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Introduction 

!  These Strategic Inquiry Enneagrams are provided as a resource and 
you are welcome to use them in your work 

!  we are all based on looking at the current state of a situation with the 
intent of information gathering, inquiry and identifying underlying 
causes in the diagnosis process. 

!  we have been built in part or whole by many people including Neva 
Banks, Tim Dalmau, Dick Knowles, Andrew Rooney, Cathy Taylor, Jill 
Tideman, Steve Zuieback, Julia Zimmerman 



© Dalmau Consulting and Synectics, LLC: 2014  Synectics, LLC 

Identity 
Current state 

Intention 

Tensions 
Issues 

Relationships 
Connections 

Principles and 
Ground Rules Current Work 

Information 
Will 

Deep Learning 

Structures 
Strategies 

The Strategic Inquiry Enneagram 



© Dalmau Consulting and Synectics, LLC: 2014  Synectics, LLC 

What is the current state? What is going on, really? 
How clear is our grasp on our current situation? 

Do we understand our story? How strong is our identity? 
 How strong is our identification with the wider group/organization?  

What is the current context we have created for themselves?  

How clear is our intent? Who owns it?  
What are we trying to achieve? 

How well are we achieving it? What 
are our current values, vision, 

 value-add? Espoused, 
inferred or actual?  

What are the current 
issues, dilemmas, paradoxes? 

What are the deeper causes of 
these constraints?  

For diagnosis 

How present are we to one 
another? How functional are our 

relationships? How well do all 
the connections work? 

What principles  seem to guide our actions? 
How clear are the principles and  

are we owned? How are we reinforced? 

What are we actually doing? 
How does it relate to their 
intention and principles? 

How are they 
handling information? 
What is critical?  
What is open, hidden? How is 
information used to marshal will 
and action?  

How are we structured? How 
appropriate are these 
structures to our outcomes? 
What broad strategies are we 
following?  

How well  are we building  
new paradigms in which to 
reflect, adapt and learn? 
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For getting at an issue 
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What is going on in the system? What are the signs that 
there is an issue? How is it being played out? What is the 

current context that we have created for themselves in 
which this issue arises?  

How have we defined success in relation 
to this issue? What would success look 

like? What do we think needs to be 
achieved?  

What are the current issues, 
dilemmas, paradoxes? What are 

the deeper causes of these 
constraints?  

How are we connected around this 
issue and how do our relationships 

affect the issue?  What  other entities, 
functions or groups are involved and 
how well do their connections work? 

What ground rules do we seem 
to be working to around this issue? What 

unconscious ground rules may be at play that are 
hindering the situation? 

What are we actually doing to address the issue? 
How do our actions relate to their 
intention and principles?  

How do we handle information 
around this issue? What is critical?  
What is open, hidden? How do these 
impact willingness and alignment 

How are we structured? How appropriate 
are these structures to our outcomes?  How 
do our current structures and approaches 
address or enhance the issue?  

Now that we have reflected on 
all of these prior questions, 
what are we learning about 
the system, issue and 
ourselves?  

Current State 
Strategic Inquiry 

Enneagram 
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What is happening in the environment? Who and where are we relative to our competition? What 
are the critical emerging trends? What does our SWOT look like? What is our story? What is the 

current context that we have created for themselves? Who is currently in the room in critical 
conversations around 

this work?  What do we want to achieve? What is our current vision, 
mission, principles and priorities? What are the core 
values that we actually live by? How are we currently 

creating value? What are our current performance 
targets? What is our strategic intent and our 

fundamental value proposition? 

What are the current issues, 
dilemmas, paradoxes? What are 

the deeper causes of these 
constraints?  

What sorts of relationships and 
connections do we currently have 

around this work? How well do the 
various parts of the system work 

and relate together?  

What operational principles or ground rules currently 
guide our thinking, strategies and actions? How well do 
we practice what we preach? What seem to be the real 

rules of the game?  

What are we actually doing to deliver on our strategic or 
business plan? How do our actions relate to our intentions 
and principles?  

What are the undiscussables?  Who is typically in 
the room for critical conversations? How open is 
information to all people in the system? How does 
the organization test is assumptions and possible 
approaches?  

How are we structured? How appropriate are these 
structures to our outcomes? What broad strategies are 
we following? 

Now that we have reflected 
on all of these prior 
questions, what are we 
learning about our system, 
the fit and viability of our 
plan and ourselves  

For understanding strategic planning 
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For organization design 
What has been our system’s culture and identity at work in the situation? How have we been configured  

in the past, why and how well has it worked? What have been the benefits and limitations?  
How well has our configuration, including structure, served the market, industry and economy in  

which we found ourselves? SWOT on organizational design? How effective is the current design in adding value to owners 
and customers? 

What is  our strategic intent? What is the company core 
value proposition? What are the 

respective value propositions and purposes of  
each department and/or business unit? 

