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Further information

Indicators for all success factors and effects are given in the Expert section and in the Scoring
Table of Appendix A. This scoring tool can be used to assess conditions before an LSI and as
guideline for design and management during an LSI.

To get an impression of the LSI process in practice you can read the short descriptions of the
three LSI cases in Appendix C.

To conduct an evaluation of effectiveness of after an LSI the audit matrix of Appendix B and
the Score Table of Appendix A can be used. You find examples of how these tools work for a
post evaluation of the three LSI case in Appendix D, E and F.

You find the sources used to build this guide in Appendix G.

A description of the research model, and methods used to build the evaluation instrument and
this practical guide can be found on www.tonnievanderzouwen.nl/wiki
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Expert Section:
Facilitation and evaluation guidelines

Introduction to the expert section

The guidelines in the expert section are meant to enhance effective use of LSI by professionals
in three stages:

1. Before the start: to assess the pre-conditions

2. During the LSI: as guidelines for design and management

3. Afterwards: to evaluate effectiveness of the LSI

Figure 2 shows the steps of assessment and evaluation. Each numbered step in this process is
reviewed in this section and expanded upon in the tools of the Appendices.
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Figure 2: Expert Management Algorithm: Assessment and evaluation stages in the LSI process
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Relevant tools and examples for each step are:

1. Appendix A Score Table2: A table with the success factors and effects, with indicators
and were to look for evidence. There is a detailed version for consultants an research-
ers, and an overview score table for clients and potential clients

2. Appendix B Audit matrix: An audit matrix derived from the table with questions and
key persons/places/documents to look for evidence (see Appendix B)

3. Appendix E Example of a post evaluation A detailed score table, to score and evaluate
the audit results; (see Appendix C)

Before reading the reviews of each step, it is necessary to define an LSI more precise. How can
an LSI be identified in practice, what is LSI and what is not-LSI?

Identification: What is LSI?

Definition of LSI
The first thing that strikes when reviewing literature and talking to practioners is that it is
hard to say what LSI exactly is (Bryson & Anderson 2000 p. 152). The intervention is part of
a wider family of participative approaches used to involve people in change processes. LSI
itself embraces a rather divers family of methods for working with Large Groups, the Large
Group Intervention (LGI) methods, that share some basic principles (see Executive Sum-
mary). Each LGI method is consequently associated with the “founders”. Each method
comprises a fairly complex collection of concepts, procedures, tools, and techniques. Most
methods require highly skilled facilitators. The same phenomenon has various names. Ta-
ble 1 gives an overview of synonyms, with associated regions and references of relevant
authors.

Table 1: Synonyms for Large Scale Interventions with references

Synonym Regions References

Large Scale Interventions American, Dutch Jacobs 1997, Wilde & Geverink 2001

Collective organizing Dutch Van Nistelrooij 1999

Whole-Scale ChangeTM American Dannemiller 2000, Jacobs 1997

Whole Systems Working British Pedler et al 2003

Whole Systems ApproachTM American Adams & Adams in Holman & Devane 1999 p.139

Large Group Interventions American Bunker & Alban 1996, Leith, Holman & Devane 1999

Large Scale Systems Change American Brown 2001

Großgruppen Arbeit German Königswieser 2000, Zur Bonsen 2003

2 To reduce the size of this draft version, Appendix A contains only the first page of the detailed table.
You will find the full table on http://www.tonnievanderzouwen.nl/wiki/images/f/fe/Score_table.pdf
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For this guide the name Larges Scale Interventions is used, following the Dutch tradition,
with this definition:

A Large Scale Intervention (LSI) is a trajectory for change and learning in which stake-
holders of the whole system (organisation or community and its context) are invited to con-
tribute in all stages of the trajectory. In one or more occasions the whole system is invited
in one room, to address strategic issues.

In this definition the interventions with (a representation of) the whole system in the room, the
large group conferences or LGIs, are embedded in a larger change process, the LSI process.

Characteristics of LSI
As described in the Executive Summary all LSIs share basic principles. The combination of these
principles produce a web of characteristics, the working elements typical for all LSIs, see figure
3.
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Figure 3: Characteristics of LSI

What is not-LSI?
LSI is not the only whole system approach. Pedler et al (2003) describe other approaches with
the whole system and meetings with large groups, such as political or religious meetings. In
addition, the term Large Scale Interventions is used for work in developing countries, in health
care and for military operations. These types of interventions may show some similarities with
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Phase 1: Assessment of pre-conditions

To get the right things in place before the start, a more detailed assessment of pre-conditions
than in the Executive Summary can be done, using specific indicators for each success factor.
Contra indications sharpen the view further. Indicators for successful pre-conditions are:

1. Context/task: LSI the right approach

1.1. The task is important
- A leader with an itch to scratch, a compelling business purpose
- An urgent problem or issue, business as usual is not a viable option
- A super ordinate goal or shared concern
- Multilevel issues
- The expected benefits must outweigh the costs

1.2. Stakeholders need each other to succeed with this task
- No one of the stakeholders can do alone what they can to together
- Need for joint problem definition and strategy in diversity and conflict
- A basic willingness to work together, awareness that collaboration is necessary

1.3. Complex or uncertain situation
- A high level of fragmentation
- Uncertain, fast changing situations
- Multiple complexities and ambiguities to deal with, nobody could possibly know all the

details or the answer
- The change is transformational
- Unprecedented or breakthrough changes call for unprecedented or breakthrough ac-

tion
1.4. Contra indications task/context

- Issue is not important to anyone
- Task is abstract and likely to lead to talk without action
- One way in information transfer is required (confidentiality, loss of face, knowledge

transfer)
- Individual professionals can solve the problem
- No opportunity for change, by lack of resources, energy, time or lack of actual influ-

ence

2. Client: Leaders are willing to support LSI

2.1. Leaders are willing to collaborate, to share power. Leaders:
- Have good intentions
- Are credible, no hidden agendas
- Show willingness to work from a shared power base to achieve shared ownership
- Believe that collaboration is more likely to stimulate follow up
- Tolerate uncertainty, be able to stay with “not knowing”
- Minimize the influence of power differences and adopt a neutral position
- Allow local control and establish clear boundaries
- Are willing to live with the outcome
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2.2. Leaders are willing to spent time and money to do it “by the book”. Leaders:
- Are prepared to support follow up, carefully balancing between to much and to little

support
- Act as a champion who sponsors the process, or want to involve a champion
- Show commitment and persistence

2.3. Political climate has enough trust to start
- Leaders realize and acknowledge that trust is unlikely to be present from the start
- Conditions for trust building are created by providing a minimal structure
- Careful considering of cross cultural communication
- Degree of negative stereotyping between groups does not prevent participation of

specific stakeholders
- Willingness to opt for a different way, despite political vulnerability

2.4. Contra indications client
- Highly-charged political situations; fight-flight behaviour, apparent indifference
- Leaders delegate the process to subordinates and show up only at beginning and/or

end
- Focus on personal gain, win-lose dynamic
- Sponsor wants to squeeze work in too short time
- Fast cycle of leadership succession
- Withdrawal behaviour: declining attendance at planning meetings
- Unspoken agenda: ongoing negotiation and discussion outside the planning group

about the central issue
- Communication with responsible staff is done by an intermediary, such as a project

leader

3. Consultant: Facilitators are skilled to conduct an LSI

3.1. Facilitators make a clear contract with the client. Facilitators:
- Insist on adequate time with client to clarify the contract, and discuss implications for

the process and for follow up
- Work on alignment with (top)leaders, share information openly before the LGI: in a

workshop/meeting with the management team to demonstrate the principles and im-
plications for personal roles and follow up

- Help to set clear goals, by starting with solid understanding of what is to be accom-
plished with the process; the task is well defined

- Bring and keep the principles of LSI front and centre
- Focus on the bigger process, not on an event or method
- Help to create clear boundaries that create a meaningful playing field: enough room

for people to play, but people do not get lost; balancing top-down and bottom-up de-
cisions

- Help leaders manage their anxiety about uncertainty of the process and loss of control
- Avoid the “they won’t come dialogue”, people nearly always come once they know the

importance of the task and who else is coming
- Build follow-up into their fee structure, at least an evaluation meeting, and offer ad-

vice and consultation in ways to increase diffusion and support sustainability



A practical guide to effective use of LSI, draft 31 August 2009, Tonnie van der Zouwen Page 15 of 41

