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01 introducing the collective intelligence design playbook

what is this playbook for?
who is it for?
how do we use it?
how can we see at a glance which activities are relevant?
hack this playbook!
 
 

02  what is collective intelligence?
 

greater than the sum of the parts 
why do we need collective intelligence? 
how can collective intelligence help us?
who is already using collective intelligence and how?

case study: ramani huria
case study: crowdsourcing mexico city constitution 
case study: citymart
case study: patientslikeme 
case study: block by block 
case study: public lab 
case study: global fishing watch 
case study: wefarm 

what are the unique benefits of collective intelligence?
what is not collective intelligence?

06

07
07
08
10
12

14

15
17
18
20
22
23
24
25
26
27
28
29
30
32

34

35
36
39
40
41
42
43
44

48

52
56
60
64

03  introducing collective intelligence design

what is collective intelligence design? 
when should we use collective intelligence design? 
how do we know if collective intelligence design is right for us?
collective intelligence design principles
collective intelligence design process
collective intelligence design canvas
collective intelligence design stages 
collective intelligence design questions 

0 4  design your collective intelligence project
 
understand problems: navigation page
seek solutions: navigation page
decide and act: navigation page 
learn and adapt: navigation page
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 05  collective intelligence design activities

A. Define Challenge
A1. Challenge Definition - Worksheet 
A2. Issue Map - Worksheet 
A3. Stakeholder Map - Worksheet
A4.  Cover Story - Worksheet

B. Gather Data, Information And Ideas
B1. Data Mapping - Worksheet
B2. Data - Prompt Cards
B3. Gather Data Methods - Prompt Cards
B4. Data Ethics - Worksheet
B5. Solutions Brief - Worksheet
B6. Solutions Readiness - Guide
B7. Mapping Solutions - Worksheet
B8. Finding Solutions - Guide

C. Mobilise People
C1. Unique Perspectives - Worksheet
C2. People - Prompt Cards
C3. Engagement Plan - Worksheet 
C4. Personas - Worksheet
C5. Incentives And Retention - Worksheet
C6. Challenge Call To Action - Worksheet

D. Connect And Interpret 
D1. Connect Methods - Prompt Cards 
D2. Overcoming Biases - Guide 
D3. Crowd Facilitation - Guide 
D4. Data Flow - Worksheet 
D5. Interpret Methods - Prompt Cards
D6. Visualizing Citizen-Generated Data - Guide

D7. Collective Decisions - Guide 
D8. Orid Framework - Guide
D9. Generative Decision-Making - Guide
D10. Open Space - Guide 
D11. Group Dialogue - Guide
D12. Study Circle - Guide

E. Create Change
E1. Create Change Methods - Prompt Cards
E2. Prototyping Techniques - Guide
E3. Prototype Testing - Worksheet
E4. Theory Of Change - Worksheet
E5. Collaboration Agreements - Workshee
E6. Dataset Nutrition Label - Guide

06 building the team for collective intelligence

 07  quick ways to boost your group’s collective intelligence

25/10 Crowdsourcing ideas exercise
Yes, but exercise
Appreciative inquiry 

08 exercises to communicate the idea of collective 
intelligence

Blind man and the elephant exercise
1-2-4 Exercise

09 more resources

68

72
74
76
78
80
82
84
86
92

100
104
106
110
112
116
118
120
132
134
136
140
142
144
152
154
156
160
164

166
170
174
176
178
180
182
184
190
192
196
198
200

202

206

208
209
210

212

214
216

218
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what is this playbook for?

This playbook was designed by Nesta 
to help you design and deliver a 
collective intelligence project. 

It will help you understand how to harness the best 
ideas, information and insight (aka. intelligence) to 
address a complex issue. 

It will introduce you to activities you can use to 
orchestrate diverse groups of people, data and 
technology to achieve your goals. 

We call this collective intelligence design. 

We think of it as 21st century common sense. 

who is it for?

We created this playbook for innovators around the world working 
on complex challenges. 

You might work in an international organisation, a public institution, a business or a non-profit. 
You’re probably familiar with other innovation approaches, and you may already have used 
some methods included in this playbook. But you’re likely still grappling with slow or failed 
progress on a big social, environmental, economic or political issue. You know that you need to 
find fresh insights, more effective solutions, and create new collaborative approaches to drive 
real change. 

“What is collective 
intelligence?”

“When should I use 
collective intelligence 

design?”

“How do I  
get started?”

“How will collective 
intelligence help me?”

INNOVATION LEAD, 
CHARITY 

STRATEGY DIRECTOR, 
GOVERNMENT MINISTRY

HEAD OF EXPLORATION, 
UNDP ACCELERATOR LABSSMART CITY  

PROGRAMME MANAGER
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how do we use it?

The playbook is designed to be used 
by teams or groups working through 
the activities and exercises together. 
We recommend allocating a facilitator 
to take responsibility for helping keep 
the group on track, and we provide 
facilitator notes throughout the guide 
to help with this task.

We have created a number of new tools and activities 
specifically for this playbook, but many others are 
curated or adapted from other toolkits we admire. All 
contain references to the original, so it is easy to trace 
back if you wish to dive deeper.   

“We’re new to the idea of collective 
intelligence and want to understand more.”

• Start by: reading ‘What is collective 
intelligence?’ on p.14.

• Introduce your group to a quick exercise to 
bring the concept of collective intelligence to 
life (see section 8).

“We want some inspiration.”

• Look at the case study selection in section 2, 
p.20. 

• Check out our Trello boards which list many 
more collective intelligence projects and 
tools (links provided in the 'More resources' 
section at the end of this playbook)

“We’ve got some important meetings 
and workshops coming up, how can use 
collective intelligence to make  
them better?”

• Discuss the collective intelligence design 
principles on p.40. How might applying these 
change the way you currently do things?

• Try out some of the workshop activities in 
section 7 to boost your event’s collective 
intelligence.

• Read the Overcoming Biases Guide (Activity 
D2 on page p.152) to be aware of potential 
pitfalls.

• Review the ORID, Generative Decision 
Making, Open Space and Group Dialogue 
Guides and experiment with these formats.
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“We want an overview of what collective 
intelligence design involves.”

• Read the section ‘An introduction to collective intelligence design’ 
on p.34.

• Look through the key design questions, and the prompt cards.

“We want to design a collective  
intelligence project.”

• Agree your main purpose for wanting to design a collective 
intelligence project and find the correct navigation page in section 
4 of this playbook: understand problems on p.52 ; seek solutions on 
p.56; decide and act on p.60; learn and adapt on p.64.

• Print out the collective intelligence design canvas template (A3 or 
A2), as well as the specific design questions relevant to  
your purpose. 

• Use the navigation page to see which activities are suggested, and 
pick those that you think will be most useful for your group and 
project. You should use them to explore the design questions in 
greater depth.

• Print out any prompt cards or worksheets you need. 

• Work through the design questions set out at each stage with your 
group. Identify someone to be the group facilitator. 

• Populate your canvas as your group answers the design questions. 
Allow time for reflection and iteration.

• Use activities such as prototyping to bring your project to life and 
identify any aspects that are missing or need to be changed. 

“We want to make suggestions on how you 
could add to or improve this playbook.”

• Drop us a line at collective.intelligence@nesta.org.uk

• Comment or suggest directly on the playbook using the Google  
Doc version
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how can 
we see at 
a glance 
which 
activities 
are 
relevant?

“We want to...”

understand problems        seek solutions       decide and act      learn and adapt

“W
e 

ne
ed

 to
...

”

A

 DEFINE 
CHALLENGE

A1. challenge definition A1. challenge definition A1. challenge definition A1. challenge definition

A2. issue map A2. issue map A2. issue map A2. issue map

A3. stakeholder map A3. stakeholder map A3. stakeholder map A3. stakeholder map

A4. cover story A4. cover story A4. cover story A4. cover story

B

 GATHER DATA, 
INFORMATION, 

IDEAS

B1. data mapping
B3. gather data  
method cards

B3. gather data  
method cards

B1. data mapping

B2. data cards B4. data ethics B4. data ethics B2. data cards

B3. gather data  
method cards

B5. solutions brief
B3. gather data  
method cards

B4. data ethics B6. solution readiness B4. data ethics

B7. mapping solutions

B8. finding solutions

C

MOBILISE 
PEOPLE

C1. unique perspectives C1. unique perspectives C1. unique perspectives C1. unique perspectives

C2. people cards C2. people cards C2. people cards C2. people cards

C3. engagement plan C3. engagement plan C3. engagement plan C3. engagement plan

C4. personas C4. personas C4. personas C4. personas

C5. incentives & retention C5. incentives & retention C5. incentives & retention
C5. incentives &  

retention

C6. challenge call 
to action
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“We want to...”

understand problems        seek solutions       decide and act      learn and adapt

“W
e 

ne
ed

 to
...

