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Paul Culmsee CISSP, MCSE, MCT, MCTS 

• Owner - Seven Sigma Business Solutions 
(Perth) 

• Sensemaking practitioner and facilitator for 
large scale complex projects (non IT) 
– Healthcare, Policy Development, Urban Planning, 

Civil Infrastructure, Organisational Design, 
Community Engagement 

• SharePoint architect, trainer, coach, facilitator 
and agony aunt 

• Medallist at the Axiom Business Book Awards 
2012 
 

T: @paulculmsee   
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tǊƻƧŜŎǘ tŀƛƴΧ 

•ά¢ƘŜȅ ŘƻƴΩǘ ƪƴƻǿ ǿƘŀǘ ǘƘŜȅ ǿŀƴǘΗέ 

•ά¢ƘŜ ǊŜǉǳƛǊŜƳŜƴǘǎ ŀǊŜ ǘƻƻ ǾŀƎǳŜΗέ 

•άLŦ ƻƴƭȅ ǘƘŜȅ ƘŀŘ ƭƛǎǘŜƴŜŘ ǘƻ ƳŜέ 

•άbƻǘ ŀƴƻǘƘŜǊ ҈Ϸ҈Ϸ҈ ƳŜŜǘƛƴƎΗέ 

•άL ǿŀǎ ƴŜǾŜǊ ŎƻƴǎǳƭǘŜŘέ 

•ά¢Ƙƛǎ ƛǎ ǊƛŘƛŎǳƭƻǳǎ ς ƛǘ ǿƻƴΩǘ ǿƻǊƪέ 

•άIƻǿ ŀƳ L ǎǳǇǇƻǎŜŘ ǘƻ ŜǎǘƛƳŀǘŜ 
ǘƘŀǘΚά 

•άLǘ ǿŀǎ ƛƴ ǘƘŜ ƳƛƴǳǘŜǎ ς did you read 
ƛǘΚέ 

•ά²Ŝƭƭ ƛŦ ŜǾŜǊȅƻƴŜ ŀŎǘǳŀƭƭȅ ŦƻƭƭƻǿŜŘ ǘƘŜ 
ǇǊƻŎŜǎǎΧέ 
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What project is this? 
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What project is this? 
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Divergence: Multiple futures 
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ά/ƻƳǇƭƛŎŀǘŜŘέ vs ά/ƻƳǇƭŜȄέ 

•Complicated problems 

–Logical 

–Predictable 

–Repeatable result 

 

–Does not mean they are 
easy! 
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ά/ƻƳǇƭƛŎŀǘŜŘέ vs ά/ƻƳǇƭŜȄέ 

•Complex problems 

–Different points of view 

–Unpredictable 

–Difficult to repeat the 
results 

•bƻ άǇŜǊŦŜŎǘέ ǎƻƭǳǘƛƻƴΣ ƻƴƭȅ 
ŀ άōŜǎǘ Ŧƛǘέ ǎƻƭǳǘƛƻƴ 
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Most stated intranet 
project objectives are 
platitudes. They say 

nothing but hide behind 
words 
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The platitude indicator 

If you cannot reasonably disagree  
with an objective, or measure it, then it is a 

platitude 
 

άaƻǎǘ ŎƻǊǇƻǊŀǘŜ Ƴƛǎǎƛƻƴ ǎǘŀǘŜƳŜƴǘǎ ŀǊŜ ǿƻǊǘƘƭŜǎǎΦ ¢ƘŜȅ ƻŦǘŜƴ 
formulate necessities as objectives; for example, "to achieve 
sufficient profit." This is like a person saying his mission is to 

breathe sufficientlyΦέ 
 

Russell Ackoff 
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For Example... 

