practice – maybe they will provide 
you with some inspiration. 

NO METHOD NO 1: 
the TOP SECRET programme
Originally, this was a method we wanted to use for the skill of inquiry. At 
one of our events, instead of a detailed programme for the course, we 
displayed a graphic schedule. The programme elements were roughly drawn 
symbols, not especially detailed. We asked our participants to write down 
their questions about the schedule in their notebook, anything that they 
were curious about. We then asked them to count the number of questions 
they had written down (remember quantity before quality, ‘empty your 
purse’ – see the ‘Skills’ section) and answered their questions. This was a 
good activity to introduce the topic of inquiry as well as volume and quality, 
but it also worked for us as a way to segue into comfort with ambiguity, as 
we simply forgot to present the programme after the activity. It was on the 
third day of a seven-day event when we finally remembered that we’d never 
properly introduced the activity schedule. At this point, we came forward, 
confessed our mistake and started discussing with the group how that had 
made them feel. This was the moment we realised the high levels of trust 
placed in us by that group, and how trust is connected to expanding one’s 
comfort with ambiguity.

NO METHOD NO 2: 

FIRST DAY EVALUATION 
‘Evaluate this training programme!’, was the only instruction we gave at 
one of our training events on the very first evening. Sets of different tasks 
were placed in five or six spots in our event location, and the participants 
were invited to go through them in small groups. Only written instructions 
awaited them, as usually happens during the last session of such an event. 
The facilitators were present in the background, but only responded with 
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‘I cannot give you more information right now’ when people asked for 
further instructions or explanation. Some of the tasks involved playing 
short creative games, like Brutethink (which we introduced in the chapter 
on interpretation). Other tasks involved listening to the scenery and taking 
it in together. One of the funniest tasks was a video booth where the groups 
were asked to leave a message about their learning goals. Not everyone 
understood exactly what the task was about, but the video messages 
were shown on the last day during the evaluation session and were highly 
entertaining for the group that had formed in the intervening time. Other 
tasks included asking participants to write about their feelings regarding 
being in this group, generating quantitative questions about different parts 
of content, and getting them to complete unfinished sentences. 
We eventually did share with the group the reason the activity was 
created and discussed the various levels of discomfort that the feeling 
of ‘not knowing’ caused in each person. The experience proved to be a 
straightforward way to kick-start the reflection process; the group members 
were able to grasp the idea of comfort with ambiguity by the end of the 
discussion. 

NO METHOD NO 3 + 4: 

See the ‘Methods’ section on curiosity and openness – you will find that 
the ideas presented there are equally effective if you connect them to the 
mindset of comfort with ambiguity. 

THE GREEN WALL (THAT NEVER WAS)

CONTEXT
As mentioned above, to increase one’s comfort with ambiguity, it is helpful 
to keep asking, ‘What else?’ If you want novel, surprising ideas, this question 
will help you to find them, and to move past your first interpretation of 
an ambiguous task. This exercise allows participants to actually feel their 
discomfort with ambiguity and creates an opportunity for reflection. Being 
able to tolerate ambiguity, or even to be comfortable with ambiguity at 
certain points, will result in a more fruitful and richer interpretation phase 
when it comes to practising the Kinetic skills. It is also connected with 
curiosity and openness, as it simply creates more space for both and lets you 
spend more time in the ‘not knowing’ phase, being open to new ideas before 
making a decision and committing to one solution.
We created this method inspired by elements of clown training, in particular 
exercises where groups are faced with a seemingly nonsensical/impossible 
task. The purpose of these methods is not to get discouraged and shut down, 
but rather to allow the impossibility to guide you to novel solutions and ways 
of engaging with such situations.

PURPOSE

 ▶ to experience discomfort with ambiguity

 ▶ to support participants in gaining awareness of their emotions and 
thoughts around ambiguity

 ▶ to initiate the discussion topic of comfort with ambiguity with the 
group
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GROUP, SPACE AND PROPS
This activity works with any group size, and facilitation consists, above all, of 
supporting a good discussion/debriefing.
A big empty wall that people can stare at. 

PROCESS
Step 1. It is important in the preparation and reflection period of this 
exercise to point out that the purpose of the task is not to force participants 
to see what we want them to see. Rather, we invite them to entertain the 
emotions and thoughts that arise in them. 

Step 2. Ask the participants to sit or stand in front of a plain, white wall. Then 
ask them to consider the task: ‘Look at the green wall’. 

Step 3. With no other instructions, participants often veer between finding 
the task silly or irrelevant, or they feel profound confusion or insecurity. Be 
prepared to respond if participants ask questions about the task. You could 
simply say: ‘Just consider the task: look at the green wall, and we will discuss 
later’. The wall is clearly not green, so participants may feel unnerved by the 
task we’re presenting them with. 

The exercise does not need a significant amount of time to be effective. 
Allow 5–10 minutes depending on how your group reacts.

REFLECTION AND INTEGRATION
After the 5–10 minutes are up, invite the participants to share their 
interpretations of the exercise and how it made them feel, and explore 
together the topic of comfort with ambiguity. Here are some questions you 
could ask to initiate the discussion:

 ▶ What was your initial reaction to the task? 

 ▶ Did your first reaction change and how? What else came to your mind 
during the 5–10 minutes?

 ▶ What emotions did you experience during the exercise? 

 ▶ How did you react to your own emotions that were arising? 

 ▶ How comfortable do you think you are with ambiguity in general? 

Don’t forget to remind the participants that, in their ‘intelligence officer’ 
phase (see the interpretation phase in the ‘Skills’ section), the multiplicity 
of ideas and different ways of grasping the task are the currency of a 
Kinetic process.

ATTRIBUTION 
Developed by Karolina Iwa and Tracie Farrell
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IN A NUTSHELL…

LOCAL AND GLOBAL AMBIGUITY: depending on whether 
additional data can be used to clarify the meaning or not, some ambiguities 
become clear after action (e.g. ‘Sheila went to buy her cat food’) or remain 
ambiguous forever, as multiple things can be true at the same time (the 
glass is half-full or half-empty).

Getting more comfortable with ambiguity requires patience and time. Be aware 
of your discomfort and trust the process and your own ability to manage it. 

THE SWEET SPOT
It feels exciting and tingling when you are able to hold many great ideas 
at the same time. Even though you feel the impulse to take action, you will 
understand the importance of not taking action just yet. Then you feel the 
moment when you need to choose between options and make a decision. 

TOO LITTLE COMFORT WITH AMBIGUITY? 
In this case, not knowing feels heavy and uneasy; you are seeking swift 
closure, wanting an answer before all information is available. This can result 
in your finding solutions that are similar to what you usually do, that are not 
especially exciting ones. In that event, remind yourself of why you started this 
exploratory path in the first place. Cool down the process. Take a walk!

TOO COMFORTABLE WITH AMBIGUITY?
You might be stuck in indecision or time-wasting. You might feel paralysed 
when waiting for more and more information, and unable to make a 
decision. It can be crucial to think about your group or colleagues – about 
how comfortable they are holding the unknown, and about when it is really 
necessary to finally make a decision. 

COMFORT WITH AMBIGUITY

165

COMFORT WITH AMBIGUITY IS YOUR SHIELD for dealing with 
uncertainty; it allows you to be able to stay in the unknown. It helps you to 
delay your judgement; it prevents you from ‘marrying an idea’ too soon, and 
it gives you the freedom to ask, ‘What else?’ – the space to remain open for 
many possibilities.
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RISK-TAKING
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ERFORMANCE ARTIST BRIAN LOBEL and soprano Gweneth 
Ann Rand developed a show together around failure – trying hard and 
having it still not work out, dealing with the question of being ‘good enough’. 
The show premiered in London’s Battersea Arts Centre in 20221, and dealt 
with the various performers experiences of failure in the unforgiving 
world of classical music, how they responded to it and how they view their 
effort and responses to failure through their different cultural lenses. At 
the beginning of the show, a lot of attention is paid to how failure impacts 
future decisions, creating some avoidance of risk in its path. The performers 
show how race, gender and other contextual features like privilege shape 
experiences of failure. Rand has been held to a higher standard for her entire 
career as a Woman of Colour in classical music. Lobel is processing his 
reaction to failure in a high school singing competition. Rand says to Lobel, 
‘You shouldn’t fall apart, Brian, if you can help it.’ This part of the show was 
envisioned back before the COVID-19 pandemic, before the removal of US 
troops from Afghanistan and before the war in Ukraine. Later in the show, 
the part that was developed in the present context, the topic shifts. Lobel 
speaks about trauma, grief and mourning – his failures at being able to feel 
these emotions and express them to those around him. The topic moves from 
the subject of failure to the subject of grief so seamlessly that it was hard to 
ignore the connection. Grief is a part of failure. Anything that doesn’t work 
out the way we expected is difficult to deal with emotionally, and failure is a 
part of risk-taking. If we want to deal with risk well, we have to be able to deal 
with grief. 

1  https://bac.org.uk/whats-on/24-italian-songs-and-arias/

INTRO STORY
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When we talk about risk-taking as a Kinetic mindset, we’re not talking about 
jumping out of an aeroplane, or betting on horses, or ‘having the guts’ to do 
something. Those types of risks are driven by egos, and this is not the point 
of the Kinetic Method. When we refer to risk-taking, we’re talking about 
creating opportunities for change and knowing how to deal with the fallout 
if change doesn’t materialise in the ways we had hoped. 

In the Kinetic Method, failure is not viewed as a precursor to ‘winning’, like 
you may be familiar with from other contexts in business and psychology. 
We view dealing with failure as a competency in its own right. By that, we 
mean that a person or group can accept failure as a possible outcome and be 
able to live with that. If people can fail well, it means they can both learn and 
recover from those moments that don’t go as planned. In this chapter, we 

HOW IS RISK-TAKING  
A KINETIC MINDSET?  

offer some of our approaches for improving how we fail, so that we do not 
fear this outcome in risk-taking. 

EXPERIMENTING WITH FAILURE
When working with failure, we often start by exploring an experience that 
is familiar to most: having strong emotions around failure. This is probably 
the most concrete recommendation we can make to you in the chapters 
on mindset: do things you are not good at. Most people will experience 
frustration, self-doubt, embarrassment or shame when they experience 
failure. To be creative, particularly when the stakes are high, we have to get 
better at navigating these emotions. Things are not always going to work out 
the way you expected when you are trying to do something new. Failure is 
simply part of the creative process. If we don’t learn to deal with how it feels, 
we will be destined to try to avoid it, and this is what keeps us stuck. 

To bring this idea closer to participants, we developed a method called 
‘Go fail!’ (you will see its full description in the ‘Methods’ section). To 
get nearer to the feelings around failure, we typically start with a small 
exercise of owning the things we are not good at ourselves. We start with 
ourselves because we have found it helpful to show vulnerability if we want 
vulnerability from others. We make a list of 15 or 20 things that we are just 
not good at and encourage them to make a list as well. Potentially, these are 
things that the person has no desire, or no possibility (perceived or actual), 
to improve: 

 ▶ I can’t do a cartwheel

 ▶ I can’t just sit somewhere and be at peace

 ▶ I can’t learn another language
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As they get more comfortable with the exercise, they typically expand to 
more vulnerable territory:

 ▶ I can’t just sit there and listen to people talk about sadness

 ▶ I can’t forgive my parent for the ways in which they didn’t support me

 ▶ I can’t get over my break-up

Once each participant has their failure in mind, we invite them to do it, and 
to do that thing that they cannot do, over and over again. Again, the purpose 
of this exercise is not to get better. The purpose of the exercise is to get 
better at ‘not getting better’. To get better at dealing with the disappointment 
that failure can trigger. It’s not an easy thing to do. It’s not an easy thing to 
watch others do. People look pained when they fail. They look lost. This is 
why we ask participants to form groups or to have a ‘companion’ in mind 
when they are doing their task, someone they can go to if they get too close 
to their limits, such that the exercise is no longer effective. We also provide 
ample time for reflection after the exercise. So, if you want to explore this by 
yourself, read the full method description and ask a friend for their help with 
decompressing after the exercise.

The emotion that participants have said arises most often in this exercise is 
shame. Shame can be destructive by creating distance between ourselves 
and others, as we seek to hide ourselves and our perceived failures from 
those around us. Maybe you have even seen this in your personal or 
professional relationships. People may ask, ‘Why didn’t you just tell me you 
were struggling?’ or ‘Why didn’t you come to me earlier?’, but that is easier 
said than done in a society that views failure through a predominantly 
negative lens. Part of the purpose of experiencing failure together is to 
disarm feelings of shame through creating community and avenues for 
mutual support.