3.2. Facilitators manage expectations. Facilitators:
- Make a conscious choice for application of LSI, making the aims of the LSI explicit
- Check and explore each other’s assumptions about LSI
- Don’t raise expectations they can’t fulfil, they aim for good enough rather than for un-

realistic outcomes
- Are able to explain why they are doing what they are doing (methodical reasoning) in

everyday language
- Show energy and decisiveness
- Show positive personality, appearance of trust, maturity, calmness, integrity

3.3. Facilitators are aware of their own role. Facilitators:
- Are conscious of their impact on the system, from the start
- Are aware of own assumptions about change and the role of knowledge
- Know their own strength and weaknesses, facilitation is preferably done with two fa-

cilitators who complete each other

3.4. Facilitators are trained to work with large groups. Facilitators:
- Are tolerant for ambiguity
- Have the objective to accept people as they are, not as facilitators might wish them to

be
- Work on staying calm, to contain “messiness” long enough to prevent premature

structuring
- Can contain frustration projected onto them
- Are prepared to let go of their need to control the change process, but hold on to a vi-

sion during ups and downs of the project
- Are able to deal with differences and competitive attitudes in a constructive way, in

function of the jointly defined goals
- Are experienced enough to deal with the circumstances
- Are trained to work with large groups

3.5. Facilitators believe in the principles of LSI. Facilitators:
- Adopt an open system perspective, paying attention to fragmentation and limitations
- Recognize and respect diversity
- Believe that ordinary people can engage in productive dialogue
- Take contributions of participants seriously, so they do not prompt, correct, or inter-

pret people; all participants are seen as experts
- See themselves as co-investigators
- Focus on possibilities for the future, not on problems now and in the past
- Seek to alter conditions rather than behaviour
- Promote and teach self management

3.6. Contra indications consultant
- Facilitators want to sell LSI
- Facilitators use abstract jargon, do not search for connection to the needs of the client
- Facilitators take an expert role, believing they have the right answers
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Phase 2: Guidelines for design and management

4. Intervention: LSI is performed right

4.1. Large group intervention (LGI) is planned as part of a larger effort
- A post-event strategy, or a sequence of LGIs, is planned or built in
- The timing of the LGI: not to early and not to late in the process
- Road map of the bigger process is available

4.2. Work with a planning group with a representation of stakeholders for all essential
decisions regarding design, management and logistics

- Planning team/ steering committee with key stakeholders, people who have the credi-
bility and connections to get all the other participants to come

- Planning team with diversity in perspectives, interests, identities, potential contribu-
tions; a cross section of the system

- Knowledge and ability to select stakeholder groups, especially the under-bound groups
- Facilitator helps the planning group find the common ground of interest across all the

stakeholder groups
- Awareness that whole system issues surface as prelude to the larger meeting; points

of conflicts are elicited
- Alternative designs with enough diversities are offered and discussed
- An invitation strategy for getting people to commit to the meeting time
- Invitation with strategic questions and a challenging title
- Conscious attention is given to the inclusiveness of participants who represent alterna-

tive or opposing perspectives on the issue at hand
- Division of responsibilities is clearly enunciated at a very early stage; participants are

responsible for the outcomes of the large group conference
- Planning group has enough confidence in the process

4.3. Design of LSI and LGI is coherent with context, task, relations and directions
- Principles of LSI are respected in design, using them in combination
- Adequate LGI method selected, limitations of the method are discussed
- Awareness of pattern-setting activities that may amplify or dampen the effects of

change after the large group meeting
- Awareness that the mere categorization of people into different groups is a sufficient

condition for negative stereotyping to develop
- Enough time for preparation and invitation
- Good timing of events considering the circumstances
- Minimal and flexible design for real time adaptation, no more rules than strictly neces-

sary
- A broad spectrum of learning styles is met, work forms addressing head, heart and

hands
- Division of work done by planning team and in large group meeting is balanced with

available time and budget
- LGI is interactive as much as possible
- Enough time and space to get the work done
- Adequate project management
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4.4. Participants: getting the right people in the room for the LGI
- Inclusion of stakeholders: Whole system is in the room (representation, micro cos-

mos), working across boundaries of the organization; minimum 3 X 3 rule: 3 levels, 3
functions

- Invite those who can influence or are influenced (ARE-IN: with Authority, Resources,
Expertise, Information, Need)

- Build critical mass, with capacity to facilitate and lead change
- Highly diverse group: interest, opinion, age, sex, culture
- Unusual meeting: Provide a forum for dialogue among people who rarely have an op-

portunity to hear one another
- Stakeholders can and will come

4.5. Representation: consideration to those who are not present; contact is supported by
the larger social system

- Prevent “ghosts”: Prebsents, champions who are only psychological present, can have
a strong impact, real or imagined power

- Identify key stakeholders who were unable to attend and arrange to brief them imme-
diately

- All relevant parties are represented in an acceptable way, the number of participants
is considered consciously

- Re-use the event briefing materials and working notes to sweep in people who were
unable to attend

4.6. LGI enables everyone's contributions by inclusiveness and building trust
- Non-coercive process: people are free to come, no threats or sanctions
- Meeting managed so the entire group can be in dialogue in each stage
- No one is in the “expert” role: no long monologues, presentations etc. , each person

having a chance to speak and listen
- Search for common ground: Not an activism against the authority structure, but for

the world we want
- Powerful questions that stimulate mind, heart and soul to attract collaborative en-

gagement
- Facilitators invite openness, but participants decide what to reveal
- Leaders express openness, not being in control; they do not intervene or try to control

the process, and they contain anxiety
- A structure that let weaker people contribute as well, also room for individual work: a

balanced mixture of work in small groups, large group and individual work
- Structure of the event/day facilitates containment, dealing with unpleasant feelings
- No Press invited; if unavoidable, pay special attention to their attitude and reports
- The composition of the small groups must build trust that this is not another form of

manipulation
- Participants need no special knowledge or prior training to succeed
- Balance in energetic level of activities
- Meeting face to face is stimulated, to build trust, share information and enhance new

relationships; use of technology must serve, not hinder, this process
- Duration and work forms meet the need of people who are not used to or unable to sit

still for a longer time (for instance children, disabled, outdoor workers)
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4.7. Divergence of perspectives: Explore the whole before fixing any parts, engaging new
connections, building a common database of the system

- Reality is perceived in the complexity of its constant becoming; focus is on dynamics in
relations, not on positions

- Systems models are created and visualized, so each person is experiencing the whole
of their organization or community, in time and space

- Making sense together by honouring the past
- Engage in dialogue about perspectives on the present
- Elicit people’s dreams, making a shared picture of the preferred future
- Cross pollination connects diverse perspectives, by travelling small groups or sitting in

mixed stakeholder groups
- The right information is publicly available at the right time to stakeholders
- Group memory is created by visualization; everything is worked out on i.e. flip charts
- Sufficient “soak” time to digest all the data, interpretations and emotions

4.8. Leadership is distributed by shared responsibility and self-management
- Structure facilitates self-management, puts the participants in leadership roles
- Focus on contribution: focus on the relations, we instead of the I
- No speakers or consultants telling participants what to think or what to do
- People do all their own data gathering, assembly, analyses, dialogue and wrapping up
- A level playing field, no remote control: people have the work authority needed to ac-

cept responsibility for their performance and to give what they have to offer, what-
ever position they come from

- “The majority rules”, or power plays in design and performance are not accepted
- People have a right to hold back and accept the consequences (no outcome)

4.9. Convergence of perspectives: Tapping into collective intelligence, looking for com-
mon ground

- Listen and look together for patterns, insights and deeper questions
- Observing the thought process in yourself and others: notice fragmentation or inco-

herence
- Suspending judgment, assumptions and certainties: Experience unwritten and uncon-

scious rules and patterns
- Accessing the generative order in dialogue, sensing a mutually shared field, experience

of a sense of community or collective wisdom
- Playful moments, signs of humour

4.10. Conference setting for the LGI facilitates the process, symbolizes the principles LSI
- Informal and hospitable atmosphere, a well lighted room with windows
- A neutral and accessible place for all participants, psychological safe
- Location is physically safe to work with large groups
- Location and room setting encourage feelings of equality
- Personal comfort is as high as possible: beverages available at any time, good food,

atmosphere, logistics, serving cultural needs
- Meeting physically is necessary to make eye contact: helps building trust, enhances

new relationships and invites strategic conversations
- Residential conference gives participants time to interact outside the formal group

time, away from other commitments
- Room setting facilitates sharing of information, knowledge, learning
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- Facilitators are satisfied with the meeting room

