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Welcome on board 

🧱 How This Guide Is Built 

A Living Framework, Not Just a List of Workshops 

This guide is more than a collection of activities — it’s a learning ecosystem. Each page, question, 
and canvas has been designed to spark dialogue, reflection, and co-creation. It doesn’t tell people 
what to do, it helps them discover how to think, feel, and act together. 

 

🌿 A Guide with a Posture 

Behind every tool, there’s a posture. The facilitator is not a trainer or a lecturer — but a host of 
learning conversations. The guide is built to support this posture of curiosity, humility, and 
emergence. 

When you use it: 

●​ You hold the space rather than control it. 
●​ You ask questions rather than give answers. 
●​ You follow the energy, not just the agenda. 
●​ You connect dots between insights, rather than ticking boxes. 

Each exercise is an excuse to have a better conversation — not a ritual to perform. 

 

🧭 The Architecture of the Guide 

Every workshop follows the same DNA — a rhythm that balances action, reflection, and connection: 

1.​ 🎯 Purpose & Outcomes → Why this step exists, what it unlocks, and what participants will 
get out of it. 

2.​ 🧰 Deliverables → The visible traces of learning (canvas, map, story, sketch…). 
3.​ 🔗 Bridges & Continuity → How this step connects with the previous and prepares for the 

next. 
4.​ 💬 Guiding Questions → 10 prompts to open thinking, explore possibilities, and reveal 

meaning. 
5.​ 🪞Reflective Questions → 5 mirrors to harvest insights, emotions, and intentions. 

This structure ensures that every workshop invites both doing and being — thinking, testing, and 
aligning with purpose. 

 

 ​
This started kit is provided by Agility With No Borders, www.awnb.org, under the Creative Common License BY-NC 

http://www.awnb.org


3 

🌀 A Guide That Learns with You 

This guide was designed to evolve. It grows with each bootcamp, each team, each story. As you use 
it, annotate it. Add your sketches, your quotes, your own powerful questions. Every time you adapt it, 
you make it smarter — and more human. 

Because agility isn’t about speed; it’s about presence and adaptation. This guide will only reach its 
full potential when it’s used as a living conversation between facilitators and entrepreneurs. 

 

✨ In Short 

This guide is: 

●​ A path, not a plan. 
●​ A conversation, not a curriculum. 
●​ A compass, not a map. 

It helps you host learning rather than deliver training. It’s a guide you use with people, not on them. 

🚀 What You’ll Find in This Guide 

A Journey from Spark to Action 

This guide is a travel companion for an entrepreneurial adventure. Over 3 to 5 days, you’ll explore, 
experiment, and bring ideas to life through a series of impactful, hands-on workshops drawn from 
the best of agile culture, design thinking, and regenerative entrepreneurship. 

Think of it as your basecamp: everything you need to help participants climb from “I have an idea” to 
“I’m testing it for real.” 

 

🧭 The Spirit of the Journey 

You won’t find long lectures here. Instead, you’ll find dialogues, questions, and creative spaces 
that invite participants to: 

●​ Clarify what truly matters to them. 
●​ Understand who they serve and why it matters. 
●​ Shape offers that create genuine value. 
●​ Build lean, testable, human-centered business models. 
●​ Navigate uncertainty with confidence and curiosity. 

Each step builds on the previous one — forming a story arc from purpose → people → proposition → 
prototype → progress. 
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🧩 What’s Inside 

You’ll journey through nine powerful workshops, each one with a clear purpose, practical outputs, 
and deep reflection moments: 

1.​ Find the Fire That Drives You 🔥 — with the Golden Circle 
2.​ Step into Your Customer’s Shoes 👣 — with Personas 
3.​ Craft an Offer They’ll Love ❤️ — with the Value Proposition Canvas 
4.​ Turn Your Idea into a Viable Model 🧭 — with the Lean Canvas 
5.​ Focus Where It Really Matters 🎯 — with the Purpose Alignment Model 
6.​ Make Your Idea Tangible & Irresistible 📦 — with the Product Box 
7.​ Launch Small, Learn Fast 🚀 — with the MVP 
8.​ Navigate Uncertainty with Agility 🔁 — using the Mobius Loop 
9.​ Connect the Dots & Celebrate the Journey 🌈 — with the Journey Map 

Each workshop blends: 

●​ Creativity (drawing, storytelling, prototyping) 
●​ Reflection (powerful questions & narratives) 
●​ Action (clear deliverables and next steps) 

 

🌱 The Promise 

By the end of the Bootcamp, participants will have:  

✅ A clarified purpose and direction  

✅ A first validated business model  

✅ A tangible prototype (MVP) tested on the ground  

✅ A personal story they’re proud to tell  

✅ And above all, the mindset and posture of an agile, regenerative entrepreneur 

 

💬 In a Few Words 

This is not just a toolkit, it’s a transformative experience — designed to connect the head (clarity), 
the heart (purpose), and the hands (action).  
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Support us ;) 
This kit was created by Agility With No Borders. 
 
We are delighted to offer it to you for your projects,  under the following license: 
 
CREATIVE COMMONS BY-SA LICENSE 
 
This license allows reusers to distribute, remix, adapt, and build upon the material in any medium or 
format, provided that attribution is given to the creator. The license allows commercial use. If you 
remix, adapt, or build upon the material, you must license the modified material under identical terms.  
 
CC BY-SA includes the following elements: 

●​ BY: Credit must be given to the creator. 
●​ SA: Adaptations must be shared under the same terms. 

 
DONATIONS 
If you appreciate our work, to support us, invite us, or make a donation on our website : 
www.awnb.org 
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The Dialogic Imperative - From Instructor to Facilitator 
to Host 
Before you learn the steps, workshops, and timetables, you must understand the foundational mindset 
that makes this bootcamp transformative. This is the shift from a traditional, top-down approach to a 
dialogic, emergent one. 

Two Paradigms of Learning and Leading 
Imagine two different rooms: 

●​ The Lecture Hall: A single expert stands at the front, transmitting knowledge to passive 
recipients. The flow of information is one-way. The goal is to transfer a defined body of 
knowledge accurately. Questions are for clarification, not for exploration. The authority and 
the answers reside with the expert. 

○​ The Role: Instructor, Expert, Hero. 
○​ The Question: "How do I best tell them what they need to know?" 

●​ The Dialogue Space: A group sits in a circle. A facilitator poses a powerful question and 
holds the space for the group to grapple with it. The flow of information is multi-directional, 
dynamic, and emergent. The goal is to generate new understanding, wisdom, and solutions 
that did not exist before. The facilitator believes the group holds the collective intelligence 
needed to find the answers. 

○​ The Role: Facilitator, Host, Compass-Bearer. 
○​ The Question: "How do I best unlock the wisdom that is already in the room?" 

This bootcamp is designed as a Dialogue Space. 

What is a Dialogic Approach? 
The word "dialogic" comes from the Greek dialogos, meaning "through meaning." It is not merely 
about conversation (dialogue); it is a specific orientation that views meaning and innovation as 
emerging from the interaction between people. 

A dialogic approach is characterized by: 

1.​ Generative vs. Transmissive: It aims to create new understanding and possibilities, not just 
pass on existing information. 

2.​ Collaborative vs. Individualistic: It operates on the belief that the collective intelligence of 
the group is greater than the smartest person in it. 

3.​ Question-Centric vs. Answer-Centric: It privileges powerful, open-ended questions that 
provoke thought over definitive answers that close down thinking. 
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4.​ Emergent vs. Pre-Determined: The path and the outcomes are not fully scripted. They 
unfold based on the unique contributions, interactions, and discoveries of the group. 

The Dialogic Facilitator: Your New Posture 
Embracing this approach requires a profound shift in your posture. You are not there to be the hero 
with all the answers. You are there to be the host who creates the container for collective discovery. 

How to Embrace Your Role as a Dialogic Facilitator 

1.​ Commit to the "Not Knowing": Your greatest strength is your comfort with not having the 
answers. This vulnerability gives others permission to explore without the pressure of finding 
a "right" answer. 

2.​ Cultivate Generative Listening: Listen not to reply, but to understand. Listen for the energy 
behind the words—what people are passionate about, what they fear, what they truly value. 
This is how you detect the group's emerging wisdom. 

3.​ Ask Questions from a Place of Curiosity: Replace statements with questions. 

●​ Instead of "You should try this..." try "What's the smallest experiment you could run to 
test that?" 

●​ Instead of "That won't work because..." try "What assumptions are we making there? 
How could we test them?" 

4.​ Trust the Process (and the People): You have provided a robust structure (the workshops, 
the Liberating Structures, the timetables). Trust that if you hold that structure well, the people 
within it will do brilliant work. Your job is to protect the process, not to control the content. 

5.​ Name and Reframe: Use your position to highlight patterns you see. "I'm hearing a theme of 
'simplicity' from several groups." This helps the group see its own collective intelligence at 
work. 

6.​ Embrace Silence: Allow for pauses after you ask a question or someone shares an idea. 
Silence is not empty; it is often where the most profound thinking occurs. Don't rush to fill it. 

