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The 4 Player Model is a 
David Kantor Model.  

With David Kantorôs 
permission, the 
application of a  
ñLimits to Successò 
System Archetypes to 
the 4 Player Model is a 
Model Building design 
by BC Huselton    

There are many kinds of 
systems in our world 
with different kinds of 
parts and ingredients. 
But no matter how 
different these systems 
may appear, they are all 
assembled according to 
the same general rules 
of organization. Those 
general rules are called 
General Systems 
Theory. 
 
Understanding General 
System Theory and 
using it to help 
conceptualize Teams 
and Organizations as 
Human Systems 
provides a way to see 
and to effectively 
intervene in the wildly 
messy yet practical 
issues encountered in 
our complex world.  

A Note on This Document  
 

No part of this document may be reproduced, stored in a retrieval system, or 
transmitted in any form by any means - electronic, mechanical, photocopying, 

recording, or otherwise - without permission of Models Illustrated . This 
document provides an outline presentation and is incomplete without the 

accompanying oral commentary. These materials are licensed for use by one 
individual only and only in connection with the program in which the materials 

are provided.  

Moving OpposingFollowing

Bystanding

+ _

The Kantor 4 Player Model   
  Seeing  Human Systems in Action  

The Kantor 4 Player Model: A System Illustration 

Product # 40 - A Product of  Strategic Model Building,   BC Huselton # 843 342 5471  
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 Dynamic and Behavioral Complexity and their Messes  

Behavioral Complexity

Dynamic

Complexity

LOW

LOW

HIGH

HIGH

Tame 

Problems

Messes

Wicked 

Problems

Wild 

Messes

Behavioral complexity

refers to the mental 

models, values or basic 

underlying assumptions 

of the people in a group 

or organization. In 

situations of low 

behavioral complexity 

these are basically 

consistent and 

congruent. High 

behavioral complexity is 

characterized by wide 

variation and conflict 

between different 

assumptions, beliefs, and 

perspectives.

Dynamic complexity

refers to relationships 

between variables. 

Situations of low 

complexity are stable 

over time, and the 

relationships between 

the variables remain 

constant. High dynamic 

complexity occurs in 

situations where there 

is a time delay in cause 

and effect relationship, 

and where an action in 

one place has 

consequences in 

another, distant place. 

Tame Problems

When problems of low 

dynamic complexity 

combine with problems of 

low behavioral 

complexity, the result is a 

òTame Problemó. Tame 

problems can be solved in 

isolation. Traditionally, 

tame problems are broken 

down into parts which can 

be solved independently, 

and then integrated into 

an overall solution. They 

are relatively stable in 

terms of behavioral and 

dynamic complexity.

Messes

Problems associated with 

messes cannot be solved 

in isolation from one 

another; they are systems 

of problems. òMessesó 

typically require systems 

thinking in order to clarify 

and map the inter -

relationships among 

variables. In the 

behavioral dimension, 

messes are described in 

patterns of behavior, such 

as vicious and virtuous 

cycles, shifting the 

burden, and addictions.

Characteristics of messes 

in the dynamic dimension 

include feedback loops, 

delays, complex and 

multiple cause and effect 

relationships, and so on.

Wicked Problems

òWicked Problemsó are 

those in which complex 

underlying social 

problems are inherent. 

These problems have 

high behavioral 

complexity. When the 

overriding social theory 

and ethic are divergent 

people see the situation 

from different 

perspectives and plan 

strategies for what could 

and should be done 

based on different 

mental models. Often 

these factions become 

hostile, embittered, wed 

to their positions, and 

entrenched to the point 

where there is little 

possibility for wider 

understanding and 

compromise solution.

Wild Messes

òWild Messesó have no 

single solution. The 

conditions of behavioral 

complexity -groups of 

people holding different 

assumptions, values, and 

beliefs which are in 

opposition to one 

another - are heightened 

and complicated even 

further by the dynamic 

complexity. When the 

element of time is 

factored in - conditions 

are continually 

changing, cause and 

effect relationships are 

unclear, and feedback is 

distant - you have a wild 

mess!

