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Summary
Several years ago I became interested in why some change processes seemed to come about 
more easily than others. The good ones seemed to enhance a climate positive to change. 
They also made individuals, teams and also managers grow and interact in positive ways. 
How come?  What are the factors behind success and good results? For instance, what 
could I do better, as a consultant, coach and facilitator in order to understand processes and 
improve them? These reÿ ections made me go through a personal journey, experimenting 
with different ways of learning, developing tools and also taking part of research on 
communication, learning and creativity. 

In this workshop I will demonstrate some tools for positive change and hope you will join 
me in discussing experiences and the role of the coach/manager in the future ð can the job 
be done better with less pain for the clients? 

Four circles of change
Usually research in the þ eld as well as consultants doing practical work in promoting 
change processes in groups and organisations have to be aware of ówhat area they are inó, 
while working. Problems coping with change can be located in either of the four circles 
below. That is also true when you look for possibilities.

As a change agent or process leader you have you be able to work in all four areas, perhaps 
not always simultaneously, but every area indeed affects the others. For instance, when you 
plan a workshop or a change process, you have to ask yourself:

CIRCLE/AREA QUESTIONS  AND FOCUS

Individual How can I help this individual to learn better? 
What are the obstacles? Where do I þ nd possibilities 
for change?

Group How can I support this group to function better? 
Obstacles, etc?

Organisation How can I help the organisation, as a whole, to 
change in a meaningful way, and really carry out 
what they need to do and decide to do, not just ótalk 
about itó?

Cultural How is the culture for change, and what can I do to 
stimulate positive changes and adoption towards a 
better culture than the existing one? (1)

The cultural level has, indeed, a big inÿ uence, as for instance professor emeritus Gºran 
Ekvall has shown, in his research on climate and creativity (2).
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My experience is that using more creative tools helps the coach/process consultant as well 
as the group in building meaningful connections between these four interacting areas, and 
thus promotes real change. The methods works like óeducareó, i.e. ópulling out ideas and 
competenceó, making people visible and creating an inspiring atmosphere where it is closer 
towards òdoingó and òtaking actionó, rather than ójust talkingó.

Creative tools promote change and learning
As consultant and coach you handle various tools. The most important ótooló is you, acting 
in a trustworthy and honest way, having competences for handling various attitudes, 
defences, other obstacles and helping along a necessary change. Several articles and books 
have been written about the role of the process leader and good coaching. A giant in the 
þ eld, professor emeritus Edgar Schein has written some of the best ones (3). These matters, 
and ethics going with the role are also being discussed within EMCC among members, as 
part of being a professional.

Change and the ability to inspire learning are very much connected. It makes it necessary 
for us to use and develop tools that can change perspectives and break up old patterns of 
thinking, feeling and acting ð or not acting. Creative tools can also help us along looking at 
things in a new way, going from óI canõt do it, it is impossibleó ( i.e. problem focus) to óI can 
try and see what comes out of itó ( i.e. possibility focus). I have found, in my own ways over 
the years that tools that promote change and learning have a few characteristics, if they are 
to be useful:

They promote good processes, they focus on bringing forth competence and creative ideas 
and they also focus on results. Humour is thereby also important -  having fun is more fun 
than being bored!

Creative tools have been used and can be used in many organisation, small as well as big, 
private as well as authorities. I have also used them when coaching individuals, to bring 
forth a spirit of óit can be done, yes I am creativeó, thus changing negative attitudes.
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Creative tools ð examples 
There are several tools and methods for various purposes for helping individuals and 
groups, for instance:

Å PMI, from Edward de Bono
Å Brainstorming, the classical method
Å The up-side-down-method from Metoda
Å Various methods of painting, for instance use of symbols, metaphors instead of analytical 

tools, or ways of making visions for a company
Å Poetry tools for individual change and for teambuilding
Å Producing something, i.e. out of various things laid out, show your organisation like a 

hat etc

Some of these tools will be shown in the workshop part of the session.