4.11. Action planning is done in the LGI, or soon after
- Energy and ideas are channelled into action planning, identifying next steps
- Common ground and future action first; problems and conflicts are background infor-

mation
- Agreements are reviewed plenary
- Meeting and progress are celebrated
- Immediate reporting at the end of the LGI, or soon after

4.12. Reflection on conditions and principles with participants in the LGI, in everyday
language

- Continuation thinking begins at start-up, reflection on the action learning questions:
what’s happening, what are we learning, what do we need to do next, how to con-
tinue

- Participants understand they have a role in diffusion of the conference outcomes
throughout the greater system

- Attention is given to the conditions and principles that produce effectiveness

4.13. Building of capacity to work participatory during the LSI
- Facilitators help people explore and develop new patterns of working on engagement,

in their own organisation and in the larger system
- Training of support teams in designing their own LGI meetings; grasping is easy, apply-

ing is difficult
- Training is planned for people to carry out new roles and to relate with each other in

new ways; combination of training and large group conferences

4.14. LGI is managed well by facilitators
- Facilitators:
- Prepare themselves for "holding space"; room set-up and materials are ready well be-

fore starting time
- Make people feel welcome, by setting the right tone
- Set the context by clarifying purpose and process
- Communicate clearly the rules of the game, displayed on the wall and/or in a partici-

pant workbook
- Deal with frustration, anger and anxiety; not ignoring them
- Facilitate exploration, work with diversity rather than reducing it via power, stereotyp-

ing, conflict avoidance, conformity
- Help people avoiding discussion or debate to engage in constructive dialogue, in func-

tion of the jointly defined goals
- Understand thoroughly the level of polarization and manage time to permit the fullest

discussion of difference among participants: facilitate the deepest level of common
ground instead of a superficial or narrow area

- Keep a clear focus on issues and task
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4.15. Building of a post-event support structure, during the LSI a delivery system for
change is made or initiated

- Agreement on a protocol for decision making
- Learning Fairs or workshops for people throughout the organization to share what ac-

tion groups are doing
- Procedure for monitoring of the action plan, for measuring results, progress and

communication
- Building of a systematic and stakeholder-oriented evaluation
- Initiation of ongoing communication processes, an information system is designed in

cooperation with primary users (review meetings, newsletters, website, interactive
tools)

- Action groups, implementation planning teams, task forces and other temporary struc-
tures are put in place

- Agreement with a champion who promises to continue sponsoring the process, affirm-
ing and supporting the normative change

- Circulate ideas from the LGI and invite comments from both attendees and other on
specific issues

- Adding representatives to an existing group for new interactions
- Infiltrate agendas of already scheduled meetings both inside and outside the organiza-

tion with relevant follow up from the LGI
- Connection to the existing cycle of policy making

4.16. Contra indications to hold the LGI
- Meeting goal is fuzzy or irrelevant to most participants
- People can’t or won’t come 100% of the time
- An important stakeholder group is absent
- Design reinforces the existent power relations (an existing group, LGI has to be tai-

lored to an already planned meeting)
- No time or resources to realize the design in a proper way
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Phase 3: Evaluation of effects

5. Short-term effects: LSI contributes to getting more and better work
done

Non-sustainable effects are transactional; they do not shift the norms, but may generate
potentials, conditions, for sustainable effects of future change processes.

5.1. Short term objectives are met
- LSI is considered worth the effort
- New structures, strategies, procedures are formulated and/or implemented
- New proposals, wishes, needs and interests introduced/ expressed
- More informed decisions
- Coherent and effective collaboration on an issue / problem
- Consensus development among organizations and entities outside the formal struc-

tures of any of them
- Increased individual skills
- Controlling inspectors are satisfied

5.2. Increased awareness and understanding of the system and context
- Increased awareness of larger systemic developments
- Discovery of generative themes, emerging patterns of working
- A picture or model for operating in a more coherent, integrated way
- Increased knowledge of work processes
- Common ground for information gathering, education, raising awareness
- Deepened mutual understanding of each other’s situation and more respect for other

views
- People appreciate the whole and their part in it; more appreciation of the shop floor
- Individuals understand the organisation’s objective, they know its strategy, how it is

doing and who their customers and competitors are

5.3. Commitment and energy for change, better implementation
- Less barriers, more enthusiasm and support for the change process
- People are committed to do something together, getting diverse interest groups to-

gether discussing real issues; action groups are viable
- Players take responsibility for the issue
- Engagement with outcome, better acceptance of conclusions, designs or redesigns
- Increased building of trust enables personal action
- Decreased polarization

5.4. New relationships, more potential for innovation
- Learning bridges between those in power and other voices, so something new can

emerge
- Emotional bond between participants
- New relationships are created, networks are extended
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5.5. Some elements of LSI are transferred
- Participative follow-up meetings
- People start incorporating some elements of LGI in their own meetings (sitting in cir-

cles, using talking stick, inviting “strangers”, working in small groups, more collective
visualizations)

5.6. Efficiency is increased
- Condensation of work, better alignment, less disturbance
- Better use of resources and knowledge, substantial savings in time and money
- Decreased implementation time

6. Sustainable effects; LSI contributes to transformed capability for
change and learning

Sustainable effects are transformational; they shift the norms in relationships and commu-
nication, showing in transformed capability for change and ongoing learning

6.1. Collective learning and changing continue, increased capability to change
- Use of LSI or other participative approaches is continued, used for other issues or by

other people
- Participants learn how to fragment complex problems, how to do their own data gath-

ering and make system models
- Development of capacity to deal with uncertainty and chaotic circumstances
- Deepened dialogue between leaders and the entire organisation/system
- Increased self-organizing capacity; empowerment shows in self management, more

distributed leadership
- Improved capacity to work with the principles; increased capacity to cross boundaries

of levels and functions; design ideas can come from anyone

6.2. Increased reflective self awareness
- Self evaluation among leaders is conducted, to reflect on progress and required exam-

ple behaviour
- Discussions with relationships on what is working or not are included in meeting agen-

das
- Reflective questions are asked in meetings, distinctions between lived and spoken be-

liefs are explored
- Teams learn to review and evaluate their performance
- “Noise” in the change process is explored and amplified: does it help or hinder the

process
- The way of interaction is reflected: time for stopping and reflection is taken
- Profound mind-set shifts for some people

6.3. More permeable boundaries: opening up the organization, inviting diversity; focus
on how good the system is

- Development of a shared perspective on their own system with stakeholders is con-
tinued for other issues

- Cross functional teams have decision making power, shared decision making in action
teams

- Stakeholder or customer review for input in progress
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- Increase of participation of often excluded groups
- Increased ability to work with diversity: relevant diversity is identified and valued, dif-

ferent views are not minimized or discounted
- Microcosm practices continue: large group meetings, deep divers, checkpoints, reun-

ions, action teams

6.4. New structures sustain ongoing participation in change
- Creation of a delivery system to avoid dead zone after short-term success; action

groups remain viable
- Shift of policy decisions; leaders are more aware of the need of the ground level to

make policies actually work; better balance between top-down and bottom-up deci-
sion making

- Employees are able to influence important organisational decisions concerning their
own work, such as work methods, strategy, coordination

- Communities of practice are established, new networks
- Tools learned during the event are used to ensure continued learning
- Ongoing participation in new partnerships and collaborations
- Management systems changed, especially human resource systems, that build and

support the new culture
- Progress is monitored, feedback provided, midcourse corrections and directions

changed
- Role of work councils shifts from participation to helping to organize participation
- Leaders are coached in their roles in the change process

6.5. Communication is more direct and constructive
- Meetings with an “engagement edge”: more efficient, effective and participatory
- Shift from one-way to two-way communication between levels and functions
- Unusual or unexpected message approaches to keep awareness high
- Different modalities (play, pictures, interaction technology) are used
- New language that expresses mutual understanding
- Negative feelings expressed in conversations about an issue change from fear or anger

to sadness or frustration

7. Risks: Possible undesired effects

7.1. Cynicism and greater resistance to change

7.2. Loss of trust in participatory processes

7.3. Apathy, people awaiting further action of leaders to get relief of responsibility

7.4. Frustration about lack of time or resources for follow up

7.5. Only relatively minor, non-controversial actions are done

7.6. Discouragement among people who were not invited

7.7. Increased power game, increased distrust, decline of open communication

7.8. Collusive climate, overemphasis of group interests at the expense of the personal af-
filiate
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Procedure evaluation of past LSIs

How profound an evaluation has to be depends on the goal of the evaluation (accountability,
improving an ongoing process, learning how to perform LSI, learning how to change the or-
ganisation more effectively)

Who performs the evaluation? When?