COMMUNITY AND RISK-TAKING
In the risk-taking mindset, we feel it is important to recognise that we are 
often not alone, even if we perceive ourselves to be, in the process of taking 
risks. Risk can bring us into conflict with others. We can antagonise or 
escalate conflict through risk-taking, which is why we feel it’s important to 
consider this aspect of our relationship to risk. For example, imagine that 
you are driving a friend home from a party, and you approach a crossroads 
with a traffic light. As you approach, the green light turns yellow. You are 
both tired and late to return home, so you take the risk, and you accelerate 
through the yellow light. At that moment, when you are presented with a 
risk and there is little time to discuss its consequences, you make a snap 
decision based on your own level of comfort with the risk. For your friend, 
that risk may be perceived as unnecessary and dangerous. 

The ability to recognise where a conflict is, which interests it addresses 
and which needs play a role in it, is a core competency of risk-taking. How 
can you work with conflicting perceptions to improve your risk-taking 
mindset? One model you may find helpful for looking at risk and conflict 
is the Triangle of Satisfaction created by Christopher Moore, author of The 
Mediation Process.1 In this model, Moore describes conflict as including 
three main interests: 

 ▶ Procedural: interests about the process itself and how it emerges 

 ▶ Psychological: interests around the emotion of conflict, 
including thoughts, perspectives and feelings 

 ▶ Results: interests related to what the parties involved want to 
get out of the process

1  https://viaconflict.wordpress.com/2013/03/31/triangle-of-satisfaction/
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While we do not go into significant detail on conflict transformation here, 
what’s important in Kinetic is to recognise that we may assign different 
levels of importance to each of these issues, also depending on the cultures 
in which we were raised and socialised. Efforts to decolonise models of 
conflict, for example, often criticise attention given to individual needs 
over community harmony.2 The visibility of such models creates the 
illusion that conflict resolution is about focusing on what individuals 
want, how individuals want to get there and the tension between 
individual differences. We find it more helpful to look at the connection 
between community and risk, to consider how vulnerability, forgiveness 
and compassion fit into the picture. Whether we intend it or not, our 
actions have consequences for others and learning how to navigate those 
experiences is part of being a responsible risk-taker. 

ONE STEP FURTHER/DIPPING YOUR TOE
Having worked on emotions around failure, and the acknowledgement of 
consequences, one might still feel anxious about taking a risk. How can we 
start without completely going over our limits? We believe that anxiety and 
excitement are two sides of the same coin. These feelings can be almost 
identical, in terms of how they feel in your body. 

Another method we developed (see full description in the ‘Methods’ 
section), is about finding a balance: how do you gauge how many and 
which risks you want to take, without tipping yourself from excitement 
into anxiety in unhelpful ways? One of the first things to consider is the 
risk of staying inside of your ‘comfort zone’. What will happen if you do 

2  https://www.jstor.org/stable/pdf/4138930.pdf

nothing? Conversely, we have to ask, what will happen if you apply too much 
pressure? What will be the cost of risks to oneself and others? We have 
worked with participants on our leadership retreats to identify which issues 
need to change, on personal and collaborative levels. In many cases, we end 
up talking about fear: 

 ▶ Fear of failure

 ▶ Fear of success

 ▶ Fear of not being seen

 ▶ Fear of sharing something unfinished

 ▶ Fear of alienating others

 ▶ Fear of being used as a projection surface

 ▶ Fear of staying too long

 ▶ Fear of giving up too soon

 ▶ Fear of showing up too early

 ▶ Fear of naming it prematurely

 ▶ Fear of taking over a role

Once we have ‘named the monster’, so to speak, we find that people are more 
prepared to consider taking some small, calculated risks towards something 
that is truly important for them. We are not encouraging anyone to ignore or 
discount their fear. Fear is a helpful tool for understanding what’s important. 
It is also not about fighting fear. That’s an excess expenditure of energy that 
one should conserve. Rather, it is about feeling the fear and doing what you 
want to do/what needs to be done anyway.

What is something you have felt drawn to and at the same time scared of? 
How could you create for yourself an experience of entering that realm 
just a tiny bit? We call this ‘One scary step’ and you can read about it in our 
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‘Methods’ section. We work with people to identify a meaningful challenge, 
making it as small as possible, to where the fear is still present but not 
overwhelming. Connecting with a partner supports the person dipping their 
toe: sharing about the feelings experienced, written in a journal or through 
a conversation, is an important part of the process. Then, once every detail 
is in place, the person does the thing. They take the risk. When it’s done, 
reflection is about how it went, how they feel about it, and what they want to 
remember for the next time. 

This can be a very transformative experience. One of our participants took 
the risk of making just a single phone call, and it changed their path. Not all 
risk-taking experiences will be transformative, however. It’s important to 
remember that not all risk-taking pays off and this is part of the price we pay 
for trying to shift our world. What it is, is a call to action to feel the fear and 
not let it get in the driver’s seat.

TRANSITIONING TOWARDS RISK-TAKING
Whether you’re an individual or a group, the messages ‘I can’t do it’ or ‘We 
don’t have a solution’ can be signals that the time for risk-taking has arrived. 
However, it can also be a sign that you are lacking information and context 
to move forwards. Maybe there is still some ambiguity left to resolve. Is there 
data you have not yet explored? People you still need to invite to the issue? 
Are you unclear about whether or not you’re the right person or people 
to take this risk? If you have gone back through the skills of observation, 
inquiry and interpretation and you still feel stuck, even practising those 
skills with an open and curious mindset, it may be time to shake up the 
problem or the way you’re approaching it. 

One way to recognise this is when we find ourselves making excuses. Let’s 
say you’ve wanted to make a career change for a while. You know where you 

would be happier and more satisfied, the jobs are out there for the taking, 
your support network is telling you to go for it. All signs are a go, but yet 
you’re still dragging your feet doing the thing you know you need to do. 
Imagine making that change. What would it look like in practice? What steps 
would you take to get there? Make your ‘script’, as we described above. Then, 
practise running through your emotions. Are there any fears that you need 
to acknowledge? Needs in your context that you haven’t accounted for? Once 
you’ve done that work, the next thing is to take one small, scary step in the 
direction you want to travel. 

There is this little visual that one of the authors of this book stumbled 
upon online. It basically says: the choices you made got you here. And yes, 
they mean you will not be able to experience some things as decided FOR 
something and so AGAINST something else. Still, there are quite a lot of 
choices still ahead of you. 

choices you made
choices you decided against

choices still to make

NOW
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THE ‘TOO LITTLE’ AND THE ‘TOO MUCH’

SWEET SPOT 

The sweet spot of risk-taking as a mindset is when a person can be 
persistent in the face of failure and consistent in the ways they consider the 
consequences of risks, for themselves and those around them. Over time, 
it becomes a way of doing things that allows a system (a family, a team, a 
company) to move towards its purpose. 

Here are some questions worth considering when deepening our 
understanding of risk-taking with the whole system in mind:

 ▶ Who will be impacted by this action?

 ▶ Have they been informed about the intention?

 ▶ Have they had an opportunity to influence it?

 ▶ Do we know the steps required for this to actually happen?

 ▶ Are the resources needed for this available or accessible?

 ▶ Is this an IDEA we want to consider or an ACTION we want 
to take?

 ▶ How does it relate to me/us as regards advancing our purpose?

TOO LITTLE

When a person does not have a strong risk-taking mindset, as we have 
described it in this chapter, it can result in a lack of commitment. If you are 
afraid of failure, you may avoid trying something new. If your risk-taking 
mindset is not considering the group aspects of risk, or if you are too afraid 

to confront them, you may steer clear of ‘sticking your neck out’. If we 
want to do something transformational, we should be willing to do new, 
scary things. If we want to do that well, we should build our competencies 
to deal with failure in a healthy way. That includes being able to deal with 
failing others when we have miscalculated the risks. When that happens, 
we recommend going back to comfort with ambiguity in the knowledge 
that there were perspectives we failed to recognise, interpretations we did 
not anticipate. Rather than feeling shame about these failures, we need to 
practise curiosity and openness to hear those we have failed and listen to 
what they need in order to be reconciled. 

TOO MUCH

Too much risk-taking is destabilising. It might be fun, but you might fail 
unnecessarily and hurt yourself or others. There are those for whom taking 
risks is a thrill, who take risks with more ease than others, for the kick they 
get out of it. For the Kinetic Method, this does not typically lead to functional 
creativity. It might be beneficial in some situations (like disrupting a vision 
or reacting to an emergency), but it is to be enjoyed with both caution and 
aftercare. 
It does make it more likely that you will not consider the bigger picture, 
and, potentially, you will fall out of touch with yourself and your purpose. 
Not considering the bigger picture means not including others in your 
deliberations or forgetting what you are working towards. It means you 
might behave like a ‘lone wolf’, which we hardly ever truly are. Falling out 
of touch with yourself might mean that you are taking risks without feeling 
yourself, your emotions, your needs, your limits. 
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Tips for improving risk-taking capabilities in a team:

 cultivate a culture forgiving of mistakes by rewarding employees for  
 new ideas, even if they are unsuccessful 

 set up a structure and process for evaluating, recording and  
 forgiving mistakes

 ensure that the management/team leader also illustrates risk- 
 taking behaviour (be a good role model)

 encourage questions and exploration 

How can you recognise a team that is able to ‘let go’?

 the team will be able to accept new ways of doing things that are  
 sensible within a reasonable timeframe

 the team will use resistance as a mechanism to explore an idea  
 further and locate any weaknesses, instead of as a blocking feature  
 of team collaboration that prevents innovation 

 the team will feel supported in vocalising doubt and be able to  
 connect it to rational or irrational beliefs in a conscious way

Warning signs of difficulty in letting go:

 indecisiveness or lack of engagement (two signs that ownership has 
not been achieved regarding a particular decision or idea)

 destructive resistance in the team (resistance that remains unvoiced 
or only implicitly expressed)

 fatigue or boredom (two common defence mechanisms to deal with 
anxiety)

RISK-TAKING CHECKLIST

How can you recognise a team that is able to take risks?  
Tick the boxes below that you think apply to your team.

In a team that is able to take risks:

 team members will feel comfortable ‘asking for forgiveness later’, 
rather than ‘asking for permission now’

 the organisation or team will have a strong structure for evaluating, 
recording and forgiving mistakes 

 new ideas will flow freely within the team, even those that go against 
the argument of ethos (the way it’s always been)

Warning signs that a team might be risk-averse:

 the team will have a preoccupation with the rules or the ‘way it’s done’

 the team will exhibit superior and excessive control over how new ideas 
come into the organisation 

 the team will exercise considerable control over their members

 the management/team leader will provide more statements or answers 
than questions 

 the staff will be more dependent on answers than self-initiated 
exploration
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Tips for helping teams to let go:

  try not to confuse rational concerns with irrational concerns.  
If someone needs more information to rationally accept an idea, 
you may offer it, but you must also recognise that irrational beliefs 
influence a person’s ability to accept or reject ideas, and provide 
space to let the team examine and address these issues

 examine where the team is in the reaction process, identifying the 
manifestations of the various stages within the team, exploring 
the positive and negative consequences of each stage for creative 
collaboration, and developing a strategy around bringing the team 
together again 

METHODS
Experience failure to tame your feelings!

GO FAIL!

CONTEXT
This method is inspired by Cognitive behavioural therapy (CBT), in particular 
it’s understanding of how building pathways to desirable behaviours/states 
works. In CBT once such behaviours/states are identified, the next step 
requires finding a micro-scale experience thereof, and a way of bringing 
it into life. Experiencing the desired state in  micro-scale is way easier to 
induce and causes way fewer emotional reactions. And this is what we are 
searching for in expanding comfort with failure - an experience of ease in 
face of potential non-success, in service of more courageous creativity. 

Doing things that they are not good at and failing will make most people 
experience frustration, self-doubt, embarrassment or shame. This method 
is designed at becoming aware of the feelings and emotions around failure 
that happens often in a creative actions. Trial and error is simply part of the 
process when you are trying to do something new. If you don’t learn to deal 
with how failure feels, you will be avoiding it, and this is what can keep you 
stuck. Here is an example of how you could experiment with this.
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PURPOSE

 ▶ to provide an opportunity for participants to experience failure and to 
be able to reflect upon how that is connected to their creativity

 ▶ to bring the idea that it’s okay to fail closer to participants

 ▶ to get better at ‘not getting better’

 ▶ to reflect on the emotions arising when experiencing failure and thus 
create awareness of how we deal with these feelings

 ▶ to get comfortable with the potential for failure and build our 
capacity for coping with failure as a first step in developing comfort 
with taking risks

GROUP, SPACE AND PROPS
This activity works well with any group size. It needs experienced facilitators 
because of the wide range and different levels of emotions that might arise. 
It is important to find a balance between getting in touch with our emotions 
and, at the same time, not triggering participants (and being able to deal 
with triggers). Holding the space in this case is key.
Flip chart paper and markers; enough room for participants to work 
separately in small teams or pairs. 