Your North Star: 

You are a compass-bearer. You don't know the territory your participants are exploring—that's their 
entrepreneurial journey. But you hold the compass of process and dialogic principles that ensures 
they won't get lost. You point them toward True North—their own values, their customers' needs, and 
the evidence they gather—and you walk alongside them as they find their way. 

This is more challenging and more rewarding than being an instructor. It requires courage, humility, 
and deep faith in human potential. But it is the only approach that creates the kind of resilient, 
adaptive, and authentic entrepreneurs who will build a better world. 
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Stop Facilitating ! Start Hosting !  

The Host Leader's Journey - From Facilitator to Catalyst of 
Transformation 

Welcome, Host. This is not a guide to running workshops; it is an invitation to a new way of 
leading. 

Forget the traditional image of a facilitator—a neutral, process-oriented referee ensuring rules are 
followed. The journey you are about to embark upon demands something far more profound, more 
artful, and more human. 

You are not managing a meeting; you are hosting a transformation. This bootcamp is not a series of 
exercises; it is a live ecosystem of emerging ideas, relationships, and possibilities. Your role is to be 
the architect of that ecosystem. 

This requires a fundamental shift in identity: from a Facilitator of Tasks to a Host Leader of People 
and Potential. 

The Limitation of the "Facilitator" Mindset 

The classic facilitator operates from a simple contract: “I provide the structure; you provide the 
content. My job is to make the process easy (facile).” Their focus is on efficiency, neutrality, and 
adherence to the agenda. They are a skilled mechanic for group interaction. 

This is necessary, but it is not sufficient for the deep, uncertain, and personal work of 
entrepreneurship. 

The Expansive Power of the "Host Leader" Mindset 

The Host Leader, a concept beautifully articulated by Mark McKergow, operates from a different 
contract: “I will set the stage, create a nourishing space, and bring the right people together. I will be a 
guardian of the process and a participant in the discovery. My job is to make it safe for magic to 
happen.” 

A Host Leader is not a neutral referee; they are a deeply engaged curator of collective genius. 
Their focus is on efficacy, connection, and emergence. 

Facilitator of Tasks ⇒ Host Leader of Transformation 

●​ Manages the Clock ⇒ Stewards the Energy 
●​ Follows the Agenda ⇒ Serves the Purpose 
●​ Ensures Everyone Speaks ⇒ Ensures Everyone is Heard & Connected 
●​ Neutral on Content ⇒ Deeply Invested in the Outcome 
●​ Uses Tools & Techniques ⇒ Embodies Principles & Postures 
●​ Seeks Consensus & Completion ⇒ Seeks Innovation & Learning 
●​ Role: Referee ⇒ Role: Architect, Weaver, Gardener, Compass-Bearer 
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The Multi-Dimensional Role of the Host Leader 

To host this bootcamp is to fluidly move between these essential roles: 

1.​ The Architect of Culture: From the first minute, you are consciously constructing a 
micro-culture of psychological safety, curiosity, and mutual respect. You design the 
“container”—both physical and emotional—that allows for vulnerability and risk-taking. Every 
word, every ground rule, every warm-up is a brick in this architecture. 

2.​ The Weaver of Connections: You see the invisible threads in the room—the shared struggle 
between two participants, the link between a personal value and a business model, the 
complementary skills in a team. Your job is to consciously weave these threads together, 
creating a stronger, more resilient fabric of collective intelligence. You connect people to 
ideas, and ideas to other ideas. 

3.​ The Guardian of the Container: You hold the space with humility and strength. This means 
protecting the quiet voice, mediating tension with grace, and ensuring the environment 
remains a sanctuary for “half-baked” ideas and “crazy” questions. You are the guardian of the 
boundaries of time and purpose, not as a taskmaster, but as a protector of the group’s focus 
and energy. 

4.​ The Compass-Bearer: You do not hold the map for the participants' journeys—they are 
charting their own unknown territory. But you hold the compass of core principles: agility, 
customer-centricity, purpose, and learning. When the group gets lost in the weeds of 
features or fear, you gently but firmly orient them back to their True North. 

5.​ The Energy Alchemist: You are the chief diagnostician of the room’s emotional and 
intellectual weather. Is the energy anxious? Lethargic? Unfocused? Excited? You have the 
tools (a well-timed break, a liberating structure, a story, a moment of silence) to acknowledge 
that energy and transform it into productive, creative force. 

How to Embody Your Role as a Host Leader 

1.​ Shift Your Primary Question: Stop asking, “How do I get through the material?” Start 
asking, “What does this group need most right now to learn and grow?” The material is 
your servant, not your master. 

2.​ Embrace “Not Knowing” as Your Superpower: Your greatest asset is your comfort with 
uncertainty. By not needing to be the expert with all the answers, you give others permission 
to explore, experiment, and discover their own wisdom. Your vulnerability gives them courage. 

3.​ Listen to the System, Not Just the Words: Listen for the themes, the emotions, the energy 
shifts, and the unspoken tensions. Listen for what is trying to emerge in the group. Your role is 
to midwife that emergence. 

4.​ Trust the Process and the People: You have provided a robust structure (the workshops, 
the timetables, the liberating structures). Your job is to trust that if you hold that structure with 
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generosity and clarity, the people within it will find their way to brilliant, unexpected places. 
You are not driving the bus; you are maintaining the road and ensuring a safe journey. 

5.​ Lead from Any Chair: You are not always “at the front.” You lead from the side while 
listening to a group, from the back while observing patterns, and from within the circle while 
sharing a personal insight. Your leadership is fluid and situational. 

Your New Identity 
You are a Catalyst. You are the element that, by your presence, accelerates a reaction without being 
consumed by it. You enable transformation without needing to be the source of the transformation 
itself. 

This is more demanding, more nuanced, and infinitely more rewarding than simply facilitating. It 
requires courage, humility, and a profound faith in human potential. 

But it is the only approach that creates the conditions for the kind of resilient, adaptive, and authentic 
entrepreneurship that can truly change the world. 

You are no longer just a facilitator. You are a Host Leader. Welcome to the journey. 
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Workshops in details 

Workshop 1: Find the Fire That Drives You 🔥 — with The Golden Circle 
(Simon Sinek) 

●​ Introduction: "Why does your project exist? Beyond making money, what is its reason for 
being? We start here, at the very heart of your venture. Simon Sinek's Golden Circle teaches 
us that people don't buy what you do, they buy why you do it. This is the foundation upon 
which everything else is built." 

●​ Objective: To define the core purpose, belief, and mission that drives the project. 
●​ Outcome: A clear and compelling "Why" statement that will act as a north star for all future 

decisions. 
●​ Benefits: Creates alignment, inspires the team and future customers, and provides a filter for 

decision-making. 
●​ Deliverables: A large flip-chart sheet with three concentric circles labeled WHY (inner), HOW 

(middle), and WHAT (outer), filled with succinct, powerful statements. 
●​ Links: This is the absolute starting point. The "Why" will inform the Persona's needs and the 

Value Proposition. 

 

10 Guiding Questions (Solution-Focused & Narrative): 

1.​ What change in the world do you want your project to contribute to? 
2.​ What belief or value is so important to you that you're willing to build a project around it? 
3.​ Imagine it's 10 years from now and your project is a huge success. What is the impact people 

are talking about? 
4.​ What story from your life led you to care about this particular problem? 
5.​ If your project could whisper one thing to its customers, what would it be? 
6.​ How do you want people to feel when they interact with what you create? 
7.​ What makes your approach unique and authentic to you? 
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8.​ What's the "justice" or "beauty" you are trying to restore through this work? 
9.​ If you had to describe your project's purpose in one single sentence, what would it be? 
10.​How will you know you are staying true to this "Why"? 

5 Reflexive Questions: 

1.​ Does this "Why" genuinely excite and motivate me? 
2.​ Is this purpose bigger than just a product or service? 
3.​ How can I use this "Why" to communicate my project to others? 
4.​ What is the first small decision I can make today that aligns with this purpose? 
5.​ How does this connect to the broader UN Sustainable Development Goals? 

 

Workshop 2: Step into Your Customer’s Shoes 👣 — with The Personas 
●​ Introduction: "You are not your customer. To build something people truly need, we must get 

out of our own heads and into the hearts and minds of those we seek to serve. Let's give our 
beneficiary a name, a face, and a story. Let's meet your future favorite customer." 

●​ Objective: To create a detailed, empathetic profile of the primary target user/beneficiary. 
●​ Outcome: A one-page profile that makes the target human, understandable, and relatable. 
●​ Benefits: Prevents building in a vacuum, creates empathy, ensures solutions are designed 

for real human needs and pains. 
●​ Deliverables: A detailed Persona template filled out, including name, photo, demographics, 

goals, pains, fears, and daily routines. (I will integrate a drawing of a friendly, detailed persona 
template here). 