For a profound evaluation of past LSIs in a research project follow next steps:

1. Gather information: Plan interviews with key players, ask for relevant documents, and
observations. Use the audit matrix of Appendix B

2. Interviews with key players, record the interview with a voice recorder and make notes

3. Complete your notes, while listening to the interview recordings; transcribe some interest-
ing quotes literally

4. Analyse the texts of notes with text markers of different colours for each of the main cate-
gories in success factors and effects (Context/task, Client, Consultant, Intervention, Non-
sustainable effects, Sustainable effects)

5. Analyse documents for relevant factors and effects. Use the audit matrix of Appendix B

6. Score the indicators of the factors and effects. Use the Score Table of Appendix A

7. Summarize the scores for success factors and effects on the Score Cart. Use the Score Cart
of Appendix D

8. If multiple cases: Make an overview of results, as seen in the table of this Appendix E

9. Write description of results and conclusions about effectiveness, see example of
Appendix F

10. Discuss evaluation with relevant stakeholders

Dilemmas

(to be filled in)
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Appendix

Appendix A: Score Table

(This is only the first page of the detailed level with indicators; for people interested in details the
full table is added separately as Excel file)

Nr. Factors and indicators
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1. Context/Task: LSI is the right approach
1.1 The task is important
1.1.1 A leader with an itch to scratch, a compelling business purpose
1.1.2 An urgent problem or issue, business as usual is not a viable option
1.1.3 A super ordinate goal or shared concern
1.1.4 Multilevel issues
1.1.5 The expected benefits must outweigh the costs
1.2 Stakeholders need each other to succeed with this task
1.2.1 No one of the stakeholders can do alone what they can to together
1.2.2 Need for joint problem definition and strategy in diversity and conflict
1.2.3 A basic willingness to work together, awareness that collaboration is

necessary
1.3 Situation is complex and/or uncertain
1.3.1 A high level of fragmentation
1.3.2 Uncertain, fast changing situations
1.3.3 Multiple complexities and ambiguities to deal with, nobody could

possibly know all the details or the answer
1.3.4 The change is transformational
1.3.5 Unprecedented or breakthrough changes call for unprecedented or

breakthrough action
1.4 Contra indications context/task
1.4.1 Issue is not important to anyone
1.4.2 Task is abstract and likely to lead to talk without action
1.4.3 One way information transfer is required (confidentiality, loss of face,

knowledge transfer)
1.4.4 Individual professionals can solve the problem
1.4.5 No opportunity for change, by lack of resources, energy, time, or lack of

actual influence
2. Client: Leaders support the LSI approach
2.1 Leaders are willing to collaborate, to share power

Leaders:
2.1.1 Have good intentions
2.1.2 Are credible, no hidden agendas
2.1.3 Show willingness to work from a shared power base to achieve shared

ownership
2.1.4 Believe that collaboration is more likely to stimulate follow up
2.1.5 Tolerate uncertainty, are able to stay with “not knowing”
2.1.6 Minimize the influence of power differences and adopt a neutral position

2.1.7 Allow local control and establish clear boundaries
2.1.8 Are willing to live with the outcome

Observables

Score table LSI: + = complying - = not complying 0 = partly complying
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Appendix B: Audit Matrix

Questions to ask to find evidence for success factors and effects: in an interview with key play-
ers, or in documents and other observables
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1. Context/Task
1.1 What was the intention of the LSI? x x x x x x
1.2 How participative was the LSI? (choose on chart when LGI) x x x x x x x
2. Client
2.1 What made you say Yes to this contract? Were did you say No to? x x x
2.2 What were your expectations at the beginning of the LSI? x x x
2.3 Were you prepared to support follow up? Did you? x x
3. Consultant
3.1 Why did you choose for LSI? x x x
3.2 How do you see your role in the process? x x x
3.3 What do you consider as your strengths and weaknesses for this process? x x x
3.4 How were you trained to work with large groups? x
3.5 Were there difficult moments for you? What did you do? x

4. Intervention
4.1 Was the conference part of a larger effort? x x x x x
4.2 Was it the right time for the process and the conference? x x x x x
4.3 How was the planning team made up? x x x x x
4.4 How was the stakeholder analyses done? x x x x
4.5 Was the design coherent with context, task, relations, and directions? x x x x x x x x
4.6 How much work was done by the planning group, how much in the LGI, how

much by consultants?
x x x x x x

4.7 Was there a critical mass of the system involved in the overall process? x x x x x x
4.8 Were the right people in the room at the conference? x x x x x x
4.9 How was paid attention to (key) stakeholders not present in the conference? x x x x x
4.10 Did you feel involved in the process? Why? x
4.11 LGI (Conference)
4.12 Was the purpose and process of the conference clear to you? x x x
4.13 Did you feel free to participate or not? x x x x
4.14 Did you feel free in what and how to contribute? x x x x
4.15 How was the whole explored? x x x x x x x
4.16 Did you experience the whole of the system, your place in the bigger picture? x x
4.17 Did you have fun? Why? x x x x x
4.18 How was action planning done? x x x x x x x
4.19 Did the conference setting facilitate the goals of the meeting? How? x x x x x
4.20 Was attention paid to the working principles of the process? How? x x x x x x
4.21 What moments did stand out for you? Why? (Differences, conflict) x x x x
4.22 What did the facilitators do or not do that was important to you? x x x x
4.23 How was time managed? Were you satisfied with that? x x x x x
4.24 What did you feel responsible for? x x x x x
4.25 Did the conference work for you? Why? x x x x
5. Effects first order: short term goals are reached
5.1 Did you get what you wanted? Why? x x x x x
5.2 Did the consultants accomplish what they set out to do? x x x x x
5.3 What do you do different, what changes are made, as a result of the process? x x x x x
5.4 Was it worth the effort? Would you do it again? x x x x x
6. Effects second order: sustainable effects
6.1 Were there more LSIs or other participative meetings? Why? x x x x x
6.2 What can you do you could not do before as a result of the process? x x x x x
6.3 Do you meet differently? (diversity, interactivity, setting, images) x x x x x
6.4 Do you communicate differently? (new language, more reflection) x x x x x
6.5 How is the process doing? Is it monitored? How? x x x x x
7. Did you experience undesired effects as a result of the process? x x x x x
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Appendix C: Example of LSIs, three descriptions of cases
for evaluation

Case 1: How can our schools become the best?
An LSI with a Parent Café to envision a desirable future

Context
In 2006, a board of an organisation with 24 public primary schools in one city has formulated an
ambitious goal: in ten years, we want to become the organisation with the best schools in the
South of the Netherlands. The organisation has around 600 employees, serving 6500 pupils con-
cerning 12000 parents. As input for their longer-term policy, they want to know what their cli-
ents (represented by parents) think the best schools look like. A planning group is formed, con-
sisting of two board members Frank and Jan, central staff director Eric, and the educational spe-
cialist Marian.

Contract with the consultants
The planning group invites Ronald, owner of a bureau specialised in school marketing, to talk
things over. Ronald already conducts satisfaction surveys for their schools.

Jan (board member, parent and senior consultant, evaluation interview April 2009): “At first, we wanted
an investigation with surveys. Then Ronald joined us, and we found out that standardized surveys are not
very useful for our purpose. Low response, not representative, no useful new input.”

Ronald suggests an interactive approach with LSI to engage parents. He asks Tonnie as sub-
contractor, to help design and facilitate the process (They are already working together in the
project of case 2).