PROCESS
Step 1. We typically start with a small exercise of owning the things we are 
not good at ourselves. Starting with your examples is helpful, because we 
have noticed that showing vulnerability ourselves makes it easier for the 
group members to show their vulnerable side as well.

Step 2. Make a list of 15–20 things that you are just not good at and 

encourage them to make a list as well. Put your list on a flip chart to show the 
example. 
Potentially, these are things that the person has no desire, or no possibility 
(perceived or actual), to improve, e.g.: 

 ▶ I can’t do a cartwheel

 ▶ I can’t just sit somewhere and be at peace

 ▶ I can’t learn another language

 ▶ As they get more comfortable with the exercise, they typically expand 
to more vulnerable territory, e.g.:

 ▶ I can’t just sit there and listen to people talk about sadness

 ▶ I can’t forgive my parent for the ways in which they didn’t support me

 ▶ I can’t get over my break-up

Step 3. Once the list is made, ask them to reflect on the strength of the 
emotions that they have towards each of the items listed and to mark them 
with stars accordingly: 

 ▶ 1 or 2 stars might mean that it doesn’t worry you too much that you 
are unable to do a certain thing 

 ▶ 3 or 4 stars means that failing at a specific thing causes you a certain 
amount of pain

 ▶ 5 stars are for those failures that really cause us misery and create 
significant problems in our lives

Step 4. Ask the group to put the 5-star failures aside. You do not want to push 
participants into a crisis by exploring those feelings. Also ask them to avoid 
the 1 or 2-star failures, because there is not enough emotional content to 
work with. 
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From their remaining list of 3 or 4-star failures, ask them to think of one 
thing that they are open to exploring, in terms of their emotions around the 
failure. This should be something that is possible to do or practise within the 
context of the event itself. For example, if climbing a mountain is one of your 
3 or 4-star failures and we are in a place with no mountains, this is not an 
appropriate choice. 

It is important to underline at this point that the activity is not about 
overcoming the fear of failure, and also not about getting better at 
something or succeeding. The experiment is all about actually experiencing 
failure and broadening the awareness of the feelings it creates within us. 

Step 5. Once each participant has their failure in mind, invite them to do it. 
Allocate a significant period of time for this, even two to three hours if you 
can, and ask the group members to do that particular thing they cannot do, 
over and over again. Ask them to form support groups or have a support 
partner while they experiment with this. 

Again, the purpose of this exercise is not to get better. We repeat this 
because we found this to be the trickiest part of this exercise: people have 
a natural desire to succeed, and many times they strive for it despite the 
instructions. The purpose of the exercise is to get better at ‘not getting 
better’ – to get better at dealing with the disappointment that failure can 
trigger. Be aware how difficult this can be for some people and provide as 
much support as you can (by learning companions, or any other way).

REFLECTION AND INTEGRATION
Provide ample time for reflection after the exercise. It might be loaded with 
emotions and people need space to discuss their experience properly. 

You could ask some of the following questions to facilitate the reflection:

 ▶ What feelings and emotions did you experience during the exercise? 

 ▶ What mechanisms did you/do you usually use to calm or soothe 
yourself when the experience becomes too much to bear?

 ▶ What are practices around dealing with these emotions? What can 
you take from those in preparation for later exercises in risk-taking?

The emotion that participants have said arises most often in this exercise is 
shame. Be prepared to engage in the issue, discuss with your group how our 
society views failure through a predominantly negative lens and how that 
affects their behaviour. The activity aims at disarming feelings of shame by 
creating community and avenues for mutual support.

VARIATION/FOLLOW-UP ACTIVITY

ONE SCARY STEP

Having worked on emotions around failure, and on the acknowledgement 
of consequences, maybe one still feels anxious about taking a risk. How can 
you dip your toe without completely going over your limits? 

Step 1: Revisit the questions we asked in the previous section: What is the 
risk of staying inside of your ‘comfort zone’? What will happen if you do 
nothing? Conversely, we have to ask, what will happen if you apply too much 
pressure? What will be the cost of risks to oneself and others? 

Here are some examples of topics emerging when discussing with 
participants about the issues that need to change on a personal and 
collaborative level:
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 ▶ Fear of failure

 ▶ Fear of success

 ▶ Fear of not being seen

 ▶ Fear of sharing something unfinished

 ▶ Fear of alienating others

 ▶ Fear of being used as a projection surface

 ▶ Fear of staying too long

 ▶ Fear of giving up too soon

 ▶ Fear of showing up too early

 ▶ Fear of naming it prematurely

 ▶ Fear of taking over a role

Therefore, we suggest initiating a discussion around fear with your group 
and trying to identify (from this list or just from the top of their heads) 
the biggest enemies of risk-taking. Remember? Once we have ‘named the 
monster’, we are more prepared to consider taking some small, calculated 
risks towards something that is truly important. It is important not to 
encourage participants to ignore or discount their fear! Fear serves people 
to understand what’s important. Instead of fighting their fear, in this activity 
we focus on feeling it and on doing what you want to do/what needs to be 
done anyway. That is courage.

Invite the participants to take one scary step by asking them: what is 
something you have felt drawn to and at the same time scared of? How could 
you create for yourself an experience of entering that realm just a tiny bit?
Ask them to identify a meaningful challenge, making it as small as possible, 

to where the fear is still present but not overwhelming. Again, partnering up 
with someone will be helpful. Connect with a partner to help create a script 
of exactly how this experience should happen, and ‘use’ the partner to talk 
about how you feel about this task. The partner acts as a support network, 
someone who knows what the plan is and how the person implementing 
it feels about it, so that they can check in with them when the activity is 
complete. Then, once all of this is in place, DO THE THING. Take the risk. 
When it’s done, return to your partner or reflect independently first about 
how it went, how you feel about it now, and what you want to remember for 
the next time. 

Keep in mind that this can be a very transformative experience, but not in 
all cases. Remind the participants at the end of the activity that not all risk-
taking pays off, this is part of the price we pay for trying to shift our world. 
The whole experience is about feeling the fear but not letting it occupy the 
drivers’ seat.

ATTRIBUTION 
Developed by Karolina Iwa and Tracie Farrell
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IN A NUTSHELL…

EXPERIENCE FAILURE AND YOUR EMOTIONS AROUND IT
You can experiment with failure, e.g. by practising what you can’t do, just 
for the purpose of becoming better at failing. Have someone with you if 
you decide to do this, because the experience can bring up a whole lot 
of emotions. Once you know what’s behind your fear, you may feel more 
comfortable in taking calculated risks.

YOU ARE NOT ALONE
A responsible risk-taker thinks about their community when it comes to 
risky decisions. Our actions have consequences that oftentimes affect other 
people as well.

TRANSITIONING TOWARDS RISK-TAKING
Feelings or messages of ‘I can’t do it’, ‘There is no solution to this’, or finding 
yourself creating excuses, might be the signals that the time is ripe for risk-
taking. When you feel stuck, creating a script about what your risk-taking 
would look like in practice and planning all the little steps you need to take 
might help.

SWEET SPOT
You will know that you are in the right place when you are persistent even 
if you fail at times and consistent in considering the consequences for 
yourself and for others around you. 

TOO LITTLE AND TOO MUCH
A low level of risk-taking can result in a lack of commitment and in 
avoidance of new solutions. On the other hand, too much risk-taking is 
destabilising. You might end up hurting yourself and others, and/or become 
disconnected from your purpose. 

RISK-TAKING

191

THIS IS NOT ABOUT OUR EGO
Risk-taking in our Kinetic understanding is not about ‘having the guts’ or 
making big, bold moves, but rather it is about creating opportunities for 
change. Failure is not the first step to winning here, but the thing that will 
inevitably happen at times and that we need to be competent in dealing with. 
Learning to fail well – learning and recovering from it – means that you 
are training your dragon, that you can manage your emotions (mostly fear) 
connected to failure. 
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You can improve your skills all you want, you can develop mindsets for 
creative practice, but if your environment does not allow or support it, you 
will have a hard time being creative with others. This is why, for this part 
of the book, the symbol above shows all arrows aligned, pointing in one 
direction, heading towards a common purpose.

In the next three chapters, we will focus on what it takes to be in creative 
collaboration. We chose to emphasise three environmental components that 
are critical to address when supporting individuals and groups in advancing 
their purpose at work:

 ▶ Diversity 

 ▶ Communication

 ▶ Decision-making

Across these chapters, we discuss some of our own and other people’s 
propositions around how we commit to diversity, which is not just about 
trying to involve different people. Rather, it’s about supporting their 
agency and building respectful communities. We then explore how we can 
communicate across those diverse individuals and groups, and how we can 
make decisions together that allow for new ideas and inspiration to emerge. 
The goal of this chapter is to help you to understand what is needed to 
engage in sustainable, creative collaboration with the people around you. 

This part of the book is by far our most political one. And honestly, there is 
no way around it. The moment you start talking about access to information 
and decision-making, you inevitably are in the realm of power and 
influence. This brings with it questions of awareness, blind spots, triggers, 
privilege and social justice. When engaging as individuals and groups with 
complex problems, co-creating the right structures that can grow and evolve 
over time is a requirement.
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IN YOUTH WORK, THERE IS ONE VERY POPULAR METHOD to 
sensitise young people to injustice, called ‘Take a step forward’. Even if you do 
not know this method by this name, you may have seen it or experienced it 
before. Most versions include some form of having a group stand outside in a 
large field (for example), shoulder to shoulder in a line, like they are about to 
start a race. The rules are that, if you can answer ‘yes’ to the question that the 
facilitator asks, you may take one step forward. If you cannot answer ‘yes’, 
you stay where you are. The facilitator begins to ask questions that relate to 
different freedoms that people may expect to enjoy:

– Can your family afford your housing? 
– Do you have as much food as you need?
– Can you take time off, at least once a year, to have a holiday? 

Over time, the facilitator may ask more specific questions, depending on the 
group and the purpose of the exercise: 

– Can you go where you want to go independently? 
– Are you free to leave your house without fear of persecution? 
– Will you call the police if you feel unsafe and trust that they will 
help you? 

Over time, those who have answered ‘yes’ many times are much further 
forward than the rest of the group. It sometimes happens that they begin 
to take bigger, more elaborate and confident leaps, because getting ahead 
feels good. After all the questions have been asked, the group is told that 
they will start a race now to the other side of the field. They are often asked, is 

INTRO STORY

I
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this fair? What do you suppose will happen? Of course, the obvious answer is 
that those who are up front will reach the other side much more quickly. This 
makes it impossible for anyone who is still far back near the starting line to 
catch up. Most times, the group agrees it is unfair. The group reflects on what 
this means when it is translated to the subject of privilege in society and 
then the method is over. It can be a powerful method for those who take part, 
particularly for those who have never considered this subject before. 

One problem with this method is that those who learn the most are those 
with privilege. If you are still on the starting line, the whole thing unfolds 
in front of you and, from the very first moment, you know exactly what 
is happening because you experience it every day. This lesson is not for 
people who are marginalised. They do not need to learn that others ‘have 
it different’. For those far ahead, the facilitator will usually ask them to 
look back. They look back, they see some of their friends and classmates 
far behind them and they feel guilt, or shame. Hopefully, a good facilitator 
helps them to convert these emotions into something more powerful, like 
motivation to act, to show solidarity with others. Often, however, it is just 
a momentary lesson that is cast off again the next time a person finds 
themselves in a race that they are winning. 

There is a lovely variation to this method, in which the strengths of those that 
experience disadvantage are highlighted: 

– Are you an immigrant who speaks more than one language and 
uses it daily? 
– Do you live without much money and appreciate what you have a 
bit more?
– Do you have physical or mental health issues that make you more 
compassionate and empathetic towards others? 

We can always choose what and whom we centre when we talk about and 
work on diversity. 
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Diversity is one of those words that is tossed around, sometimes quite 
carelessly, in groups or organisations. For some, it is the presence of human 
variation, based on categories such as perceived ethnicity, gender, age, 
ability, social class, culture and worldview. For others, it is the expression of 
tolerance, appreciation or recognition of these variations. 