Five short case stories on perspective changes
A) USING POETRY AS A TRANSFORMATION TOOL

A group of women are in need of rapid competence and role development. Their company 
is going to be merged with another one. The women have very short formal competence 
and are not used to think about what they are good at, or interested in their own learning. 
A careful design of the program was made for them, effort was also put in to enhance 
self-esteem and knowledge of ówho am Ió and everyoneõs strengths. However, the 
breakthrough in the training program didnõt come until I used one of my poetry methods. 
The method makes everyone see new possibilities and reach other resources within. One of 
the participants translated a poem into a beautiful piece of poetry in Swedish where one 
line read:

óTama minkar spelar golfó which in English is 
ópet minks play golfó.

This line brought forward a hilarious laughter 
and the tensions eased. It was also possible 
to see that everyone really had a hidden poet 
inside and give credit to each other for that.

The suggestion for the method came from my 
youngest daughter, who one day coming from school asked me: Mother, are there languages 
which are unknown? Not existing? It is easy to say ósorry, dinner will be ready soonó, 
but instead I said ð òwhat a creative thought, I am sure there are plenty of themó. Fifteen 
minutes later she returned with a poem, and we made a competition among our clients on 
how to translate it. My daughter was the only one in the jury. When the translation below 
came, she cried out: how did he know!
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B) CHANGE THE CLIMATE OF MEETINGS TO A MORE POSITIVE ONE

A manager, trained in creative methods and how to transform the ordinary meetings with 
her staff decided to make an attack on Monday afternoon meetings. She brought two silver 
candelabras and candles from her home, bought cider, fruits and candy and also made coffee 
and sandwiches. She choose to change the usual meeting room, where they óalways sató and 
put a sign on the door: 

When her staff came most of them were irritated ð come on, now then! We have always had 
the meeting in this room! However, they went along and found the new room with candles, 
fruits and a nice smell of coffee. Some said: òwhat happened, we are supposed to have a 
meeting, are we not?ó

SHORT EXCERPT FROM ¡SAõS POETRY(4):

Pogneth
Teg®
sa noava netha,
kon netha pon osta tjon?

Netha foon sva krolla.
An, nose fa ous sur.
No sova petha!

Ma moote, moote f§lor!
Bite, le sva alorte!
ééé

Teg®
sa noava netha,
kon netha pon osta tjon?
sa nova ca?
Ma bite, teg®, teg® me so-tada.
Translation, by one of our customers, a 
technician :

Pain
Love,
sweet love
does pain have to be there?

My body feels pain all over,
from my hands to my soul,
I feel no happiness.
My heart, my heart,
if you listen to me
you will feel my longingé.

This sweet pain, why?
My beloved, love, love
makes my pain.

Our meeting room has 

changed

Go to room xx
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óExactlyó she said, óWe are going to have a meeting ð I just wanted you to feel good about 
it because I like youó. This meeting made a rapid change to the better, with a clear signal 
ð from the manager, I do care about you and how our meetings are carried out.

C) CHANGE AT SCHOOL

Two teachers, one was a new teacher, the other an old one, decided to make the start of 
the new term at school a good one. The attitude they had had in this school, had started 
to deteriorate and a spirit of ónot caringó was emerging. The teachers started with some 
planning days before the pupils came. When the teachers  arrived to the school, after a 
long nice summer vacation, the two teachers stood with glasses of champagne and greeted 
everyone personally welcome: 

Welcome to a great new term!

D) THE UP-SIDE-DOWN METHOD

A management group in Sweden were carrying on with their meetings, in a not to spirited 
way. As they had a project coming up that was vital for the organisation they asked a 
consultant to coach them in becoming more of a team, so they would not miss the project 
process but make the best project so far instead. At one point in this teambuilding process 
we made an up-side-down method, making joint decisions on how to work together in the 
daily work, formed like a contract that everyone agreed to follow (5).

When a follow up was made, a year later, this organisation had to go through a lot of other 
changes, but the head of the organisation told me that due to the contract they had managed 
to have a trustworthy and good communication, even if other circumstances had pushed 
them to change in other ways. We will try this method shortly.

E) PAINTING AND USING METAPHORS, AS AN ANALYSIS TOOL

A company in Finland had to cut their costs severely over one and a half year. Their 
competitors on the market gave them a good þ ght. However, they managed to come 
out of this and got new clients during the process, but not without some damage done to 
the climate, the trust between managers and their subordinates and the well being within 
the company.
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As part of training the management group again, I choose to use painting instead of doing a 
formal analysis of facts. They got 20 minutes, a big sheet of paper and paints/crayons with 
the job to not talk too much during their task but together draw the ópresent situationó of 
the company ð thereby using a metaphor ðóus as a boató. They were not in that business at 
all, but boats are part of the Nordic heritage since way back.

