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Resources

If you would like to enter for a drawing 
of a Liberating Structures deck of cards,
please hand me your business card
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Intro/LS Spread in Higher 
Education Triz

Ecocyle
Planning 1-2-4-All 15% Solutions

Mad Tea What, So What, 
Now Wat Resources

Agenda
Modified Design Story Board   

Purpose of this session: for HR practitioners to learn about Liberating Structures (LS) 
and be able to use 4-6 LS right away to increase breakout inclusion, innovation 

and engagement in their work and with their teams
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Overview of Liberating Structures
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There are 5 micro-organizing dynamics 
within every group interaction

An Invitation
Arrangement of Physical Space
Sequence of Steps in an allocation of Time
Configuration of Groups
Distribution of Participation

These microstructural elements, 
just like DNA, are always 
present yet easy to overlook!
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PRESENTATION

Thou shall not bore people!

CONVENTIONAL STRUCTURES
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MANAGED DISCUSSION
CONVENTIONAL STRUCTURES

I’ve called this 
meeting to discuss 
a decision I’ve 
already made

???????
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Let’s go around 
the table and 
share updates

I’ve literally done 
nothing but I can 
talk for 5 minutes 

This is 
boring

STATUS UPDATE
CONVENTIONAL STRUCTURES



8

Can’t think 
of anything…

BRAINSTORM
CONVENTIONAL STRUCTURES
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“The Goat Rodeo”

Open Discussion
CONVENTIONAL STRUCTURES
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What are Liberating 
Structures?

imple

ngaged

tructured

roup activities

S
E
S
G

A repertoire of 33+ options for organizing generative interactions 
that include and unleash more people in shaping the future
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Attributes of Liberating Structures
• Expert-less: requires only a few minutes to 

introduce; novices can succeed after a first 
experience

• Results-focused: likely to generate better-
than-expected purposeful results

• Rapid cycling: fast iterative rounds are very 
productive

• Seriously fun: boosts joy, freedom & 
responsibility

• Inclusive: together, everyone is invited to 
shape next steps

• Multi-scale: works for everyday solutions, 
projects, strategy, movements

• Self-spreading: simple to copy without 
formal training

• Modular-Minimalist: the parts can be 
combined & recombined endlessly 

• Licensed via Creative Commons
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Liberating Structures are in use at > 50 campuses 
across the US and Canada  in 2018 and growing

Canadian Mennonite University
University of British Columbia

University of Washington
Washington State University

University of Cal, Berkeley
Cal Poly

Cal State, San Bernardino

University of Texas, El Paso

University of Minnesota, Flagship
University of Minnesota, Twin Cities

University of Wisconsin, Madison

Bates College

Michigan State University

York University
NY University, Buffalo

University of Michigan, Ann Arbor

University of Michigan, Dearborn
Case Western Reserve University

George Washington University

Eastern Michigan University

University of Virginia

Madison Area Technical College
University of North Carolina

Purdue University
Indiana University

University of Arkansas, Clinton School of Public Service
University of Arkansas

Tulane University 

CSU-Long Beach

Carleton University

University of Arizona
ASU

University of Texas, Austin

Princeton

UC San Diego

CU-Denver

Pepperdine

Eastfield Community College

Western Kentucky University

University of Kentucky
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Feature Article on Liberating Structures

https://businessofficermagazine.org/features/tools-of-engagement/
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1-2-4-All
Engage everyone simultaneously 
in generating ideas, questions, 
or suggestions
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1-2-4-All in 
Motion

1-2-4-All in Motion
Invitation

1 Minute 
Alone

2 Minutes in 
a Pair, 

Sharpen & 
Shape

4 Minutes in a 
Foursome, 
Synthesize

3 – 10 
Minutes in 
the Whole 

Group, only 
Best in Class 

Ideas

1-2-4-All
serves as a 

fundamental 
pattern in many of 

the other 
Liberating 
Structures

Multiple short 
cycles are more 
productive than 

one longer 
session.
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TRIZ
Stop counter-productive behaviors 
to make space for innovation
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TRIZ Questions

• What is everything we could do to guarantee that HR in our 
institutions is seen as a 
• transactional 
• low-value, 
• bureaucratic, 
• non-strategic,
• silo’d department?

• Is there anything on your list that resembles a current behavior or 
practice? Be unforgiving... 

