
 

 

CASE STUDY 

From Chaos to Common Ground 

Overview  
All too often large-scale change and transformation projects run behind schedule, go over 
budget and fail to fully realise their objectives. Early failures can be disheartening and 
disagreements on remedies can be divisive, resulting in a lack of clarity and increased risk of 
failure. 

Could the solution be to go ‘back to school,’ getting out pens and paper, scissors and glue? 
That was the proposition of one Business Psychology Practitioner who shared this example 
of how Archegyral Mapping helped turn around a failing business transformation programme 
by effectively establishing common ground. 

Challenge 
A technology company had initiated a large-scale business change and transformation 
programme intended to create major cost efficiencies in Purchasing and Supply Chain 
management processes. There was, however, a great deal of uncertainty about the ultimate 
value of the Programme. Unsurprisingly, this resulted in stakeholders – including full-time 
staff, contractors and consultants from a variety of business domains and disciplines – not 
engaging effectively with the work. Leaders needed to find a way to harness their differing 
perspectives, priorities and ideas to help rather than hinder progress. 

In situations like this, a conventional response may be for an individual, or small group of 
individuals, to establish a single perspective based on their opinions and then influence or 
force others to adopt this viewpoint.  

In this situation, however, there were over 150 business leaders and domain specialists 
actively involved in implementing the business transformation, so successful influencing was 
a significant challenge. And, while some of their perspectives were broadly aligned, some 
were in vehement opposition to each other. There was also no one authority to force a 
specific perspective because the multidisciplinary and multidomain nature of the 
transformation meant that different groups of implementers had different Board-level 
Sponsors and stakeholder champions. 

At Board level, there were widely differing perspectives about the ultimate value of the 
Programme. These differing perspectives on the intended business transformation had 
resulted in entrenched opinions about the best way forward, with various groups of business 
leaders and domain specialists forming into silos and tribes, with mistrust and infighting 
between them. All these groups were now vying for the resources and backing to proceed 
with implementing their part of the Programme based on their particular perspectives. 

Not surprisingly with this lack of coordination, time and resources were wasted and the 
Programme was running well behind schedule and over budget.  

Although all the business leaders and domain specialists were committed to the success of 
the business transformation Programme, their fundamental challenge was an inability to 
clearly share their perspectives with other groups, to have their viewpoints understood and 
accommodated. Although much time was being spent on crafting internal communications 
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and sharing PowerPoint presentations, most groups felt that their perspectives were being 
misunderstood and that ‘the other groups just don’t get it!’ 

Approach 
The approach adopted was an innovative psychological process, Archegyral Mapping. 
Drawing on conceptual metaphors, Archegyral Mapping reflects theories that could be traced 
back to Aristotle. 

Rather than attempting to limit perspectives, the Archegyral Maps process enabled people to 
share their various points of view about the best routes for making consistent progress 
towards a collectively valuable outcome.  

The usual method of mapping business processes was to use diagrams and flow-charts, 
which may require some domain-specific knowledge to actually understand. Archegyral 
Maps, however, were created using a language that all humans naturally shared: the 
landscape. Topographic maps were drawn to illustrate individual perspectives and 
viewpoints. The basis for the topographic features used in Archegyral Maps was the 
metaphoric imagery that people used in everyday life to orient their perspectives and 
describe situations. People instinctively employ this topographic language, consciously or 
unconsciously, when using landscape metaphors to describe perspectives on a situation. 
For example, we may state we ‘have a mountain to climb’ or are becoming ‘bogged down.’ 

Mapping Perspectives 
An Archegyral Maps workshop was scheduled as part of the business change and 
transformation programme and over 150 business leaders and domain specialists were 
invited to participate.  

There was some initial resistance when paper, pens, scissors and glue were being handed 
out to draw the maps. But this soon transformed into an immersive and absorbing process 
as the Participants began mapping out their particular perspectives. 