”

D

 CONNECT & 
INTERPRET

D1. connect  
method cards

D1. connect  
method cards

D1. connect  
method cards

D1. connect  
method cards

D2. overcoming biases D3. crowd facilitation D2. overcoming biases D2. overcoming biases

D3. crowd facilitation
D5. interpret  

method cards
D3. crowd facilitation D3. crowd facilitation

D4. data flow D7. collective decisions
D5. interpret  

method cards
D4. data flow

D5. interpret  
method cards

D6. visualizing  
citizen-generated data

D5. interpret  
method cards

D6. visualizing  
citizen-generated data

D7. collective decisions
D6. visualizing  

citizen-generated data

D8. ORID framework D12. study circle

D9. generative  
decision-making

D10. open space

D11. group dialogue

E

CREATE 
CHANGE

E1. create change  
method cards

E2. prototyping  
techniques

E1. create change  
method cards

E1. create change  
method cards

E2. prototyping  
techniques

E3. prototype testing
E2. prototyping  

techniques
E2. prototyping  

techniques

E3. prototype testing E4. theory of change E3. prototype testing  E3. prototype testing

E4. theory of change
E5. collaboration  

agreement
E4. theory of change E4. theory of change

E6. dataset nutrition  
label



hack this playbook!

This is our beta-version of the 
Collective Intelligence Design 
Playbook.  

It’s a first attempt to bring together some core 
resources to help innovators design for collective 
intelligence. We know there’s probably a lot that we’ve 
missed but hope you’ll help us out with identifying 
those omissions. It’s a living collection - please help us 
make it better for future versions.

Help us create version 2.0! Please send us: 

1. Corrections and edits of errors. 

2. Additions for the collective intelligence 
design sections: 

a. New activities that can help to answer 
the design questions. 

b. Suggestions for key design questions 
that we missed. 

c. Suggestions for new prompt cards. 

d. Top tips.  

3. Your filled in versions of the design canvas. 
 
Collective intelligence design is modular so 
there are infinite possibilities depending on 
the challenge you want to address. We hope 
you’ll share your design blueprints so that we 
can continue building an open repository of 
collective intelligence projects to inspire others.

This version of the playbook is aimed at 
relative newcomers to collective intelligence, 
but we want to keep adding more advanced 
techniques too.  

Please leave your suggestions as comments 
in the Google Doc draft of the main text or 
directly on the Google slides (for activities & 
guides). You can follow a link to these on the 
Nesta website page for this playbook.

Please send suggestions for additional 
activities, or your versions of hacked activities 
and completed canvases to  
collective.intelligence@nesta.org.uk with 'CI 
Playbook: Version 2.0' as the subject line. 

Tell us what you’ve done or what you’d 
suggest and you’ll get a credit in our updated 
version (as well as our gratitude).

nesta.org.uk/cidplaybook
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greater than the sum of 
the parts 

Collective intelligence is created when 
people work together, often with the 
help of technology, to mobilise a 
wider range of information, ideas and 
insights to address a social challenge.

As an idea, it isn’t new. It’s based on the theory that 
groups of diverse people are collectively smarter 
than any single individual on their own. The premise 
is that intelligence is distributed. Different people 
hold different pieces of information and different 
perspectives that, when combined, create a more 
complete picture of a problem and how to solve it. 

Humans have of course been working together since the dawn of time. But since the start of the 
digital age, collective intelligence has really evolved. 

How is technology amplifying collective intelligence?

1. Technologies such as the internet now help us to pool ideas in entirely new ways, and 
connect people across huge distances. Through this, we can bring more brains together - like 
Wikipedia does.   

2. Smart technologies help us generate new sources of data. We can use satellite imagery or 
mobile phone data, for example, to create new intelligence on our world and societies.  

3. Machine intelligence can enhance our human intelligence. Technologies like AI can analyse 
large volumes of data to help us make better predictions or more quickly understand lots of 
unstructured information. 
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The big message is that we can now make the most 
of human intelligence at scale, novel data, and clever 
technology to help us solve complex problems. 

WIKIPEDIA

Thousands of individuals around 
the world contribute their 
knowledge and improve on each 
other’s work. 

ZOONIVERSE

Over a million people are using 
the platform to analyse satellite 
images of space to help identify 
new stars.

WAZE

Combines location data from 
mobile phones of commuters 
and crowdsourced information 
on accidents or hazards to create 
real-time traffic maps.

COLLECTIVE INTELLIGENCE TODAY

19TH CENTURY

In the 19th century, 
the Oxford English 
Dictionary was 
produced through 
the collaboration of 
thousands of volunteers 
who submitted words 
and their etymologies to 
its editors. 

20TH CENTURY

In the early 20th 
century, the statistician 
Francis Galton observed 
a competition to guess 
the weight of a cow at 
a country fair. He found 
that the individual 
answers varied widely, 
but when he added all 
the answers up and 
found the average, it 
was just 1lb different to 
the cow’s real weight. 

1920s

In the 1920s Gandhi 
used a challenge prize 
to reward designers – 
from anywhere – who 
could design a precisely 
specified cheap  
cloth loom. 

1990s

In the 1990s, Porto 
Alegre in Brazil 
pioneered a new 
approach to allocating 
public spending. The 
municipal government 
allowed citizens to 
debate and vote on how 
public funds should be 
spent in a process called 
participatory budgeting 
that has since been 
adopted all around  
the world.  

COLLECTIVE INTELLIGENCE IN HISTORY 
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By bringing together diverse groups of people, 
data, and technology, we can create a collective 
intelligence that is greater than the individual 
parts in isolation. And by doing this, we can 
achieve things far beyond what any individual 
human or machine could achieve alone.

This playbook is designed to show 
you how to do this in practice.

becoming  
smarter  
together

people

technology

data

why do we need  
collective intelligence? 

Have you ever wondered how we 
managed to put people on the 
moon, but can’t sort out how to 
care for our ageing population? 
Or how we can create machines 
that beat the world’s best chess 
players, but are struggling to 
stem the tide of online hate?

The difference is in the nature of those 
challenges. Humans (and machines) are 
very good at solving complicated technical 
challenges, where logical thought and 
linear thinking can get us to the finish line. 
But solving complex social, environmental, 
economic or political challenges is much 
harder. These challenges are often multi-
dimensional and decentralised. They usually 
can’t be fixed with a silver bullet solution or by 
a single organisation. Often they emerge or 
change at a faster rate than our ability to act - 
especially when the environment  
is unpredictable.  

The most critical challenges facing us today 
are complex challenges. The Sustainable 
Development Goals are an example of 
this type of challenge: interconnected, 
transboundary and requiring change at 

multiple levels from policies to institutions and 
individual behaviour.  

Solving complex problems requires new 
approaches to problem solving: using new 
sources of data to rapidly understand the 
dynamics of what is happening; harnessing 
collective brainpower to generate multiple 
solutions much more quickly; facilitating space 
to think, reflect and decide collectively on 
a new course of action; and the capacity to 
harness data for real-time adjustments and 
orchestrating knowledge that enables others 
to act too.

To do this, organisations and communities 
need to become skilled in mobilising 
intelligence of all kinds - data, information, 
insights and ideas. In the 21st century, we 
believe this will matter as much as mobilising 
money or power.  The Collective Intelligence 
Design Playbook is our first attempt to help 
organisations do this well. 

Note: even if there are already well-proven 
solutions, or if one group of experts has all the 
relevant knowledge, there may still be value in 
using collective intelligence tools. For example, 
getting heart surgeons in the UK and parts of 
India to share their methods and regularly review 
data on survival rates sharply improved their 
performance, turning them from hundreds of 
individual experts into something more like a 
collective intelligence.

C
O

LLEC
TIV

E IN
TELLIG

EN
C

E D
ESIG

N
 P

LA
Y

B
O

O
K

PG. 17

02 / 09



how can collective 
intelligence help us? 