Change process
The planning group spends a lot of time together. What is the goal exactly for this project? Who
do we need to reach that goal? They make a time line together on a white board with past, pre-
sent and future crucial moments and developments. Since it is hard for the members of the
planning group to imagine what a large group conference may look like, Tonnie writes three
lively scenarios, one page each. The group uses elements of all three scenarios to design an end
of the day Parent Café. Stakeholder groups are parents, school directors, teachers, central staff,
and board. The invitation strategy is consciously prepared. Every school director invites person-
ally a group of parents he or she considers a cross section of the school population. A crucial
moment is when Frank tells that the other six board members are sceptic about the approach.
They hesitate to come, and than again only as observers. Ronald made a loud and clear state-
ment: if they do not come and participate, we quit. It would send the opposite of the message
you want to give to parents. Frank and Jan explain this to the board members. They agree to
participate.

The conference
At half past four, on a warm afternoon in May 2007, a highly diverse group of 160 participants
gathers in the basement of a motel. The room is set up as a large café. Behind a long blank wall,
part of the room is prepared for diner. On a screen, a welcome slide with the café theme is pro-
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jected. Eric introduces the program briefly. The facilitators explain the way of working and invite
participants to discuss the questions ‘What makes a good school? What is most important for
you?’. People travel tables in three short rounds. Everyone writes individually criteria on sticky
notes, discusses them with others, and post the most important ones on a 12-meter long paper
strip on the wall. Conclusions are collected plenary. One parent holds a warm plea for more
sport at school, he impresses deeply (two years later every interviewee recalls this moment).
After a good buffet dinner, Tonnie invites everyone to envision the desired future in 2011. Table
groups are formed, based on the type of school they prefer. In one hour, every group produces a
poster reflecting their vision. They enjoy the creative process, there’s much laughter. Eric facili-
tates a gallery walk with a plenary presentation of the 21 posters, some of them with complete
educational concepts. Just after half past nine, Eric closes the conference and invites partici-
pants for a drink to celebrate. When leaving, participants post a card with tips from the future
for the board.

Frans (school director, evaluation interview May 2009): “I noticed parents started to exchange experi-
ences. ‘On our school we have this, how is that on yours, or ‘how would we want it to be for both of us’.
That’s how you could notice the atmosphere was different. Normally it is more like a competition. People
were interested in each other. This is caused by the setting and the attitude of the facilitators and Eric.
Everything expressed ‘what we do here is important, it is about us and the future of our schools’.”

Reporting and follow up
The conference is a great success, also for the board. It was expensive, but worth the effort. In
June all participants are informed by email about follow up actions. Ronald conducts an internet
panel inquiry in August. Lack of time delays reporting of the conference outcome. In September,
Tonnie is asked to analyse the outcomes of the conference and panel, and make a report with
recommendations for the board. The board finds the ideas of parents important, however not
very new or distinguishing for their policy.

Maurits (parent, senior consultant, evaluation interview May 2009): “As a member of the GMR (the central
participation council) and as a parent, I think the follow up was far too little. The internet panel is held only
once, I have never seen the report with recommendations, and it is certainly not discussed in the GMR. The
board proclaims the values participation and openness, but the formulation of the longer-term policy
stayed behind closed doors for two years. Not even Eric was invited. Consultants have to pay more atten-
tion to capacity building with board, management and employees, to create awareness of what self-
management and participation implies.”

Effects of the LSI after two years
The bad appearance of some school buildings was a hot item for parents. Extra investments are
made to accommodate this issue and to show parents their input is taken seriously. The relation
with parents is improved, more interactive and constructive. Their has been an Open Space with
parents to start a ‘Talent campus’, schools with a specific developmental focus, such as bilingual
education, sports, high intelligence. Frans invited Tonnie to facilitate an interactive day based on
LSI principles with his team. The GMR is going to start interactive cafes with central staff, direc-
tors, parents, and board members.

Eric (evaluation interview June 2009): “What I learned from this project is how important it is to take your
clients seriously. That is not in our system in the education sector, perhaps on the level of individual
schools, but not as an organisation. I learned a good preparation is important, doing some scenario think-
ing, to know what your strength is, what you can influence yourself, and what you need others for.”
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Case 2: How do we make our schools more attractive?
An Open Space as kick-off for profiling public primary schools

Context
A school board for primary education in the Netherlands is confronted with a disproportionate
drop in number of pupils over the last years. In 2006, the organisation is still part of the munici-
pality of the city. Public schools in the Netherlands are accessible for everyone, they have no
specific religious denomination. The public schools in the city are dealing with a negative image:
many children from lower income families, too much foreigners, lower quality of education. The
organisation consists of 55 schools on 70 locations spread all over town. With around 13000
children, they are among the largest organisations for primary education in the Netherlands.
The organisation is in the middle of a process of privatization. Funding is related to pupil num-
bers. Wiely, general director, speaks of a Titanic situation. He decides to start a process to real-
ise a more result oriented culture. Keywords are collective ambition and commitment.

Wiely (evaluation interview May 2009): “Back then, school directors generally were not aware of the prob-
lem, while we were losing more pupils than other schools in the same neighbourhoods. Commitment for
the subject was low. Good education has always been their first concern, not the number of pupils or col-
lective profiling. Moreover, it is a painful subject to discuss with colleagues when your school is doing
poorly.”

Contract with the consultants
Wiely and Désirée, part-time staff member and communication consultant from an educational
service, are thinking of a marketing training for all directors. In November 2006, they have a first
meeting with Ronald, owner of a bureau specialised in school marketing. Ronald realises that
collective awareness and attitude are as important as professional PR, probably training will not
be enough. Ronald recently received LSI training from Tonnie, and he suggests an interactive
process with all directors to enhance awareness of a collective problem. He hires Tonnie as sub-
contractor to facilitate this start. Tonnie proposes a project with a large group conference as
start, followed by supported action groups and a second conference a few months later to ex-
change experiences and workshops for relevant subjects.

Change process
The first conference should result in a shared feeling of urgency, collective ambition and com-
mitment to turn the tide, and some practical follow up actions to improve the situation of indi-
vidual schools. Open Space seems a good format for this conference. School directors are often
overloaded with work, it is not easy to get them all together on one day. The task is urgent, so
Wiely decides to hold the conference on an already scheduled directors meeting, a full day on 1
February 2007. Preparation time is short. Désirée and three consultants form the project group
to design the project. A planning group consisting of the project group expanded with the gen-
eral director and four school directors, from different situations and opinion, meets for the first
time on 21 December 2006, to discuss the design and the program of the first day. The atmos-
phere was tense and a bit negative. Why not just provide training? Is this lack of control going to
work? Tonnie has a hard time to explain the principles in everyday language. Because of the
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sensitive subject, the planning group decides to invite only directors, assistant directors and
central staff for the conference, no teachers or parents.

The Open Space conference
The conference is in the communication museum in the city centre. The conference room is long
and narrow. Murphy’s Law is working: Désirée is unable to come, Wiely is delayed. After recep-
tion with coffee, about 70 directors take a seat in a wide oval of chairs. Ronald starts with a
visualisation of twenty minutes, a story of experiences of parents when visiting one of the
schools. Then Wiely explains the goals for the day and for the larger change process, including
personal targets for acquisition. After one hour, Tonnie introduces Open Space. The theme is:
How do we make our schools more attractive? Energy level is low. In the first few minutes, no
one enters the circle to announce a subject for a subgroup. Finally, eleven groups form for the
first round and seven for the second round. Wiely is enthusiastic about the process: they are
really taking responsibility for subgroups and some groups have lively discussions. Each group
produces a report in the news centre with ten laptops. Reports are copied in a nearby copy cen-
tre. During lunch, information about school marketing and support options is displayed. Ronald
and his colleague Luc are available to answer questions. Participants read the reports. After a
plenary discussion, participants place stickers on flip charts to select the most important items.
A third round for action planning is on the agenda, but energy is dropping fast. At three o’clock
Wiely and Tonnie decide to skip the third round and start with the conference evaluation in the
closing circle of Open Space. Some participants are positive about the exchange of experiences
and the opportunity for everyone to contribute who wanted to, some pass the microphone with
a sceptic face. Every participant receives a binder with the reports and information about school
marketing.

Follow up
The next week the planning group meets for the third and last time. The evaluation is positive in
general, although the program could have been shorter and the beginning more energetic. The
twelve items with the most stickers are selected for follow up actions. Désirée, Ronald and Luc
continue with providing a help desk, with projects for specific groups of schools, investigations
and support for individual schools. The second conference is called off.