●​ Links: Directly connects the Golden Circle's "Why" to a human being. This persona is the 
center of the Value Proposition Canvas. 
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10 Guiding Questions: 

1.​ Let's give this person a name and an age. What do they do for a living? 
2.​ What is a typical day in their life like? Walk me through it from morning to night. 
3.​ What are their biggest aspirations and dreams (both personally and professionally)? 
4.​ What are their biggest frustrations, headaches, and "pains" related to the problem we're 

solving? 
5.​ What do they currently do to try to solve this problem? What do they "hack" together? 
6.​ What are they afraid of losing? What risks are they afraid to take? 
7.​ Where do they go for information? Who do they trust? 
8.​ What would a "miracle day" look like for them, where their main problem was solved? 
9.​ What is one thing nobody else understands about this person's situation? 
10.​If you could help them achieve one thing, what would have the biggest impact on their life? 

5 Reflexive Questions: 

1.​ Do I truly feel empathy for this person? 
2.​ What assumptions have I made about them that I need to go out and validate? 
3.​ How does serving this person align with my "Why"? 
4.​ What is the one biggest pain I am uniquely positioned to relieve for them? 
5.​ Who is not my customer? (This is just as important). 
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Workshop 3: Craft an Offer They’ll Love ❤️ — with The Value Proposition 
Canvas 

●​ Introduction: "Now that we know who we are serving (Persona) and why (Golden Circle), it's 
time to design the 'what'. The Value Proposition Canvas is the magic tool that ensures what 
you build actually fits what your customer needs. It's the heart of your business model." 

●​ Objective: To achieve a "Fit" between customer pains/gains and the products/services that 
relieve them. 

●​ Outcome: A mapped canvas that clearly shows how your offerings create value for your 
specific persona. 

●​ Benefits: Creates product-market fit from day one, focuses innovation on what matters most 
to the customer, reduces the risk of building the wrong thing. 

●​ Deliverables: A completed Value Proposition Canvas, with the right-side (Customer Profile) 
filled from the Persona, and the left-side (Value Map) detailing how the project creates gain 
and relieves pain. 

●​ Links: Directly links the Persona to the tangible offering. It is the core component that will be 
placed into the Lean Canvas. 

 

10 Guiding Questions: 

1.​ Look at your persona's top 3 pains. What products or services could completely eliminate one 
of them? 

2.​ What gain creators would make your customer's life not just better, but delightful? 
3.​ Which of our features addresses the most extreme pain? Is it a "painkiller" or just a "vitamin"? 
4.​ What could we do that would make our customer say, "Wow, they really get me"? 
5.​ How does our value proposition make the customer's job or life easier, simpler, or more 

rewarding? 
6.​ What are we offering that is truly unique and different from any existing solution? 
7.​ Look at your "Why". How does this value proposition bring it to life for the customer? 
8.​ If we could only do one thing for this customer, what would provide the most value? 
9.​ How does our proposal connect to the customer's deeper aspirations (from the Persona)? 
10.​Where is the strongest match between a customer pain and our pain reliever? Circle it. 
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5 Reflexive Questions: 

1.​ Is this a "must-have" or a "nice-to-have" for our persona? 
2.​ What is the riskiest assumption we are making on this canvas? 
3.​ How does this value proposition create not just economic value, but social or ecological 

value? 
4.​ What is the simplest version of this we could test? 
5.​ Are we trying to do too much? Can we focus on achieving perfect fit for one thing first? 

 

Workshop 4: Turn Your Idea into a Viable Model 🧭 —The Lean Canvas 
●​ Introduction: "A great idea is not a business. A business is a system. The Lean Canvas is 

our one-page business model that captures everything: the problem, solution, customers, 
finances, and advantage. It's our strategic blueprint, and it's designed to be changed as we 
learn." 

●​ Objective: To translate the value proposition into a holistic, actionable business model. 
●​ Outcome: A completed one-page Lean Canvas that provides a strategic overview of the 

entire venture. 
●​ Benefits: Provides a complete picture in a single view, highlights key risks and assumptions, 

fosters strategic thinking, and is easy to iterate on. 
●​ Deliverables: A printed Lean Canvas template, filled out with Post-it notes for easy iteration. 
●​ Links: It integrates the Value Proposition (Solution & Value Proposition blocks) and the 

Persona (Customer Segments block). The Golden Circle's "Why" should be reflected in the 
Key Metrics and Unfair Advantage. 
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10 Guiding Questions: 

1.​ What are the top 1-3 problems we are solving? (Be specific, use the pains from the VPC). 
2.​ What are our existing alternatives? Why are they inadequate? 
3.​ What is our unique solution? (Link directly to the Value Proposition Canvas). 
4.​ Who are our early adopters? (Describe them using our Persona). 
5.​ How will we reach them? What channels are most efficient? 
6.​ How will we make money? What is the revenue stream? 
7.​ What will it cost to deliver this value? What are the key activities and resources? 
8.​ How will we measure success beyond money? (e.g., impact metrics). 
9.​ What is our unfair advantage? Something that cannot be easily copied? (e.g., deep 

passion/purpose, unique team experience). 
10.​What is the #1 riskiest assumption on this entire canvas that we need to test first? 

5 Reflexive Questions: 

1.​ Is this model sustainable and viable? 
2.​ Does this business model support or contradict our core "Why"? 
3.​ Where are the biggest gaps in our knowledge on this canvas? 
4.​ If we were to succeed, what would be the key metric that would show it first? 
5.​ How does this model create a positive ripple effect for our community or planet? 
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Workshop 5: Focus Where It Really Matters 🎯 — The Purpose Alignment 
Model 

●​ Introduction: "Not all activities are created equal. As we build, we must constantly ask: are 
we doing things that matter? This model helps us align our daily tasks with our grand 
purpose, ensuring we don't get lost in the 'how' and forget the 'why'. It's a filter for our energy 
and resources." 

●​ Objective: To categorize activities based on their market differentiation and mission criticality, 
ensuring strategic alignment. 

●​ Outcome: A clear prioritization framework to decide what to do, what to partner on, and what 
to eliminate. 

●​ Benefits: Prevents mission drift, optimizes resource allocation, fosters strategic focus, and 
helps decide what to do in-house vs. outsource. 

●​ Deliverables: A large 2x2 grid with "Differentiating" vs. "Non-Differentiating" on one axis and 
"Mission Critical" vs. "Not Mission Critical" on the other. Activities are placed on sticky notes 
within the grid. 

●​ Links: A direct check-in with the Golden Circle's "Why" (Mission). It helps prioritize what to 
put in the MVP. 

 

10 Guiding Questions: 

1.​ Looking at our Lean Canvas, which activities are absolutely core to delivering on our "Why"? 
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2.​ What do we do that is truly unique and that customers would pay for? 
3.​ What tasks are necessary but don't directly contribute to our competitive advantage or 

mission? 
4.​ What are we doing that anyone else could do just as well? (e.g., accounting, website hosting). 
5.​ If we had to stop doing 80% of our planned activities, which 20% would we keep to stay true 

to ourselves? 
6.​ Where should we invest our best time and creativity? (Answer: the Differentiating & 

Mission-Critical quadrant). 
7.​ What can we stop doing, automate, or outsource to focus on what truly matters? 
8.​ Does our current plan have us spending time on things that are "Not Mission Critical"? Why? 
9.​ How can we turn a "Necessary Evil" (Non-Diff, Mission Critical) into an advantage or 

partnership? 
10.​Is our MVP focused on the "Differentiating & Mission-Critical" box? 

5 Reflexive Questions: 

1.​ Am I spending my time on the right quadrant? 
2.​ Are we trying to be excellent at things that don't actually matter to our success? 
3.​ How can this model help us make a difficult decision about a new opportunity? 
4.​ Does our purpose feel more focused after this exercise? 
5.​ What is one "Not Mission Critical" activity I will delegate or eliminate this week? 

 

Workshop 6: Make Your Idea Tangible & Irresistible 📦 — The Product Box 
●​ Introduction: "Enough with the abstract concepts! Let's get physical. If your product was on a 

shelf in a store, what would the box look like? This creative exercise forces clarity and 
customer-centricity. It's about marketing the dream, not just the features." 

●​ Objective: To create a tangible, marketing-driven representation of the value proposition. 
●​ Outcome: A physical box (from a real cardboard box) that sells the idea. 
●​ Benefits: Forces clarity of message, identifies key benefits over features, creates a powerful 

communication tool, and is fun and energizing. 
●​ Deliverables: A decorated cardboard box with a name, slogan, 3 key benefits, and visual 

design that appeals directly to the Persona. 
●​ Links: It is the physical, market-tested embodiment of the Value Proposition Canvas. It's 

what the MVP will deliver. 
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10 Guiding Questions: 

1.​ What is the catchy name that would make our persona pick this box up off the shelf? 
2.​ What is the one compelling slogan that captures the biggest benefit? 
3.​ If you only had 3 bullet points on the side of the box, what would they be? (Focus on benefits, 

not features). 
4.​ What imagery or colors would attract our persona and represent the feeling of the solution? 
5.​ What "testimonials" or "awards" would you fake on the box to build credibility? 
6.​ What does the customer achieve by using what's inside? Show the transformation. 
7.​ How does the design of the box itself reflect our values (e.g., eco-friendly, luxurious, simple)? 
8.​ If a competitor's box was next to yours, what would make yours stand out? 
9.​ What would the instructions inside say? "How to get started in 3 easy steps"? 
10.​What would the price be? Does it feel like a good value for the benefits promised? 