After 15 minutes they happily came back into the workshop room with this drawing: This is 
us, they said. Here you have a picture of us today.

For me, as a process consultant, it was nice to ask 
questions, following details in the picture and 
also the overall view. The dialogue landed on a 
just as a good summary of problems and positive 
sides and a ójoint pictureó of where they stood, 
and an increased awareness of what had to be 
done to improve the business.

A picture tells you more than many words, as 
an old Chinese proverb goes. A picture seldom 
lies (unless manipulated for political reasons by 
modern computers).

These were 5 examples  that made the process easier and also opened up for a better 
dialogue on problems and possibilities. 

My cupboards at the ofþ ce are þ lled with examples of creative change processes from 
various groups. They have worked as well in small groups as big ones. An example is for 
instance training a whole local council to go from talk to action and taking responsibilities. 
This was part of the BAS project, one of the biggest competence development programs 
in Sweden.

A comment from one of the many follow-ups made me happy. One of the managers, just 
reviewing her training, looked at me bewildered and said:

óFunny, I donõt see education and training as something separate anymore. It is in my daily 
work and in my way of managingó.

I would like to remind you that there are groups and organisations who wonõt be happy 
with creative methods to start with. The internal climate, how people communicate etc, 
might be so bad that you have to start rebuilding relations þ rst.

US AS A BOAT
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What is in your toolbox? 
IS THERE WAYS OF MAKING BALANCE?

Often coaches as well as consultants are famous for boxes and analysis sheets, also 
psychologists can be famous for using many personality and management style sheets as 
working tools. Often these instruments can be good of course, if used for personal and 
group reÿ ection and as a help for collecting feedback on ówho am Ió. At other times the 
instruments can be used too actively, thus blocking ways to change and thus being more of a 
show off.

Whether you work as a consultant or as a coach /mentor, you have to have a balance 
in your toolbox. You need methods to increase structural and analytical competences in 
the organisation, if there are a lack of these. You also have to improve the creative and 
communicative sides of it, if there is a lack of that in the group. This is also true on the 
individual level. óBalanceó in  handling your life, is a word of utmost importance, much 
written and reÿ ected on by C G Jung and followers(3). An old Swedish saying, made by 
mothers, a typical cooking advice, goes:

óFºr lite och fºr mycket skªmmer alltó

i.e.

óTo little and too much will spoil everythingó.

In group processes ð imagine that  you forget the salt or pepper ð but ð horror if you use too 
much! Balance is indeed important.

Simplicity in design
òIf the world is too big for you, make a ring with your thumb and index þ nger, and look 
through that instead.ó
Lenaõs grandfather, tips for his children

According to my experience consultants and coaches have more success ahead if they turn 
more towards developing the creative spirit and bringing forth more of actual competences 
among individuals ð thus also enhancing self-esteem individually, but also self-esteem in the 
team and in the whole organisation. That is using a ócoachingó method ð the solutions can 
be promoted from within. Often, unfortunately, in practical life it is the other way around 
ð the consultant or coach teaches the óright wordsó and decides on goal, plan etc for the 
client. It wonõt work in the long run. Donõt underestimate simple approaches and methods 
in your toolbox. Sometimes simple methods, combined with good listening skills and careful 
planning and follow up can be just as good to promote changes, as complicated methods.

The dialogue, the way of meeting your customer and promoting a good climate is of utmost 
importance for a good coach and manager, see for instance research by Sara Lightfoot 
Lawrence, Harvard  and James Tamm et al, California(6, 7). Changes that are made lasts 
longer, the economical results are improved within companies and people also enjoy their 
work environment better.
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The old contract and the new one
Lena Hammarbªck, a Swedish OD consultant, psychologist and a colleague of mine(9) uses a 
metaphor for the changes we are taking part of, with óthe old contractó and  óthe new oneó, 
for instance:

THE OLD CONTRACT

My employer is responsible for me, my job and career development etc
The management always knows best
Always ask your boss before you do anything
I am dependant on the organisation/company I work for and have no plans to leave/þ nd a 
new job

THE NEW CONTRACT

The customer is right/knows best
My wellbeing is my own responsibility and it comes from my network and my competence
I plan and organise my own workload
I see everyone as my customer

This way of looking at your job opens up for a more proactive way. The ôold contractõ is a 
passive way, and makes you more of a òconsumeró than active participant in developing 
ideas for your organisation.