Effects after two years
The whole project was a success. A negative trend of ten years is turned into a positive one. The
image of schools is improving. Privatization is realised in January 2008. Coordinator Wim has
become central marketing executive. Wiely, general executive of the new organisation, thinks
the LSI was worth the effort, it raised awareness of the urgency and collective responsibility for
the issue. Among directors and consultants, perceptions of causes and effects differ strongly. It
worked, but couldn’t it have been done much better? There hasn’t been another LSI so far.

Wout (school director, evaluation interview May 2009): “What I remember is that everyone was satisfied
with the conference, but it was only a start. I know there were people walking around with the attitude of
‘why this, what’s the use, leave it to the board … ’, instead of ‘let’s do this together’. That was made up for
in the following process, also due to the targets we agreed upon. We are integral manager now with five
policy areas, acquisition is one of them. We engage parents more in everything we do, they are our great-
est ambassadors. My school (92% foreigners from 40 different nationalities) had a bad name. That is
changing and we get more pupils.”
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Case 3: More power for development
An LSI as part of an innovation process of public libraries

Context
The project starts in the summer of 2006. The organisation consists of 12 local libraries, with
about 85 employees, many of them are women with a part-time job. Developments in commu-
nication and information technology cause turbulence in the library branch. The organisation is
the result of the merger and privatization of libraries of eight local governments in two
neighboring rural regions in the South of the Netherlands. The reorganisation in 2004 was radi-
cal (After five years people still call it a traumatic experience that left deep traces). Everyone got
a new workplace, connection to the local community disappeared. New ‘knowledge teams’form
an intermediary layer between central and de-central management. This causes problems in
alignment for managers and makes division of tasks unclear for employees. After several interim
managers, in 2006 a new and young director Thijs comes in. Thijs, a former consultant, starts
with an analysis of the problems. He defines three trajectories for organisational development:
one to improve the financial process, one for product innovation and one for an internal reor-
ganisation. The LSI concerns track 3, named “More developmental weight in 2008”.

Contract with the consultant
The goal of track 3 is threefold: first to remove the intermediary level with the knowledge
teams, second to create support for new ways of working, and third to improve the quality of
decisions. Time pressure is high, due to required governmental approval for funding for the next
years. Thijs invites several consultancy bureaus. He is thinking of a top-down approach to re-
structure the organisation, based on external analyses and advice. He selects Marja, because she
focuses on the goals, not on the problems. She proposes a more participatory approach and a
broader view on the situation. Marja is an experienced change consultant. She recently followed
a training to conduct LSIs, given by her companion Tonnie. The contract with an explanation of
the LSI approach is signed, and a project group, consisting of a cross section of the organisation,
starts in September 2006. In December 2006, an advice for new structures and procedures has
to be ready. Project leader is Karin, a senior HRM staff member.

The project group
The project group spends a much time on studying the situation in every aspect. Marja helps the
group to get a clear and lively view of the situation by working a lot with visualisations: mind
maps, time lines, flow-charts. Project group members broaden their view further by visiting
other organisations. The rules of the game, describing responsibilities and tasks of participants,
are consciously discussed. Marja pays special attention to the roles of Thijs and Karin. Every time
they suggest a top-down action, she discusses with them the consequences in relation to the
goals, bringing the principles of LSI in front. The project group designs a tailor made program for
a one-day conference, based on a Real Time Strategic Change format. They invite all personnel
and a representation of external stakeholders. The visualizations and the rules of the game are
attached to the invitation letter.
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In the evaluation interview (May 2009) Karin says:
“We spent a lot of time in meetings with the project group and with the management team. In the begin-

ning, Thijs and I wandered where this would lead to. Was it all necessary, would it bring concrete results?
Now, I think success was also due to this preparation. Just because we profoundly explored the past and
present situation in the project group, and tested our views in the conference, people became aware of
what was going well and what had to be changed”.

The conference
In November 2006, about 50 participants gather for a full day in a former monastery, an attrac-
tive and inspiring place. Being together with colleagues of all offices gives a feeling of “we have
to do this together”. External stakeholders are also present: representatives of the supervisory
board, the local governments, client and partner organisations. That‘s a bit scary at first for
some employees, there are internal problems to be discussed. Are we going to hang out dirty
laundry? It turns out to be a satisfying day of (almost too) hard work. Reviewing the time lines,
discussing what people are glad, sad or mad about, envisioning the near future, agreements on
next steps. Participants work alternately in mixed table groups, homogeneous stakeholder
groups, and plenary. A cartoonist helps to express mixed feelings, there is laughter as well as
confusion. The atmosphere is positive and constructive, and that’s quite a change after years of
muttering and resistance. The facilitator Marja doesn’t seem to do a lot, everything runs
smoothly.

Reporting
Everyone is very positive about the conference. There is more trust in the change process. Some
employees even regret they chose to work that day. The project group integrates the results of
the conference with their own analysis and offers a detailed plan for the reorganisation in De-
cember 2006.

A participant in the e-mail evaluation shortly after the conference: “After this day I see that change is con-
tinuous, and it won’t always be a pleasure, but I see this as a challenge. I certainly want to contribute to
thinking how we can profile our library to the public in a way that guarantees our right to exist”.

Effects of the LSI after two years
In May 2007, the reorganisation is realised. The knowledge teams are dissolved, tasks of central
office and de-central offices are redefined. Implementation was fast, time for discussion with
the employee’s council (OR) saved. People look more at how they are doing compared with
other libraries and branches. The management team and the organisation learned to combine
top-down and bottom up decisions in a more balanced way. Leadership is more distributed, as a
consequence managers experience more room to manoeuvre. There hasn’t been another large
group conference so far, but more participatory meetings are held and a new participatory de-
velopment project is planned, because there is still much to do to realise an innovative culture.

Thijs (evaluation interview April 2009): “The conference brought several anchor points for the reorganiza-
tion. The work and advice of the project group were legitimized. These anchor points include learning that
you have to pull off certain things together. We didn’t actually pull it off during the conference, but we saw
the main lines”.
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Appendix D: Example of score cart with results Case 3

This only the first part of the score cart of Case 3

Nr. Factors and indicators + + + 0 - - - Remarks

1. Context/Task: LSI is the right approach
1.1 The task is important +
1.2 Interdependant participants, participation is

required
+

1.3 Complex and/or uncertain situation +
1.4 Contra indications context/task + 0 Traumatic experience with previous change

process with predecessors of leaders
2. Client: Leaders support the LSI approach
2.1 Leaders are willing to collaborate, to share power +

2.2 Are willing to spent time and money to do it “by
the book”

+

2.3 Political climate has enough trust to start +
2.4 Contra indications client +
3. Consultant: Facilitators are skilled to conduct an LSI

3.1 Facilitators make and keep a clear contract with the
client

++

3.2 Facilitators gain credibility, managing expectations ++
3.3 Facilitators are aware of their own role +
3.4 Facilitators have skills to work with large groups +
3.5 Faciliators believe in the principles of LSI +
3.6 Contra indications consultant +
4. Intervention: LSI is performed right
4.1 Large group meeting (LGI) is planned as part of a

larger effort
+

4.2 Work with a planning group with a representation
of stakeholders for all essential decisions regarding
design, management and logistics

+

4.3 Design of LSI and LGI is coherent with context, task,
relations and directions

+ A bit more time for the LGI, it was a long
and full day

4.4 Participants: getting the right people in the room
for the LGI

+

Score table LSI for Case 3
++= very good + = good 0 = partly complying - = poor - - = very poor

A lot of discussion with client and planning
group to match process, expectations and
circumstances



A practical guide to effective use of LSI, draft 31 August 2009, Tonnie van der Zouwen Page 34 of 41

Appendix E: Example of evaluation of three test cases

This example concerns the evaluation of the three test cases (see Appendix C for a short descrip-
tion). The evaluation is performed two years after the ending of the LSI. The evaluation is done
following next steps:

1. Gathering information: interviews with key players, ask for relevant documents, make obser-
vations. Using the audit matrix of Appendix B

2. Open interviews with key players, recording the interview with a voice recorder and making
notes. Using the audit matrix of Appendix B as guideline.