Collective intelligence is a multiplier 
that brings new insights and ideas. 
When you incorporate collective 
intelligence into your way of working, it 
can help you to innovate and address 
problems more effectively.

Here is an overview of four ways that 
collective intelligence can help you:

1. Better understanding of problems:  
through crowdsourcing, using novel 
data, or combining existing data sets 
to generate insights, facts, information 
or predictions. Examples of this 
are PetaBencana1, a platform that 
crowdsources reports of flooding in Jakarta 
from citizens on Twitter to create real-time 
flood maps used by citizens; and Haze 
Gazer2, a crisis analysis and visualisation 
tool that provides real-time situational 
information by combining multiple data 
sets to enhance disaster  
management efforts.  

2. Finding solutions to a problem:  
either through tapping into the collective 
brainpower of citizens, a wider pool 
of innovators, or seeking out tested 
solutions from elsewhere. Examples of 
this are Wefarm3, a free SMS peer-to-peer 
information service for small-scale farmers 
in East Africa; or BlockByBlock4, where 
citizens can co-create their community 
space. Tools like AllOurIdeas allow citizens 
to contribute their ideas about what their 
city should look like.5

3. More informed and inclusive decisions: 
by bringing together a diverse range of 
people and relevant actors to discuss, 
prioritise and implement ideas. An 
example of this is vTaiwan, a hybrid 
online and offline consultation process 
to crowdsource citizen priorities and 
achieve consensus among competing 
perspectives.6 Tools like Loomio7 and Pol.is8 

are enabling online group decision-making 
at scale on policies, budgets, planning  
and more. 

4. Learning and sharing what works: 
through crowdsourcing information and 
creating shared repositories of knowledge. 
Examples include Public Lab’s work to hold 
BP accountable for the Gulf oil spill clear-
up through citizen monitoring, and the 
creation of open source tools to help other 
community groups monitor environmental 
changes.9 The Human Diagnosis Project 
crowdsources and ranks diagnostic advice 
from thousands of doctors to provide 
ongoing training for health professionals 
and medical students.10

1 petabencana.id
2 hazegazer.org
3 wefarm.co/what-is-wefarm
4 blockbyblock.org 
5 allourideas.org

6 vtaiwan.tw
7 loomio.org
8 pol.is/home
9 publiclab.org
10 humandx.org/context/background
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seek solutions

Find novel approaches or tested 
solutions from elsewhere. Or incentivise 
innovators to create new ways of 
tackling the problem.

Make decisions with, or informed by, 
collaborative input from a wide range of 
people and/or relevant experts. 

decide and act

understand problems

Generate contextualised 
insights, facts and information 
on the dynamics of a situation. 

Monitor the implementation of 
initiatives by involving citizens in 

generating data, and share knowledge 
to improve the ability of others. 

learn and adapt

You can use collective intelligence at any 
stage in a typical innovation process, for 
policy design or designing new products 
and services in business.  
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case studies
→
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case study:  
ramani huria 
→

why?
In Dar es Salaam, Tanzania, the rainy season 
can bring devastating floods that wipe out 
roads and buildings. The damage caused by 
these floods could be prevented with adequate 
planning, but much of the city is made up of 
unplanned and informal settlements. 

what?
Ramani Huria helps communities to map 
residential areas, roads, streams, floodplains, 
and other relevant features, aiming to bring 
disaster prevention and response to areas that 
were previously off the map. 

how? 
The project trains teams of local university 
students and community members to use 
OpenStreetMap to create sophisticated and 
accurate maps. Residents of Tandale, an 
informal settlement in Dar es Salaam, first 
mapped key local features on OpenStreetMap 
in 2011. This map was updated and improved 
in 2015 using aerial drone imagery. The maps 
are combined with other data in InstaSAFE, 
a free software that enables users to run 
realistic natural disaster scenarios for better 
planning and response. Maps data are publicly 
available online and in print with an open 
license, making it easier for government, 
researchers and people to freely and openly 
use and redistribute them. 

so what? 
The data collected is enabling people across 
all levels of society to improve flood mitigation 
plans and raise awareness and resilience 
to natural threats. In 2015 it helped public 
authorities responding to an unexpected 
outbreak of cholera, providing detailed 
information on water points and  
sanitation data.

ramanihuria.orgMETHODS 
Crowdmapping, Predictive 
analytics, Open source repository

PEOPLE
University students, community 
residents

DATA
Sensor data (drone images), 
Open data, Citizen-generated 
data (identification and 
classification of local sites)

ISSUE
SDG 13: Take urgent action to 
combat climate change  
and impacts 

understand problems

PURPOSE
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case study:  
crowdsourcing 
mexico city 
constitution
→

why?
In 2016, the Mexican federal government 
granted Mexico City the ability to adopt its 
own citywide constitution, but the process 
allowed very little input by the people 
(assuming the draft would be provided 
exclusively by the Mayor). 

what?
In order to build trust and gather fresh ideas, 
Mayor Ángel Mancera decided to crowdsource 
the constitution from local residents. He 
appointed a 28-person drafting committee 
made up of Mexico City residents, supported 
by technical staff to translate ideas into  
legal language.  

how? 
To solicit ideas for the constitution, the City set 
up a survey called Imagina tu Ciudad (Imagine 
Your City) to gather local people’s visions for 
the city. The survey was made available online 
and offline, with one strategy including the 
recruitment of 200 student volunteers, armed 
with tablets to gather responses from citizens 
in public spaces. In addition to the survey, 
the City also worked with Change.org so 
people could petition for specific articles to be 
included in the constitution. Any ideas gaining 
10,000 signatures or more were given the 
chance to present to the drafting committee. 

so what? 
By the end of the process the City had 
collected 26,000 survey responses, and 
280,000 signatures on 357 petitions on 

issues including LGBTI rights, river and lake 
revitalization and universal internet access. 
The constitution was formally approved in 
February 2017 with crowdsourced components 
providing an important influence on policy. 
For instance, one provision allows transgender 
people to change their gender on official 
documents without having to go through a 
judicial process.

citiesofservice.org

METHODS 
Crowdsourcing, Surveys, Petitions, 
Deliberation

PEOPLE
Local residents 

DATA
Citizen-generated data (ideas 
and proposals)

ISSUE
SDG 16: Promote peaceful and 
inclusive societies for sustainable 
development, provide access to 
justice for all and build effective, 
accountable and inclusive 
institutions at all levels 

seek solutions

PURPOSE

decide and act
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case study:  
citymart
→

why?
Procurement is how every city buys goods and 
services that it cannot obtain internally, but 
often the process can be top-down, or overly 
prescriptive, in a way that excludes some of 
the most innovative or cost-effective solutions.

what?
Citymart helps cities to get more competitive 
and more innovative ideas in their 
procurement processes through diversifying 
cities’ vendor pools and involving more SMEs.

how? 
Citymart crowdsources solutions to specific 
urban problems through competition. Cities 
post their requirements on a crowdsourcing 
platform (BidSpark), which matches the 
requirements to thousands of potential 
vendors. Vendors can then apply, or rate the 
procurement, providing feedback to the City. 
The huge vendor database of 27,000 solutions 
also allows cities to retrieve and search 
information about existing projects that other 
cities are trying to implement. This way, they 
can learn from other projects before starting a 
search for their own solution. 

so what? 
More than 130 governments in 35 countries 
have used Citymart to date. In San Francisco 
Citymart delivered 50 previously unknown 
proposals for an open standards street light 
system. In Detroit, it found over 1,600 matching 
vendors for the government's Smart  
City Strategy.