• How could you STOP doing those things? 
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Debrief
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Ecocycle Planning
Analyze the Full Portfolio of Activities and/or Relationships 

to Identify Obstacles and Opportunities for Progress
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Ecocycle Planning
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Ecocycle on Your HR Services

Place each of the following HR service/functions 
for your institution on the eco-cycle.
• Recruiting/Selection
• Hiring/Onboarding
• Performance Management
• Professional/Career 

Development

• Benefits Administration
• Succession Planning
• Diversity, Equity, and 

Inclusion
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Debrief Your Ecocycle

• What do you notice about the balance across your portfolio?
• What services are in (or nearing) the Poverty Trap or the 

Rigidity Trap?
• What is lying DEEP IN THE GROUND, waiting for a seed?

• What is most important about what you see here?
• What are implications for action?
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15% Solutions
Discover and focus on what 
each person has the freedom 
and responsibility to do now
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A 15% Solution is something you can 
do right away without needing any
more freedom, resources, permission, 
authority, or control. i.e., you have 
discretion to act right now.
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15% Solutions

For one HR service on your Ecocycle, (particularly 
those stuck in the Rigidity Trap or the Poverty Trap) 

without needing any additional resources, 
funding, permission, or authority… 

what are some 15% solutions you could implement 
next week to make progress on its lifecycle?
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Share 15% Solutions in 
pairs and try to amplify 
one another’s ideas. 
Be prepared to share.
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15% Solutions
Discover and focus 
on what you have 

freedom/resources 
to do now

What is your 
15% solution

Chairs for 
(unlimited 
number of)  

pairs

Everyone 
included with equal 

opportunity to 
contribute

1-2-All 
(many options)

Generate 15% 
solution alone 

then share

15% Solutions Invitation

Space, Materials

Participation 
Distributed

Groups 
Configured

Steps, Sequence
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Mad Tea Party
A wild romp through engagement
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Mad Tea Party
Sequence of Steps

• Form two circles with the 
inner facing out.

• Standing across from 
another person respond to 
the open ended sentence 
that follows. (1 min)
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I am inspired 
in my work when…
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Mad Tea Party
Sequence of Steps

• Inner circle shift to the right. 
• Respond to the next sentence. 

(1 min)
• Stay curious and dig deep. 



32

With regard to HR in Higher Ed,
something we must learn 
to live with is…
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An unsettling uncertainty we 
must creatively adapt to is…
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A big opportunity I see 
to start using LS is…
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Something I should 
STOP doing is…
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A question that is 
emerging for me is… 
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Counterintuitive Results

Same 
People

Same 
Macro-

structures

Different 
Micro-

Structures

Better than 
expected 

results 

Enduring 
cultural change

SAME

SAME
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What, So What, 
Now What?
Look Back on an Experience 
and Decide How to Apply It
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Sense Making and Next Steps

Participants form into pairs or trios
• What? What stands out for you about this workshop?
• So what? What about that is important to you?
• Now what? What are you willing to do, yourself, to utilize 

these tools for breakthrough innovation, inclusion and 
engagement? 
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Stringing: Advanced Facilitation
Linking & Sequencing LS Together for a Specific Purpose
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Today’s Example: Strategy Making
Any-size group strategizes for how to make progress in less than one hour 

Mad Tea stimulate 
engagement on the topic

Triz
Identify non-productive 
behaviors to stop or avoid

Ecocycle Planning
Understand a  portfolio of services or 
actions in terms of their life-cycle

15% Solutions
Identify Immediate actions each 
person can take to move forward

http://www.liberatingstructures.com

http://www.liberatingstructures.com/12-2510-crowd-sourcing/


42

The Manual
(on Amazon)
The Surprising Power of 

Liberating Structures
By Henri Lipmanowicz & 

Keith McCandless

Learning Resources

LS User Groups
20+ user groups across 

North America and Europe
Contacts all over Higher Ed

LS Website
www.liberatingstructures.com

Keith McCandless
keith@liberatingstructures.com
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Liberating Structures materials are made available through a Creative 
Commons Non-Commercial, Attribution, Share-and-Share Alike License

You can use ‘em, 
you can share ‘em, 
but you can’t sell ‘em

Slide content adapted from materials developed by Keith McCandless and Fisher Qua
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Thank You

Please complete the online evaluation form for this session. 
CUPA-HR will email session evaluations to you today.

Feel free to text me at 248-606-0718 or email me at clilly@sibson.com
anytime, with a question or to schedule an LS consultation, 

an intro workshop or strategic planning or group facilitation using LS.

