
PLANNING, CONSULTING AND INTERVENTIONS
A pocket practice handbook from HSI 2026 
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FIRST, SOME FRAMING…

This is a handbook. This handbook is a harvest: it is a tangible trace of the final 
conversation we had in AHSC 672 - consulting, planning and interventions, on 
May 3rd, 2025. 

In this day long conversation, you all shared stories from projects done during the 
year-long course: stories about building relationships with clients, finding out 
what it took to be “helpful”, experiencing collusion, the struggles of navigating 
resistance and the joy of seeing humans humaning together. 

As a framework to make sense of these experiences, we used Jamie Conklin’s four 
balancing acts: four core tensions in the practice of process consulting in human 
systems. As process consultants, we engage in all of these four balancing acts at 
the same time.
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FIRST, SOME FRAMING…
They are:  

cultivating psychological safety and psychological success,  

offering diagnostic and inviting dialogue,  

participating and observing,  

planning and opening to emergence. 

What follows is the compilation of all the pieces of advice you gave yourselves to 
maintain a good balance as you practice this tricky art of Intervening in Human Systems. 

I hope these wise and often beautiful words will continue guiding you as you strive to 
do good work with your clients, in your organizations or in your communities.  

In the end, it is not all that complicated. It all comes down to practicing Love. 
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

➤ In the fishbowl, share moments 
in your project where you 
experienced this polarity 

➤ In conversation with another 
person, what advice would you 
give yourself to navigate this 
tension in your future practice? 

➤ Harvest this in a collaborative 
drawing.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Build report 

Trust 

Focus on the relationship 

The client might not be ready to 
have the conversation. Be Patient. 
Follow them. Build the container. 

In that process, Host yourself. 
Share with others. Do You feel it 
is safe? Why? Why not?
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Trust the process will emerge. 

Don’t get stuck in the problem, 
Listen to the Story.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Safety and success ripple 
outwards: from self, to consulting 
team, to client system. 

Wait and see.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Cues to navigate the forest of consulting 
projects: 

➤ Remember perspectives: Zoom in and Zoom 
out; go to the details and go meta. 

➤ Know your assumptions. 

➤ Trust yourself. 

➤ Stay in a learning mindset. 

➤ Allow emergence. 

➤ Lead from love and care. 

➤ Be a window: structure and flow. 

➤ There are many ways to find safety and 
success.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Forest navigation tip:  

Stand back and look at all 
possible pieces that you can piece 
together to get to a place of safety 
or identify hindrances that need 
attention or need to be addressed 
to achieve a psychologically safe 
and successful environment.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Pay attention to the unsaid: the 
words behind the words 

Don’t assume - let the client 
share however / whatever they 
want 

Move forward with the best of 
your ability
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Be yourself. 

No act 

A lot of love 

Follow your feeling
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Dear my love,  

To navigate this tension between 
psychological safety and 
psychological success, always 
remember to come back to 
yourself. 

Check-in with your intention, 
take time to discern, and trust 
the process.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Trust yourself and have trusted 
collaborators to process with out 
loud.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Use reflection to move beyond 
comfort. 

Where can I create good trouble?
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Trust yourself and trust the group 

Don’t be afraid to ask questions, 
big or small. 

Just make sure to add the heart.
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PSYCHOLOGICAL SAFETY VS. PSYCHOLOGICAL SUCCESS

Let go, Let them, Let God 

Take 5 steps back!
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DIAGNOSE VS. DIALOGUE
➤ In the fishbowl, share moments in 

your project where you 
experienced this polarity 

➤ In conversation with another 
person, what advice would you 
give yourself to navigate this 
tension in your future practice? 

➤ Harvest this by uncovering the 
hidden poem about process 
consulting in a page of So Spoke 
Zarathustra (Nietzsche)
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DIAGNOSE VS. DIALOGUE

Dear Love,  

If you truly step with love, what 
do they need? 