Citymart.com

METHODS 
Challenge prizes, Registers

PEOPLE
Procurement leads in city 
governments, Small-medium 
enterprises (SMEs)

DATA
Citizen-generated data (ideas), 
Other data (SME vendor list)

ISSUE
SDG 12: Ensure sustainable 
consumption and production 
patterns

seek solutions

PURPOSE

learn and adapt
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case study:  
patients like me
→

why?
Peer-support among patients living with a 
chronic health condition can help people 
better manage their conditions, share 
knowledge and provide a level of ongoing 
assistance where formal healthcare cannot.

what?
PatientsLikeMe is a patient network and real-
time research platform with over 600,000 
members, through which patients connect with 
others who have the same disease or condition 
and track and share their own experiences.

how? 
Patients can use the platform to ask questions, 
learn how others manage their symptoms 
and learn about or discover treatments that 
might work for them, or use tracking tools that 
help them better understand their health and 
make more informed decisions. The website 
now provides information on more than 1,000 
life-changing illnesses from multiple sclerosis 
to autism to cancer. In 2016 PetientsLikeMe 
began connecting patient-reported 
information with biological data, to find 
new clues about causes of different diseases 
reported on the platform. 

so what? 
The platform’s members have generated more 
than 43 million data points about diseases, 
creating one of the largest repositories 
of patient-reported, cross-condition data 
available today. Its data forms the basis 
of more than 100 publicly accessible peer-
reviewed scientific studies and has helped 
researchers to refute traditional randomized 
clinical trials, model multiple diseases, validate 
quality measures and shed new light on 
medication adherence.

patientslikeme.com

METHODS 
Online forums, Peer-to-peer 
exchange, Crowdsourcing,  
Citizen science

PEOPLE
Patients with rare diseases

DATA
Sensor data (from wearables), 
Citizen-generated data 
(experiences)

ISSUE
SDG 3: Ensure healthy lives and 
promote well-being for all at  
all ages

seek solutions

PURPOSE

learn and adapt
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case study:  
block by block
→

why?
In developing countries, citizen engagement in 
the rapid growth and development that many 
cities are experiencing is not a priority, and 
when it is, finding methods that effectively do 
this are often quite challenging.

what?
With Block by Block, UN-Habitat, Microsoft 
and Mojang, makers of popular online game 
Minecraft, are exploring how the game could 
be used to find out how people want to see 
their cities develop in the future.

how? 
Each project starts with drawing up a 3D 
model in Minecraft of a public space that 
needs regenerating. UN-Habitat then runs 
workshops in which they teach participants 
how to use the game and get them to 
brainstorm ideas of what they’d like the final 
design to look like.

so what? 
Since the project’s creation, more than 25,000 
people have now been involved in workshops 
around the world, helping the renewal of urban 
neighbourhoods in more than 30 countries.

In Haiti, the project worked with a group of 
fishermen who couldn't read or write and had 
never used a computer. They used the program 
to visualise the changes they would like to 
see in an area that had been badly affected 
by flooding. Using Minecraft they built a new 

seawall as well as adding public toilets to the 
area. This was then turned into a plan  
by architects. 

blockbyblock.org

METHODS 
Gamification, Crowdsourcing

PEOPLE
Local residents

DATA
Citizen-generated data (ideas)

ISSUE
SDG 11: Make cities and human 
settlements inclusive, safe, 
resilient and sustainable

seek solutions

PURPOSE
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case study: public lab
→

why?
In the aftermath of the BP oil spill on the Gulf 
Coast in 2010, an alliance of activists sought 
to track information about the spill and the 
extent of natural disaster. Due to its distance 
at sea, common tools and methods of aerial 
mapping were not easily applicable.

what? how?
Using simple DIY tools - such as balloon 
mapping to capture aerial imagery - a 
collective of more than a hundred volunteers 
worked together to gather data and visualise 
the extent of the environmental damage. This 
dataset was not otherwise publicly available 
and empowered the local community to take 
action against polluters and regulators. 

so what? 
Since 2010, Public Lab has grown into a 
global community who share tools, methods 
and other resources online to investigate 
environmental concerns. Using a combination 
of online documentation, iterative adaptation 
of open source tools and community building 
through both distributed and face-to-face 
processes, Public Lab has been adapted to 
local contexts across the US and far beyond. 
Use cases range from efforts to monitor the 
clean-up of local waterways in Gowanus 
(Brooklyn) to the mapping of settlements in 
Israeli refugee camps to enable  
community cohesion.

publiclab.org

METHODS 
Citizen science, Participatory 
Monitoring, Online forums, Project 
wikis, Open source repositories, 
Deliberation

PEOPLE
Global network or local 
communities concerned about 
the environment

DATA
Citizen generated data,  
Sensor data

ISSUE
SDG 14:  Conserve and 
sustainably use the oceans, 
seas and marine resources for 
sustainable development. 
SDG 15: Protect, restore and 
promote sustainable use of 
terrestrial ecosystems, sustainably 
manage forests, combat 
desertification, and halt and 
reverse land degradation and 
halt biodiversity loss.

understand problems

PURPOSE

learn and adapt

C
O

LLEC
TIV

E IN
TELLIG

EN
C

E D
ESIG

N
 P

LA
Y

B
O

O
K

02 / 09

PG. 27

http://publiclab.org


case study:  
global fishing 
watch
→

why?
Hundreds of millions of people depend on 
the oceans for their livelihoods; more than 
a billion people rely on fish as their primary 
source of nutrition. But today, threatened 
by illegal fishing, overfishing, and habitat 
destruction, the global fish population is in 
crisis; some species’ numbers have dropped by 
a staggering 90 per cent. 

what? who?
Global Fishing Watch is a remote vessel 
tracking system launched by Google in 
partnership with other organisations that aims 
to address this. Through greater transparency 
of global commercial fishing activity, the 
project is committed to advancing ocean 
sustainability and stewardship.

how? 
The system works by combining government 
data on commercial fishing fleets with 
data from automatic identification systems 
(AIS) that large ships use to broadcast their 
position in order to avoid collisions. Ground 
stations and satellites pick up this and other 
information about the vessels’ identity, course 
and speed. Vessel tracking information is 
made available through an interactive online 
map and downloadable data, aimed at 
members of the public and journalists as much 
as researchers, campaigners and governments.
Partnerships with countries to share and 
combine data are also key to making 
monitoring cheaper and more effective  
for everyone.

so what? 
In 2018 Global Fishing Watch published a 
‘live’ global view of likely transshipping at 
sea (a legal but poorly regulated activity), 
and led to the first ever global assessment of 
transshipment published in a scientific journal.

globalfishingwatch.org

METHODS 
Data collaborative, Open Data, 
Heat Map

PEOPLE
Journalists, campaigners, 
researchers, governments

DATA
Satellite data, Official data, 
Sensor data 

ISSUE
SDG 14:  Conserve and 
sustainably use the oceans, 
seas and marine resources for 
sustainable development

understand problems

PURPOSE
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case study:  
wefarm
→

why?
Over 1 billion smallholder farmers produce 80 
per cent of the world’s food, and four of the 
five most traded commodities on earth, yet 
the vast majority lack access to the internet 
and even basic information to help them solve 
problems or share ideas. 

what?
Wefarm is a free peer-to-peer service that 
enables small-scale farmers in Kenya, Uganda, 
and Tanzania to share information via SMS, 
without the internet and without having to 
leave their farm. 

how?
Wefarm’s network allows small-scale farmers 
to ask each other questions on anything 
related to agriculture and then receive 
crowdsourced bespoke content and ideas from 
other farmers around the world within minutes. 
The questions can be asked in any language 
and messaging is free of charge.

If farmers don’t have internet access, which 
is often the case in rural communities, 
they can access Wefarm via SMS on their 
mobile phones. Wefarm's machine learning 
algorithms then match each question to the 
best suited responder. The natural language 
processing model can identify three regional 
African languages – Kiswahili, Luganda, and 
Runyankore – in addition to English. The fact 
that Wefarm users don't need proficiency in 
English increases reach and access.

so what? 
Farmers connect with one another to solve 
problems and share ideas. It’s now the world’s 
largest farmer-to-farmer digital network, 
with more than 1 million farmers using it in 
Kenya and Uganda, sharing more than 40,000 
questions and answers daily.

wefarm.co

METHODS 
Peer-to-peer exchange, Natural 
Language Processing

PEOPLE
Smallholder farmers in  
East Africa

DATA
Citizen-generated data (questions 
and solutions)

ISSUE
SDG 2: End hunger, achieve food 
security and improved nutrition 
and promote sustainable 
agriculture

seek solutions

PURPOSE
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what are the 
unique benefits 
of collective 
intelligence? 

In addition to helping you 
understand problems, find 
solutions, make decisions 
and learn, there are some 
particular benefits of using 
collective intelligence as  
an approach.  
 