When organisations and groups attempt to ‘sell’ diversity to a non-diverse 
audience, they might position diversity as ‘good for business’, resulting 
in profits, efficiency or credibility. But diversity is not your tool. It is not 
your life raft. It is your responsibility as one type of human in this world, 
to be aware of the existence of others and to develop the necessary 
competencies to listen, understand and work together. So the purpose is not 
to tolerate diversity, but to embrace it. Competency around diversity takes 
time and has the power to transform the world towards something more 
equitable, respectful and sustainable. This is why diversity is the first of our 
environmental features of Kinetic creativity. 

We’d like to share a word of caution and kindness: this is a long road. You 
cannot expect to achieve this overnight. In addition, it may be important 
to enlist experts who are truly experienced, knowledgeable and capable of 

WHAT IS 
KINETIC DIVERSITY? 

assisting you. We saw the following post on Instagram recently, in which 
educator and activist Deonna Smith was responding to the current efforts 
across the United States to engage with diversity, equality and inclusion 
(DEI) as part of an explicitly anti-racist practice. Her words remind us that 
in all aspects of diversity, it is important to show respect, give credit and 
acknowledge all of the work that came before us. So if you are new to this 
work, get some help!

‘SEEING’ YOUR PRIVILEGE
Why are we talking about privilege? Diversity keeps the environment 
sustainable, flexible and healthy. Privilege puts things off balance by 
redistributing power. When you really want diversity, you will feel prepared 
to change everything about the way you’re ‘doing it’, you will be prepared to 
listen and take a back seat when necessary or step forward when required. 

I hiked for the first time in 2020 but my  
partner likes hiking so now I am an 
outdoor lifestyle influencer and you 
should listen to my perspective and hire 
me as a nature consultant.
-
-
-
That’s how y’all sound giving these yt  
DEI ‘experts’ money and jobs.

@deonnasmith
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Some people bristle when the subject of privilege comes up. Maybe they’ve 
struggled in life. Not everything has been handed to them. It is a hard 
pill to swallow, to hear that there may be places where that person has 
advantages that other people don’t have. It may be difficult to align our 
personal experience with the collective experience of different groups. To 
help reflect on this challenge, a colleague and friend of ours, local diversity 
leader Jiten Patel, reminded us that privilege is a public good. It is shared 
by the communities that have it. It may be shared unequally within that 
community. 

The other tricky thing about privilege, is that it is difficult to see on your own. 
If you have something, if it’s not missing, it is easier to overlook. We have 
to trust and rely on those around us to illuminate those blind spots. That 
doesn’t mean we have no work to do. We still have to open our eyes and look. 
We still have to listen to what others around us are saying and trust that they 
can sometimes see our privileges more easily. 

The full picture of our identities and associated privileges comes together 
in the concept of ‘intersectionality’ introduced by professor Kimberlé 
Crenshaw in the late 1980s. That is, how the advantages and disadvantages 
of identities associated with race, gender and socio-economic background, 
for example, overlap. Some of our identities may be associated with 
disadvantage in society as a result of racism, sexism, homophobia, 
transphobia, ageism, ableism and any other type of bias, prejudice or 
hate towards a specific group of people. Some of our identities may be 
associated with advantage for the same reason. For example, a woman (in 
most societies) may suffer disadvantage from sexism. This may include 
things like the gender pay gap. If that woman is White, however, she will 
also have some advantages from racism that make her experience of sexism 
different from other women who are not White. As an illustrative example, 
a report was recently released on the narrowing of the gender pay gap in 

several US cities. This report indicated that ‘young women were out-earning 
young men’ in those areas, but behind the data, that gap is only closing for 
White women. The gap is widening for Black, Asian and Latinx women. 
An intersectional approach acknowledges the struggles within a struggle, 
‘fighting discrimination within discrimination, tackling inequalities within 
inequalities, and protecting minorities within minorities’ (Center for 
Intersectional Justice). 

If you can understand the issues you’re dealing with as a community 
(whatever your community is) from an intersectional perspective, it 
becomes possible to move towards equity. You can be more precise in how 
you understand an issue, more targeted in your interventions and more 
intentional in your outcomes. 

TRANSITIONING TOWARDS DIVERSITY 
There comes a moment when diversity gives you an opportunity to act. 
As we will describe in the next chapter on communication, diversity 
competence helps us to ensure that we have the necessary perspectives 
‘in the room’ to start the process. It also opens us up, makes us receptive 
to those perspectives, listening to and receiving them in a respectful and 
appreciative way. It reminds us of the various ways in which decisions 
are made, upheld and revisited. We will get into more detail on this in the 
chapter on decision-making. However, if you can identify any of the signs 
that there is a lack of diversity competency, which we have outlined in the 
checklist at the end of this chapter, it may be necessary to return to some of 
the skills and mindsets outlined earlier in the book. 

First, observing our environment and asking ourselves – Who is here? 
Whom can we ‘see’? Who is not here, but maybe should be? Is there space 
for accessible participation? Are there other potential ways of looking at 



206 207ENVIRONMENTS  DIVERSITY ENVIRONMENTS  DIVERSITY

the issue at hand? – are useful questions for starting conversations about 
diversity. For example, if the DEI team in your organisation or at your place 
of work is full of people who share many of the same characteristics and 
backgrounds, this is potentially a sign that this group is not practising 
competence in diversity. Very often, we hear, ‘But this group is open to 
anyone!’ or ‘But there doesn’t seem to be any interest in what we’re doing’. 
Maybe the interest is not there because the group isn’t perceived as being 
diversity competent. Which person wants to join a DEI initiative as the only 
token person from a diverse background? Which person wants to invite 
others into initiatives where they cannot see the potential for a positive 
experience? Transitioning towards diversity sometimes means giving up or 
sharing leadership. Sometimes it means abandoning your efforts altogether 
and joining someone else who is doing it better. 

OWN YOUR PRIVILEGE

CONTEXT
This particular method is inspired by the work of Amy and Arnold Mindell 
and the theories of intersectionality that suggest privilege is mostly invisible 
to those who have it and much more visible to those who do not. 

PURPOSE
This method has been created to:

 ▶ support all in a group in realising their privilege, especially their 
blind spots

 ▶ begin exploring how people with more privilege and those with less 
could come together to form alliances

 ▶ make power structures more visible and collectively begin to develop 
language for them

 ▶ inspire a conversation about intentionally shaping power dynamics 
in groups

METHODS

207ENVIRONMENTS  DIVERSITY
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Phase II. DISCOVERY – 30 min
Step 4. Have participants fix the paper on each person’s back

Step 5. Now have them walk around the room and contribute to a so-called 
‘privilege collection’, adding what privilege they perceive or experience each 
person as having. They should try to be as precise as they can
Allocate a good 15–20 minutes for this task, or as long as the dynamic 
seems lively.

Step 6. Have participants help each other remove the paper from their backs.

Step 7. Allow time for everyone to read their collection. Check if there are 
any clarification questions in response to what people read.

Step 8. Ask questions that support sharing and reflection, such as:

 ▶  Which privilege surprises you the most?

 ▶  Which privilege do you disagree with/do you think you don’t actually have?

 ▶  Which one is challenging for you?

 ▶  Which makes you happy to read?

 ▶  Which privilege have you worked hard for?

Here, the reaction from participants can vary. Some reactions can be 
defensive: ‘That’s not really a privilege’ or ‘But that doesn’t really matter 
in life.’ One way to diffuse this defensiveness is to point out that even not 
seeing the privilege as a privilege is a privilege. This sounds confusing, but 
what it breaks down to is this: if you feel confident defining for someone else 
what matters, that’s a signal of privilege. One reaction is surprise: ‘Really? 
That’s what being pretty means to you?’ or ‘Tall people are seen as more 
powerful?’ These are excellent teachable moments, because a person can be 

GROUP, SPACE AND PROPS
 ▶ Strong paper (240 g and higher, ensure the fineliners do not bleed 

through) in A4 format, enough for the whole team

 ▶ Fineliners for all participants

 ▶ Strong tape to fix the paper on participants’ backs (make sure not to 
tape on sensitive fabrics)

PROCESS

Phase I. ORIENTATION – 20 min
Step 1. To begin, it might be a good idea to ascertain how acquainted a group 
is with the concept of privilege. Rather than introducing an existing concept, 
it’s worth asking the group to define their understanding of privilege and the 
components belonging to it.

Step 2. Next, create together with the group an inspirational collection of 
privileges. Try to come up with easy ones as well as unexpected ones, and 
ones that will be specific to this very group.

Some privileges that surprise participants: 

 ▶ ‘You’re beautiful, and pretty people get what they want’

 ▶ ‘We’re speaking in your language because of historical circumstances’

 ▶ ‘You’re tall and people therefore see you as more powerful’

 ▶ ‘You can express yourself well and present an argument better’

 ▶ ‘You can work with less sleep’

Step 3. If you wish to, you can map the diverse consequences of having and 
not-having various privileges.
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Phase IV. SENSE-MAKING – 45 min
Step 13. NOW – Go back into a large circle, and encourage sharing, especially 
by those who have found new allies.

Step 14. WORLD – Be curious together and connect to dynamics in the larger 
world, asking:

 ▶ What power structures from the dominant reality do you replicate?

 ▶ What power structures are unique to you as a group now?

 ▶ What insights offer ideas for direct action in public spaces? 

Step 15. GROUP – Create an open space for the group to explore what this 
reveals about power dynamics they experience and contribute to within their 
group. If you were to explore redistributing power, shifting power dynamics 
in a reflected and intentional way, what are some ideas worth trying out? How 
could an open inquiry around power be held for a longer time in the group? 
How would you pursue, evaluate and conclude such a process? 

Step 16. PURPOSE – To become aware of how privilege in a group, and as a 
group, can actually have a very empowering effect. When you look at your 
purpose with this new perspective – how does it relate? What does it show 
that had been hidden before? If you were to use your approach to dealing 
with power to advance your purpose, what might it look like? 

Step 17. Agree on a follow-up action, preferably connected to structures 
already in place (like a weekly meeting). 
 
ATTRIBUTIONS
Developed by Karolina Iwa

completely unaware of the impact of a privilege. It presents an opportunity 
to learn what it is like to not have that privilege and to appreciate the 
privileges you do have (and that you might not have seen before). 
 

Phase III. OWNING IT AND ACTING FROM IT – 45 min
Step 9. In the process of writing privileges that others have and reading what 
other group members have written on their backs, participants will without 
fail identify privileges they do not have. Invite people to move about freely in 
the room, trying to find those who have a privilege they do not.

Step 10. Once small groups of two to three have found each other, encourage 
people with more and with less privilege to exchange what impact this 
particular difference has on their life. How do they experience it? What does 
it allow to happen? What might be more difficult? Speak to the tenderness 
this process needs. Encourage participants to slow down, to allow space for 
recognising and integrating aspects that might be new. Acknowledge that 
some parts in this process might be challenging. Allow for openness and 
comfort with ambiguity and all the mindsets that help participants to be 
present and stay present in such situations. 

Step 11. Next, encourage those with less privilege to share with those with 
more privilege how a good ally might show up, in what types of situations 
and with what types of behaviours. Try to encourage them to identify 
general situations, but also those happening in or relating to the team/group.

Step 12. Wrap up this phase by having allies share what they take away from 
the exercise and might try to do differently in future. In response, allow 
those with less privilege to sense and share how this might make them feel.
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Accessibility can relate to many different parts of an individual’s (or 
community’s) experience. 

 ▶ Who has access to which information; 

 ▶ Which resources; 

 ▶ Which people and places? 

To have diversity, you have to facilitate participation, remove and overcome 
barriers, and this requires effort. As we will discuss in the following 
chapter, communication is one channel you can use to do this. The result 
of diversity plus accessibility is that people can contribute their talents 
and ideas, communicate their own messages, hear others and their ideas, 
and participate in the transformation, acceptance or rejection of ideas in 
community along with others.
 
PRIVILEGE AND ALLYSHIP
We used the concept of ‘social graces’ to illuminate the privilege blind spots 
that may affect a group’s collaboration (for example, power inequalities 
and impacts on accessibility resulting from social or ethnic background, 
educational profile, level of expertise, etc.). Those with privilege in a group 
will need to work hard to co-create spaces where they can be allies to those 
whose voices are less often heard. What is important to remember is that 
allyship is not an identity you can choose for yourself. As defined by the 
Anti-Oppression Network, active in the Coast Salish territory, allyship is 
‘a lifelong process of building relationships based on trust, consistency 
and accountability with marginalised individuals and/or groups of people’. 
Likewise, one cannot simply call oneself an ally. Our work and our efforts 
must be recognised by the people we seek to ally ourselves with.