3. Transcription of the interview recordings3.

4. Analyses of the texts of notes and relevant documents with text markers of different colours
for each of the main categories in success factors and effects (Context/task, Client, Consult-
ant, Intervention, Non-sustainable effects, Sustainable effects) Using the audit matrix of Ap-
pendix B

5. Scoring of the indicators of success factors and effects. Using the Score Table of Appendix A

6. Summarizing the scores on a Score Cart for each case. Use the Score Cart of Appendix D

7. Making an overview of results, indicating scores as seen in the table of this Appendix E

8. Write description of results and conclusions about effectiveness, see example of
Appendix F

3 Full transcription is done to develop the evaluation tools. For future evaluation making notes probably will be
sufficient.
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Scores of success factors of the three test cases

+ = complying ++ = strong point

- = not complying -- = weak point

0 = partly complying +/- = disagreement

Nr. Success factors Case 1 Case 2 Case 3
1. Context/Task: LSI is the right approach
1.1 The task is important + + +
1.2 Stakeholders need each other to succeed with this task ++ +/-- +
1.3 Complex and/or uncertain situation + + +
1.4 Contra indications context/task ++ + +
2. Client: Leaders support the LSI approach
2.1 Leaders are willing to collaborate, to share power + + +
2.2 Are willing to spent time and money to do it “by the book” + + +
2.3 Political climate has enough trust to start + 0 +
2.4 Contra indications client ++ + +
3. Consultant: Facilitators are skilled to conduct an LSI
3.1 Facilitators make and keep a clear contract with the client + - ++
3.2 Facilitators gain credibility, managing expectations + - ++
3.3 Facilitators are aware of their own role + 0 +
3.4 Facilitators have skills to work with large groups + 0 +
3.5 Faciliators believe in the principles of LSI + + +
3.6 Contra indications consultant + -- +
4. Intervention: LSI is performed right
4.1 Large group meeting (LGI) is planned as part of a larger effort + + +
4.2 Work with a planning group with a representation of stakeholders for all

essential decisions regarding design, management and logistics
+ - +

4.3 Design of LSI and LGI is coherent with context, task, relations and
directions

++ +/-- +

4.4 Participants: getting the right people in the room for the LGI + - +
4.5 Representation: consideration to those who are not present; contact is

supported by the larger social system
+ + +

4.6 LGI enables everyone's contributions by inclusiveness and building trust + - +
4.7 Divergence: Explore the whole before fixing any parts, building a common

database of the system
+ + +

4.8 Leadership is distributed by shared responsibility and self-management + + +
4.9 Convergence: Tapping into collective intelligence + 0 0
4.10 Conference setting for the LGI facilitates the process, symbolizes the

principles of LSI
+ 0 +

4.11 Action planning for next steps starts in the LGI, or if more appropriate,
soon after the LGI

0 + +

4.12 Reflection on conditions and principles with participants LGI - - +
4.13 Building of capacity to work participatory during the LSI - - 0
4.14 LGI is managed well by facilitators ++ 0 +
4.15 Building of a post-event support structure, during the LSI a delivery

system for change is made or initiated
0 ++ +

4.16 Contra indications to hold the LGI + -- +
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Scores of effects of the three test cases

+ = complying ++ = strong point

- = not complying -- = weak point

0 = partly complying +/- = disagreement

Nr. Effects Case 1 Case 2 Case 3
5. Non sustainable effects: LSI contributes to getting more and better

work done
5.1 Short term objectives of client are met + + ++
5.2 Increased awareness and understanding of the system and context + 0 +
5.3 Commitment and energy for change, better implementation + 0 ++
5.4 New relationships, more potential for innovation and learning + - 0
5.5 Some elements of LSI are transferred + 0 +
5.6 Efficiency is increased 0 0 +
6. Sustainable effects: LSI contributes to transformed capability for

change and learning
6.1 Collective learning and changing continue, increasing capability to

change
+ 0 +

6.2 Increased reflective self awareness + 0 +
6.3 More permeable boundaries: Opening up the organization, inviting

diversity; focus on how good the system is
+ 0 +

6.4 New structures sustain ongoing participations in change - + +
6.5 Communication is more direct and constructive 0 0 0
7. Risks: possible undesired effects
7.1 Cynicism and greater resistance to change + 0 +
7.2 Apathy among some people, awaiting further action of leaders + 0 +
7.3 Frustration about unfulfilled expectations 0 - 0
7.4 Withdrawal of champions after the conference event + ++ ++
7.5 Not enough time for follow up; dissipating energy and frustration when

people return to their demanding workplaces even when the follow up
seemed ok

- + ++

7.6 People agree only at a high level of abstraction doing relatively minor,
non-controversial projects

+ + ++

7.7 Discouragement among people who were not invited - + ++
7.8 Increased power game + + ++
7.9 Increased distrust, decline of open communication + + ++
7.10 Collusive climate + + +
7.11 Conflict, overemphasis of group interests at the expense of the personal

affiliate
+ + 0

7.12 Dead zone: switch to other work to get relief of responsibility and make
up for undone work

+ 0 +

7.13 Waste of time and money + + ++
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Appendix F: Conclusions evaluation LSIs of the test cases

Subject Case 1 Case 2 Case 3
System type Organisation with 24 public pri-

mary schools in one city in the
Netherlands

Organisation with 55 public pri-
mary schools in another city in the
Netherlands

Organisation with 8 public librar-
ies in a rural region in the Nether-
lands

Goal LSI Involve parents in envisioning
what the best schools look like

Awareness of collective responsi-
bility for negative trend in pupil
numbers

Internal reorganisation of public
libraries to improve coordination
and division of work

Longer term
goal

Become the best school organisa-
tion in this part of the country

Structural improvement of attrac-
tiveness of schools, growth of
pupil numbers

More power for development

Strong points - Fit with task and context
- Client believes in LSI
- Way of working in the planning

group
- Design and facilitation LGI

- Urgent and important task
- Decisive client
- Follow up with tailor made

support for schools

- Efforts of consultant to match
process, expectations and cir-
cumstances

- Way of working in the project
group

Weak points - School directors don’t need
each other

- Facilitators wanted to sell LSI
- Existing group, already planned

meeting
- Important stakeholder groups

were missing
Non-
sustainable
effects

- Input for long-term vision
- Extra budget for school im-

provement
- Initiation of new concepts
- More awareness of the system

- Pupil numbers are rising, image
is improving

- Awareness, commitment and
efficiency are increased in part
of the group

- Fast and relatively easy imple-
mentation of new structure

- Commitment for change
- Increased trust

Sustainable
effects

- More participatory meetings
- Participation of stakeholders

continues
- Other people start participa-

tory processes in the organiza-
tion

- A little increase of capacity to
work participatory for some
participants

- New structures for acquisition
and involvement of stake-
holders

- Staff learned how to combine
top-down and bottom-up deci-
sion making

- Increased self awareness
- More permeable boundaries
- Development process contin-

ues participatory
Undesired
effects

- Frustration about lack of time
for follow up, due to other de-
velopments

- Frustration with participants
who had expected more

- Sadness about loss of interest-
ing work for some employees

Overall
conclusion

A successful LSI. The primary goals
of the project are reached. Rela-
tions with parents are improved.
Capacity to work participatory is
increased, and it ripples off. Focus
could have been less on the con-
ference and more on the bigger
process.

Views differ about effectiveness.
Client and consultants think the
LSI was a good start. Most effects
are attributed to follow up actions
and decisiveness of the staff.
Performance of consultants was
not optimal. Sustainable effects
are minimal.

A well performed and successful
LSI. Major success factors were
the support of the client and the
constant focus on the principles of
the consultant. Capacity for
change and learning is increased.



A practical guide to effective use of LSI, draft 31 August 2009, Tonnie van der Zouwen Page 38 of 41

Appendix G: References, sources of success factors and effects

Authors Testimonials of LSI cases in books and articles Source Reference
Adams, Cindy & Ad-
ams, W.A.

The Whole Systems ApproachSM: Using the
Entire Organizations to Transform and Run
Your Business (MichCon gas-distribution story).

Book
chapter

In Holman, Peggy & Devane, Dan (Eds.)
The Change Handbook: Group Methods
for Shaping the Future, 1999 p. 139-141

Axelrod Richard, H &
Axelrod, Emily M.

Embedding the Core Principles at Boeing, USA Book
chapter

In: Bunker, Barbara B. & Alban, Billie T
(Eds). The Handbook of Large Group
Methods, 2006

Barbeau, Rosemarie &
Aronson, Nancy

From fragmentation to coherence, University
of South California, USA

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Bailey, Darrell &Dupré
Susan

The Future Search Conference as a Vehicle for
Educational Change: A Shared Vision for Will
Rogers Middle School, Sacramento, California

Journal The journal of applied behavioral science,
2005 Vol. 28, 510-519

Bonsen, Matthias Zur
& Bauer, Peter & Bre-
demeyer, Sabine &
Herzog, Jutta I.