These include:

improved ability to respond to issues in a 
more timely and effective way  
 
For many organisations, responding to 
complex problems is often made difficult 
by a lack of current or useful data, slow 
innovation pipelines and disagreement on 
how to proceed. Using collective intelligence 
to mobilise new sources of data (from sensors 
to citizen-generated information) and ideas 
will generate more comprehensive and up-to-
date insights, and more appropriate solutions 
for action. Collective intelligence can also 
help stakeholders, experts and affected 
communities come to greater agreement on 
priorities for action.  

• AIME can predict the location of the next outbreak 
of dengue fever up to three months in advance. It 
does this by combining data on confirmed cases 
of dengue from doctors, with multiple datasets 
on the factors that affect the spread of dengue.11  

• Resilience Dialogues was a set of facilitated 
discussions between experts and communities 
in the US. Combining their ideas led to more 
robust local climate action plans.12

smarter cities and communities  
 
When collective intelligence projects integrate 
different types of available information they 
can help to coordinate and influence the 
activities of people and organisations in new 
ways. By doing this, collective intelligence 
initiatives can act like a central nervous system 
for cities or local communities - helping them 
to react, remember, think and plan. 

1

3

increased power and ability of citizens to act 
 
Collective intelligence often involves people 
in generating information and opens up 
information for people to use. People’s 
ability to make decisions and power to act is 
increased when they have relevant and timely 
information about their situation and options. 
This enables citizens to share responsibility in 
tackling social problems.   

• Madam Mayor, I have an idea is a participatory 
budgeting exercise that allows Paris residents 
to have a say in how the City’s local investment 
budget is spent. The government has allocated 
500 million Euros over five years for projects to 
be decided in this way.13 

• Peta Bencana creates real-time flood maps 
from citizen reports on Twitter, enabling 
residents of Jakarta to make informed decisions 
about how to navigate around the city.14

2

• The ET CityBrain15 system deployed in a handful 
of cities in Asia integrates data from a network 
of sensors across the city to coordinate traffic 
and optimise public service delivery. 

• Waze16 Connected Citizens project 
crowdsources input from people moving 
around a city and public data on top of Google 
Maps to improve the efficiency of day-to-day 
operations.

11 http://aime.life/
12 http://www.resiliencedialogues.org/
13 https://www.nesta.org.uk/feature/10-people-centred-
smart-city-initiatives/madame-mayor-i-have-an-idea/
14 https://petabencana.id/
15 https://www.alibabacloud.com/et/city
16 https://www.waze.com/en-GB/ccp
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what are the three 
forms of collective 
intelligence?

As the case studies illustrate, 
collective intelligence projects 
can take many different shapes, 
and they can use a wide range of 
different methods. 

Here is an overview of the three main forms of 
collective intelligence. Each brings people and/
or data together in different ways. 

connecting data with data 
 
This form of collective intelligence often 
brings together multiple and diverse datasets 
to help generate new and useful insights. 
Data collaboratives, data warehouses and 
open APIs are some of the methods that are 
typically used in these data-driven collective 
intelligence projects.  

• VAMPIRE is an early-warning system for climate 
impacts.17 It combines multiple datasets on 
population and socioeconomic data from 
household food security surveys with data on 
rainfall anomalies and vegetation health. The 
system then maps economic vulnerability and 
exposure to drought to anticipate the areas 
where people might need need most help.

connecting people with people 
 
This form of collective intelligence is the 
oldest. It can facilitate distributed information 
production, problem-solving, co-creation and 
prediction-making. Methods can include crowd 
forecasting, deliberation and peer-to-peer 
exchange.
 
• DARPA’s red balloon challenge placed ten 

red weather balloons around the US and 

tasked entrants with finding them all. A team 
from MIT won the competition by leveraging 
online networks and offering monetary prizes 
incentives.18 

• Nesta’s 2019 crowd prediction challenge asks 
individuals to assign probability forecasts to 
major events related to Brexit.19 These forecasts 
are then aggregated to produce a ‘wisdom of 
the crowd’ score. The crowd correctly predicted 
that the UK’s exit from the EU would not 
happen as originally planned at the end of 
March 2019.

connecting people with data 
 
This form of collective intelligence brings both 
people and data together. It often involves 
crowds generating, categorising, cleaning, 
sorting or tagging unstructured data, photos 
or PDFs. Citizen science, crowdsourcing, and 
crowdmapping are typical methods to  
achieve this.  
 
• Earth Challenge 2020 aims to engage millions 

of global citizens in collecting one billion data 
points on air and water quality, pollution and 
human health.20 Citizen science volunteers 
around the world, working with professional 

scientists, will collect and share data of their 
local communities on an unprecedented scale, 
providing new insight on the state of our 
environment. 

• The Missing Maps project engages thousands 
of volunteers tracing areas where official 
maps are limited or do not exist at all.21 This 
first phase of mapping is carried out by 
volunteers working remotely at home who trace 
satellite imagery into OpenStreetMap. Next, 
community volunteers add local detail such as 
neighborhoods, streetnames, and evacuation 
centres. Humanitarian organizations then use 
mapped information to plan risk reduction and 
disaster response activities that save lives.

17 https://pulselabjakarta.id/vampire/
18 https://www.darpa.mil/about-us/timeline/network-
challenge
19 https://www.nesta.org.uk/project/crowd-predictions/
20 https://earthchallenge2020.earthday.org/
21 https://www.missingmaps.org
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what is not collective 
intelligence? 

In some respects all of human 
civilisation is an expression 
of collective intelligence.  But 
there are lots of examples of 
practices that are the opposite of 
what we see as good collective 
intelligence. Such as:

• Using collective intelligence methods 
to surveil participants or manipulate 
behaviour and outcomes. 

• Extracting data from a crowd without 
offering any reciprocal benefits to 
contributors or failing to act on the insights 
generated.

These examples demonstrate that collective 
intelligence is far from the default in society. It 
is only through careful and deliberate design 
choices that we can get closer to making the 
most of the different resources of  
intelligence available.

• Closed organisations that make no use 
of the ideas and experience beyond their 
boundaries. 

• Dictators and autocrats making decisions 
alone, or just relying on their intuition. 

• Crowds that lack any common language 
or frames and so become a cacophony 
of voices and views without any mutual 
listening (like much contemporary social 
media). 

• Crowds joined together by belief, ideology 
and dogma, and resistant to new 
information or ideas. 

• Markets shaped by incentives that 
encourage myopia in relation to risks.
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introducing collective 
intelligence design
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what is collective 
intelligence design? 

Collective intelligence 
design is the art and 
science of bringing 

together diverse groups 
of people, data (including 

information or ideas)  
and technology.
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when should we use 
collective  
intelligence design? 

You can use collective intelligence design at 
any stage in a typical innovation, product 
development, policy design or service design 
process. You might use collective intelligence 
at just one of the stages in your process, or 
across multiple stages. 

Use the table opposite as a guide to how 
collective intelligence design can help you 
address your challenge. Your starting point 
- the reason you decide to use collective 
intelligence design -  will lead to different 
results, and the projects you design will have 
different characteristics. A brief summary is 
provided in the table.

EXAMPLES OF  
COMMON ISSUES

PURPOSE FOR 
USING COLLECTIVE 
INTELLIGENCE

COMMON  
CHARACTERISTICS

EXAMPLE OUTPUTS

"

I have poor/incomplete 
information about this 
issue, or it is changing 
rapidly.

I want to anticipate how 
a problem or situation 
might change in  
the future.

understand problems

Generate contextualised 
insights, facts and 
information on the 
dynamics of a situation.

• Connects multiple types 
of data (e.g. satellite 
data with crowdsourced 
mapping of a location).

• Uses novel data sources 
or proxy data (e.g., light 
source data to measure 
GDP).

• Often involves 
crowdsourcing data 
(e.g. experiences or 
information) from people.

• May use machine 
intelligence to analyse 
combined datasets or 
create models.

Real-time data 
dashboard.

Open map of local 
level (granular) data.

Predictive model. 

Early warning alerts.

"

I understand the problem 
I’m working on, but I 
don’t know how to best 
tackle it.

My existing approaches 
to tackling this problem 
aren’t working well 
enough. 

seek solutions

Find novel approaches 
or tested solutions from 
elsewhere. 

Or incentivise innovators 
to create new ways of 
tackling the problem. 

• Searches academic/
scientific literature for 
proven approaches. 

• Connects with other 
organisations/individuals 
who might already be 
working on this issue.

• Invites a wide range of 
potential innovators to 
find a new/better solution.

• Sometimes using machine 
learning tools (including 
text analysis) to sift data 
more quickly and/or  
rank results.