Adapted from òThe Work of the Center for Organizational Learningó   Draft 2/17/95 Liaison Officers  
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element of time is 

factored in - conditions 

are continually 

changing, cause and 

effect relationships are 

unclear, and feedback is 

distant - you have a wild 

mess!
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 4 Player Model Building - Thinking behind my Thinking  

Theory of the Thing:  

The 4 Player Model conceptualized as a system 

provides a pattern language to name, code and 

make more visible the actions / interactions 

people in Human Systems take to control their 

performance and as a consequence the 

performance of the system. It is a dynamic 

process vs. Static. Players are not Movers, 

Opposers, Bystanders, or Followers, unless they 

get stuck. They are constantly in action Moving, 

Opposing, Bystanding or Following.  

Theory of Change:  

Change in this model occurs by re-arranging, 

regulating and or balancing the interactions the 

system players make. To change the Systemõs 

performance, use the 4 Player Model to help the 

players alter the product of their interactions, not 

just the performance of the players taken 

separately. How the players interact and arrange 

themselves in space is their òStructure.ó So, the 4 

Player Model targets the Human Systemõs 

structure to change it.  

Theory of Practice:  

Develop in stages, the capacity and competencies 

of the players in the Human System to see, name, 

shift and generate the action level structures to 

enhance their individual and collective 

interactions . 

Stage I:   

a. See and name Self and Team Structures in low 

stakes contexts,  

b. Then, in high stakes contexts 

  

Stage II:  

a. Conserve Enabled Structures and rearrange or evacuate 

Disabled Self , Team, and Larger System Structures 

b. Name and intervene in systems behavioral and policy 

structures that keep the system stuck or oscillating 

Stage III:  

a. Generate new sustaining structures and manage 
retrenchment at the Self, Team and Larger System Levels 

b. Create transfer structures to develop othersõ competencies 
in the 4 Player Model 

Tools and Methods:  

Action Level Board Game  

O Deck  

BP Assessments  

BP Analyzer and Balance Meter  

Intervention Tips  

Enabled and Disabled team indicators  

Structural Story Tips  

Action Archetypes ZiP Cards 

Mapping the System Worksheets 

Individual and System Structure Worksheets 

Guide for Building your Model 
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A Meta Theory  
For Building a Coaching Model  

Theory of the Thing, Change & 
Practice 

The Practice Model  
Sequenced Content & 

Learning Stages 
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Structure Stages 

 
6 Level Development 

Process 
 

Choosing a Pathway 

Monitor ïKantor Enterprises,  Text by David Kantor   
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Next Steps 

A Business Case  

Guiding Design 
Principles  

One Approach 
for a System 

MAP  

A System for 
WHAT?  

Discovering

ApplyingGenerating

Core Learning Content and 
Transfer Structures for 

Discovering Stage

Core Learning Content 
and Transfer Structures 

for Applying Stage

Improving

System Access 
Channels and 
Boundaries

Core Learning Content 
and Transfer Structures 

for Generating Stage

Core Learning Content and 
Transfer Structures for 

Improving Stage

Key Sub-System Interfaces

SoL Knowledge Building Spiral Draft 070103

Transition Support Content 
and Structures to Stage II

Transition Support Content 
and Structures for Stage III

Transition Support Content 
and Structures for Stage IV

Re-engagement Content and 
Structures to Deepen Next Cycle for 

Stage I

SoL Capacity Building Draft System 
MAP 070103 

Discovering the Heart of the Matter  

ZooMing In!  

Making a Choice  
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Building                          
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 Core Premise   

 
The 

Sponsorship 
Container - 

Stage 0 
 

System MAP 
and Ecology 

Profile  
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Client 

System
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Interfaces

Change 

Team

Other Key 

Constituencies

Immediate 

Contacts

Sponsor

Individual 

Boundary 

Profiles:

Team 

Profile

Interface between 

Change Team / 

Model and Client 

System / Model

Meta Model  for Understanding Change Models, David 

Kantor 1997

ÅHow we interact and produce balance

ÅThe level of model development & 
dynamics

ÅOur experiences

ÅWhat we engage and how

ÅThe distinctive ways the model is 
constrained by the team. 

ÅHow each processes information, communicates,    
organizes & takes action

ÅHow each makes moves

ÅWhere each is strong, weak, and gets stuck 

ÅHow each faces impasses

ÅHow mature and proficient each is as a practitioner

Displayed  

Model

ÅWhat is the GAP between the 
expressed and displayed 
model?