5 Reflexive Questions: 

1.​ Does this box clearly communicate the value to our target customer? 
2.​ What did we learn about what's truly important to highlight? 
3.​ How did making it physical change our perspective on the offer? 
4.​ What's missing from the box that we thought was important? 
5.​ Is this a product or service we would buy? 

 

Workshop 7: Launch Small, Learn Fast 🚀 — The MVP (Minimum Viable 
Product) 

●​ Introduction: "Perfection is the enemy of progress. Our goal is not to build a perfect product, 
but to learn as quickly as possible. The MVP is the smallest thing we can build to start that 
learning loop with real customers. It's an experiment, not a final product." 

●​ Objective: To define the smallest possible version of the product that delivers core value and 
can be used to test the riskiest assumption. 

●​ Outcome: A clear definition of the first MVP and the hypothesis it is designed to test. 
●​ Benefits: Drastically reduces time and money wasted, accelerates learning, validates 

demand before building anything complex. 
●​ Deliverables: A written statement: "Our MVP is [description]. It is designed to test our 

hypothesis that [assumption]." 
●​ Links: It is the practical, minimal version of the Product Box and Value Proposition, 

designed to test the riskiest assumption identified in the Lean Canvas. 

10 Guiding Questions: 

1.​ What is the absolute smallest version of our solution that would still deliver on the core 
promise? 

2.​ What is the #1 riskiest assumption we identified on our Lean Canvas? (e.g., "Will people pay 
for this?"). 
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3.​ What is the simplest experiment we can run to test that assumption? 
4.​ Could we test this without building anything? (e.g., a landing page, a video, a concierge 

service). 
5.​ What feature, if removed, would make the product no longer work? What can we remove? 
6.​ Who are the 10 earliest adopters we could give this to for feedback? 
7.​ What does "viable" mean in this context? What is the minimum level of quality for this test? 
8.​ What will we measure to know if the experiment is successful or not? 
9.​ What are we afraid of releasing? Why? Is that fear valid? 
10.​If this MVP fails, what will we have learned? 

5 Reflexive Questions: 

1.​ Is this truly the minimum? Can we do less? 
2.​ What are we trying to learn that we don't know today? 
3.​ How does this MVP get us closer to our purpose? 
4.​ What is our threshold for success for this first experiment? 
5.​ Are we prepared for the MVP to fail? (Hint: failure is data, not defeat). 

 

Workshop 8: Navigate Uncertainty with Agility 🔁 — using the Mobius Loop 
(Build-Measure-Learn) 

●​ Introduction: "The engine of agile entrepreneurship is a continuous loop of learning. The 
Mobius Loop (Build-Measure-Learn) is how we make that happen. It turns our plan into action 
and our actions into wisdom. Let's not just plan the MVP, let's plan the first full cycle of 
learning." 

●​ Objective: To create an actionable experiment card for the first MVP, defining what to build, 
how to measure it, and what to learn from it. 

●​ Outcome: A concrete experiment card and a commitment to run it within the next week. 
●​ Benefits: Creates momentum, demystifies the "how" of testing, instills a mindset of 

continuous experimentation and adaptation. 
●​ Deliverables: A filled "Experiment Canvas" or a simple card with: Hypothesis, MVP 

Description, Success Metrics, Method of Measurement, and Next Steps based on outcomes. 
●​ Links: This is the action plan for the MVP. It operationalizes the entire bootcamp. 
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10 Guiding Questions: 

1.​ Let's write our hypothesis in this format: "We believe that [doing this] for [these people] will 
achieve [this outcome]." 

2.​ What is the very first step to build this MVP? Can we do it today? 
3.​ How will we get this MVP in front of real users? (Be specific: names, places). 
4.​ What is the one key metric that will tell us if we are right or wrong? 
5.​ How will we collect that data? (Survey, observation, analytics, interview?). 
6.​ What would a "win" look like? What number would make us celebrate? 
7.​ What would a "loss" look like? What would force us to change our idea? 
8.​ What is our timeline for this experiment? (e.g., "Build in 2 days, run for 5 days"). 
9.​ Who is responsible for each part of this loop? 
10.​When will we meet specifically to review the results and decide what to do next? 

5 Reflexive Questions: 

1.​ Is this experiment safe-to-fail? 
2.​ Are we measuring the right thing, or just what is easy to measure? 
3.​ What is our biggest fear about running this experiment? 
4.​ How will we ensure we are honest about the results, even if they are disappointing? 
5.​ What will we do immediately after we get the results? 
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Final Reflexive Workshop: Connect the Dots & Celebrate the Journey 🌈 — 
The Journey Map 

●​ Introduction: "Let's pause and look back at the ground we've covered. From your 'Why' to 
your first experiment. This is a journey of clarity and courage. Now, we integrate the learning 
and look forward." 

●​ Objective: To reflect on the entire bootcamp experience, consolidate learnings, and define 
clear next steps. 

●​ Outcome: A personal journey map and a commitment to one next action. 
●​ Benefits: Solidifies learning, creates closure, fosters peer support, and ensures the 

momentum continues after the bootcamp. 
●​ Deliverables: A large sheet of paper where each participant maps their emotional and 

learning journey through the workshops, and a written "Next Step" commitment. 

10 Guiding Questions: 

1.​ When did you feel the most excited or energized during these three days? Why? 
2.​ What was your biggest "Aha!" moment or surprise? 
3.​ What is the one most important thing you are taking away from this experience? 
4.​ How has your idea changed from day 1 to now? 
5.​ What feels clearer? What still feels fuzzy? 
6.​ Look at your Golden Circle. Does it still feel right, or has it evolved? 
7.​ What support do you need from this group to take your next step? 
8.​ What is one piece of advice you would give to yourself from three days ago? 
9.​ How will you hold yourself accountable for running your first experiment? 
10.​Imagine yourself one month from now. What do you hope to have learned from your MVP? 

5 Reflexive Questions (for their final personal reflection): 

1.​ What did I learn about myself as an entrepreneur? 
2.​ What is the first small step I will take within the next 48 hours? 
3.​ How will I continue to use these tools and this mindset? 
4.​ Who can I share my learnings and progress with? 
5.​ How can I pay this forward and help another entrepreneur on their journey? 

Bon courage, Facilitator. You are not just running workshops; you are catalyzing potential. Now go 
and guide. 
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3-Day Agile Entrepreneurship Bootcamp: Timetable 
Here is a comprehensive timetable for the 3-day Agile Entrepreneurship Bootcamp, integrating all the 
elements we've discussed: the workshops, the Liberating Structures warm-ups, and the Host 
Leadership positions. 3 days might be a little bit squeezed : this bootcamp should easily be extended 
to 5 days for a deeper experience. 

Teaching how to use AI as a coach to expand the learnings should also be an opportunity, at the end 
of each workshop, enabling a second or third iteration to strengthen the deliverable. AI should not be 
used at the first stage to let people think deeply thanks to this dialogic approach. 

Facilitator's North Star: Your primary goal is to maintain energy and engagement. Be ruthless with 
timekeeping to protect the schedule, but fluid enough in your Host Leadership to adapt if a session 
needs more time (at the expense of a later one). Remember your positions: step into the Spotlight to 
give instructions, then get With the Guests or into the Gallery to let them work. 

 

DAY 1: DISCOVERY & FOUNDATION (The "WHY" and "WHO") 
●​ Objective: Uncover the core purpose and develop deep empathy for the beneficiary. 
●​ Host Vibe: Welcoming, creating a safe container for exploration and vulnerability. 

Time Duration Activity Facilitator Focus & Notes 

09:00 - 09:30 30 min Welcome & Bootcamp 
Launch  

- Welcome, practicalities. 

- Framing the 3 days: "From 
Idea to Action." 

- Introduce the Agile & 
Dialogic mindset. 

In the Spotlight. Set the 
stage. Be energizing. Briefly 
explain your role as a 
"Host," not a "Hero." 

09:30 - 10:45 75 min WS 1: The Golden Circle  

- *Warm-up: Liberating 
Structure - **1-2-4-All*** 

Dance of the Host: 
Spotlight (instructions) -> 
With Guests (join a pair) -> 
Gallery (observe patterns) 
-> Spotlight (debrief). 
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Time Duration Activity Facilitator Focus & Notes 

10:45 - 11:00 15 min ☕ Coffee Break In the Kitchen. Check the 
energy. Adjust the next 
session if needed. 

11:00 - 12:30 90 min WS 2: Personas  

- *Warm-up: Liberating 
Structure - **Impromptu 
Networking*** 

With the Guests. This is a 
highly interactive session. 
Circulate, listen to the 
stories, and help groups 
humanize their beneficiary. 

12:30 - 13:30 60 min 🍕 Lunch Break In the Kitchen. Reflect on 
the morning. 