Real Time Strategic Change. Schneller Wandel
mit großen Gruppen

Book 2003

Boone, Mary E. Planner's Workshop: Planning the Unconfer-
ence

Website Internet, blog on www.mimagasite.com

Boos, Frank & König-
swieser, Roswieta

Unterwegs auf einem schmalen Grat: Groß-
gruppen in Veränderungsprozessen

Book
chapter

In: Königswieser, Roswita & Keil, Marion
(Eds). Das Feuer großer Gruppen. Kon-
zepte, Designs, Praxisbeispiele für
Großveranstaltungen, 2000

Brown, Juanita The World Café: Catalyzing Collaborative
Learning and Collective Intelligence

Disserta-
tion

Doctoral Dissertation Theory Chapter and
Bibliography, The Fielding Institute, USA
2001

Bryson, John M.;
Anderson, Sharon R.

Applying Large-Group Interaction Methods in
the planning and implementation of major
change efforts

Public Administration Review, 2000 Vol.
60, No. 2, p. 152

Bunker, Barbara B. &
Alban, Billie T.

The Handbook of Large Group Methods; Creat-
ing Systemic Change in Organizations and
Communities. Reflections in various chapters

Book 2006

Cherns, Albert Principles of Sociotechnical Design Revisited Journal Human Relations, 1997 Vol. 40, No. 3,
153-162

Cheung-Judge, Mee-
Yan & Powley, Edward
H.

Innovation at the BBC: Engaging an entire or-
ganization, UK

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Crombie, Alistair The Nature and Types of Search Conferences Journal International Journal of Lifelong Educa-
tion, 1985 Vol. 4, No. 1, 3-33

Dannemiller Tyson
Tyson Associates

Whole-Scale Change: Unleashing the Magic in
Organizations

Book 2000

Eijbergen, Rob De democratische dialoog in werkconferenties. Book
chapter

Draft of book chapter (to be published in
2009)

Eoyang, Glenda H. &
Quade, Kristine

After the dance, criteria for success Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Gilmore, Thomas N. &
Bing, Deborah

Tools for effective transitions using large group
processes

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006
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Authors Testimonials of LSI cases in books and articles Source Reference
Granata, Elaine C. An assessment of Search Conferences: Citizen

participation and civic engagement in turbu-
lent times

Disserta-
tion

University of Colorado, Denver, 2005

Gray, Barbara Collaborating: Finding Common Ground for
Multiparty Problems (Jossey Bass Business and
Management Series)

Book 1989

Grieten, Stijn & Lam-
brechts, Frank &
Corthouts, Felix

Lessen uit een grote groepsinterventie Journal Develop, 2006 No. 1

Groot, Theo From strategic planning to Open Space in East
Africa

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Holman, Peggy &
Devane, Tom (Eds.)

The Change Handbook: Group Methods for
Shaping the Future

Book 1999

Jacobs, Robert W. Real-Time Strategic Change Book 1997
Königswieser, Roswita;
Keil, Marion (Eds.)

Das Feuer großer Gruppen. Konzepte, Designs,
Praxisbeispiele für Großveranstaltungen.

Book 2000

Lent, Richard &
Patten, James Van &
Phair, Tom

Creation a world-class manufacturer in record
time, E&C, USA

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Leith, Jack Martin The future of Open Space Website Blog on www.jackmartinleith.com 2008
Lukensmeyer, Carolyn
J. & Brigham, Steven

Taking Democracy to Scale: Large Scale Inter-
ventions, for Citizens

Journal Journal of Applied Behavioral Science,
2005 Vol. 41, p. 47-60

Manning & DelaCerda
2006

Whole systems change in Mexican organiza-
tions

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Martens, Schweiz &
Oleari 2006

Training Indonesian facilitators to lead com-
munity planning for women and children

Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Nistelrooij, Antonie
van

Collectief organiseren: een social-
constructionistisch onderzoek naar het werken
met grote groepen

Disserta-
tion

Radboud University Nijmegen,the Nether-
lands, 1999

Oels, Angela Investigating the Emotional Roller-Coaster
Ride: A Case Study-Based Assessment of the
Future Search Conference Design

Journal Systems research and Behavioral Science,
2002 Vol.19, 347-355

Owen, Harrison Open Space Technology: A User's Guide Book 1997
Pedler, Mike
&Pritchard, Sue &
Wilkinson, David &
Margared Attwood

Leading Change: A Guide to Whole Systems
Working

Book 2003

Peterson, Larry E. &
Peterson, Rebecca

Moving to the next level at the Canadian Insti-
tute for Health Information

Book
chapter

In Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Polanyi, Michael F.D. Communicative Action in Practice: Future
search and the Pursuit of an Open, Critical and
Non-coercive Large-Group Process

Disserta-
tion

York University Canada, 2000

Schruijer, Sandra &
Vansina, Leopold

The dynamics of multiparty collaboration and
leadership

Book
chapter

In T. Camps, P. Diederen, G.J. Hofstede &
B. Vos (Eds.), The emerging world of
chains and networks: Bridging theory and
practice. 2004

Schruijer, Sandra "Bringing the whole system in a room": a par- Book In B.Boog, H. Coenen & L. Keune (Eds.),
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Authors Testimonials of LSI cases in books and articles Source Reference
ticipant's perspective chapter Action research: Empowerment and re-

flection
Sorrow, Annemarie Work Out: From courtship to marriage at Gen-

eral Electric
Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Steil, Gilbert & Gib-
bons-Carr, Michele

Large Group Scenario Planning: Scenario plan-
ning With the Whole System in the Room

Journal Journal of Applied Behavioral Science,
2005 Vol. 41, p. 15-29

Tan, Samantha &
Brown, Juanita

The World Café in Singapore Journal Journal of Applied Behavioral Science,
2005 Vol. 41, p. 83-90

Tyler, Carlotta &
Valek, Lynne & Row-
land, Regina

Graphic facilitation and Large Group Methods Book
chapter

In: Bunker, Barbara B. & Alban, Billie T.
The Handbook of Large Group Methods,
2006

Weber, Susanne M. Power to the people! Selbstorganisation, Sys-
temlernen und Strategiebildung mit großen
Gruppen

Journal Trendberichte 2000, No. 41

Weisbord, Marvin Productive Workplaces revisited (story Medical
School)

Book 2004

Weisbord, Marvin &
Janoff, Sandra 2005

Faster, Shorter, Cheaper May Be Simple; It’s
Never Easy (Ikea Story)

Journal Journal of Applied Behavioral Science,
2005 Vol. 41, p. 70-82

Weisbord, Marvin &
Janoff, Sandra

Future Search: Getting a Vision, Strategic Plan
and High Commitment to Act in a Single Meet-
ing

Book
chapter

Draft 2008, to be published In R. Watkins
& D. Leigh (Eds.) Handbook for the Selec-
tion and Implementation of Human Per-
formance Interventions

White. L. Size matters: large group methods and the
process of operational research

Journal Journal of the Operational Research Soci-
ety, 2002, Vol. 53, p. 149-160

Wilde, Rob de; Geve-
rink, Annemiek

De Large Scale Intervention : het organiseren
van duurzame verandering met conferenties

Book 2001

Personal conversations and interviews, occasion Number of persons
Open Space session during the Learning Exchange of the Future Search Network in
South Africa, November 2007

5

Interview with Marvin Weisbord, founding father of Future Search during the work-
shop Managing a Future Search, in Tampere, Finland, August 2008

1

Group interview during SoL Global Conference, April 2008 7
Learning Souq conversations during SoL Global Conference, April 2008 5
Evaluation of the three LSI test cases, interviews 17
Total number of persons interviewed 35

Websites and e-mails of networks Network

www.futuresearch.net Future Search Network

searchnet@list.nea.org Future Search Network

www.openspaceworld.org Open Space Technology

OSLIST@LISTSERV.BOISESTATE.EDU Open Space Technology

www.theworldcafe.com and email newsletters The World Café Community

www.all-in-one-spirit.de Newsletter of Facilitator group of Matthias zur Bon-
sen, Germany