ÅYour model tells you to do 
something but the situation 
prevents it

ÅThere are unanticipated 
structural traps in the system

ÅYour moves produce 
unintended and unanticipated 
reactions

ÅYour model simply does not 
tell you what to do

ÅYour model predicts X but 
you get Y

ÅYour model is inaccurate

The system can live as 

long as its structure 

changes coherently with 

the circumstances, if 

coherency (adaptation) is 

lost, the system dies.

Expressed 

Model

ÅWhere are the Structural Traps? A 
structural trap is a state of 
contradiction or double -bind, into 
which a system places people who 
are trying to change it..

ÅLack of unity among sub -systems 
concerning alignment / resistance to 
intervention

ÅKey individual(s) are unaware of 
mixed state of readiness and support 
within subsystems

ÅAn explanation of how you 
think about the entities in 
which you intervene.

ÅWhat you interacting with in 
order to change it.

ÅLink to core business issues

Theory of the Thing 

Theory of Results

Theory of Change 

Theory of Practice 

ÅAn explanation of how 
change takes place.

ÅWhat causes change

ÅA planned approach to how 
you intervene to produce the 
desired change.

ÅWhat to assess, what to do, 
when and what to avoid

ÅHow you assess learning and 
performance. 

ÅHow you demonstrate value 
and connect it to overall 
business performance. 
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Meta Model  for Understanding Change Models, David 

Kantor 1997

ÅHow we interact and produce balance

ÅThe level of model development & 
dynamics

ÅOur experiences

ÅWhat we engage and how

ÅThe distinctive ways the model is 
constrained by the team. 

ÅHow each processes information, communicates,    
organizes & takes action

ÅHow each makes moves

ÅWhere each is strong, weak, and gets stuck 

ÅHow each faces impasses

ÅHow mature and proficient each is as a practitioner

Displayed  

Model

ÅWhat is the GAP between the 
expressed and displayed 
model?

ÅYour model tells you to do 
something but the situation 
prevents it

ÅThere are unanticipated 
structural traps in the system

ÅYour moves produce 
unintended and unanticipated 
reactions

ÅYour model simply does not 
tell you what to do

ÅYour model predicts X but 
you get Y

ÅYour model is inaccurate

The system can live as 

long as its structure 

changes coherently with 

the circumstances, if 

coherency (adaptation) is 

lost, the system dies.

Expressed 

Model

ÅWhere are the Structural Traps? A 
structural trap is a state of 
contradiction or double -bind, into 
which a system places people who 
are trying to change it..

ÅLack of unity among sub -systems 
concerning alignment / resistance to 
intervention

ÅKey individual(s) are unaware of 
mixed state of readiness and support 
within subsystems

ÅAn explanation of how you 
think about the entities in 
which you intervene.

ÅWhat you interacting with in 
order to change it.

ÅLink to core business issues

Theory of the Thing 

Theory of Results

Theory of Change 

Theory of Practice 

ÅAn explanation of how 
change takes place.

ÅWhat causes change

ÅA planned approach to how 
you intervene to produce the 
desired change.

ÅWhat to assess, what to do, 
when and what to avoid

ÅHow you assess learning and 
performance. 

ÅHow you demonstrate value 
and connect it to overall 
business performance. 
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Excerpts and quotes from the Fifth Discipline Field Book , 

Desired 
Future 

Current 
RealityGAPS

. 

.  

Creative Tension

Ignorance
Currently Donõt Know

Choices
Exit 

Learn 

Fail 

Dela
y

Accelerate Learning Cycle Time 

Learning cycle time is the time it takes to 
encounter, understand, internalize and 
transfer a new concept when the need 

arises.

In organizations, 
goals and visions 
erode because of 
low tolerance for 
emotional 
tension. Nobody 
wants to to be the 
messenger of bad 
news. The easiest 
path is to just 
pretend there is 
no bad news, or 
better yet, 
òdeclare victoryó 
- to redefine the 
bad news as not 
so bad by 
lowering the 
standard by 
which it will be 
judged.

The dynamics of 
emotional tension 
can be seen in the 
center 
illustration. 

When we choose to allow our goals to erode or 
when we are unwilling to live with emotional 
tension we either òEXITó, giving up before  
starting the gap closing process or, proceed 
blindly believing we know it all and end up 
òFAILINGó. When we understand creative 
tension and allow it to operate by not lowering 
our vision, vision becomes the active change and 
learning that helps us discover the new structures 
needed to support the gap closing actions.