SUPPORTING CHANGE: 
ON STAYING AWARE OF  
YOUR PRIVILEGE  

WAYS TO THINK ABOUT PRIVILEGE IN ACTION 

Of course, once you become aware of privilege, it becomes your responsibility 
to remain aware of it. It is at this point that we most often fail each other. 
One of the areas in which this is most plainly visible is in accessibility. For 
example, in thinking about accessibility of businesses and other venues by 
those using a wheelchair, discrimination and participation activist Edwin F. 
Greve commented for the German online news portal t-online:

‘In Germany, there is no single adult person that doesn’t know that there are 
people who can’t walk. Everyone knows what a wheelchair is. [A cafe owner] 
can’t tell me that they don’t know that there are people who maybe need to use 
a ramp. We have a system in which people with disabilities are systematically 
isolated because we can’t move.’ 
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 people feel like they need to ‘not act’ for the group to be productive

 ’false fires’ – pretending that you work with diversity

Tips to help teams embrace diversity:

Together with participants, we generated the following tips and tricks for 
making diversity more powerful in creative collaboration:

 encourage transparency around privilege and discrimination 

 experiment with various forms of communication and decision-
making processes (see sections on communication and decision-
making) to ensure that differing perspectives have constructive 
space in the group

When a group is struggling to work with diversity in communication in 
particular, you can try the following approaches:

 try asking, ‘Help me see how this relates to our question’ or ‘Tell me 
more about…’

 when you feel an idea is vague, inquire more deeply to support the 
person in formulating their actual thought

 use ‘yes, and’ instead of ‘yes, but’

 find the one thing that you can build upon

DIVERSITY CHECKLIST

How can you recognise a team that is embracing diversity?  
Tick the boxes below that you think apply to your team.

In a team that embraces diversity:

 the discussion will be dynamic, without resulting in deadlock (where 
nothing can ‘move’)

 there will be a general awareness of the importance of each 
member’s perspective 

 the group will be able to identify taboo areas around identities and 
privilege, and will be willing to work on them

Warning signs that a team might need a reminder to try and embrace 
diversity:

 the existence of too many similar profiles in the team

 discussion deadlock (most often resulting from a lack of solid 
communication or decision-making structures necessary for working 
with diverse groups)

 resistance to dealing with the issue of privilege (lack of ownership of 
privilege)

 ideas from the same person/group of people that are typically realised
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IN A NUTSHELL…

In Kinetic, ‘environments’ means the people, work processes and the 
structures around you that impact functional creativity. You don’t operate in 
a vacuum.

Diversity is not your tool; it is your responsibility – this is political; it is about 
what you want to see in this world. It is a long journey, but you will be able to 
work towards a more equitable, respectful and sustainable environment. 

Your privileges are your blind spots – it is hard to spot them. Seeing your 
own privilege is a good step, understanding intersectional perspectives is 
another one! Address the issues in your community with such a perspective, 
and you will become more inclusive, more targeted in your interventions. 
The final result is improved competencies in understanding each other and 
in working together.

Having multiple perspectives in the room will definitely boost your team’s 
functional creativity – just think of the process of interpretation and the 
volume of different ideas a diverse team can produce – but this only works if 
everyone feels safe and appreciated in the team. This means diversity is by 
no means enough, you need to embrace inclusivity for better results!

DIVERSITY
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COMMUNICATION
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NE OF THE AUTHORS OF THIS BOOK 
moved from Germany to the United 
Kingdom. In her first week there, she got 
onto a bus, hoping to travel to the bus 

station. She said to the driver, ‘I’m going to the bus station.’ 
‘Really?’ he said. ‘How nice for you.’ He looked at her 
blankly. Confused, she attempted her transaction again. 
‘May I please have a ticket to the bus station?’ The driver 
nodded, took her money and gave her a ticket. 

INTRO STORY
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PURPOSE
Purpose is the heart of an organisation; it informs the way we communicate 
and shapes our culture. The better the alignment between purpose, 
communication inside the team and our ecosystem and our products, the 
less energy it takes for us to act and for others to understand us.

COMMUNICATION AND ITS COMPONENTS
At the core of communication is the act of passing information. Israel and 
Perry define information in terms of information carriers, informational 
content and context (Israel & Perry, 1991). The importance of information 
carriers and content (the ‘who’ and ‘what’ of communication) may be 
intuitive. The context of information is trickier. Context can include any 
number of variables related to the carriers of information or its content. 
It can include, for example, the power relationships between the carriers 
and potential receivers or the historical significance of the content. 
Information can be easily distorted by misunderstanding the context in 
which information is shared. We can also miss powerful opportunities to 
understand information in a new way. 

For example, consider the following sentence: 

‘Lola is a pretty girl.’ 

On its own, without any information about the context of this information, 
we may make assumptions about who is making this statement and 
whom it is about, but those assumptions could be wrong. For example, the 
context you are missing for the statement above is that Lola is a dog. Does 
it change the way you ‘hear’ that sentence in your mind? Does it change its 
meaning for you? 

If we were to summarise what Kinetic communication is about, we would 
highlight the following three aspects:

INDIVIDUAL
This one relates to your ability to contribute your vision, talent, your 
strength, your privilege, your unique lens to the work in question. The aim of 
the practice in this domain is understanding what to say, and how and when 
to say it. 
It also focuses on the tough bits – exploring your emotional reactions and 
how they impact your creative work, how you stand in the way of your 
own creativity, what makes you feel insecure and hinders your flow and 
contribution, as well as your practices for getting out of tight spots. 

GROUP
The core aspects here are access to information and decision-making. 
Broken down, it translates into who gets invited to contribute and be 
consulted, whose opinion matters more, what voice (communication style) 
is heard and encouraged. It looks at which processes are communicated 
transparently, and which have the tendency to get discussed rather 
informally. It encourages exploration of what is happening based on formal 
hierarchy (organisational structure) and what follows natural hierarchy 
(affinity structure)

WHAT IS KINETIC
COMMUNICATION? 
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KNOWING HOW YOU COMMUNICATE 
Actually knowing how you communicate and sharing this with others early 
can help you once you are in the thick of things and do not have the time 
or focus to share regarding what you need and what works best for you. 
This is a meta-level conversation that might be interesting to start off with 
if you are to collaborate with a team on a longer-term project or if your 
collaboration might entail high-pressure situations. 

Questions you might ask yourself and later share with your team:

 ▶ What is my communication style?

 ▶ What am I really good at? Where do I struggle? Where do I know 
others sometimes struggle with how I communicate?

 ▶ What do I hope to achieve by communicating this way?

 ▶ What do I hope to avoid?

 ▶ What do I feel when others communicate differently?

 ▶ What helps me to determine whether what I am doing now is the most 
helpful in this moment?

 ▶ We all are stubborn at times – what helps me to admit this to me and 
relax my behaviour?

 ▶ How do I notice my collaboration partner has a different preference?

 ▶ What can I learn from how others communicate?

 ▶ What do I do to meet their needs?

 ▶ What are my tricks for becoming unstuck in a clash of communication 
preferences?

For Kinetic creativity, communication works best when you can prevent or 
resist your assumptions until you have more information (see the section 
on comfort with ambiguity). One way to accomplish this is to continuously 
question your assumptions, to inquire with curiosity and openness. For 
example, when reading the sentence above, you could ask yourself, ‘Who do 
I think Lola is and why do I think that?’ 

We proposed in the chapter on interpretation that you can begin to question 
your assumptions by:

 ▶ first dividing what you know from what you don’t know; 

 ▶ tracing your judgements back to the observations you are 
making that help you reach that conclusion; 

 ▶ and then asking yourself how else you might interpret the 
same information. 

Just as snap judgements can impede creative thought, they can also hinder 
good communication in much the same way. For example, imagine you 
are walking in nature with a good friend, and they seem a bit downhearted 
or uninterested in talking. You may find it tempting to let your knowledge 
of your friend and assumptions about their behaviour lead your reaction. 
However, there are other interpretations to which you may not have access. 
Maybe this person has changed (people do that!). Maybe they are actually 
enjoying the silence in that moment. Maybe they are just more subtle in 
their enjoyment. The point is to reserve judgement about what is said (or not 
said) and give space for something new to emerge. 

Facing complex challenges, we hardly ever see the full picture or ‘know 
the whole truth’. With Kinetic communication, we hope to show you how 
to create space, so that the diversity in the room feels truly invited to show 
itself.
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Questions you might ask as a team:

 ▶ What are the styles of communication people prefer?

 ▶ What tensions does it create within the team?

 ▶ How do you deal with this tension?

 ▶ What does having a conversation about that uncover?

 ▶ What purposes do different communication styles contribute to? For 
example, some people are concerned with advancing production, some 
people are more concerned with making others feel good and welcome. 
What purposes does your team’s communication style serve?

One of the times we have used these questions was during a kick-off 
phase of an event – the Leadership Festival – on the type of leadership 
we might need as we head towards the future. We sat down as a team and 
went through these questions, answering them one by one in a circle of six 
people. What we experienced as we did so was that our attention became 
completely focused. And in the months ahead, knowing these things about 
each other helped us to be better allies, to show up where we knew others 
tended to struggle and, most impactful of all, to act from a place of greater 
confidence and kindness. 
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SUPPORTING CHANGE: 
BEING GENERATIVE TOGETHER  

KEEP TALKING… 

If you avoid communication, or hope to sweep everything under the rug, 
there isn’t much room for change to happen. That’s the obvious risk of not 
communicating or not communicating well. We also miss opportunities 
to learn when we don’t ask about the interpretations or judgements 
we’re making, but rather assume we understand what’s going on. It’s also 
important to remember that communication requires exchange. Sometimes 
we’ll be providing information, sometimes we’ll be receiving it. If you’re 
always providing information, there might be something wrong on the 
receiving end and vice versa. This is often a good place to start evaluating 
your own communication behaviours.
 
Within a community or team, effective communication requires diversity to 
be able to translate across multiple stakeholders and ideas. If you don’t have 
sufficient diverse voices, you don’t have as many opportunities to translate 
your message for different audiences. That reduces flexibility and inclusion. 
Diversity also encourages us to make our assumptions explicit. When we 
perceive the people around us as ‘being on the same page’, we may not regard 
the need to communicate as important or necessary. 
 

…and listening
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How can you create an environment where diversity is not only present in the 
room, but is also being communicated? One of the ways is paying attention 
to how you listen and how you speak. Something we rarely discuss is the fact 
that there are various styles of listening and speaking, each applicable to 
different situations based on what we want to achieve. 
For the past 10 years, we have been learning from our colleagues at the 
Presencing Institute. One of their most impactful contributions to ideas about 
collaboration and leadership has been the model of ‘Four Levels’, which we 
would like to share with you. It says that there are different ways of listening 
and speaking necessary for reaching different aims in our collaboration. And 
that matching the style with the purpose can lead us to better results and save 
us time and frustration. It also shows what we might want to practise if we 
want to listen to each other in a way that allows us to see complexities we have 
not been able to see or hold before. And that there is a different tone, pace and 
language we can use for sharing different content.
 
Level 1 – Downloading/Talking nice
This level is most useful if we have information to pass on, like what to bring 
with you to the next retreat or reporting factual updates (e.g. water filters 
have been changed, company organogram is being updated, website will be 
down between 2 and 3 am, etc.).
At group level, here we often say what ‘they’ want to hear. This is a dynamic 
you might experience in the early stages of collaboration, when everybody is 
in orientation mode, and you are finding out who is who and making initial 
connections. 
What we do here is use familiar habits of conversation. If this style persists 
into more creative or productive phases of collaboration, it actually hinders 
us as a team from talking about the real issues and learning how to disagree 
productively. 
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The core needs that drive us are:

 ▶ simple communication of data

 ▶ the need to belong

 ▶ the need to be accepted

Level 1 question examples:

 ▶ How is everybody doing today?

 ▶ Anything important before we begin?

 ▶ Where are we on xxx (issues that are running according to plan and 
only need an update)?