What is the next most elegant 
step?
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DIAGNOSE VS. DIALOGUE

Trust yourself 
Be authentic 
Listen to what’s there and not 
there 
Remember what has worked in 
your own practice ! 
Be compassionate.
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DIAGNOSE VS. DIALOGUE

➤ Remember the wave of the tides, 
high and low, diagnostic and dialogic, 

➤ The meeting point in between is 
where language meets its own 
structure as an understanding of 
experiencing itself, like the oroboros, 
what comes first in the layers of 
shedding oneself 

➤ Listen, assume, come back, Listen, 
take a step back, meet again, stay 
centered in your heart, allow yourself 
to root and grows tall
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DIAGNOSE VS. DIALOGUE

If you find yourself 
too far in one direction 
move closer to the other
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DIAGNOSE VS. DIALOGUE

Talk it through with someone not 
involved.
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DIAGNOSE VS. DIALOGUE

Instead of marrying 
an idea or diagnosis, ask 
One more question 
What's the first step we have to 
take?
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DIAGNOSE VS. DIALOGUE

Patience, silence, 
Waiting is all part of dialogue. 
Let the space be filled by them  
in their own time and meet them 
there.
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DIAGNOSE VS. DIALOGUE

Notice the direction of the wind.
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DIAGNOSE VS. DIALOGUE

Stay true to your North Star
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DIAGNOSE VS. DIALOGUE

Be honest. 
Speak gently. 
Continuous 
Witnessing — 
Hold everything 
lightly.
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DIAGNOSE VS. DIALOGUE

See / Observe 
Listen and Talk 
about it: 
Find out, Be curious 
Ask / Question it! 
check / have dialogue 
Verify / learn anew!
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DIAGNOSE VS. DIALOGUE

Ask questions,  
encourage creativity,  
be brave,  
Fail Forward,  
Perservere
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DIAGNOSE VS. DIALOGUE

Share what you 
Know with people. 
Talk Slow 
Trust Fast.
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DIAGNOSE VS. DIALOGUE

Keep laughing 
Tell stories 
Practice black out poetry
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DIAGNOSE VS. DIALOGUE

Listen to your diagnosis,  
But contemplate it, don’t sink in 
it. 
Listen To what The client brings 
Forth. 
stay creative.
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DIAGNOSE VS. DIALOGUE

DANCE IN  
THE MESSY  
IN - BETWEEN. 
EVERyTHING  
is BOTH
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DIAGNOSE VS. DIALOGUE

Spend time on a diagnosis 
then put it aside  
and let it go
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DIAGNOSE VS. DIALOGUE

Listen to your heart.
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PARTICIPATE VS. OBSERVE

➤ In the fishbowl, share moments 
in your project where you 
experienced this polarity 

➤ In conversation with another 
person, what advice would you 
give yourself to navigate this 
tension in your future practice? 

➤ Harvest this in a collaborative 
haiku.
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PARTICIPATE VS. OBSERVE

Allow novelty!
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PARTICIPATE VS. OBSERVE VS. DIALOGIC

HAVE A CLEAR PURPOSE 
NOT TIED TO  
AN OUTCOME
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PARTICIPATE VS. OBSERVE

work within your skills  
wait for people to say  
what they have waited to say.
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PARTICIPATE VS. OBSERVE

Observe yourself,  
observe the system. 
In the space between  
observe something beautiful 
emerge

￼41



PARTICIPATE VS. OBSERVE

Observe the stillness
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PARTICIPATE VS. OBSERVE

May 3, 2025 
Hello love, 
When facing a tension between 
participation + observation,  
Soak back into presense. 
Sense into what the space needs
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PARTICIPATE VS. OBSERVE

Be the mirror in Snow White but 
with 
a heart and a face.
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PARTICIPATE VS. OBSERVE

Reflection is never not good.
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PARTICIPATE VS. OBSERVE

Embrace silence.
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PARTICIPATE VS. OBSERVE

Listen actively 
Show up authentically
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PARTICIPATE VS. OBSERVE

Resist the Urge 
To make it about you.
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PARTICIPATE VS. OBSERVE

DONT FIGHT THROUGH 
STRANGE FEELINGS - 
ASK THEM WHAT THEY HAVE 
TO TELL ME.
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PARTICIPATE VS. OBSERVE

Give yourself Grace 
Remind yourself 
You are learning
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PARTICIPATE VS. OBSERVE

ADVICE 
Wait. Resist the urge & 
performance 
anxiety 
Hold. Process it.
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PARTICIPATE VS. OBSERVE
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PARTICIPATE VS. OBSERVE
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PLANS VS. EMERGENCE

➤ In the fishbowl, share moments 
in your project where you 
experienced this polarity 

➤ In conversation with another 
person, what advice would you 
give yourself to navigate this 
tension in your future practice? 