Designing 
creative tension 
to accelerate 
transition periods 
brings with it 
pressure and 
anxiety due to the 
structural conflict 
being created. An 
important 
strategy for 
dealing with this 
kind of structural 
dynamic is: 
telling the truth.

Commitment to 
the truth does not 
mean seeking the 
òTruth.ó the 
absolute final 
word or cause. 
Rather, it means a 
relentless 
willingness to 
root out the ways 
we limit or 

deceive ourselves from seeing what is, and to 
continually challenge our theories of why things 
are the way they are. The transition period will be 
much shorter when we commit to the truth and 
freely reveal it vs. relying on myths or folklore 
and keeping the truth underground. 

Mastery of creative tension can transform the 
way one assesses ófailureó. Failure in a learning 
community is, simply, a shortfall, evidence of a 
gap between vision and current reality. Failure is 
an opportunity for learning - about inaccurate 
pictures of current reality, about strategies that 
did not work as expected, about clarity of the 
vision. Failures are not about unworthiness or 
powerlessness. A mistake is and event, the benefit 
of which has not yet been turned to your 
advantage.

òItõs not what the vision is, itõs what 
the vision does.ó òTruly creative 
people use the gap between vision 
and current reality to generate 
energy for change.óR. Fritz Creating
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Meta Model  for Understanding Change Models, David 

Kantor 1997

ÅHow we interact and produce balance

ÅThe level of model development & 
dynamics

ÅOur experiences

ÅWhat we engage and how

ÅThe distinctive ways the model is 
constrained by the team. 

ÅHow each processes information, communicates,    
organizes & takes action

ÅHow each makes moves

ÅWhere each is strong, weak, and gets stuck 

ÅHow each faces impasses

ÅHow mature and proficient each is as a practitioner

Displayed  

Model

ÅWhat is the GAP between the 
expressed and displayed 
model?

ÅYour model tells you to do 
something but the situation 
prevents it

ÅThere are unanticipated 
structural traps in the system

ÅYour moves produce 
unintended and unanticipated 
reactions

ÅYour model simply does not 
tell you what to do

ÅYour model predicts X but 
you get Y

ÅYour model is inaccurate

The system can live as 

long as its structure 

changes coherently with 

the circumstances, if 

coherency (adaptation) is 

lost, the system dies.

Expressed 

Model

ÅWhere are the Structural Traps? A 
structural trap is a state of 
contradiction or double -bind, into 
which a system places people who 
are trying to change it..

ÅLack of unity among sub -systems 
concerning alignment / resistance to 
intervention

ÅKey individual(s) are unaware of 
mixed state of readiness and support 
within subsystems

ÅAn explanation of how you 
think about the entities in 
which you intervene.

ÅWhat you interacting with in 
order to change it.

ÅLink to core business issues

Theory of the Thing 

Theory of Results

Theory of Change 

Theory of Practice 

ÅAn explanation of how 
change takes place.

ÅWhat causes change

ÅA planned approach to how 
you intervene to produce the 
desired change.

ÅWhat to assess, what to do, 
when and what to avoid

ÅHow you assess learning and 
performance. 

ÅHow you demonstrate value 
and connect it to overall 
business performance. 

Model Cultivation 

C
irc

um
st

an
ce

s

M
od

ul
at

io
ns

In
te

ra
ct
io
ns

 &
 

Client 

System

Sub-

system 

Interfaces

Change 

Team

Other Key 

Constituencies

Immediate 

Contacts

Sponsor

Individual 

Boundary 

Profiles:

Team 

Profile

Interface between 

Change Team / 

Model and Client 

System / Model

Meta Model  for Understanding Change Models, David 

Kantor 1997

ÅHow we interact and produce balance

ÅThe level of model development & 
dynamics

ÅOur experiences

ÅWhat we engage and how

ÅThe distinctive ways the model is 
constrained by the team. 

ÅHow each processes information, communicates,    
organizes & takes action

ÅHow each makes moves

ÅWhere each is strong, weak, and gets stuck 

ÅHow each faces impasses

ÅHow mature and proficient each is as a practitioner

Displayed  

Model

ÅWhat is the GAP between the 
expressed and displayed 
model?