In a new time, with a big need for real changes, not just talk about it, we need new tools, and 
we need also to question the old ways we do things. Continuous learning becomes a way of 
security, not a threat.

Workshop
The workshop will try the following tools:

WRITING POETRY USING A LANGUAGE THAT DOES NOT EXIST

We will create poetry out of new languages, writing it þ rst in the new languages, after that 
translate it and then we will have a poetry reading session and laugh.

PMI FROM EDWARD DE BONO

His classical method, PLUS, MINUS, INTERESTING, usable for many purposes, both 
promoting creativity and new ways of looking at things but also great for follow up, and 
role clariþ cation.



Creativity tools in coaching individuals and teams, Lena Bºrjeson page 10 of 13  
EMCC CONFERENCE, K¥LN, GERMANY -  2 NOVEMBER, 2006

É

THE UP-SIDE-DOWN METHOD, BY THE AUTHOR

Several years ago, having a difþ cult assignment  I invented this method. It worked great and 
has worked since then. You go through 3 or 4 stages, with various perspectives:

Å Turn the question upside down, brainstorming
Å Make priorities ð what is worst?
Å Turn these up-side-down and develop ideas. A hand out will be given out at 

the workshop, if anyone reading this later would like a handout please e-mail 
info@metoda.se.

Results and discussions
SOME OF MY FINDINGS

Since I started my journey (and I am still at it), I have collected lots and lots of good 
examples of people, growing and promoting changes and new ideas for themselves and for 
their company. This makes my role as a process leader nicer, indeed! I promote change, I 
donõt have to go about ótelling solutionsó to people.

SOME OF THE RESULTS I HAVE NOTED OVER THE YEARS:

Å the working climate changes to a more positive one
Å people enjoy work and their environment more
Å individuals learn how to get rid of some rigidity as they create valuable ideas 
Å team spirit evolves when you see new ways of action and learn more about 

your colleagues
Å when people participate in problem solving and creative workshops, they also accept 

changes as they have taken part
Å you save time and money! you get results!

Considering an economical measure only, if you just consider the sum of cost for meetings 
of various kinds, that is not good enough ð there is a potential for saving money and have 
more fun. Go ahead and change your meetings!

¡ke Jerkedal, associate professor, pedagogue  and expert in evaluation, made an evaluation 
on one of our jobs, training  all  managers in a local council in creative tools, to use in their 
ordinary meetings and for a teambuilding activity with their staff. The results indicated 
the same changes, as I mentioned above. It was also interesting to see many new ideas for 
developing their business that evolved, as well as the managers said they felt more secure 
and have improved the decision making processes.

However, more research have to be done on the subject of using creative tools, to my 
knowledge there is fairly little done so far.

A reÿ ection I have made myself, during my work, is that the creative training makes both 
individuals and groups, and the interaction between manager and group become more 
secure and professional. This might be due to the fact that creative training helps  develop a 
healthy self-esteem.
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The role of the consultant/coach in the future
Much could be said about that, but this is not the time and place. All over the world there 
is a growing interest in how to change management styles, in the new world and also how 
to develop ÿ exibility and team spirit. The manager ð and also the consultant/coach has in 
this perspective to question our own methods and working styles. What ways are effective? 
How can  we promote good communication and also good businesses?

Carl Rogers(10) and also  Schein(3) and others have spoken on the importance of being a true 
and honest leader, and a humble one, daring to show your feelings also. Whitmore, Julie 
Hay and several of the founders of EMCC have showed us interesting ways of developing 
the profession. 