13:30 - 15:00 90 min WS 3: Value Proposition 
Canvas  

- *Warm-up: Liberating 
Structure - **15% 
Solutions*** 

Dance of the Host: 
Spotlight (explain "fit") -> 
With Guests (help a group 
map pains to solutions) -> 
Gallery (see who's 
achieving "fit"). 

15:00 - 15:15 15 min ☕ Coffee Break  

15:15 - 16:45 90 min Deep Dive & Synthesis  

- Groups review their 
Golden Circle, Persona, and 
VPC together. 

- Do they tell a coherent 
story? 

- Prepare a 2-min summary 
of their "Why & Who." 

In the Gallery / With the 
Guests. Your role is to 
observe and only intervene 
if a group is deeply stuck. 
This is their time to connect 
the dots. 

16:45 - 17:00 15 min Day 1 Wrap-up  

- Quick sharing of insights. 

- Preview Day 2. 

In the Spotlight. End on a 
high note. Acknowledge the 
deep work they've done. 
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DAY 2: STRATEGY & ALIGNMENT (The "HOW") 
●​ Objective: Build a strategic model and ensure it is aligned with the core purpose. 
●​ Host Vibe: Energizing, helping to think structurally and strategically. 

Time Duration Activity Facilitator Focus & Notes 

09:00 - 09:15 15 min Day 2 Kick-off  

- Review key insights from 
Day 1. 

- Set the intention for Day 2: 
"From Purpose to Plan." 

In the Spotlight. 
Re-energize and focus the 
group. 

09:15 - 10:45 90 min WS 4: The Lean Canvas  

- *Warm-up: Liberating 
Structure - **TRIZ*** (How 
to fail!) 

Dance of the Host: 
Spotlight (explain the 
blocks) -> With Guests 
(help a group define their 
riskiest assumption) -> 
Gallery (see which 
assumptions are common). 

10:45 - 11:00 15 min ☕ Coffee Break  

11:00 - 12:30 90 min WS 5: Purpose Alignment 
Model  

- *Warm-up: Liberating 
Structure - **What I Need 
From You (WINFY)*** 

With the Guests. This is a 
strategic conversation. Help 
groups debate what is truly 
"mission critical" versus "a 
distraction." 

12:30 - 13:30 60 min 🍕 Lunch Break In the Kitchen. 

13:30 - 15:00 90 min WS 6: The Product Box  

- *Warm-up: Liberating 
Structure - **Drawing 
Together*** 

With the Guests. This is a 
creative, messy session. 
Your job is to encourage 
play and boldness. 
Compliment the most 
outlandish boxes! 
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Time Duration Activity Facilitator Focus & Notes 

15:00 - 15:15 15 min ☕ Coffee Break  

15:15 - 17:00 105 min Gallery Walk & Feedback  

- Groups present their Lean 
Canvas and Product Box. 

- Structured feedback round 
using "I like... I wish..." 
format. 

In the Gallery. You are the 
host of this gallery. Manage 
the flow and time. Let the 
participants give each other 
the feedback. 

17:00  End of Day 2  

 

DAY 3: ACTION & ITERATION (The "WHAT" and "NOW") 
●​ Objective: Define a concrete experiment and commit to launching it. 
●​ Host Vibe: Pragmatic, action-oriented, instilling confidence to launch and learn. 

Time Duration Activity Facilitator Focus & Notes 

09:00 - 09:15 15 min Day 3 Kick-off  

- Set the tone: "Today we 
move from planning to 
doing." 

In the Spotlight. 

09:15 - 10:45 90 min WS 7: The MVP  

- *Warm-up: Liberating 
Structure - **25/10 
Crowdsourcing*** (Fears 
about testing) 

With the Guests. This 
session is about reduction. 
Your key question to every 
group: "Can you do less?" 

10:45 - 11:00 15 min ☕ Coffee Break  
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Time Duration Activity Facilitator Focus & Notes 

11:00 - 12:30 90 min WS 8: Starting with the 
Mobius Loop  

- *Warm-up: Liberating 
Structure - **Discovery & 
Action Dialogue (DAD)*** 

Dance of the Host: 
Spotlight (explain B-M-L 
loop) -> With Guests (help 
a group write a crystal-clear 
hypothesis) -> Kitchen 
(check if plans are realistic). 

12:30 - 13:30 60 min 🍕 Lunch Break  

13:30 - 15:00 90 min Experiment Lab  

- Groups finalize their MVP 
experiment card. 

- Practice their "pitch" for 
their first test. 

- *Facilitator circulates for 
final coaching.* 

With the Guests. This is 
"final checks before launch." 
Be a coach. Ask: "What's 
your first step on Monday 
morning?" 

15:00 - 15:15 15 min ☕ Coffee Break  

15:15 - 16:30 75 min Final WS: Reflexive 
Journey Map  

- *Warm-up: Liberating 
Structure - **Appreciative 
Interviews*** 

In the Gallery. Let the 
reflections flow. This is their 
time to integrate the 
learning. 

16:30 - 17:00 30 min Commitment Ceremony & 
Close  

- Each person/team states 
their next step and their 
learning. 

- Final words of 
encouragement. 

- Acknowledge the journey. 

In the Spotlight. End with 
power and purpose. 
Celebrate the courage in the 
room. Host a final round of 
applause for everyone. 
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Integrating Liberating Structures: The Warm-Up 
Protocol 
By integrating these Liberating Structures, you transform the bootcamp from a series of lectures into a 
deeply participatory and engaging experience where the group's own collective intelligence becomes 
the most valuable teacher. 

This is an excellent addition. Liberating Structures (LS) are perfect for creating engagement, 
distributing participation, and subtly introducing the themes of each workshop. They are the 
"warm-up" that gets the mental muscles moving. 

Here is a selection of Liberating Structures to use as warm-ups for each workshop, with a brief 
explanation of why each one fits. 

How to Use Them 
1.​ Timebox: Each LS should take 10-15 minutes. 
2.​ Explain the Why: Briefly tell participants the goal of the warm-up (e.g., "To get everyone's 

ideas on the table," or "To connect personally to the topic"). 
3.​ Give Clear Instructions: LS have specific microstructures. Read the instructions clearly. 
4.​ Debrief: After the warm-up, do a very quick 1-2 minute debrief ("What was that like? What did 

you notice?") to transition into the main workshop. 

Liberating Structures Warm-Ups for Each Workshop 
1. Warm-Up for The Golden Circle 

●​ Structure: 1-2-4-All 
●​ Prompt: "In pairs (1-2), discuss: What is a belief or value you hold so deeply that you would 

be willing to start a project around it?" 
●​ Why it works: This LS ensures every single person has a chance to voice their core 

motivation before even hearing about the Golden Circle. It gets personal and profound 
quickly, moving from private reflection to pairs to a foursome, before sharing insights with all. 
It perfectly primes the brain for thinking about "Why." 

2. Warm-Up for Personas 

●​ Structure: Impromptu Networking 
●​ Prompt: "You have 3 rounds. In each 3-minute round, find a new partner and discuss: Tell me 

about someone you know (a friend, family member, client) who has a problem that really 
needs solving. What's their story?" 

●​ Why it works: This gets participants out of their chairs, energized, and already telling 
human-centered stories. They are effectively interviewing each other about potential personas 
without even realizing it. It builds empathy and a database of real-life examples to draw from. 
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3. Warm-Up for Value Proposition Canvas 

●​ Structure: 15% Solutions 
●​ Prompt: "Thinking about the persona you're starting to imagine: What is something you—with 

your current resources and authority—can do today to understand their pains and gains 
better? (e.g., call one person, do a quick Google search, observe people in a cafe)." 

●​ Why it works: The VPC is about moving from assumption to evidence. This LS empowers 
participants by showing them they don't need a perfect plan to start; they can take small, 
immediate actions (their "15%") to generate real insights right now. It fosters a bias for action. 

4. Warm-Up for Lean Canvas 

●​ Structure: TRIZ (from the list of 5) 
●​ Prompt: "Let's think backwards. In small groups, spend 5 minutes: What are all the things we 

could do to guarantee our business model fails completely? Be specific! (e.g., solve a 
problem no one has, charge 10x the price, make it incredibly complicated...)." 

●​ Why it works: TRIZ is brilliant for risk identification. By brainstorming how to fail 
spectacularly, participants bring their unconscious fears and assumptions to the surface in a 
fun, safe way. When they then flip the list, they have a powerful checklist of "things to avoid," 
which is exactly what the Lean Canvas helps you do. It makes risk tangible. 

5. Warm-Up for Purpose Alignment Model 

●​ Structure: What I Need From You (WINFY) 
●​ Prompt: "We're going to talk about focus and alignment. Take a moment to reflect, then tell 

your neighbor: To do my best work in the next workshop, what I need from you is... (e.g., your 
full attention, your wild ideas, your critical thinking)." 

●​ Why it works: The Purpose Alignment Model is about resource allocation and teamwork. 
WINFY is a micro-practice in setting clear expectations and creating a container of mutual 
support. It gets people explicitly thinking about how they work together to achieve a focused 
goal. 