ÅYour model tells you to do 
something but the situation 
prevents it

ÅThere are unanticipated 
structural traps in the system

ÅYour moves produce 
unintended and unanticipated 
reactions

ÅYour model simply does not 
tell you what to do

ÅYour model predicts X but 
you get Y

ÅYour model is inaccurate

The system can live as 

long as its structure 

changes coherently with 

the circumstances, if 

coherency (adaptation) is 

lost, the system dies.

Expressed 

Model

ÅWhere are the Structural Traps? A 
structural trap is a state of 
contradiction or double -bind, into 
which a system places people who 
are trying to change it..

ÅLack of unity among sub -systems 
concerning alignment / resistance to 
intervention

ÅKey individual(s) are unaware of 
mixed state of readiness and support 
within subsystems

ÅAn explanation of how you 
think about the entities in 
which you intervene.

ÅWhat you interacting with in 
order to change it.

ÅLink to core business issues

Theory of the Thing 

Theory of Results

Theory of Change 

Theory of Practice 

ÅAn explanation of how 
change takes place.

ÅWhat causes change

ÅA planned approach to how 
you intervene to produce the 
desired change.

ÅWhat to assess, what to do, 
when and what to avoid

ÅHow you assess learning and 
performance. 

ÅHow you demonstrate value 
and connect it to overall 
business performance. 

Illustration from Inside the Family by D. Kantor  
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Circumstances

Interactions & 

M
odulations

Key interface between intervention 
teamôs expressed model / displayed 
model and the Clientôs model(s)

Client Sponsorship Container

LMB Process Participants

Other Key Constituencies

Sub-System Interfaces

Organizational 
Sub-System

Personal        
Sub-System

Interpersonal 
Sub-System

The Up, Down and Across Structural Archetype

You are Here!

Peer AcrossNemesis

Up

Down

The Dynamics of Model Building 

Boundary 
Profile 

Creative 
Tension is 

Unrecognized  

Pure Noise, 
Trivial and 
Irrelevant or 
Extraneous 
Events

There is Shadow 
or Unhealthy 

Behavior 

Model 
Change  

Reflection 

Displayed 
Model 

Expressed
Model 

Client 
System 
Model

Constraint

Displayed
Model 

Illustration  by D. Kantor  
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Levels of Structure

Broader Social 

Structures

Face-to-Face 

Structures

Deeper Individual 

Structures

Doing the Work

Interpersonal Behavior

Environment

Business

Organization

Mental Models

Beliefs

Critical Images & 

Stories

Less Visible

Least Visible

R
E

S
U

L
T

S

M
o

s
t 
V

is
ib

le

Copyright, David Kantor, Structural Dynamics

D. Kantorôs Structural Dynamics Model 

Recognizing Conflict as Boundary Profile Clashes

Critical Identity 
Images

Heroic Modes               
(Fixer, Survivor, Protector)

System Paradigm                
(Open, Closed, Random)

Communication Domains                
(Affect, Power, Meaning)

Critical Identity 
Images

Heroic Modes               
(Fixer, Survivor, Protector)

System Paradigm                
(Open, Closed, Random)

Communication Domains                
(Affect, Power, Meaning)

Psychopolitical Actions                
(Mover, Opposer, Follower, 

Bystander)

Psychopolitical Actions                
(Mover, Opposer, Follower, 

Bystander)
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Conversation      

òto turn togetheró

Deliberation
òto weigh outó

Controlled 

Discussion
Advocacy; 

competing: abstract 

verbal brawlingó

Defend
òto ward off, 

protect from 

attackó

Suspend    
Listening 

without 

resistance;    

dis-identify

Progression: Suspension

Generative dialogue emerges as people let go of their positions and 

views. They find themselves attending simply to the flow of 

conversation, a flow that envelops them and lifts them to a new level 

of shared understanding about dialogue. 

The diagram below shows the progression, from defending to 

suspending, and on to dialogue, and the two journeys the emerge 

from it:

Progression: Defending

The other direction on the diagram is through defending toward 

discussion. People choose to defend their views and sustain their 

positions.

As shown to the right, there are two kinds of discussion. In one, we 

òdefend welló and produce skillful discussion.ó We stick to our guns 

but do so in a way where we remain open to the possibility of being 

wrong. In the second kind of discussion, we òdefend badlyó ðthat is, 

unilaterally, where all we hope to do is win and not lose. We are not 

open to the possibility that we might be mistaken. This is controlled 

or unproductive discussion.