What principles or ground rules underpin the current 
organizational design and structure? How do the 

organizational principles cascade at various levels and 
functions within the organization and how are they 

connected to accountability and responsibility?  

What processes and practices are currently in 
place that build operational effectiveness and 
efficiency and how do we do this? 

What types of mechanisms 
do we have in place for 
improving, learning and 
adapting and sustaining?  

What are the issues, dilemmas and 
paradoxes at play? What constraints 
do we need to work within? What are 

the underlying causes behind these 
tensions? What tensions or dilemmas 

arise from our current operational 
design? 

What are our current structures and 
approaches, and how are these reflected in 
business, financial, resources, staffing 
strategies and decisions? How are 
all of these currently working 
relative to our intention?  

What links and connections are 
at play in the current 

organizational design? How functional are 
these relationships & connections? What 

interactive effects are there between corporate 
and line elements?  

How does the current organizational 
design foster the flow of information? 
What are the key interfaces for 
information to flow smoothly across 
the system?  
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How has the need for this initiative emerged in the organization? Where is this initiative positioned in the organization and why? 
Who is involved and how did we come to be involved? How is this initiative linked to the vision, mission and strategic intent of the 

organization? Who knows how much how well about this? 

How clear is the overall intent for this change by the 
leaders, managers, employees? What are we trying to 

achieve through the initiative? What are the current 
indicators of success?  

What are the challenges, issues, 
dilemmas and paradoxes that impact 
the implementation of this initiative? 
What constraints do we need to work 

within? What are the underlying causes 
behind these tensions? 

How do we currently engage with staff, 
vendors, customers, analysts, and our 

market on this initiative? What is the level 
of connectivity between people and 

programs in this initiative with the rest of 
the organization?  

What principles or ground rules currently guide the 
actions, strategies, behaviors in the initiative? Are 

these consistent with overall principles for the 
organization?  

What are we actually doing to achieve our 
outcomes? How are these actions supported in 
order to be successful? What unintended 
outcomes or results are being generated by this 
initiative?  

Who has the information and how 
can it be shared? Who actually gets the 
information associated with this initiative? What 
mechanisms have we put in place to share 
information around the work of this initiative? 
What is the level of ownership and commitment 
to this change?  

What are we learning about our 
system, the fit and viability of this 
initiative, our implementation plan 
and approach and about ourselves?  

Ho sustainable is our current approach to the 
change? What strategies are put in place to 
manage the change and achieve the 
outcomes of the initiative, 
and how well are they working? 

Change Initiative and Sustainability 
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What is our history together? Who are we and what do we each bring into this relationship?  
What did each of us hope to get out of this relationship? How are we, really, with one another?  

What have been the significant events and stages in the development our relationship together? 

What future do we want to create together? What  
do I want over the years from this relationship?  

What does s/he want? 

What issues and dilemmas, 
problems, differences, and  

constraints do we face?  
What is a the core of these? 

How present and there for 
one another have we been? 

How shall we be with 
one another? What type and 

way of relating do we now want  
with one another? 

What are the stated and unstated 
ground rules and principles that we 
are currently operating from in our 

relationship?  

What are we actually doing our in relationships on a 
daily and weekly basis and how is this working? 

How open have we been  
with one another? What do  
we avoid talking about? What 
do we keep hidden from the 
other? Undiscussables? 

What meaning can we make 
from our current and past history 
together in this relationship?  

What new context do we wish to create? 
What approaches do we wish to put 
in place?  How shall we stay open  
and fluid around these things? 

For relationships 
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As a leader, who am I? How have I got here? What are my values around leadership? What do I do well? 
How clear am I on the changing demands of the  context in which I work? What is going well in my organization? 

How clear is the organization’s identity, vision and purpose and how well understood? 
What  kind of leader am I becoming?  

What do I want to be part of creating? What do I 
want to achieve for 

 myself, my organization, my community? 
How clear is my vision for the future? 

What are my core values? 
What is the purpose of my leadership? 

What are the  issues, dilemmas, 
and paradoxes  I need to 
recognize and  resolve? 

For my own growth ? For my  
work/community? 

How well am I currently fostering the 
necessary relationships and 

connections? How do I handle 
conflicts that arise? What do I 

currently do to influence, support 
and coach people? 

What  operating principles guide  
my  actions and decisions? What  

standards do I say I commit to? 

What am I doing and how well is it working? What 
am I currently doing on a daily and weekly basis 
that models my leadership outcomes, values and 
beliefs?  

What am I doing to open up 
the flow of information? How  
open am I with my 
colleagues and staff? Are there 
undiscussables that need airing? 

What am I currently doing 
to continue to learn 
and grow? 

What is the context in which I act as 
a leader? What strategies do I create 
and what approaches do I take? 
What have been the most successful 
leadership approaches I have used?  

For self as leader 
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What is the current state in which we find ourselves? What is the context in which this project occurs? What is going on with 
this project? Who owns this project? How and where is this project positioned? Who are all the stakeholders and what is a 

stake? What are the risks?  