6. Warm-Up for Product Box 

●​ Structure: Drawing Together 
●​ Prompt: "Without using words, draw the feeling you want your customer to have when they 

use your product or service. Don't worry about being an artist! Use symbols, shapes, lines." 
●​ Why it works: This LS directly taps into the nonverbal, creative, and emotional right brain 

needed for the Product Box exercise. It bypasses the logical "features" and immediately 
accesses the "benefits" and emotional experience you're selling. It's a perfect, fun segue into 
a hands-on creative task. 

7. Warm-Up for MVP 

●​ Structure: 25/10 Crowdsourcing 
●​ Prompt: "Write down your biggest question or fear about building your first MVP on a card. 

(e.g., 'What if no one uses it?'). We will pass the cards around, and everyone will silently 
generate ideas to answer each question." 

●​ Why it works: This LS brilliantly crowdsources solutions to the common fears surrounding 
MVPs (wasting time, being judged, failing). It shows participants they are not alone in their 
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fears and that the collective intelligence of the room can provide surprising, simple solutions 
and massive encouragement. 

8. Warm-Up for Mobius Loop (Build-Measure-Learn) 

●​ Structure: Discovery & Action Dialogue (DAD) 
●​ Prompt: "In small groups, discuss: How do you currently learn from your actions? (e.g., in 

your job, personal life). What helps you experiment and adapt?" 
●​ Why it works: The Mobius Loop is a learning engine. DAD is designed to uncover existing 

wisdom and practices within a group. By starting with how they already learn, participants see 
that this isn't a foreign concept; it's about systematizing something they already do. It builds 
confidence and connects the new framework to lived experience. 

9. Warm-Up for Final Reflexive Workshop (The Journey Map) 

●​ Structure: Appreciative Interviews 
●​ Prompt: "Find a partner. Interview them about a peak moment or success they had during 

this bootcamp. What made it a high point? What did you contribute?" 
●​ Why it works: This LS ends the bootcamp on a powerful, positive note rooted in strengths 

and achievement. It allows participants to appreciate their own and each other's journeys, 
solidifying the learning and the bonds formed. It creates a foundation of confidence for the 
next steps ahead. 
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The Dialogic Mindset - Embracing The Art of Host 
Leadership 
By being a gracious Host Leader, you model the very principles of agile leadership you are teaching: 
adaptability, awareness, and creating an environment where others can thrive. You are the 
compass-bearer, and these four positions are your cardinal directions. 

Here is a chapter written to guide the facilitator in embracing the postures of Host Leadership, 
weaving it directly into the fabric of the bootcamp experience. 

Now, go host a transformative experience. 

Your Role: From Hero to Host 
As a facilitator in the agile entrepreneurship spirit, your most powerful tool is not your expertise, but 
your posture. Traditional leadership often casts the leader as the "Hero"—the expert with all the 
answers at the center of everything. For this bootcamp, we invite you to embrace a different role: that 
of the Host. 

Drawing on the work of Mark McKergow, Host Leadership flips the script. Your job is not to have the 
answers, but to create the container—the space, the structure, and the atmosphere—where the 
participants (your guests) can find their own answers, collaborate, and do their best work. 

Think of yourself as the host of a great dinner party. You don't eat the meal for your guests! You plan 
the menu, set the table, make introductions, ensure everyone is engaged, and then step back to let 
the conversations flow. This is your role. 

The Host Leadership model is defined by four positions you will move between fluidly throughout the 
bootcamp. Mastering this dance is the key to unlocking the dialogic power of the group. 

 

The Four Positions of the Host Leader 

1. In the Spotlight 

●​ The Metaphor: You are on stage. All eyes are on you. You are initiating, directing, and 
providing clear structure. 

●​ Your Purpose: To provide safety, clarity, and direction. This is where you set the stage, 
explain the rules of the game, give clear instructions for a workshop, and frame the time 
boundaries. 

●​ Your Posture: Confident, clear, and concise. You are the authority on the process, not 
necessarily on the content. 

●​ When to Use It: 
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a.​ At the very beginning of the bootcamp and each day. 
b.​ When introducing a new workshop or Liberating Structure. 
c.​ When giving instructions for an exercise. 
d.​ When timekeeping and moving the group between phases. 

●​ Practical Step: When "In the Spotlight," stand up, use a strong and clear voice, and use 
visual aids (e.g., a slide with instructions). Be brief. Your goal is to get out of the spotlight as 
quickly as possible so the participants can get into theirs. 

2. With the Guests 

●​ The Metaphor: You are mingling among your guests at the party. You are listening deeply, 
connecting people, and participating in the work. 

●​ Your Purpose: To model engagement, to listen for insights and tensions, to ask powerful 
questions, and to connect participants with each other. You are a full participant, but with a 
heightened awareness of the group's energy. 

●​ Your Posture: Curious, empathetic, and collaborative. You are not leading the conversation 
but are deep within it. Sit with a group, write on Post-its, and contribute your thoughts as a 
peer when appropriate. 

●​ When to Use It: 
a.​ During most group work sessions (e.g., while they are building their Lean Canvas). 
b.​ During Liberating Structures like 1-2-4-All or Impromptu Networking. 
c.​ When you sense a group is stuck or a participant is disengaged. 

●​ Practical Step: During a work session, choose a table and ask, "Mind if I join you?" Listen for 
3 minutes before saying anything. Then, ask questions based on what you heard, not on what 
you wanted to teach. 

3. In the Gallery 

●​ The Metaphor: You are standing at the back of an art gallery, observing the patterns of the 
crowd. You are not looking at any one painting, but at how people move between them. 

●​ Your Purpose: To observe the system of the group. To notice patterns, energy dips, conflicts, 
and breakthroughs. You are gathering data on the process of the group, not the content of 
their work. 

●​ Your Posture: Detached, observant, and analytical. You are silent and still. You scan the 
entire room, noticing who is talking, who is quiet, which groups are energized, and which are 
struggling. 

●​ When to Use It: 
a.​ After you've given instructions and the groups are working. 
b.​ When you feel the need to understand the overall dynamic of the room. 
c.​ Before deciding to intervene in any group's process. 

●​ Practical Step: Set a timer for 5 minutes. Stand in a corner (or even sit on the floor) and just 
watch. Take notes on what you see without judgment (e.g., "Table 2: leaning in, laughing. 
Table 4: silent, looking at their phone."). This data will tell you what the group needs next. 
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4. In the Kitchen 

●​ The Metaphor: You are in the kitchen, preparing the next course, tasting the soup, and 
adjusting the seasoning. You are working behind the scenes, often with a co-facilitator or by 
yourself, to adjust the design. 

●​ Your Purpose: To reflect on what is happening and to adapt the plan. This is where you 
process your observations from "the Gallery" and decide if the agenda needs to change to 
better serve the group's needs. 

●​ Your Posture: Reflective, strategic, and adaptive. You are asking yourself: "Is this working? 
What do they need now? Do we need to change the next activity?" 

●​ When to Use It: 
a.​ During breaks. 
b.​ Briefly while in the Gallery (the reflection part). 
c.​ When you ask a group a question and then step away to give them space, you are 

momentarily "in the kitchen" while still "with the guests." 
●​ Practical Step: During a coffee break, find a quiet space. Look at your agenda for the next 

session. Based on the energy and progress of the group, ask: "Do we need to shorten this? 
Lengthen it? Skip it entirely? Do they need an energizer or a moment of quiet reflection?" 

 

The Dance of the Host 

You will not stay in one position. The power of this model is in the fluid movement between them. A 
typical flow for a workshop might look like this: 

1.​ In the Spotlight: You introduce the Value Proposition Canvas with clear instructions. (5 mins) 
2.​ With the Guests: You join a table that seems hesitant and ask a few powerful questions to 

get them started. (5 mins) 
3.​ In the Gallery: You step back to observe the energy of the room. You notice most groups are 

engaged, but one person is isolated. (3 mins) 
4.​ With the Guests: You approach the isolated participant and gently engage them in 

conversation, perhaps connecting them with another group. (3 mins) 
5.​ In the Kitchen: You see the groups are fully immersed. You decide to give them an extra 10 

minutes of working time and adjust the following agenda in your notes. (1 min) 
6.​ In the Spotlight: You call time and bring everyone's attention back to share key insights. 

Your Mission: To be intentional about which position you are in and why. Are you talking too much? 
Go to the Gallery. Is the energy low? Get With the Guests. Is confusion setting in? Step Into the 
Spotlight to re-clarify. 

Of course. This chapter will guide the facilitator in moving beyond the four positions into the deeper, 
more nuanced roles of the Host Leader, explicitly connecting them to the dialogic mindset required for 
a transformative bootcamp. 
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Embracing the Six Roles of the Host Leader 
Beyond Positions: Embodying the Roles 

As a facilitator, you now understand the four positions of the Host Leader: where to place your 
physical and mental attention. Now, we delve into the how and who—the six core roles you must 
embody to truly strengthen the dialogic power of the bootcamp. 