A register or 
prioritised list of new 
or existing solutions 
to adopt, adapt  
or test. 

Prototypes for 
scaling and/or 
further investment.
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You might have one primary 
purpose for collective intelligence 
that you focus on, or you might 
incorporate two or more purposes 
in your project. You can introduce 
it in a modular and flexible way. 

EXAMPLES OF  
COMMON ISSUES

PURPOSE FOR 
USING COLLECTIVE 
INTELLIGENCE

COMMON  
CHARACTERISTICS

EXAMPLE OUTPUTS

"

I want to share 
ownership for the 
decision(s) I need  
to make.

I need other people to 
act with me on this issue.

decide and act

Make decisions 
with, or informed by, 
collaborative input from 
a wide range of people 
and/or relevant experts. 

• Brings together a diverse range of 
stakeholders who are affected and/
or knowledgeable about an issue.

• Often involves online or in-person 
group deliberation on an issue.

• May include voting and ranking 
of peer ideas or organisational 
policies.

• May be combined with 
collaborative group exploration to 
understand the problem and  
seek solutions.

• Sometimes uses machine learning 
tools such as natural language 
processing to cluster or summarise 
information.

Participant-ranked list of 
proposed actions /ideas for 
implementation.

Clarity on majority or 
consensus view on a given 
topic or course of action. 

Collective agreement on 
next steps. 

"

I want to track if this 
project/policy is working 
the way it is intended.

I want to share what is 
known and what works 
with others so that they 
can act more quickly/
smartly.

learn and adapt

Gather data to monitor 
the implementation of 
initiatives, and share 
knowledge to improve 
the ability of others.  

• Mobilises data generated by 
citizens - either actively through 
crowdsourcing or passively (e.g. 
through call detail records).

• Combines multiple sets and types 
of data.

• Creates open repositories of data 
and/or tools.  

• May use machine learning 
algorithms to identify patterns in 
data and automate adjustments.

Open source repository e.g. 
of tools, designs or software. 

Experiment results made 
available to others.

Formalised hubs of 
knowledge on ‘what works’.

Online learning 
programmes/exchanges 
that are personaslised or 
enhanced based on  
others’ experiences.
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understanding problems 

Regen Network uses 
satellite, sensors and on-the-
ground observation data to 
understand current ecological 
conditions.

seek solutions

A network of farmers 
around the world are 
incentivised to experiment 
with new approaches to 
improving things like carbon 
sequestration, cleaning 
waterways or increasing 
biodiversity. They are paid 
as ecosystems improve 
and conditions set out in 
ecological protocols  
are achieved.

decide and act

Ecological protocols are 
crowdsourced from relevant 
experts which stipulate the 
improvements needed for any 
particular ecosystem.

learn and adapt

The satellite, sensor and 
on-the-ground observation 
data help farmers to monitor 
progress in real-time and 
learn which experiments are 
working best.

REGEN NETWORK

An example of 
a project which 
combines multiple 
uses (or categories) of 
collective intelligence 
is Regen Network, 
which aims to reward 
positive changes to 
our ecosystems. 

regen.network
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You are dealing with 
a complex problem

Might another innovation 
method be more appropriate? 

See Nesta’s Compendium of 
Innovation Methods 
before proceeding.

The issue or agenda is genuinely 
open to revision or refocusing.

You have the capability to 
manage data.

Consider whether you might be 
better off consulting recognised 

experts instead.

First check that the information you 
need isn’t already available 

elsewhere, or that someone hasn’t 
already solved this problem.

Working with and managing 
communities takes time, skill and 
effort. Make sure you are ready to 

do this before proceeding.

You have conducted preliminary 
desk-based research and spoken to 

a small number of people with 
relevant knowledge or experience of 

the issue. 

YES

YES

You have the willingness and ability 
to engage meaningfully with groups 

of people, and the ability to offer 
them feedback and and benefits 

in return. 

Your team/organisation is ready to 
respond to new insights or ideas, 

even if they challenge conventional 
wisdom, come from unusual 

suspects or novel (non-official) 
data sources.

YES

NO

Opening up to discussion or input 
from a wider range of people, or 

gathering lots of new data, may not 
be the best course of action if there 

is no real scope to influence or 
change course.

NO

You may need to invest in building 
this capability or securing external 

partnerships if you are to run a 
successful collective intelligence 

project that manages data ethically 
and securely. Alternatively, try our 

simple methods for boosting your CI.

NO

NO

NO

NO

YES

YES

START

Collective intelligence design may 
well be for you. Read on to find out 

how to do it. 

how do we know if 
collective intelligence 
design is right for us?

Use the following flowchart to help you decide 
if collective intelligence is right for your 
challenge and if your team or organisation is 
ready to use it.
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collective intelligence 
design principles 

The collective intelligence 
design principles are pieces of 
advice to help you design your 
project. They are guidelines 
and considerations to take into 
account  - more like a compass 
than a definitive roadmap. 

Apply them when you select, 
create and organise elements in 
your project. 

increase diversity of the people you involve 
and the opinions you listen to. 
 
Research shows diversity of people and 
perspectives can enhance the collective 
intelligence of a group. In fact, diverse 
groups often outperform groups of like-
minded experts and the brightest individuals 
too. Don’t just include the ‘usual suspects’ 
in your project. Bring together people with 
different experiences, ways of understanding, 
interpreting and solving problems (this is 
known as cognitive diversity) to help you 
address your challenge more successfully. 

integrate different types of data to unlock 
fresh insights. 
 
The emerging variety of real-time, ‘ground-
truth’ and novel data sources is helping us 
to build better models of the world. Think 
carefully about which data and information 
can help you to measure or describe the 
problem you’re interested in, from proxy 
indicators to inputs from those most closely 
affected by the problem. Select, test and 
combine new sources of insight to improve  
the timeliness and appropriateness of  
your response. 

enable people to contribute views and ideas 
independently and freely.  
 
You’ve successfully brought together a diverse 
group of thinkers and solvers. But groups 
can still be dominated by the loudest person, 
minority views can often be ignored, and 
groupthink can lead you to the wrong answer. 
Enable people to contribute their intelligence 
freely and independently, taking care to think 
about how you manage group dynamics and 
behaviour to mitigate against biases and 
make sure every voice is heard. 

be citizen-centered: data empowerment, not 
data extraction. 
 
Start with the problems that matter to people 
not a particular technology. Don’t just use 
people to extract the information you want, 
but make sure they can access and use 
the collective intelligence that is created. 
Involve people in producing and using data 
by working with them as agents of change not 
passive beneficiaries. Ensure people understand 
and can determine how their data is used. 
Create for the public commons where possible 
- opening up information and technology for 
others to use. Applying this principle will help 
you avoid some of the potential risks of using 
collective intelligence. 

1

3

2

4
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collective intelligence  
design process

At the heart of the playbook are four purposes for using collective intelligence 
design: to understand problems; seek solutions; decide and act; and learn and 
adapt. In this playbook, we’ll also refer to them as categories of  
collective intelligence. 

The starting point for collective intelligence design is to have clarity on what 
you want to use collective intelligence for. Select a purpose, informed by the 
issue you’re seeking to address. This is the guiding star of how your group will 
design collective intelligence, and how you will navigate this playbook.

There is no hierarchy among the 
different purposes of collective 
intelligence, nor do they have to be 
used sequentially. They can, however, 
be used in combination. The case 
studies illustrate how this modular 
approach has been adopted by many 
examples of collective intelligence  
in practice. 

Tip: If you are just starting out with 
collective intelligence design, we suggest 
focusing on designing one use to begin 
with. Over time, you may find that you 
want to use collective intelligence in other 
ways as part of your project or initiative.

PUBLIC LAB

Public Lab initially engaged 100 volunteers in community mapping activities 
to understand the problems caused by the Gulf oil spill and track BP’s clean-
up efforts. As the community matured it wanted to share its knowledge with 
other community groups. To do this, it created an open source repository of DIY 
community monitoring tools so that other groups could learn and adapt for 
their own purposes.  

understand 
problems

Generate contextualised 
insights, facts and information 
on the dynamics of a situation. 

seek 
solutions

Find novel approaches or tested 
solutions from elsewhere. Or 

incentivise innovators to create new 
ways of tackling the problem.

decide 
and act

Make decisions with, or informed by, 
collaborative input from a wide 

range of people and/or 
relevant experts. 

learn 
and adapt

Monitor the implementation of initiatives 
by involving citizens in generating data, 

and share knowledge to improve the 
ability of others. 
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collective intelligence design playbook

B

E

C

D

A

collective intelligence project design canvas
This canvas will help you paint a quick picture with your team of the main elements of your collective intelligence project. 