 Level 2 – Debate/Talking tough
This level allows us to bring all viewpoints to the table. This is where we 
explore how truly diverse we are and how we differ. It’s where we get to hear 
the various voices present in the room. The better we are at doing it, the 
more people can contribute. Be prepared to disagree. And to learn how to 
disagree with grace, keeping your purpose front and centre. Here you get to 
practise comfort with ambiguity in allowing all pieces to coexist in one space, 
discovering where they overlap and where they contribute to a paradox. And 
where new (unseen) data may become visible. 
However, this is a level that only allows us to share what we already know 
and think. We extract it from our heads and create a collage together, but we 
do not go beyond reporting what is already known. The tricky part about this 
communication style is the ego getting in the way, especially when people get 
stuck in the ‘I am my opinion’ mode of thought. 
 
Level 2 question examples:

 ▶ What information really stands out from what we have heard?

 ▶ What are we not seeing?
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Level 3 – Dialogue/Reflective inquiry
This level is also called ‘Empathic’, as by listening and speaking in this way, 
we are shifting from our habitual (or defensive) routines to inquiring into the 
viewpoints of others. We ask real questions about each other’s experience 
and perspective. We ask to be taken on a journey into their experience of 
reality, their solutions and visions. And we do not immediately add our 
own, but we follow them deeper and deeper, until we have the feeling of 
really understanding their point and how it relates to the purpose. And they 
have the sense of having shared their contribution in a way that transcends 
previous experiences. Being witnessed, held and listened to with curiosity 
and openness actually allows us to be more creative than we believe we are. 
It allows us to spot gaps in our own thinking and follow them until they make 
sense and reveal what is under the surface. 
By seeing each individual, and seeing them as part of the whole system, the 
capacity of the system to see itself increases.

Level 3 question examples:

 ▶ What is it about your viewpoint I might not understand? 

 ▶ How does what you share relate to our purpose?

Level 4 – Collective creativity/Generative listening
Generative listening means that the place from which we listen to each 
other and the way we do it allows for something new to appear that was not 
there before. We all have these experiences – in conversation with friends, 
colleagues or family members, when you talk about something that moves 
you, when you are truly open towards each other, when you let go of the 
ideas or solutions you wanted to see ‘win’. Sometimes, this moment happens 
when an idea suddenly pops up and it seems fantastic, and you can’t say who 
thought of it, as it came from that space between you all. 
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It can be described as a form of connecting to deeper sources of possibility 
and vision. What it offers is high levels of energy, breakthrough ideas and 
glimpses into the emerging future. For us to experience this type of collective 
creativity, we need to cultivate stillness, presence and flow, slow down and 
try to see the big picture. You can support it by connecting to the self, the ‘we’ 
and the purpose.
 
Level 4 question examples:

 ▶ As we sense into how all the pieces relate to each other, what do we 
begin to understand?

 ▶ What is calling us from the future?

 ▶ Where is the energy really alive?

If you want to master generative listening, you need to know how to listen 
with an open heart and mind. You need to know how to hold the sense of 
being similar and different in a relaxed way. And you need to know who is in 
the room. 

The ‘Four Levels’ are also a wonderful leadership guide. Imagine you are 
a driven individual, often acting from your leadership and really long for 
partners with whom you can collectively uncover and advance the vision and 
purpose. But something seems to be missing in your team. And even though 
you try to create spaces where generative co-creation could potentially 
happen, and even though your colleagues really want to step in, it somehow 
doesn’t ‘gel’. One thing you can do then is to move ‘back’ one level and ask 
your colleague to witness you, to accompany you as you unravel exactly what 
is happening, to ask you questions, or you can Noracle it together. Maybe you 
do not need them to be generative with you. Maybe you need them to be with 
you as you are being generative. 
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DISCONNECTING TRIGGERS

CONTEXT
There is no way around it. If you collaborate with people, you will be 
triggered and you will trigger others. If you’re wondering what we mean by 
triggering or being triggered, it is this often momentary strong unpleasant 
emotional reaction to a person’s actions, where you find what they’re 
doing unhelpful, or even perceive it as sabotaging what you are trying to 
achieve. And if you do not pay attention to the development, you might 
even move from finding what the person is doing problematic to finding 
the person themselves the problem. This is tricky territory. Especially if this 
collaboration is in the domain of creativity or exhibits complexity. Where 
egos, urgency and the unknown come together, sparks are almost certain to 
fly. We have many communication preferences, some of which are easier to 
modulate, others where we do not have such freedom to choose how we act. 
This method is inspired by the diversity of our Kinetic team, us finding ways 
to be productive together and figuring out how to get out of the unavoidable 
places where we get stuck. 
 
PURPOSE

 ▶- to understand and identify triggers 

 ▶- to learn to communicate about triggers

 

METHODS SPACE AND PROPS, GROUP SETTING
Paper and something to write with.
 
PROCESS
Step 1: Discuss the different needs around explicit vs implicit 
communication 
Those who are comfortable with implicit communication may get irritated 
at people needing explicit communication. In turn, people who need explicit 
communication may feel immobilised if things are not talked through and 
agreed upon. 
What might be some reasons for either of these? Invite the group to consider 
the following possibilities: 

 ▶ some people might have a lot on their plate and do not have the 
emotional capacity to deal with more than content

 ▶ some might struggle with anxiety and thus have the need to know 
what agreements the collaboration is based on, to make sure others 
know the agreements too, and that all accept them

 ▶ some might have had past negative experiences of teamwork and fear 
‘opening Pandora’s box’

 ▶ some might need to connect to the group process to tap into new 
depths of understanding the collaboration purpose over and over 
again

 ▶ encourage the group to name other possibilities 

Step 2: Understanding when emotions are interfering with communication
Explore the process when someone notices their emotions are claiming 
centre stage or when someone notices this happening to someone else in 
the group. 
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Situation: Define what it is you want to be happening now, but is not (e.g. I 
want people to deliver what they committed themselves to)? And what it is 
you need to be happening (e.g. I need to be able to stop worrying and focus 
this energy on my creative output)? Pay attention to the difference between 
these two.
Worry: What is it you are afraid will (not) happen if you cannot find a way out 
of the triggering dynamics (e.g. we will not meet our deadline)?
Trigger buddy: Who seems to be the person(s) caught with you in this 
dynamic? Once you identify them, see if you can invite them to join this 
exploration. If not, proceed by yourself. If yes, prepare to hear how you are 
triggering them. 
Laying needs on the table: Share who needs what to happen. 
Claiming back control: If you were to stop wanting the other person to do 
something/stop doing something and instead were free to focus on what it is 
you need to happen now, what would it be? Share it with your trigger buddy.
Action: Take time to do what you need to do in order to feel you are 
nurturing the purpose (be it working on the product you are contributing to, 
re-visiting organisation structures, taking a walk, meeting someone from a 
different team and asking how they deal with similar situations).
Reconnect: Get back to the person(s) involved in the process. Share how you 
managed to advance your need. Share how you are doing now. Listen to each 
other with openness and curiosity. 
Moving on: Check to see if following those steps is sufficient to allow the 
triggers to become at least less present. Be gentle with each other. Taking 
even a tiny step is a success. Express genuine appreciation to your partners 
for how both sides were in the process. 
 
REFLECTION AND INTEGRATION
 While talking about triggers and solving them together can be inspirational 
and healing, there are moments, especially in work contexts, where it is not 
always possible. In such cases, the central aims are: 

 ▶ to get away from ‘focusing on conflict’

 ▶ to find a way to get back to ‘focusing on work’

Sometimes, there will be a certain amount of healing taking place in the 
background, if you give it time and remove the pressure. And if not – at least 
you have learned (together) how to stay in motion, even if it gets tough.
 
ATTRIBUTIONS
Developed by Karolina Iwa

THE ‘RIGHT’ TOOL FOR THE JOB 
 ▶ For all good tools for communication, it’s important 
to remember: these are not the only ones. The best 
communication tool is the one that works. This may be 
achieved by meeting people where they are at, by using the 
tools that are accessible to everyone, and by not getting so 
overwhelmed with processes that communication stalls and 
insecurity about ‘doing it right’ sets in. 

 ▶ Effective communication also requires good decision-making 
structures to add purpose to communication. If you discuss 
endlessly and nothing is actually achieved or done, this can be 
frustrating and discourage people from speaking their minds 
and contributing. 

 ▶ Finally, you don’t have to communicate everything. Too 
much communication can create statis and can also have 
an immobilising effect. If communicating isn’t getting you 
anywhere, try something else or use the opportunity to gain a 
degree of comfort with ambiguity. Not everyone comes to the 
table at the same time. 
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Tips for improving creative communication in teams:

 examine successful communication processes with the whole team, 
identify success factors and find ways to ensure that those success 
factors are present in all areas of communication

 monitor the four levels of listening during a discussion and make 
them transparent

 get people involved who will challenge assumptions that are limiting 
the team’s creativity (hire people or ask for supervision by people who 
disagree with you)

 introduce a heartbeat of silence between contributions, to allow what 
the last person said to be heard

 pay attention to ghost roles – those who are not present in the room, 
but who are impacting/are impacted by what is being discussed/
worked on

 work with various types of information including body wisdom, 
wisdom of the land and intuition

 listen to the silence and the silent

 recognise the power of unfinished thoughts

 scribing and visual resonance

COMMUNICATION CHECKLIST

How can you recognise a team with effective communication 
structures? Tick the boxes below that you think apply to your team.

In a team that is communicating well:

 team members feel satisfied with their participation and the 
participation of others

 the team describes a sense of openness around communication and 
an atmosphere of mutual respect (they are not afraid to disagree with 
you or ask questions that might be more challenging to answer)

 the team expresses excitement or interest in discussion (indicating 
their trust in the process)

 people know where to find information and whom to ask to check 
their grasp of context

Warning signs that there might be communication difficulties within a team:

 the team gets lost in debate or finds it difficult to move past 
‘downloading’ (from four levels of listening)

 only some members of the team voice their ideas and push to see their 
ideas implemented (lack of engagement on the part of other team 
members)

 the team is in constant agreement with management (a sign of 
complacency)

 the teams shows a consistent lack of ownership over decisions, or 
mistakes in implementing decisions
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IN A NUTSHELL…

Communication in Kinetic is closely connected with the skills and mindsets 
we described in the previous chapters: holding conflicting information until 
you have clarification (suspending judgement, comfort with ambiguity), 
continuously questioning your assumptions (inquiry, curiosity and 
openness). Practise those to improve your communication. 

Think about how you can create an environment in which diverse ideas and 
opinions are communicated. You could start this by focusing on how you 
listen and how you speak to each other in your community! 
There is no such thing as one right tool – the best communication tool is the 
one that works for your team. 

Communication triggers can sabotage collaboration – our method proposes 
that you explore your triggers and become more aware about needs 
connected to communication in your team.

COMMUNICATION
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n one of our leadership seminars, we asked our participants to tell 
us what they think makes a good question. We collected their thoughts on 
a flip chart, responses such as, ‘A good question gets you somewhere new’, 
‘A good question makes you think for yourself’, ‘A good question takes into 
account what we already know’, and so on. Later on in the seminar, when we 
asked them what they think makes a good leader, we realised as we started 
to collect ideas that many of the same comments regarding what makes 
a good question still held. The ‘good question’ flip chart was still hanging 
there, so we had a look together to see if what was written there could also 
be applied to our new question. A good leader thinks about what is currently 
known, encourages independent thinking and contribution, and facilitates 
passage from where we are to where we could be. Most of the features were 
analogous and that created a nice image, a connection in our minds. 
The aim of our chapter on decision-making is to support each and every 
one of you and your teams in showing up in your leadership a little bit more, 
in creating inclusive structures where collaboration and advancing the 
purpose of your work can thrive. We will try to keep it relatable and simple, 
and hope you will find something you can put into practice right away. 

INTRO STORY
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little rows. However, when the new thing is supposed to begin, the group 
finds itself in chaos, with members feeling frustrated, overwhelmed and 
underserved by the experience. When you look more closely into the chaos, 
you see that the problem is that the old thing is still happening as well. 
People are using multiple systems to organise their activities or to relate 
to one another and their work. When this happens, it is sometimes a signal 
that we have not done enough to explore why the new thing should replace 
the old thing, and to deal with different perspectives on that. 
 