These roles, defined by Mark McKergow and Helen Bailey, are the active expressions of the Host 
Leadership philosophy. They are the verbs that bring the positions to life. A dialogic mindset isn't just 
about asking questions; it's about creating an ecosystem where collective intelligence can flourish. 
These six roles are your tools to build that ecosystem. 

 

1. The Initiator: "We're Here to Do This." 

●​ The Role: You are the one who calls the gathering. You set the intention, define the starting 
point, and create the initial container for the work. You make the first move. 

●​ Dialogic Connection: Dialogue doesn't happen by accident. It needs a purpose. By clearly 
initiating, you provide the focus that allows for divergent thinking. You give people a reason to 
engage. 

●​ How to Embody It: 
○​ At the start of the bootcamp and each day, state the goal with clarity and enthusiasm. 

"Today, we are here to..." 
○​ Begin each workshop by framing the challenge. "How might we...?" 
○​ Use Liberating Structures to initiate interaction in a structured way. 

●​ Example: "Welcome, everyone. We're here for the next 75 minutes to crack the code on your 
'Why'. Let's start with a quick warm-up to get our values flowing." 

2. The Inviter: "Your Voice Matters Here." 

●​ The Role: You consciously create a guest list—not just of who is in the room, but of what is in 
the room: ideas, perspectives, and voices (especially the quiet ones). You actively encourage 
participation and diversity of thought. 

●​ Dialogic Connection: Dialogue requires multiple voices. The Inviter ensures that the 
conversation is not dominated by the loudest few. This role is the practical application of 
curiosity. 

●​ How to Embody It: 
○​ Use rounds (e.g., "Let's hear one thought from everyone") to ensure all are heard. 
○​ Directly invite quiet participants. "Maria, we haven't heard from you on this; what's 

your perspective?" 
○​ Protect the space from interruptions and judgment. "Let's hear this idea out fully." 

●​ Example: "For this next part, I'm going to invite each of you to share your biggest 
assumption. Let's start with Alex and go around the circle." 
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3. The Space Creator: "This is a Safe Place to Think." 

●​ The Role: You are responsible for the environment—both physical and psychological. You 
arrange the room, the materials, and, most importantly, the atmosphere of safety and 
possibility. 

●​ Dialogic Connection: People cannot engage in genuine dialogue if they feel afraid to be 
wrong, to be silly, or to be vulnerable. You create the "container" where risk-taking is 
encouraged. 

●​ How to Embody It: 
○​ Set ground rules together (e.g., "One conversation at a time," "Assume positive 

intent"). 
○​ Use a "Yes, and..." approach to build on ideas. 
○​ Physically set up the room for collaboration (circles, open walls for Post-its, easy 

access to materials). 
○​ Acknowledge and thank people for sharing risky ideas. 

●​ Example: "Remember, there are no bad ideas in this brainstorming phase. Our goal is 
quantity, not judgment. Let's get wild with it!" 

4. The Gatekeeper: "What Needs Our Attention?" 

●​ The Role: You monitor what is entering the conversation and what is being left out. You hold 
the boundaries of time, topic, and energy. You decide what to focus on and what to park for 
later. 

●​ Dialogic Connection: Unfacilitated dialogue can meander and become inefficient. The 
Gatekeeper holds the focus on what is most valuable for the group's purpose, ensuring the 
conversation is productive. 

●​ How to Embody It: 
○​ Use a "Parking Lot" for important but off-topic ideas. 
○​ Gently guide the conversation back to the core question. "That's an interesting point; 

how does it connect to our focus on the customer's top pain?" 
○​ Enforce time boundaries lovingly but firmly. "We have five minutes left to capture the 

final thoughts on this." 
●​ Example: "That's a crucial point about long-term marketing, Sarah. Let's put it in the Parking 

Lot so we can stay focused on nailing the MVP for now, and we'll come back to it this 
afternoon." 

5. The Connector: "Your Idea Relates to Their Idea." 

●​ The Role: You are the weaver of the social and intellectual fabric. You listen for patterns, 
similarities, and differences. You connect people to each other and ideas to other ideas, 
fostering collaboration and synthesis. 

●​ Dialogic Connection: This is the heart of dialogic facilitation. You are not the source of ideas 
but the catalyst for connection between them. You help the group see their collective 
intelligence. 

●​ How to Embody It: 
○​ "I'm hearing a theme emerging around 'simplicity'. Is anyone else hearing that?" 
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○​ "Jamal, your point about user trust seems to connect directly to Priya's earlier 
concern about data. Can you two talk about that?" 

○​ Use physical movement: "Let's move these two clusters of Post-its together; they 
seem to be saying the same thing." 

●​ Example: "Wow, listen to this. David is talking about the need for community, and Lin is 
talking about shared learning. It sounds like you're both pointing toward a 'community of 
practice' model. What would that look like?" 

6. The Co-Participator: "We Are in This Together." 

●​ The Role: You are not an aloof expert. You roll up your sleeves and participate in the work, 
offering your own ideas, energy, and vulnerability as a contributor to the group. 

●​ Dialogic Connection: This role builds trust and authenticity. By participating, you model the 
behavior you want to see: risk-taking, curiosity, and engagement. It shows you are part of the 
community, not above it. 

●​ How to Embody It: 
○​ Sit with a group and contribute a Post-it note during an exercise. 
○​ Share a relevant personal story when it can help the group. 
○​ Be vulnerable. "I'm not sure what the best answer is here either. What does the group 

think?" 
●​ Example: (During a sketching exercise) "Mind if I join you? This is a tough one. Here's a 

crazy idea I had—what if we approached it like a Spotify playlist instead of a manual..." 

 

The Seamless Dance of the Roles 

These roles are not a checklist to be used in sequence. They are a palette of colors to be used 
simultaneously throughout your facilitation. 

●​ You Initiate a feedback round (Initiator), you Invite each person to speak (Inviter), you 
ensure the Space is safe for honest feedback (Space Creator), you Gatekeep to avoid 
defensiveness and focus on learning (Gatekeeper), you Connect similar pieces of feedback 
to find patterns (Connector), and you might share how you've received tough feedback 
yourself (Co-Participator). 

Your mission is to become so fluent in these roles that you move between them intuitively, responding 
to the needs of the group in real-time. This is what transforms a good facilitator into a true Host 
Leader—one who doesn't command the light, but who skillfully illuminates the brilliance of others. 

By embodying these roles, you stop being the "sage on the stage" and truly become the 
"compass-bearer" we spoke of, guiding not through answers, but through the powerful, dialogic 
process of collective discovery. 
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Facilitator's Library - Key References & Further 
Reading  
This chapter provides a curated selection of essential resources for each core component of the 
bootcamp. Use these references to deepen your understanding and to guide participants who wish to 
explore a topic further. Resources are listed alphabetically by topic. 

 

Build-Measure-Learn (The Mobius Loop / Feedback Loop) 
The core iterative feedback loop of the Lean Startup methodology, emphasizing rapid prototyping, 
data-driven learning, and pivoting. The "Mobius Loop" specifically refers to the scalable, continuous 
implementation of this loop across an entire organization, a concept powerfully developed by 
Gabrielle Benefield. 

●​ Web Links: 

1.​ Mobius Loop - Official Website: The home of Gabrielle Benefield's work, explaining 
the loop's principles, practices, and its application for sustainable innovation at scale. 
https://www.mobiusloop.com/ 

2.​ The Build-Measure-Learn Feedback Loop (The Lean Startup): The official page 
from Eric Ries's methodology site. 
https://theleanstartup.com/principles#build-measure-learn 

●​ Books: 

1.​ The Lean Startup: How Today's Entrepreneurs Use Continuous Innovation to 
Create Radically Successful Businesses by Eric Ries. 

2.​ Running Lean: Iterate from Plan A to a Plan That Works by Ash Maurya. 

 

Dialogic Organizational Development (OD) 
A strength-based approach to change that focuses on changing organizations by changing the 
conversations that happen within them. It contrasts with diagnostic OD and is the philosophical 
bedrock of our dialogic approach. 

●​ Web Links: 

1.​ What is Dialogic OD? (The Dialogic Organization Development Hub): The central 
online resource, featuring articles, practices, and a community of practitioners. 
https://dialogicod.net/what-is-dialogic-od/ 
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2.​ Dialogic Organization Development (NTL Institute): A good introductory article 
from a leading learning institute. https://ntl.org/dialogic-organization-development/ 

●​ Books: 

1.​ Dialogic Organization Development: The Theory and Practice of 
Transformational Change by Gervase R. Bushe & Robert J. Marshak. The 
definitive text on the subject. 

2.​ The NTL Handbook of Organization Development and Change: Principles, 
Practices, and Perspectives edited by Brenda B. Jones and Michael Brazzel. 
(Contains seminal chapters on Dialogic OD). 

 

The Golden Circle 
A powerful framework for inspiring action, developed by Simon Sinek, that starts with "Why" (purpose) 
before "How" (process) or "What" (product). 

●​ Web Links: 

1.​ Start With Why (Simon Sinek's Official Website): 
https://simonsinek.com/commit/start-with-why 

2.​ How Great Leaders Inspire Action (TED Talk): Simon Sinek's iconic talk. 
https://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action 

●​ Books: 

1.​ Start With Why: How Great Leaders Inspire Everyone to Take Action by Simon 
Sinek. 