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

collective intelligence 
design canvas

The Collective Intelligence Design 
Canvas is a template for people 
wanting to design a collective 
intelligence project.

As you design your project, you should print 
out and populate the canvas with the choices 
you make and the elements relating to your 
project. This will give you an overall picture of 
your project, and help you see all the relevant 
components at-a-glance. 

Whether you’re designing to Understand 
Problems, Seek Solutions or one of the other 
categories of collective intelligence, there is a 
specific canvas for you. There are also worked 
examples for your reference. These can be 
found behind the main navigation page for the 
category of collective intelligence that you are 
designing for. 
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collective 
intelligence 
design stages 

The collective 
intelligence design 
canvas is made 
up of five sections, 
which relate to 
the five key design 
stages of collective 
intelligence design.

STAGE: 
DEFINE CHALLENGE

STAGE: 
GATHER DATA,  

INFORMATION & IDEAS

STAGE: 
MOBILISE PEOPLE 

STAGE: 
CONNECT & INTERPRET 

STAGE: 
CREATE CHANGE

What is our issue and our purpose for using collective intelligence?
The first step is to clarify the issue you are addressing and why it is important. You 
should also spell out your reason for using collective intelligence - is it to understand 
a problem, find a solution, make a decision or to learn/share what’s working? Being 
clear on purpose and the change you want to see will help you keep focused on 
achieving your outcome.

What data/information/ideas do we need to find, and how will we do it?
Any project needs to start with a good understanding of the information it already 
has, what it can access and what it needs. This stage is about exploring uncommon 
sources of data and insight that might illuminate your issue in a new way, and the 
methods you can use to gather them effectively.

Who might be able to help, and how can we best engage them?
Collective intelligence design can help you tap into distributed experience and 
expertise to answer your questions. For this to happen, the goal needs to be clear, 
'the crowd' needs to be carefully defined and targeted, and the motivations and 
incentives of those participating need to be considered. 

How will we bring together people and/or data, and make sense of the results?
In this design stage, you will design how people will contribute and interact when 
they’re brought together, considering how to manage group dynamics to draw out 
the best from your crowd. You’ll also think about how you will store and process any 
data you’ve collected. Finally, you’ll need a plan for turning often messy data or 
unstructured text into useful results and insights.

Who do we need to act, and what do they need to do this? 
Here you’ll design how to turn the results of collective intelligence into action in 
the real world. You’ll create a prototype and testing plan, and make sure you have 
thought about how you’ll feedback to participants and open up information for them 
to use.
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ED

CB
A DEFINE  

CHALLENGE

GATHER DATA, 
INFORMATION, 
IDEAS

MOBILISE  
PEOPLE

CONNECT  
& INTERPRET

CREATE  
CHANGE

1/ What is the issue we want to 
understand?

2/ Who does the issue affect?

3/ What is the change we want 
to bring about?

4/ What is our timeframe  
for action?

5/ What are our constraints?

6/ What do we specifically 
need to know/find?

7/ What data might help us 
understand our problem?

8/ How will we collect  
this data?

9/ Are there any ethical issues 
with collecting or using this 
data?

10/ Who could help us 
understand our problem?

11/ What do we want them to 
do?

12/ How will we reach those 
people?

13/ What might motivate them 
to be involved?

14/ How will people interact 
and share information?

15/ How will we ensure 
everyone gets a chance to 
contribute?

16/ How will we bring together 
our data (store/ clean/process)?

17/ How will we make sense of 
the data we’ve collected?

18/ What biases might there be 
in our data? 

19/ Who do we need to act on 
the collective intelligence, and 
what do we want them to do?

20/ What do they need to see 
or know in order to  
do this?

21/ How will we open up this 
data/ information to citizens?

22/ How will we feedback to 
participants?

23/ How will we know if we’re 
on track and creating change?

collective intelligence 
design questions

Each design stage has a number 
of key design questions. These 
will help guide you to find the 
right answers for your challenge. 

There is a set of design questions for each of the four different purposes of collective intelligence. You 
can find them on the relevant navigation page - your starting point once you have selected whether you 
want to understand a problem; seek solutions; decide and act; or learn and adapt.
Example: Design questions for understand problems.

You should attempt to answer all these design questions as best you can. We suggest you work through 
them sequentially stage-by-stage. You should also allow time for reflection and iteration. As you work, 
you may find that answers to previous questions need to change - so pause to check and  
refine periodically.

 
For each purpose of collective intelligence, there is an associated canvas pre-populated with the specific 
design questions relevant to your purpose. Print out a copy of this canvas for reference, alongside a 
blank one for your team to fill in (printing it out on A2 or A1 size will make it easier for your group to work  
on collectively). 

N
E

ST
A

 ―
 V

.0
0

1

PG. 44

03 / 09



 
collective intelligence methods and tactics 

Included in this playbook are six different decks of  
prompt cards. 

These prompt cards contain a variety of popular collective intelligence methods 
or tactics.  

Each card provides a summary of the tactic or method, and a short case study 
that illustrates its use in practice. 

The combination of methods and tactics that you choose to use are highly 
important. They are the means to your end goal of collective intelligence. Some 
might be new or less familiar to you, while others have existed for decades.

You should be prepared to experiment with combinations until you find what 
works best. 

The prompt cards are just a selection to help you get started, they are not 
exhaustive. Don’t be restricted by them - instead use them as a basis for 
exploring a range of approaches and select the most appropriate combination.  

The decks and cards are clearly labelled so you know which design stage 
they relate to, and which categories of collective intelligence projects they are 
usually found in.

You should print these out double-sided before beginning your design activity.

PROMPT 
CARDS
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mix and match worksheets and guides

Each stage contains a series of worksheets and guides to help 
deepen or stretch your thinking on particular design questions. 
Many have been curated from toolkits that we admire, while 
others have been created especially for this playbook.  

You don’t need to try all of these activities at every stage every 
time you design a collective intelligence project. Select a few 
that you think will be most useful. 

If you have just one day, you will probably be designing at a 
very high-level, using only 2-3 additional activities beyond the 
canvas and design questions. If you have a week, or longer, you 
may want to dive deeper and complete a larger number of the 
exercises together. 

Each activity and exercise has a suggested timing and group 
size to help you select appropriately. We also signpost which 
design question and design stage it relates to. 

As you become familiar with the playbook, we hope you will 
find the activities that work best for you, adapt them further, or 
even add your own. 

You will find all activities grouped together in the relevant 
design stage section of this playbook. For quick reference, 
refer to the navigation page for Understand Problems, Seek 
Solutions, Decide and Act, and Learn and Adapt. These will 
give you the page numbers of relevant activities. 

ACTIVITIES
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the pointers for discussion or reflection

Each design stage includes a number of pointers that you 
should discuss or reflect on as a team. They are based on 
existing research and practice from the collective intelligence 
field. We suggest you do this at the outset of moving into each 
design stage. 
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design your collective 
intelligence project

04
N

E
ST

A
 ―

 V
.0

0
1

PG. 48

04 / 09



• With your group, identify which collective intelligence 
purpose will help you tackle your challenge.

• Find the correct navigation page in the playbook: 

 ▶ understand problems on p.52; 

 ▶ seek solutions on p.56; 

 ▶ decide and act on p.60; 

 ▶ learn and adapt on p.64.

• Print out the collective intelligence design canvas 
template (A3 or A2) and the specific design questions 
relevant to your selected purpose. 

• Use the navigation page to see which activities are 
suggested, and pick those that you think will be most 
useful for your group and project. You should use 
them to explore the design questions in  
greater depth.

• Print out any prompt cards or worksheets you need. 

• Work through the design questions set out at each 
stage with your group. Identify someone to be the 
group facilitator. 

• Populate your canvas as your group answers the 
design questions. Allow time for reflection  
and iteration.

• Use activities such as prototyping to bring your 
project to life and identify any aspects that are 
missing or need to be changed.