Catherine Lilly
clilly@sibson.com  |  248-606-0718
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APPENDIX
Additional Resources
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Liberating Structures
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6. Interdependencies across 
embedded systems influence 
our efforts to  transform

8. Non-Linearity:  Tiny 
changes & deviations can 
make a big difference

3.  Common generative patterns 
give rise to our small local and 
large global events

4. Our outcomes are not predicable 
in detail,  we can expect surprise

9. Order unfolds out of our 
independent  action w/o 
much central control

5. Our interactions generate 
more than the sum of the 
parts (unlike a machine)

LS Links to Complexity Science

10. Chunking: Our Robust 
Innovations are shaped 
from pieces that work 
independently

1. Beyond merely adapting, 
we simultaneously shape 
and are being shaped by 
the environment 

7. Redundancy Enables Parallel 
Processing & Rapid Learning

2. Being holistic and specialized 
helps us navigate paradoxical 
waters 
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Agenda Item Goal LS Micro-Structure Why this LS? Steps / Timing Facilitator Notes
Welcome Form working 

group, get 
acquainted

Impromptu 
Networking

Demonstrates respect for 
each person & discipline 
included 

3 rounds in pairs, 
5 minutes each

Carlos, all

Preparing to 
Launch Project

Make space for 
innovation

TRIZ, 1-2-4-All Some of our successful 
practices have become 
overly mature (rigid) over 
time

3 steps, 
10 minutes each

Jenny, groups of 4 
then whole group

Attracting Broad 
Participation

Define and sharpen 
purpose

Nine Whys We want to attract broad 
participation, innovating 
in many settings without 
formal controls

One rounds of 
1-2-4, 
30 minutes total

Katie, then groups 
of four

Action Planning Identify action, get 
started now

25-to-10 
Crowdsourcing

We have a do-er culture 
that benefits from self-
discovery in a group

25 minutes for
5 rounds + action 
group formation

Carlos, all

Design Storyboards
Launching A New Product

Define step-by-step elements for bringing projects & meetings to productive endpoints
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TRIZ Punctuation – STOP IT!

https://www.youtube.com/watch?v=n-Tej0297wk

https://www.youtube.com/watch?v=n-Tej0297wk
https://www.dropbox.com/s/cvup1qtfr4lomy0/Screenshot%202017-09-05%2008.36.37.png?dl=0
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TRIZ
Stop counter-productive behaviors 
to make space for innovation
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TRIZ: Schedule and 
Sequence of Steps Review

2. First alone, then in 
your group, go down 
your list and ask:

Is there anything we 
are doing that 
resembles in any 
shape or form to-do’s 
on our list?

STOP

3. First alone, then in your 
group, compile the list of 
what needs to be stopped1. First alone, then in 

your small group, 
compile a list of to-
dos in answer to: 

How can I/we 
reliably create…

Go wild!

Ask:  How am I and how are we going to stop it? 
What is your first move to STOP this behavior?
• Be as concrete as you can 
• Bonus questions: 

• What triggers this behavior?
• What competing commitments and 

assumptions may be holding you back?
• What do you need from others to STOP?
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1-2-4-All
Engage everyone simultaneously 
in generating ideas, questions, 
or suggestions
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1-2-4-All in 
Motion

1-2-4-All in Motion
Invitation

1 Minute 
Alone

2 Minutes in 
a Pair, 

Sharpen & 
Shape

4 Minutes in a 
Foursome, 
Synthesize

3 – 10 
Minutes in 
the Whole 

Group, only 
Best in Class 

Ideas

1-2-4-All
serves as a 

fundamental 
pattern in many of 

the other 
Liberating 
Structures

Multiple short 
cycles are more 
productive than 

one longer 
session.
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Ecocycle Planning
Analyze the Full Portfolio of Activities and/or Relationships 

to Identify Obstacles and Opportunities for Progress
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Sequence of Steps & Timing

1. Generate a list of activities (or relationships) (5 – 20 mins)

2. Introduce the visual metaphor of the Ecocycle and explain using different 
language depending on context (5 – 10 mins)

3. Invite individuals to place listed activities (or relationships) on a personal 
Ecocycle worksheet (10 mins)

4. In pairs or quartets, share placements, discuss, (if needed and try to arrive 
at agreement) (10 – 30 mins)
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Sequence of Steps continued

5. Pairs or quartets bring their placements to a shared Ecocycle diagram 
(10 – 50 mins)

6. Debrief as you go about each activity:
• What do you notice about how each group placed the activity? Discuss discrepancies.

7. Once all activities are placed, debrief the full Ecocycle and move into action 
planning:
• What do you notice about the balance of the entire portfolio?
• What are the implications for our work moving forward? 
• What is needed to advance any individual activity AND maintain flow across the full 

portfolio?
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Thank You

Catherine Lilly
clilly@sibson.com  |  248-606-0718
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