➤ Harvest this through a picture 
taken somewhere outside on 
the Loyola campus.
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PLANS VS. EMERGENCE 

Satisfaction - think of the goal 
Is this not the way to do it? 

Exceptions can be made,  
Emergencies are bound to 
happen 
It depends 

You can only help a system  
As much as it wants to help itself
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PLANS VS. EMERGENCE 

Let the wind control you 
Be open to change 

Host yourself 
Consider boundaries 
Who is responsible? 
Is everything on the intervener’s 
shoulders? 

Hold plans lightly 
Go with the flow
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PLANS VS. EMERGENCE 

Work on yourself  
Blindspots, anxieties, discomforts, 
Boundaries, emotions 

Flowy planning emerges from  
Maintenance and Groundedness  

Dive in  
use of self 
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PLANS VS. EMERGENCE 

Plan. Plan. Plan,  
Then get ready to  
move away from them  
to get to emergence 

Allow it 
Let it go 

Trust yourself 
Trust your instincts 
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PLANS VS. EMERGENCE 

Uncertainty is needed to  
See boundaries, insecurities and 
To re-plan emergence  

Allow yourself to see patterns 
Learn, play, and deconstruct 

You are amazing
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PLANS VS. EMERGENCE 

Dear love,  

Even when uncertainties  
Arise, 
Know that you can trust 
How to plan 

And remember it can 
Always change
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A FINAL HARVEST
Practising precision 
To not be precise  
In the jump  
To the water  
To the struggle  
And the fun 
There is a depth to the story 
There is something beneath the surface 
Not knowing up from down 
Right from left 
Where to go? 
Is this something for me? 
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A FINAL HARVEST
I stopped and wandered  
without knowing how I would  
shape the change 
I am going to grow 
I am going to flourish 
And support the growth 
Of structures 
And organizations 
It takes 100 
To build the house of change 
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I wanted to jump 
In the adventure 
There is always more 
Not knowing where 
The track is leading 
Or how the train works 
Many pictures 
In one uncertainty 
See the tunnel 
To the future 
Far away 
Layered 
So close



A FINAL HARVEST

The pain is gone now 
The cycle gets larger 
To strengthen the dream 
The circle of life 
And community 
Not knowing is knowing 
The map is not a map 
An essence 
An act of faith in the unknown 
Daring to jump
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Beyond the drowning 
And the stories 
And the beliefs 
That held me 
Tethered to the past 
In the middle 
A little voice of clarity and wonder 
One step 
And then another 
One way 
And then the other 
Embracing the joys 
Of different colours 
Opposite but united



A FINAL HARVEST
Figuring it out together 
To live in the not order 
Let the forest of wisdom grow 
To shape change 
To give light 
In conversations 
And stories 
With right tools to navigate 
The river 
Reading the landscape in 
Relationships
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Preparing to recognize the voice 
of need 
And recognize the path 
It is now in me 
With the community 
That will support me 
Do not waste 
A good chaos



A FINAL HARVEST
I can choose to go 
In any direction 
I sit calm 
In a house 
That practice is building 
I see the 
Power of my witnessing 
In that space and time of magic 
An injection of colour  
In which vision is created in  
Collective curiosity  
Together, we will  
Go somewhere we don’t know yet  
A place of power and wonder  
I don’t need to fix  
I help by letting go
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I live a story 
Of readiness 
I am ready 
For the losses 
and the wins 
I let go of where we will end 
I am in something 
That has a longer arc 
Bigger and larger than me 
And beautiful 
In all its possible directions



HSI 2026 - PLANNING, CONSULTING AND INTERVENTIONS

From August 2024 to May 2025 
We formed a learning community. 

It was not always pretty, or smooth, or easy. 
But it was always real and it was always 
beautiful and we learned so much together. 

Thank you for a great year of practicing. 

Now go in the world, and do good work, 
and don’t be strangers when you come back. 

You will never walk alone. 
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HSI 2026 - PLANNING, CONSULTING AND INTERVENTIONS
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