In this book, ‘letting go’ refers to the process of reviewing ideas and 
information, deciding what is useful and disposing of that which you no 
longer need. This is the first step that relates to the responsibilities of a good 
‘commander’. We discussed the ‘commander’ in the chapter on interpretation. 
The commander’s role is to review all information that the intelligence officer 
has gathered, and then decide what is relevant. Sometimes, new information 
arises that displaces earlier assumptions, and it is important that this 
information gets through to the group. To practise Kinetic decision-making, 
the commander must be able to pull in a range of ideas and perspectives, but 
also to deconstruct or even destroy old ideas that run in parallel, which takes 
time and energy from yourself and the group. This includes unhelpful ideas or 
processes, old ways of doing things that need to be replaced, etc. This process 
involves a careful examination of one’s beliefs that affect one’s ability to really 
accept a new idea or discard an old one.

In our leadership retreats, we have sometimes drawn on the ABC model 
created by Albert Ellis to understand this component. ABC refers to the 
adverse events (A) that we confront, our beliefs (B) about them and the 
consequences (C) that emerge. This theory suggests that what happens to 
us is not typically what determines how we feel about it. Rather, the way we 
feel is created by the way we ‘process and evaluate’ our beliefs around the 
experience (Oltean et al., 2017). For example, maybe you did not get that job 

Decision-making is about knowing what to do and doing it. However, in the 
Kinetic Method, decision-making is not something that just happens and 
then it’s over. It is a dynamic process in which two actions are occurring: 
letting things go (such as old ideas, ideas that don’t work, ideas that are 
disrupting the group) and letting things come (new ideas and inspirations). 
To practise good decision-making, a group needs to stay in motion and be 
flexible while also remaining centred and focused on the purpose.

LETTING GO
Sometimes, in order to make a decision, it is necessary to let go of previous 
expectations, ways of doing things and ways of being. Maybe you have had 
the experience that your organisation or group would like to introduce a 
new procedure or activity. The group takes the time to prepare how the 
integration of this new thing will work, the pipeline, the documentation 
strategies, the technologies, etc. All of the ducks are lined up in neat 

WHAT IS KINETIC 
DECISION-MAKING? 



246 247ENVIRONMENTS  DECISION-MAKING ENVIRONMENTS  DECISION-MAKING

that you wanted. If you believed you were the best candidate and that this 
job was the only job that would ever make you happy, the consequences of 
this for you in emotional terms might be severe. Or, to offer a more serious 
example, maybe someone made a homophobic comment about you as an 
LGBTQ+ person. If you believe in your own value and this is mirrored back to 
you by your support network and those who love you, you are able to process 
this comment as bigoted and the emotional consequence is that you feel 
frustration and anger, rather than feeling unworthy or insignificant. 

To illustrate this, we presented the visual of the ‘reaction process’ – from 
resistance to acceptance – to highlight the stages of experience that lead to 
commitment to a new idea. We also offered an exercise inviting participants 
to remember a time when they felt resistance (towards letting go of an 
idea or accepting a new one) and were able to overcome it. Thinking about 
what they felt and the strategies that supported them in dealing with it 
offered some helpful clues about what organisations should be offering to 
their teams if they want to ease the process of letting go and prevent long 
periods of intractable conflict or resistance. This activity was presented as a 
collaborative effort with a small group of participants who wished to explore 
this attitude further inside of the group, in an effort to openly discuss some 
of the feelings of resistance that were present within the group towards 
some of the core concepts of our own study programme. This intervention 
was highly successful in transferring more completely some of the learning 
goals we had in mind.

LETTING THINGS COME
Imagine ideas are like running around a forest, chasing a butterfly, which 
brings you to a blueberry field, at the end of which you discover a river and 
take a swim. For Kinetic creativity, we need to allow for ideas to change, 

transform, shift. As long as they help advance your purpose and allow you to 
stick to your commitments or agreements. If necessary, re-negotiate your 
agreements. 

For example, while writing this book, we constantly missed deadlines we had 
set ourselves. At some point, we learned that this is just how we operate as 
a team. And instead of getting frustrated with ourselves and each other, we 
started looking at the likely consequences of our changes and what we need 
to communicate with others involved. And so, for example, instead of having 
a book launch gathering, we created a weekend-long book-reading and 
feedback hackathon, which contributed greatly to increasing the readability 
of the book. 
Treat ideas not as fixtures, but as orientation points, helping you to stay in 
motion. When you notice that you won’t be able to do something you were 
planning to do, or when a different idea emerges and seems more relevant 
to advancing your purpose, allow it to guide you. Remember to review and 
modify and, where necessary, create an alignment between the impacted 
people, the process and the product. 
The type of decision-making we are looking at is not about making one right 
decision. It is much more about learning to make decisions as you go, about 
changing them if this is what is needed and about saying goodbye to what no 
longer supports you. 
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METHODS

THE PURPOSE QUEST

CONTEXT
One of the core challenges in decision-making is orientation. How do we 
know which option to choose? What to focus on? When is the right timing? 
Whom should we ask for an opinion? What can be of great help in such cases 
is defining the purpose of your work and aligning the team around this 
purpose. Purpose is your North Star which shows you your core focus. To 
distinguish purpose from other similar concepts, it’s worth considering the 
following:

Purpose: the impact you want to have  

Vision: the world you want to see at the end of the journey

Mission: what you have to do to get there

Strategy: the single steps needed for the journey to happen

Purpose is a living creature. We would not recommend carving it in stone. 
Rather allow it to guide you, to reveal itself, to show you how you are growing 
and how your understanding of what you are doing is deepening.

This method was inspired by many conversations with our colleagues and 
clients about the importance of purpose and the difficulty of finding the 
right formulation without having to hire a copywriter. We tested it applied 

to products, teams, organisations, and even the mood we wanted our holi-
day to have. 
 
PURPOSE
This method can be used to understand:

 ▶ What is it that brings us together?

 ▶ What is it that we all care deeply about and are committed to as a team? 

 ▶ What vision are we trying to bring to life? 

 ▶ What is our contribution to the industry, society, the world? 

 
SPACE AND PROPS, GROUP SETTING
Large-format paper and thick markers. 
 
PROCESS
Step 1: Begin by identifying the feelings you wish to convey to those who 
read a statement about your purpose. Do you want it to be dynamic? Cosy? 
Innovative? Connecting? Each of these qualities will translate into the 
language you use.
 
Step 2: Observe your communication as it currently stands

 ▶ how do you describe your products?

 ▶ what values do you hold?

 ▶ what do you appreciate about the team?

 ▶  what makes you special?

 ▶ what are frequent points of reference?

 ▶ what metaphors do you use?
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Write down all the associated words on one large surface.
Circle ‘power words’ – words that are more important than others.
 
Step 3: Envision your communication as it could be by adding into the mix 
some words you would really like to see, especially energetic, funky, tricky, 
not-too-polite words. This will make the next step more fun and lively. 
 
Step 4: Try connecting the words from Step 2 and the new words you 
added in Step 3. Aim to produce various conventional and unexpected 
combinations (refamiliarise yourself with and engage in Brutethink). 
Produce as many combinations as you can. 
 
Step 5: Find the ones that ring true, that sound vibrant, that convey the 
feeling from Step 1.
 
Step 6: Repeat! Again – add what is missing, look behind words, rephrase 
them, uncover more precise names, be courageous! And remember: you are 
looking to find what sounds true both in terms of content and form.
 
REFLECTION AND INTEGRATION
At the end of the day, you are searching for a catchphrase consisting of five 
to seven words which each member of your team will be able to remember 
at 3 am, no matter how sleepy or alert they are. Once you have found it, the 
exciting work of aligning people, process and products begins. Consider 
asking the group:

 ▶ Are these terms serving our purpose? 

 ▶ Do they resonate with us as a group? 

VARIATIONS
This procedure works for finding team purpose, product purpose and 
company purpose. But it also works for defining what quality you want 
your holidays or celebration to have – essentially, any time you have 
numerous decisions to make (with others) and want them to be aligned 
and tell a captivating story. So give it a shot and find out yourself in what 
circumstances you can use it.
 
ATTRIBUTIONS
Developed by Karolina Iwa 
 

INNER TERMINATION

CONTEXT
Sometimes, the team you are working with or the product you are working 
on is not exactly what you want. As a consequence, you withdraw and 
disengage. And it might be that it is a good time to start looking for your 
next project. However, either this is not so easily done, you have contractual 
obligations, or leaving is not a viable option. In such situations, when the 
time is not quite ripe to leave, what might help is finding a way to continue 
contributing, stay true to yourself, your team and your work.
The background of ‘Inner termination’ was the curiousity about what a 
person needs to be where they are and be fine with it, or leave when it is 
time to leave, and not sooner (if knowing this is possible at all). Our intention 
was to help free some of the energy otherwise trapped in vicious cycles. 
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PURPOSE

 ▶ Escape the binary of ‘I will stay’ or ‘I will go’

 ▶ Create a useful distance for yourself 

 ▶ Move along the scale from ‘I no longer know why I am here and how to 
go on’ to ‘I know we can make it work!’ 

 
SPACE AND PROPS, GROUP SETTING
Paper and pens if participants prefer to take notes. The exercise is most 
effective when done in small groups (3–6 people).
 
PROCESS
Guide participants through the following reflections:
 
Step 1. Connect to how you feel as part of the team you are in, when working 
on a particular product or when in a certain environment. Does it make you 
feel alive? Does it make you feel tired? Do you skip meetings or arrive late? 
Do you spontaneously come up with solutions or ideas?

Step 2. Explore the parts where you cannot relate to the team, the product, 
the organisational culture. Where is there divergence from how you know 
you work best? What parts of yourself can you not contribute? What do you 
wish you were doing instead?

Step 3. Remember the inner purpose that brought you to the table in the first 
place. What were you hoping being in this place would allow you to advance 
or bring to life?

Step 4. Be mindful not to let the discrepancy between your current situation 

and your original purpose turn against you or others. Even if it might be 
tough now, things will be better once you figure out what you need and ways 
you could bring it into being. 

Step 5. See where you can’t do certain things in the way you would like to, but 
then look at where you can and make this the focal point. For example: 

 ▶ if you wish you talked more about emotions happening in the 
workplace, but for whichever reason, this seems impossible in your 
team’s context,

 ▶ but the product you are working on feels really meaningful to you and 
aligned with your purpose, 

 ▶ you might want to see if you can find an alternative way to talk about 
your emotions in the workplace, without needing to quit.

Step 6. Allow the needs that remain unfulfilled and thus cause hurt inside 
you to guide you to other places. Maybe you want to join a sharing circle? 
Host an emo brunch with friends? Offer colleagues from other organisations 
who share your aspiration to meet up?
 
REFLECTION
We are writing about the kind of situation where you feel 80% satisfied 
with your job, but you still focus on the 20% of dissatisfaction you feel. An 
important question to ask yourself might be: ‘How strong is that 20% of 
dissatisfaction in relation to my purpose?’ If you feel 80% good and the 
remaining 20% is not a dangerous level of dissatisfaction, it might be that 
creating a little space will bring some much-needed freedom.
 
ATTRIBUTION 
Developed by Karolina Iwa
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Tips for supporting groups working on their decision-making:

 many different factors influence a person’s ability to accept or reject 
ideas – provide space to let the group examine and address these 
issues

 examine where the group is in the reaction process; identify the 
manifestations of the different stages within the group

 explore the positive and negative consequences of each stage for 
creative collaboration, and develop a strategy around bringing the 
team together again

DECISION-MAKING CHECKLIST

This checklist includes both ‘letting go’ and ‘letting things come’ 
as part of Kinetic decision-making. Tick the boxes below that you 
think apply to your team.

Signs that a team is working towards better decision-making:

 the group will be able to accept new ways of doing things that are 
sensible within a reasonable timeframe

 the group will use resistance as a mechanism to explore an idea 
further and locate any weaknesses, rather than as a blocking feature 
of team collaboration that prevents innovation 

 the group will feel supported in vocalising doubt and be able to 
connect it to rational or irrational beliefs in a conscious way

Warning signs that a team is having difficulty with decision-making:

 indecisiveness or lack of engagement (two signs that ownership has 
not been achieved regarding a particular decision or idea)

 destructive resistance in the group (resistance that remains unvoiced 
or only implicitly expressed)

 fatigue or boredom (two common defence mechanisms to deal with 
anxiety)
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leader – without knowing what ideas have already been discussed. After the 
first two people have presented their ideas, they discuss them together. Then 
the leader adds a third person, who presents their ideas before hearing the 
previous input. This cycle of presentation and discussion continues until the 
whole team has had a chance to add their opinions.
 
2. With the ‘Delphi method’, a facilitator helps participants individually 
brainstorm solutions and submit their ideas ‘anonymously’ – team members 
don’t know who submitted which ideas. The facilitator collects and organises 
the input, submits it to others for critique, development and refinement, then 
goes back and forth to all participants until everyone agrees on a final set of 
choices – and, eventually, a final decision.
 