ά/ƻƭƭŀōƻǊŀǘƛƻƴ ǿƛƭƭ ōŜ ŜƴŎƻǳǊŀƎŜŘέ 

 

ά! ōŜǎǘ-ǇǊŀŎǘƛŎŜ ŎƻƭƭŀōƻǊŀǘƛƻƴ ǇƭŀǘŦƻǊƳέ 

 

άLǘΩǎ ŀ {ƘŀǊŜtƻƛƴǘ ǇǊƻƧŜŎǘέ 
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hƴŜ άōŜǎǘ ǇǊŀŎǘƛŎŜέ ǘƻ ǊǳƭŜ ǘƘŜƳ ŀƭƭ 

 

 

Ensure a shared understanding of the 
problem among all participants 

 

ò¢ƘŜ ΨIƻƭȅ DǊŀƛƭΩ ƻŦ ŜŦŦŜŎǘƛǾŜ ŎƻƭƭŀōƻǊŀǘƛƻƴ ƛǎ ŎǊŜŀǘƛƴƎ 
shared understanding, which is a precursor to shared 

ŎƻƳƳƛǘƳŜƴǘέ  
Jeff Conklin 
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But meetings suck... 
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What makes a good tool for sensemaking? 

•Simple enough that participants do not have to 
be trained just to participate. 
–5ƻƴΩǘ ŘƛǎǘǊŀŎǘ ǇŜƻǇƭŜ ŦǊƻƳ the problem itself.  

•Must be inclusive 
–Allow all voices to be heard 

•Allow participants to start from what they know 
now.  
–!ǾƻƛŘ ǘƘŜ άƎƻƛƴƎ ƛƴ ŎƛǊŎƭŜǎέ Ǉŀƛƴ ŦǊƻƳ ŦŜŜƭƛƴƎ ǘƘŀǘ ŀƭƭ 

of the questions need to be answered now and if 
not, we are doing something wrong 
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Tool 1: Dialogue Mapping 

Issue Based Information 
System (IBIS) 
– Complex group discussion 

broken into basic artefacts 
– Questions, ideas, pros, cons 

 

Dialogue Mapping is 
crafting an IBIS based 
map of discussion 
– It makes critical thinking 

visible.   
– Surfaces hidden assumptions 
– Reduces divergence 
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Dialogue Mapping 
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Dialogue Mapping 
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Dialogue Mapping demo 
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Benefits of Dialogue Mapping 

Simple, intuitive, adds clarity to discussion 

ÁLimited short term memory means exploration of a 
complex problem unaided is confusing and error prone 

ÁAll participants have an organised point of reference 

ÁWe have captured decision rationale and organisational 
memory! 
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Benefits of Dialogue Mapping 

Democratic - Acknowledges all contributions 
Á5ƛǎŀǊƳǎ άǘǊǳǘƘ ōȅ ǊŜǇŜǘƛǘƛƻƴέ 

Á5ƛǎŀǊƳǎ άƎǊŜƴŀŘŜ ƭƻōōƛƴƎέ όǘƻǇƛŎ ǎƘƛŦǘύ 

¢ŀƪŜǎ ǘƘŜ ƛƴǘŜǊǇŜǊǎƻƴŀƭ άǎǘƛƴƎέ ƻǳǘ ƻŦ ǎǳǇǇƻǊǘƛƴƎ ƻǊ ƻōƧŜŎǘƛƴƎ 
to an idea 

Faster - allows a group to develop shared understanding with 
much less pain 

Life skill ς use it anywhere! 
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Summing up: The rules 

•Understand the difference between 
ά/ƻƳǇƭƛŎŀǘŜŘέ ŀƴŘ ά/ƻƳǇƭŜȄέ ǇǊƻōƭŜƳǎ 

•Do not allow platitudes to fester 

•Shared understanding is a pre-requisite to 
shared commitment 

•All 3 are critical ς no exceptions 

–Invest in tools and methods that thrive in these 
conditions 
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More Information 

•aȅ ōƻƻƪΥ ¢ƘŜ IŜǊŜǘƛŎΩǎ DǳƛŘŜ ǘƻ 
Best Practices 
(www.hereticsguidebooks.com)  
 

• My blog: 
www.cleverworkarounds.com 
–SharePoint Project Management, 

Strategy, Governance and ROI 

 
• My Training Courses: 

–SharePoint Governance and 
Information Architecture (2 days) 

–Aligning SharePoint to business 
ƎƻŀƭǎΥ 5ƻƴΩǘ Ƨǳǎǘ ǎŀȅ ƛǘ Řƻ ƛǘ όм Řŀȅύ 

– Issue Mapping Master Class (2 
days) 

– (www.sevensigma.com.au) 
 
 

http://www.hereticsguidebooks.com/
http://www.cleverworkarounds.com/
http://www.sevensigma.com.au/