What is the intent for the project and what specifically 
are we trying to achieve? How well formed are the 

outcomes for this project? Who are the customers and 
what is the value we are offering them through the 

project? How well does this project seem to be  
working in terms of intended  
and unintended outcomes?   

Issues, tensions, problems 
dilemmas, paradoxes?  

What deeper do we belie? 

What are the relationship issues 
around this project in the 

organization, team and community? 
How functional are the 

relationships? What connections 
have been or need to be built across 

the system around this project?  

What principles guide this project? What principles 
guide our actions and behaviors on this project? Are 

there specific standards or non-negotiables associated 
with the project? How are these principles and 

standards supported and reinforced in this project?  

What is actually happening on the project? 
How does it directly relate to the outcome 
and intentions for the project?  

How is information currently handled 
in this project? What is open, hidden? 
Who gets information and who might 
be excluded? 

What are the current structures and 
approaches being utilized in this project? 
How fir for purpose are they? 

What are we learning about this 
project, its implementation, 
about our system and about 
ourselves?  

Project Development 
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Who is the group coming together? What is the story of the people and of the group coming together to do 
this community work? What have been the significant events that have shaped the history behind our 

identity and this work? What were the enabling conditions? What is the overall context that these partners 
and players find themselves in? Who actually owns the work of the community group?  

What does success look like for this project? What do 
we want to achieve? How clear is the intent of the 

group and our vision of the future? What is the value 
add that we want to provide, to whom, why?  

What are the paradoxes and dilemmas 
faced by this group politically, culturally, 
socially, economically, environmentally? 

What is at the core of these issues?  

How well do we work and relate to 
one another? How well do our 

connections with the community 
and its various parts work? Do we 

have right people in the room? 

What ground rules or principles guide the work of this group? 
What are our indicators of success for this community work?  

What principles and ground rules do we espouse? What are we actually doing and how well is  it 
working? How consistent is the work with our 
stated intentions and principles?  

How is information shared among ourselves 
and with the community? What is hidden 
and what is open? How available and 
accessible? 

How well are improving, learning 
and adapting and sustaining?  
What are we learning about our 
community initiative, about our 
overall approach and about 
ourselves?  

What broad strategies have we adopted 
and implemented and how successful 
are they? How are we organized across 
the various groups and organizations to 
implement our strategies?  

Community Development 
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What is the team’s history together? How is the team structured and what roles do each fulfill? What does each 
person bring to the team in terms of skills, contributions, and strengths? What have been the significant events 
and stages in the development and journey of this team? What is the broader context that this team finds itself 

within? Why does the team exist? 

What is the role or purpose of the team that can only 
be delivered by this group of people? What is it that 

this team says it wants to achieve? How well is it 
achieving this intention? 

What are the issues, dilemmas 
and paradoxes at play? What 

constraints do we need to work 
within as a team? What are the 
underlying causes behind these 

tensions?  

How functional are our relationships? 
How connected is our work?  How well 

do we work together outside meetings? 
How well do we connect with other 

teams? 

What are the ground rules and principles the team 
actually operates by? How is this similar or 
different from our stated ground rules and 

principles?  

What do we actually do as a team? What regular 
practices are we using to conduct our business and 
how are we working?  

How open are we with one  
another? How well do 
we share information? How much 
of the right or timely information 
do we have? How do we use 
information to work together? What do  
we avoid talking about?  

Ware we learning about the 
effectiveness and challenges 
of our team? How well do we 
learn and grow as a team? 
How do we sustain ourselves?  

What are the current approaches, strategies and 
processes that the team uses to conduct its business 
in delivering our desired outcomes?  

Team Development 
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Who are these two groups? What is the connection between the groups? What is the stated conflict about? How 
does the conflict manifest? What is the history of these groups and the conflict and how long has it been going 
on? What is the imperative or urgency behind resolving the conflict? What is the leverage? What is the shared 

context that these two teams or groups find themselves in? What other stakeholders and influences bear on this 
situation?  

What do the two parties say are their  outcomes 
individually and collectively? To what extent do they 

have individual and shared evidence of success?  

What is the conflict supposedly 
about? What seem to be some of 

the patterns and deeper dynamics 
at work that sustain the conflict?  

When and how do the two groups 
currently interact and/or connect? How 

effective is this interaction? What is 
working, not working, missing? 

What seems to be the hidden ground rules 
that guide how each group interacts with the 

other? Are there any non-negotiables from 
either party?  

What are they uactually doing? What have they failed 
to do? What are they achieving that is worth 
celebrating?  

How is information shared 
between the two groups? What 
are the myths, facts and rumors 
that circulate inside each group 
and across the groups? What do 
they avoid talking about face-to-
face?  

What seem to be the most 
significant insights moving 
forward?  

What steps have been taken to resolve the 
conflict? In what ways are they currently 
working together?  

Inter Group Conflict 
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