3. Using multi-voting, you first create a number of interesting solutions. 
After that, a voting process begins. Proceeding through a number of rounds 
of voting, individuals are given a certain number of votes in each ballot, 
which they can allocate to the various options any way they want. Essentially, 
they provide a ‘weighting’ to their choices. They can give one vote to each of 
several different choices, all of their votes to one choice, or any combination in 
between. After all the votes are placed, the choices with the highest number of 
votes are carried through to the next round, until a winner emerges.
 
NOTES ON INCLUSIVE DECISION-MAKING 
When one person or a small group of people makes a decision on behalf of 
a larger group, the decision not only has to be communicated to the others, 
but it also has to be acceptable to them, or else its implementation will need 
to be forced upon them. On the other hand, if everyone participates in the 
decision-making process, the decision does not need to be communicated 
and its implementation does not need to be forced upon the participants. The 
decision may take longer to make, but once it is made, implementation can 
happen right away, without needing to create a buy-in.

SUPPORTING CHANGE: 
MAKING DECISIONS TOGETHER   

SUPPORTING (DIS)HARMONY IN WHAT TO ‘DO’… 

As you make decisions together, be mindful of creating spaces that permit all 
to contribute their best qualities and make visible the needs required to allow 
this to happen. Disharmony in decision-making processes often stems from 
differences in people’s timing when dealing with the content of a decision. 

 ▶ You might be a person who thinks a lot about stuff

 ▶ You might be a person who finds it easy to make up your mind quickly

 ▶ Or you might be a person who needs to talk to hear yourself think

 ▶ Maybe you need to digest what you’ve heard to be able to contribute

How can you create trust and permission for all to engage in the way they 
need to? What are some good practices in your team?
If we were to issue a word of caution, we would say: try to avoid falling into 
two traps of Groupthink

1. when the loudest and quickest people in the group drive your 
decision-making 

2. when achieving consensus becomes more important than arriving at 
a good decision 

HERE ARE SOME IDEAS ON HOW TO DO IT: 
1. The ‘stepladder technique’ can help you manage different styles of 
engaging with problems in a team. Each team member thinks about the 
problem individually and, one at a time, introduces new ideas to the group 
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DECISION-MAKING

IN A NUTSHELL…

258 ENVIRONMENTS  DECISION-MAKING

Decision-making is about staying in motion and staying connected to your 
purpose. Letting go: each decision automatically means letting other ideas go 
as you choose one solution from a multitude of possible ideas. It also involves 
constant evaluation of what is still useful and what you no longer need. 

Your ‘commander’ needs to be able to take on new ideas, but also discard 
what’s old and unhelpful. The latter might require a careful examination 
of rational and irrational beliefs. Accepting change within a team or 
embracing a new process can be difficult, especially when thinking about 
a larger community. Use the space to explore resistance in the team and 
work with letting go – you can find a few helpful ideas concerning this in 
our chapter. 

The two traps of Groupthink: 
1) if the loudest and quickest people drive the decision-making process, 
2) if achieving consensus becomes more important than arriving at a good 
decision. But this shouldn’t stop you from making group decisions – just 
pick your method carefully. 

Explore decision-making structures other than hierarchical methods to get 
inspiration for a better system that works for you. Create your own!

Conclusion
C o n c l u

s i o n
In this book, we have presented the Kinetic Method for developing functional 
creativity – creativity that you can direct towards your purpose (whatever that 
is). We’ve shared our perspectives on the basic competencies that functional 
creativity requires (skills), the attitudes that help us be persistent and engaged 
in creative processes (mindsets) and the conditions that support working with 
others in creative collaboration (environments). To end this book, we allowed 
ourselves the indulgence of showing our individual selves, and how we think 
about and process this information in our own work. 

ZORA
This book has a long history for me. I was there when Noracle was born and 
fell in love with it immediately. So much so that I wanted to learn from the 
people who created it, and this led me to my first Kinetic training course: 
there, I enjoyed all the fun and play while stuffing my brain with information 
– I thought it was going to explode. It was like a mental Roman feast, and I 
began relating to this framework, started to use it, contribute to it and, above 
all, to practise it with groups.

The book project simply started as a wish to share with the world the 
methods we have been using for over a decade now. Receiving all the great 
feedback from former participants, we felt it was precious, and we want to 
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see if it works for other people as well. Is this just the effect of the inspiring 
people we work with? Or is it really the framework, the methods we use, that 
has such an impact on participants? We wanted proof, and this book is the 
way to find out. 

A couple of powerful methods are included in our Kinetic Playbook, as well 
as some of my personal favourites, but you can find many great methods 
in many places, and good trainers will always come up with new ones. 
Creativity as we understand it is also not a novel idea either, I have read a 
number of excellent books about it. 

But…! What I find great about the Kinetic concept is its simple structure and 
accessibility. People easily come to understand the concept once they get to 
practise it. They feel more confident in their creativity and most of them get 
inspiration to help their teams to collaborate better. 

The values and the connections behind the Kinetic bits and pieces are, in 
my opinion, unique. Kinetic allowed me to connect the dots between my 
values as a human rights advocate, my profession as a Gestalt therapist and 
a trainer, and my personality – someone who likes to play. 

I believe this book has the potential to be ‘translated’ into different contexts, 
for people from vastly different backgrounds, and that matters a lot. It is an 
open book. So I wish for you, the readers, to translate it, transform it, use it 
for a good purpose, take what will serve you, experiment and find your own 
way to play with it! 

We tried to make it both practical and beautiful for you. 

Happy playtime!

TRACIE
The Kinetic Method is a collection of exercises, reflection prompts and ideas 
for activating people, particularly when they are working together in groups. 
Our intention is to develop their functional creativity, so that they can act 
with purpose and breathe new life into the issues that matter to them. Our 
approach has been, first, to build creative confidence through improving 
the basic skills that belong to functional creativity – observation, inquiry 
and interpretation. To develop good habits around creative practice, we then 
offered an introduction to three mindsets that support functional creativity 
– curiosity and openness, comfort with ambiguity and risk-taking. Finally, 
we presented three features of environments that can lead to real creative 
collaboration - diversity, communication and appropriate decision-making 
structures. 

You can use this book however you like, but if you wanted to start tomorrow, 
I would recommend starting with the chapters that seem most interesting 
to you. That is because, in the end, it all comes down to you. What are you 
willing to do to change things? Are you willing to think about and reflect on 
the world around you more consciously? Are you willing to change how you 
react to what is happening around you when necessary? Are you willing to 
challenge the structures that prevent action and reward inaction? If you 
start anywhere in this book, you will eventually get to any of its other parts, 
because there is nothing new to take a risk on without new ideas. You cannot 
get to new ideas without diverse perspectives on an issue, and you cannot 
learn to be comfortable with ambiguity if you only seek out what you already 
know. You cannot change things if you do not create the space for that 
change to happen. 

For me, the thing I would underline most in the entire methodology is 
the importance of inquiry. Learning to ask questions to actually find 
out something new is the cornerstone, not only of creativity, but of all 
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transformative action. Why should we do something? How should we do it? 
What are we missing? Who is ‘we’? The only bad question is one that you are 
pretending to ask, with an answer already in mind. Doing that disrupts the 
power of a question to be a conduit from the way things are, to the way that 
they could be. At all levels – individual, group and organisation – keeping an 
open inquiry is like leaving the light on for new ideas to find you. 

If you are already a change-maker, an activist, a person who is trying to 
transform the world you are in, this book may still have relevance to you. You 
may be better able to diagnose some of the problems that you see in creative 
collaboration that prevent others around you from being more effective 
allies, co-conspirators or colleagues. If you can already see where the 
problems are, you may find some methods that you can adapt for whatever 
communities are important to you, to improve creative practice or creative 
confidence. If you are already doing all of that, I appreciate your reading this 
book. You are already doing a lot of work and we should be learning from 
you. There are lots of ways to arrive at the same place. This is just one. 

So, what do you want to do now? 

KAROLINA
While co-authoring this book, I continually felt reaffirmed in my reasons 
for our writing it, which was the wish to contribute to the process of figuring 
out how to engage with a world of complexity and urgency. In 2022, as we 
finish this book, the world is re-emerging from the Covid-19 pandemic, the 
war in Ukraine has lasted over 161 days, Italy is experiencing unprecedented 
droughts, and heatwaves of 50°C are being recorded in India. I hold them 
all in my heart. I hold them together with the beauty of friendship, love and 
community, the beauty of work that holds meaning. 
The times we are living in feel tender and important. In so many places 

in my work, I am between the old world of business, administration and 
education that no longer serves the purposes which brought them into 
life in the first place, and new systems that are emerging, seeds sprouting, 
utopias being dreamt into living. There is a lot of resistance, a sense of being 
overwhelmed, and sadness; but there is also hope, endurance and tiny 
openings. There are many moments when the steps we are able to take feel 
so tiny, we doubt whether they make any sense at all. If you are one of those 
people, you will know – as daunting as it may feel, there is no way back. 
There is no retreat from transformative work. There is no ‘old’ we can fall 
back on and relax into. And so, with this book, we hope to contribute (even if 
just a little bit) to knowing how to be in the unknown, with a somewhat wider 
horizon and reduced stress levels. 
As I explore over and over again how to show up in this world, how to be 
connected to myself, my partners, groups, the world and more, one thing I 
have come to realise is: I no longer have the energy to act from a permanent 
state of emergency. I needed to re-evaluate what is happening inside 
and around me and hack the categories. And so I’ve stopped referring to 
our current lived experience as ‘challenging times’ and just roll with it. I 
practise patience, kindness and forgiveness, towards others and myself. 
It sometimes works. And when it does, I feel how much more fun and love 
I experience, how much space there is for me to be flexible and integrate 
what is happening, how it becomes easier to be together with others 
in what we are going through. And I like this state and I like myself. 
Why am I sharing this intimate landscape with you? For me, all that is 
personal is also political. And all that happens on a tiny scale can be seen as 
a reflection of the bigger picture. And what we want to comprehend about 
large social ecosystems can be accessed by looking at the self. So if I want to 
contribute to the world, I need to be honest with myself and dig deep, until I 
land in a place where I not only know what I am talking about, but I sense it 
with my whole being. And this is where I come from to meet you as you read 
our book. 



264 CONCLUSION CONCLUSION 

As a group of wonderful people were reading the first version of this book, 
what they wished for in the conclusion was to read about what we hope the 
Kinetic Method might contribute towards. 
My personal hope is:

 ▶ to support all readers in being able to hold complexity for longer, 
before feeling overwhelmed or making a decision 

 ▶ to encourage each reader to travel inwards and find their unique 
contribution to the challenges we are trying to solve

 ▶ for each reader to find a path for sharing their contribution, with 
skillful timing and delivery

 ▶ for us all to spend more time listening to each other, guided by deep 
trust, and that each person wishes to contribute something useful 
that will support us all in understanding what we are hoping to 
advance

 ▶ for curiosity to be by our side as we figure out how the pieces fit 
together, creating solutions, destroying them, creating them anew, 
and doing it all over again, until we get to a place where what we find 
feels fresh, exciting and good, and also a bit scary

 ▶ for us all to learn how to rest and recuperate, before we return to 
engaging with the beauty of the world and the beauty of humanity, 
with joy and humility.

And if I were to ask you: what hope of yours do you wish to be heard?



You can learn to be creative. 
In a world full of very complex problems, we need everyone to 
contribute useful, interesting ideas and it takes confidence and 
practice to be able to do that. In the Kinetic Playbook, we share 
our take on what is needed for creative collaboration in your 
community and some of our best methods to jump right into 
practice. 

The Kinetic Method is about developing functional creativity – 
creativity that you can direct towards your purpose,  
whatever that is. It can be used both by people beginning  
their journey to creative practice and those who are more 
confident in their abilities. It is about you, getting into the 
driver’s seat: Kinetic shows you how to increase your creative 
contributions in groups and support the contributions of others.

What does it take to be creative? 
Read about the main skills that you can practise, the attitudes 
that help you to be persistent and engaged in creative processes 
and the conditions that support a group working in creative 
collaboration.  

From our past participants: 

‘I always believed that it was a skill to be born with, but these 
training events changed my opinion. They proved to me that it is 
something that can be acquired and developed.’

‘Kinetic made me understand how good questions can support the 
comprehension of a tough problem.’

‘Now I am not necessarily more creative, but I learnt how to use my 
creativity better, and how to trigger it when I want.’