2.​ Find Your Why: A Practical Guide for Discovering Purpose for You and Your 
Team by Simon Sinek, David Mead, and Peter Docker. 

 

Host Leadership 
A postmodern leadership model by Mark McKergow and Helen Bailey that frames leadership as a 
series of roles and positions a leader takes to foster collective intelligence. 

●​ Web Links: 

1.​ The Host Leadership Hub: The central online resource. 
https://www.hostleadership.com/ 

2.​ Hosting: A Social Philosophy (by Mark McKergow): 
https://www.hostleadership.com/hosting-a-social-philosophy 

 ​
This started kit is provided by Agility With No Borders, www.awnb.org, under the Creative Common License BY-NC 

https://ntl.org/dialogic-organization-development/
https://simonsinek.com/commit/start-with-why
https://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action
https://www.hostleadership.com/
https://www.hostleadership.com/hosting-a-social-philosophy
http://www.awnb.org


40 

●​ Books: 

1.​ Host: Six new roles of engagement for teams, organizations, communities and 
movements by Mark McKergow and Helen Bailey. 

2.​ The Next Generation of Leadership: A Host Leadership Practical Guide by Mark 
McKergow. 

 

Lean Canvas 
A 1-page business model template, adapted from the Business Model Canvas by Ash Maurya, 
designed for entrepreneurs to de-risk their ideas quickly. 

●​ Web Links: 

1.​ Lean Canvas Official Page (by Ash Maurya): The source to understand, download, 
and use the canvas. https://leanstack.com/lean-canvas 

2.​ How to Create a Lean Canvas (Video by Ash Maurya): A practical walkthrough. 
https://www.youtube.com/watch?v=7o8uYdUaFR4 

●​ Books: 

1.​ Running Lean: Iterate from Plan A to a Plan That Works by Ash Maurya. 
2.​ Business Model Generation by Alexander Osterwalder & Yves Pigneur. (The 

original canvas). 

 

Liberating Structures 
A collection of 33+ simple, micro-structured methods developed by Henri Lipmanowicz and Keith 
McCandless to unleash participation and innovation in groups. 

●​ Web Links: 

1.​ Liberating Structures Official Website: The comprehensive repository for all 
structures. https://www.liberatingstructures.com/ 

2.​ Liberating Structures Menu: A visual menu of all structures. 
https://www.liberatingstructures.com/ls-menu 

●​ Books: 

1.​ The Surprising Power of Liberating Structures: Simple Rules to Unleash A 
Culture of Innovation by Henri Lipmanowicz and Keith McCandless. 

2.​ Liberating Structures: An Introduction by Keith McCandless and Henri 
Lipmanowicz. 
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MVP (Minimum Viable Product) 
The version of a new product that allows a team to collect the maximum amount of validated learning 
about customers with the least effort. 

●​ Web Links: 

1.​ What is a Minimum Viable Product? (by Eric Ries): The original definition. 
https://www.startup-school.org/videos/4 

2.​ A Practical Guide to Minimum Viable Products (by Mindtheproduct): 
https://www.mindtheproduct.com/a-practical-guide-to-minimum-viable-products/ 

●​ Books: 

1.​ The Lean Startup by Eric Ries. 
2.​ Inspired: How to Create Tech Products Customers Love by Marty Cagan. 

 

Narrative Practices 
A range of approaches developed by Michael White and David Epston that center on the stories 
people use to make meaning of their lives. It involves "re-authoring" conversations to uncover hidden 
strengths and alternative, more empowering storylines. 

●​ Web Links: 

1.​ The Dulwich Centre (Adelaide, Australia): The foundational institute for narrative 
therapy and community work. An invaluable resource for articles, videos, and 
definitions. https://dulwichcentre.com.au/what-is-narrative-therapy/ 

2.​ Narrative Practices (by David Denborough - Dulwich Centre): A concise 
introduction to the core concepts. https://dulwichcentre.com.au/narrative-approaches/ 

●​ Books: 

1.​ Maps of Narrative Practice by Michael White. The classic text. 
2.​ Narrative Means to Therapeutic Ends by Michael White and David Epston. 

 

Personas 
A fictional, archetypal representation of a key user segment, based on qualitative data, that embodies 
their goals, needs, and behaviors. 
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●​ Web Links: 

1.​ Introduction to Personas (Interaction Design Foundation): A thorough overview. 
https://www.interaction-design.org/literature/article/personas-why-and-how-you-shoul
d-use-them 

2.​ Personas: Practice and Theory (by John Pruitt & Jonathan Grudin): A seminal 
academic paper. 
https://www.microsoft.com/en-us/research/wp-content/uploads/2016/02/jpruitt_person
as_paper.pdf 

●​ Books: 

1.​ About Face: The Essentials of Interaction Design by Alan Cooper, Robert 
Reimann, David Cronin, and Christopher Noessel. 

2.​ The User Is Always Right: A Practical Guide to Creating and Using Personas for 
the Web by Steve Mulder. 

 

Product Box 
A collaborative innovation game from Luke Hohmann where participants design the box for their 
product to force clarity on its key value propositions. 

●​ Web Links: 

1.​ Product Box (on Innovation Games Platform): The official description. 
https://innovationgames.com/product-box/ 

2.​ Gamestorming: Product Box: A summary from the Gamestorming community. 
https://gamestorming.com/product-box/ 

●​ Books: 

1.​ Innovation Games: Creating Breakthrough Products Through Collaborative 
Play by Luke Hohmann. 

2.​ Gamestorming: A Playbook for Innovators, Rulebreakers, and Changemakers 
by Dave Gray, Sunni Brown, and James Macanufo. 

 

Purpose Alignment Model 
A decision-making framework to categorize activities based on how mission-critical and 
market-differentiating they are, helping to prioritize strategic focus. 

●​ Web Links: 
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1.​ The Purpose Alignment Model (by Goal Centric): A clear, concise article 
explaining the model's quadrants and how to use it. 
https://insideproduct.co/purpose-based-alignment-model/  

2.​ How to Use the Purpose Alignment Model : A short video 
walkthrough.https://www.youtube.com/watch?v=HTVl8amUUGY  

●​ Books: 

1.​ Leadership Agility: A Business Agility Coaching Guide to Responsive and 
Reliable Results by Alex Armstrong. 

2.​ The Agile Culture: Leading through Trust and Ownership by Pollyanna Pixton, 
Paul Gibson, and Niel Nickolaisen. 

 

Social Constructivism 
A theory of knowledge that argues humans generate meaning and understanding from their 
interactions with each other and their shared experiences. It is the epistemological foundation of 
dialogic practices. 

●​ Web Links: 

1.​ Social Constructivism (Simply Psychology): A clear, academic overview of the 
theory and its key thinkers (Vygotsky, etc.). 
https://www.simplypsychology.org/social-constructivism.html 

2.​ Social Constructionism (Theory & Psychology - Encyclopedia Entry): A more 
in-depth look at the philosophy. 
https://journals.sagepub.com/doi/10.1177/0959354392022001004 

●​ Books: 

1.​ Social Construction: Entering the Dialogue by Kenneth J. Gergen and Mary M. 
Gergen. A highly accessible introduction. 

2.​ An Invitation to Social Construction by Kenneth J. Gergen. The classic text by a 
leading figure in the field. 

 

Solution-Focused Coaching (Brief Therapy) 
A future-oriented, goal-directed approach to change that focuses on what is working and on 
constructing solutions, rather than analyzing problems. It is the source of powerful questions like the 
"Miracle Question." 

●​ Web Links: 
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1.​ Solution Focused Brief Therapy Association (SFBTA): The leading professional 
organization, with resources, research, and training information. 
https://www.sfbta.org/ 

2.​ What is Solution-Focused Therapy? (Psychology Today): A good, concise primer 
for practitioners. 
https://www.psychologytoday.com/us/therapy-types/solution-focused-brief-therapy 

●​ Books: 

1.​ Solution-Focused Brief Therapy: Its Effective Use in Agency Settings by Teri 
Pichot and Yvonne M. Dolan. (Excellent for practical application). 

2.​ More Than Miracles: The State of the Art of Solution-Focused Brief Therapy by 
Steve de Shazer and Yvonne Dolan. 

 

Value Proposition Canvas 
A strategic tool from Strategyzer that ensures a product or service is positioned around what the 
customer truly values and needs. 

●​ Web Links: 

1.​ The Value Proposition Canvas Explained (Strategyzer): The official guide and 
download page. https://www.strategyzer.com/canvas/value-proposition-canvas 

2.​ How to Use the Value Proposition Canvas (Video by Strategyzer): A direct tutorial 
from Alex Osterwalder. https://www.youtube.com/watch?v=ReM1uqmVfP0 

●​ Books: 

1.​ Value Proposition Design: How to Create Products and Services Customers 
Want by Alexander Osterwalder, Yves Pigneur, et al. 

2.​ Business Model Generation by Alexander Osterwalder and Yves Pigneur. 
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