• Each Participant was provided with a Map Key, which described the metaphorical 
connection between specific topographic features and business processes. For 
example: 

• Mountains were used to signify areas where peak performance could be attained by 
hard work and organised effort, with the higher tops reflecting greater achievements 

• Fields were used to symbolise areas where valuable work had been done and 
continuing cultivation could provide further resources for consistently purposeful 
production 

• Marshes were used to represent areas where a firmer understanding was still 
evolving from a potentially rich and fertile area, and where it could be easy to become 
bogged down in the details  

• Each Participant was then invited to draw an individual map, that illustrated their 
individual perspective on the business change and transformation Programme, on an 
A3 sheet of paper 

• Their current location was cited on one edge of the paper and they were asked to 
draw the continuing progression of the business transformation as a topographic 
landscape stretching out in front of them 

• Each topographic landscape would include the efforts and uphill struggles of 
mountains, the unknown areas of forests, the learning flows and accumulations 
represented by rivers and lakes, and so on (see Fig. 1) 
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• After each Participant had finished drawing their map, the Participants formed into 
groups of 12 

• Each group of 12 consisted of a variety of different domains and disciplines rather 
than just being formed from one silo or tribe 

• Participants were invited to describe their topographic perspectives to each other 

• Participants were asked to pay attention to similarities in the maps, even though they 
may have thought beforehand that many of the perspectives would be wildly different 

• After describing their individual perspectives to each other, these groups of 12 were 
asked to take all the common topographic elements from their individual maps and 
create a larger Common Ground Archegyral Map (see Fig. 2) 

Each group’s Common Ground Archegyral Map reflected a wider shared perspective. Once 
these had been completed, a Graphic Facilitator, guided by a nominated cartographer from 
each of the groups, blended the Common Ground Archegyral Maps into a single Higher 
Ground Archegyral Map. The ‘Higher Ground’ Map encompassed the shared perspectives of 
the entire group of business leaders and domain specialists (see Fig. 3).  

The workshop Participants were then invited to explore possible routes that would enable 
them to progress from their current situation to their collectively intended outcome. 

Archegyral Map Examples 
Fig. 1: Example of an ‘Individual Map’ 

 

Fig. 2: Example of a ‘Common Ground’ Map 
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Fig. 3: Example of a ‘Higher Ground’ Map 

 

Outcome 
Clarity of Purpose 
After completing the Archegyral Mapping process, the Participants identified the following 
outcomes: 

• Improved awareness of how individual perspectives were located within the broader 
context of the wider shared Programme perspective 
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• Improved ability to orient individual perspectives with other perspectives and to 
understand ‘where other people were coming from’ 

• A common language for discussing where they were at a particular point in the 
Programme, such as ‘we’re halfway up Go-Live Mountain and can almost see the top 
from here,’ and a shared language of metaphoric imagery where previously opposing 
factions would reach out to each other to ‘build some bridges’ or explain why they 
had to ‘stand their ground’ 

• A language that could be used across a variety of national and organisational 
cultures as a way of conveying deeper meaning beyond social protocol 

• The capacity to explore alternative routes for Programme success, which emerged 
as a group collectively made its way across the collectively mapped landscape 

• The ability to work with complex areas of uncertainty and risk within the Programme 
where innovative processes were being introduced 

• A shared perspective held and understood by different factions, silos and tribes 

• A tangible sense of progress towards a successful Programme outcome 

• A common reference area that was used as a virtual co-location, even though the 
business transformation Programme was spread out over a wide geographical area 

• Individuals who routinely found it difficult to make their voice heard now had the 
opportunity to colourfully describe their perspective and why it mattered 

Business Impact 
Prior to the workshop, 19 of the 32 sub-projects within the overall Programme were behind 
schedule and considered to be stalled or awaiting further decision. One month after the 
workshop, 17 of these 19 were considered to be back on track.  

Although individuals interviewed after the workshop attributed this progress to the mapping 
and perspective-sharing process, it may also have been influenced by the conversations and 
interpersonal connections that were facilitated during the workshop. If that was the case, 
then Archegyral Maps had also functioned as focal points for conversation and connection. 

Further findings based on interviews with 31 workshop Participants, one month after the 
event, included:  

• 87% considered that the Archegyral Mapping process had been particularly useful as 
a way of sharing and understanding individual perspectives 

• 74% thought that the process helped them to see the bigger picture and to orient 
themselves and their groups within a larger collective context 

• 61% felt the metaphorical language used was helpful in minimising potential conflict 
in conversations 

In general, the Archegyral Mapping process was also experienced as being very 
participative and engaging.  
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