Some short comments for the future:
Å Have a client or customer focus  - how can I help you?
Å Bring forth competences and ideas, donõt stop them
Å That change is made counts, not just talk the talk or too many PowerPoint pictures
Å Accept and work with differences, in a positive way
Å Know yourself ð as a coach, i.e. our own personal development is of great importance
Å Build a positive climate
Å Beware of working too much alone ð use and renew your network
Å Have fun, enjoy it yourself
Å Continuous learning for everyone
Å Be humble ð change is difþ cult and demanding
Å Have time to reÿ ect and follow up

References and literature
1. Lena Bºrjeson: ABC om lªrande, Metoda publishers, 1983 (ABC on learning).
2. Gºran Ekvall: Id®er, organisationsklimat och ledningsþ losoþ , 1990, Norstedts 

(Ideas, organizational climate and leadership, this book describes his research in 10 
climate dimensions for a good work environment).

3. Edgar H.Schein: Organizational Culture and Leadership, sec, edition,1992, Jossey-Bass 
and various articles in SOL, Society for Organizational Learning, a newsletter on the web.

4. Lena Bºrjeson: Slªpp loss ð kreativitet fºr alla, Metoda 2004, Metoda lagspel È and 
unpublished articles on art and transformation.

5. The Up-side-down-method, þ rst published in Kunskap p¬ burk, 1984, Metoda.
6. Sara Lawrence Lightfoot: Respect ð an exploration, Perseus Books, 1999.
7. James W Tamm and Ronald J Lyet: Radical Colloboration. Five Essential Skills to 

overcome defensiveness and build successful relationships, Harper Business, 2005.
8. Metoda lagspel È, handledning (Metoda teambuilding, instruction book), 1999.
9. Lena Hammarbªck, seminars and articles, see www.arbetslivspsykologen.com.
10. Carl Rogers: Frihet att lªra, W o W, Stockholm.
11. Working materials and research reports from BAS, a project in ¥rebro local council, 

Sweden (for instance by ¡ke Jerkedal and the training group within the council, as 
follow up reports).



Creativity tools in coaching individuals and teams, Lena Bºrjeson page 12 of 13  
EMCC CONFERENCE, K¥LN, GERMANY -  2 NOVEMBER, 2006

É

Some more sources of inspiration:
Karin Eneroth: Lªrande och utveckling genom samtal ( Learning and development through 
dialogue), unpublished article, Stockholm University, Psychology department.
John Heider: Ledarskapets TAO. Lao Tzus Tao Te Ching anpassad till en ny tid, 
W o W,  Stockholm.
Marie-Claire Lundeberg, Stockholm: Workshop on pictures and dreams, CJP, 
Stockholm 2006.
Siv Their: Det pedagogiska ledarskapet, Mermerus, Finland.
Stina Thyberg: Seminars on jungian analysis, unpublished notes, Sºdertªlje, Sweden.
Paul Watzlawick: Handledning i konsten att bli olycklig, Natur och Kultur, 1999 and 
Fºrªndringens spr¬k resp Fºrªndring, Natur och Kultur, 1995.
John Whitmore: Nya coachingboken, Brainbooks.
www.cjp.se, Publishers with various courses and books, on jungian analytical approach.

To be published by Lund Verlag Gessellschaft, Kºln: Two books by Lena Bºrjeson, in the fall 
of 2006 and Reÿ ections on Change, by the Metoda Consultant Group, Metoda publishers, 
Spring 2007

On Metoda Consultants and Ms Lena Bºrjeson
Metoda consultants work with quality assurance and drug development within the 
pharmaceutical þ eld (Ass. professor Klas Gustavii) and also with business development, 
teambuilding and coaching (Lena Bºrjeson), see www.metoda.se.

As consultants we work within the Nordic countries, in Europe and also in the 
Middle East, as mentors and giving support to managers in getting better quality and 
results in their businesses. 

The two owners of the company are management consultants CMC, certiþ ed according 
to the standard of IMCI and Feaco. They belong to SMK, the Swedish Association of 
Management Consultants, www.samc.se.

Lena Bºrjeson also belongs to EMCC  Sweden.

Metoda runs a small publishing business, mainly publishing books by Lena Bºrjeson, but 
also some other authors, like Dr Win Wenger, USA, the former Nicholas Albery, The Institute 
of Social Innovations, London, founder of the institute, see www.globalideas.com.

Connected to Metoda are several networks, both in the pharmaceutical þ eld and associated 
þ elds (KG) but also in business development and HR (LB), at present the Metoda group 
consists of ten qualiþ ed organisational consultants, specialising in a variety of þ elds.