( Productive 

Defensiveness )

( Unproductive 

Defensiveness )

Skillful 

Discussion
Analytic, uses hard 

data to get to 

answers to 

problems; reasoning 

made explicit

Choice 

Point

Choice 

Point

Reflective 

Dialogue    
Explores underlying 

causes, rules and 

assumptions to get 

to deeper questions 

and framing of 

problems

Generative 

Dialogue    
Invents 

unprecedented 

possibilities and 

new insights; 

produce a collective 

flow.

Debate    
Resolve by 

beating down

Dialectic    
Tension and 

synthesis of 

opposites

Conversation      

òto turn togetheró

Deliberation
òto weigh outó

Controlled 

Discussion
Advocacy; 

competing: abstract 

verbal brawlingó

Defend
òto ward off, 

protect from 

attackó

Suspend    
Listening 

without 

resistance;    

dis-identify

Progression: Suspension

Generative dialogue emerges as people let go of their positions and 

views. They find themselves attending simply to the flow of 

conversation, a flow that envelops them and lifts them to a new level 

of shared understanding about dialogue. 

The diagram below shows the progression, from defending to 

suspending, and on to dialogue, and the two journeys the emerge 

from it:

Progression: Defending

The other direction on the diagram is through defending toward 

discussion. People choose to defend their views and sustain their 

positions.

As shown to the right, there are two kinds of discussion. In one, we 

òdefend welló and produce skillful discussion.ó We stick to our guns 

but do so in a way where we remain open to the possibility of being 

wrong. In the second kind of discussion, we òdefend badlyó ðthat is, 

unilaterally, where all we hope to do is win and not lose. We are not 

open to the possibility that we might be mistaken. This is controlled 

or unproductive discussion.

( Productive 

Defensiveness )

( Unproductive 

Defensiveness )

Skillful 

Discussion
Analytic, uses hard 

data to get to 

answers to 

problems; reasoning 

made explicit

Choice 

Point

Choice 

Point

Reflective 

Dialogue    
Explores underlying 

causes, rules and 

assumptions to get 

to deeper questions 

and framing of 

problems

Generative 

Dialogue    
Invents 

unprecedented 

possibilities and 

new insights; 

produce a collective 

flow.

Debate    
Resolve by 

beating down

Dialectic    
Tension and 

synthesis of 

opposites

Model Illustrations from Dialogue and the Art of Thinking 
Together, by W. Isaacs  
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Organizational Process Consists of Five Major Components  
 
1. A network of organizational sub -systems and the inferfaces  at at  which these subsystems interrelate  
 
2. Access Dimensions  
 Time 
 Space  
 Energy 
  
3. Target Dimensions  
 Affect 
 Power 
 Meaning 
 
4. Three Family Types  
 Closed  
 Open 
 Random 
  
5. Four Player Model  
 Move 
 Follow 
 Oppose 
 Bystand 
 

Organizational System Boundary

E
xt

er
na

l C
irc

um
st

an
ce

s

Organizational-unit 
Subsystem

Interpersonal 
Subsystem

Personal      
Subsystem

Move

Follow

Oppose

Bystand

Initiates and 
Provides Direction

Supports and 
Provides Completion

Challenges and 
Provides Correction

Observes and 
Provides Perspective

Power 
Affect 

Meaning

Power 
Affect 

Meaning

Power 
Affect 

Meaning

Pathways Target GoalsActions

Models

Energy 

Time

Space

Move 
Follow 
Oppose 
Bystand

Closed  
Open 

Random



Reflective

Loop

Background of Experience

Beliefs

Observable Data

Conclusions

Paraphrased Meaning

Assumptions

Seeks confirming 

views

Asks leading 

questions

Doesnõt encourage 

challenge

Seeks alternative 

views

Probes views of others

Encourages challenge

Doesnõt explain 

thinking

Doesnõt give specific 

examples

Explains steps in 

thinking

Gives specific 

examples

Limits

Learning

Promotes

Learning

InquiryAdvocacy
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Seeks confirming 

views

Asks leading 

questions

Doesnõt encourage 

challenge

Seeks alternative 

views

Probes views of others

Encourages challenge

Doesnõt explain 

thinking

Doesnõt give specific 

examples

Explains steps in 

thinking

Gives specific 

examples

Limits

Learning

Promotes

Learning

InquiryAdvocacy

© Action Design Associates, 1994

Ladder of Inference and Inquiry/Advocacy by C. Argyris  
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