Now you’re ready to start 
designing your collective 
intelligence project, here’s 
how to get going. 
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Navigation Page

collective 
intelligence design 
canvas template
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collective intelligence design playbook
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E

C

D

A

collective intelligence project design canvas
This canvas will help you paint a quick picture with your team of the main elements of your collective intelligence project. 

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?



Navigation Page

understand 
problems

purpose:

• Use collective intelligence to Understand 
Problems by generating contextualised 
insights, facts and information on the 
dynamics of a situation. 

common characteristics:

• Connects multiple types of data (e.g. satellite 
data with crowdsourced mapping of a 
location).

• Uses novel data sources or proxy data (e.g. 
light source data to measure GDP).

• Often involves crowdsourcing data (e.g. 
experiences or information) from people.

• May use machine intelligence to analyse 
combined datasets or create models. 

design questions: 

• Answer these design questions to complete 
the collective intelligence design canvas to 
Understand Problems.

activities:

• Mix and match activities that will help you 
to answer the design questions if you’re 
stuck or if you want to explore in more 
depth. The table shows which are relevant 
if you are designing for Understand 
Problems. You can find these organised by 
design stage in this playbook. 

Use these pages to find relevant 
design questions and activities for 
your collective intelligence project 
design session.
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collective intelligence design playbook
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GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

What do we specifically need to know/find?

What data might help us understand this problem?

How will we collect this data?

Are there any ethical issues with using this data  
or involving people?

Who do we need to act on the collective intelligence, and  
what do we need them to do?

What do they need to see or know in order to do this?

How will we open up this data/information to citizens?

How will we feedback to participants?

How will we know if we're on track and creating change?

 Who could help us understand this problem?

What do we want people to do?

How will we reach those people?

What might motivate them to be involved?

How will people interact and share information?

How will we make sure people can contribute  
independently and freely?

How will we bring together our data (store, clean, process, share)?

How will we make sense of the information we collect?

What biases might there be in our data?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

A

understand problems key questions
This guide provides some key design questions that your team will need to answer.

 What is the issue we want to understand?

Who does the issue affect?

What is the change we want to bring about?

What is our timeframe for action?

What are our constraints?



CASE STUDY: PETABENCANA.ID

PetaBencana.id, is a project that combines data from hydraulic sensors with 
citizen reports over social media including via Twitter, to produce a flood map for 
cities in Indonesia. The system is programmed to react when someone in Jakarta 
tweets the word ‘banjir’ (flood) and tags @PetaJkt. PetaBencana.id automatically 
replies, and asks them to confirm the tweet with geotagged photos. The platform 
then combines all incoming reports with official data from the city government 
to build up-to-the-minute, online flood maps, which are then made publicly 

available. Through producing real-time maps of urban flooding, 
PetaBencana.id represents a major advance on previous static  
PDF maps.

The page opposite provides an illustration of a project design canvas 
using the example of PetaBencana. It is not exhaustive, but is intended 
to give you an idea of how to start filling in the canvas.

ED

CB
A

COLLECTIVE INTELLIGENCE DESIGN ACTIVITIES TO UNDERSTAND PROBLEMS

DEFINE  
CHALLENGE

GATHER DATA, 
INFORMATION, 
IDEAS

MOBILISE  
PEOPLE

CONNECT  
& INTERPRET

CREATE  
CHANGE

A1. Challenge Definition  
- Worksheet

A2. Issue Map - Worksheet 

A3. Stakeholder Map  
- Worksheet

A4.  Cover Story  
- Worksheet

B1. Data Mapping  
- Worksheet

 
B2. Data - Prompt Cards

B3. Gather Data Methods  
- Prompt Cards

B4. Data Ethics  
- Worksheet

C1. Unique Perspectives  
- Worksheet

C2. People - Prompt Cards

C3. Engagement Plan  
- Worksheet

C4. Personass - Worksheet

C5. Incentives and 
Retention - Worksheet

D1. Connect Methods  
- Prompt Cards

D2. Overcoming Biases  
- Guide

D3. Crowd Facilitation  
- Guide

D4. Data Flow  
- Worksheet

D5. Interpret Methods  
- Prompt Cards

D6. Visualizing  
Citizen-Generated Data 

- Guide

E1. Create Change Methods 
- Prompt Cards

E2. Prototyping Techniques 
- Guide

E3. Prototype Testing  
- Worksheet 

E4.  Theory of Change  
- Worksheet
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collective intelligence design playbook
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GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

A

understand problems project design canvas
Example: PetaBencana

What we need to know: location, severity and time of flooding 

Data sources: Twitter and official government data 

Method for gathering data: 
• use Twitter API to scrape Tweets that use #banjeri  

(floods); citizen-generated reports to @PetaJkt 
• data collaborative with government disaster agency 

Who will act:  national management disaster agency  
to prioritise response - ensure software meets agency’s SOP

Opening up the data: website and app for residents to see and 
report flooding in real time

Who can help: residents of Jakarta

Motivation: people already trying to help each other by sharing 
info on floods on Twitter (purpose). Peta Bencana makes  

that more effective 

How people interact: residents submit and  
verify flood reports with geo-location tagged photos

Storing/processing data: CognityCityOSS

Making sense of information: real-time online flood map (GIS)  

Our problem is that… Jakarta is vulnerable to 
flooding which affects the daily life of citizens (from 

traffic disruption to school closures)

We want to … help Jakarta city residents and the 
disaster response agency better understand where 

flooding is happening across the city so that they can 
respond appropriately



Navigation Page

seek 
solutions
Use these pages to find relevant 
design questions and activities for 
your collective intelligence project 
design session.

purpose:

• Use collective intelligence to Seek Solutions 
by finding novel approaches or tested 
solutions from elsewhere. Or incentivise 
innovators to create new ways of tackling  
the problem.  

common characteristics:

• Searches academic/scientific literature for 
proven approaches. 

• Connects with other organisations/
individuals who might already be working on 
this issue.  

• Invites a wide range of potential innovators 
to find a new/better solution.

• Sometimes using machine learning tools 
(including text analysis) to sift data more 
quickly and/or rank results.  

design questions: 

• Answer these design questions to complete 
the collective intelligence design canvas to 
Seek Solutions. 

activities:

• Mix and match activities that will help you 
to answer the design questions if you’re 
stuck or if you want to explore in more 
depth. The table shows which are relevant 
if you are designing for Seek Solutions. You 
can find these organised by design stage 
in this playbook.  
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collective intelligence design playbook
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What solution(s) are we looking for?

Where might solutions already exist?

What methods will we use to find solutions?

Are there any ethical issues to consider?

Who will adopt successful solutions or help them scale?

What will be our approach to partnership or intellectual property?

How will we feedback to contributors?

How will we know if we're on track to creating change?

 Who could create a solution?

What do we want people to do?

How will we reach those people?

What incentive(s) will we offer to people for sharing their solutions?

 What is the process for people to share their solutions?

How can we support people to contribute ideas effectively?

Who will judge which ideas to support or test? 

A

seek solutions key questions
This guide provides some key design questions that your team will need to answer.

 What is the issue we want to solve?

Who does the issue affect?

What is the change we want to bring about?

What is our timeframe for action?

What are our constraints?

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?



ED

CB
A

COLLECTIVE INTELLIGENCE DESIGN ACTIVITIES TO SEEK SOLUTIONS

DEFINE  
CHALLENGE

GATHER DATA, 
INFORMATION, 
IDEAS

MOBILISE  
PEOPLE

CONNECT  
& INTERPRET

CREATE  
CHANGE

A1. Challenge Definition  
- Worksheet

A2. Issue Map - Worksheet 

A3. Stakeholder Map  
- Worksheet

A4.  Cover Story  
- Worksheet

B3. Gather Data Methods
- Prompt Cards

B4. Data Ethics
 - Worksheet

B5. Solutions Brief
 - Worksheet

B6. Solutions Readiness  
- Guide

B7. Mapping Solutions 
 - Worksheet

B8. Finding Solutions  
- Guide

C1. Unique Perspectives  
- Worksheet

C2. People  - Prompt Cards

C3. Engagement Plan  
- Worksheet

C4. Personass - Worksheet

C5. Incentives and 
Retention - Worksheet

C6. Challenge Call  
to Action  

- Worksheet 

D1. Connect Methods  
- Prompt Cards

D3. Crowd Facilitation  
- Guide

D5. Interpret Methods  
- Prompt Cards

D7. Collective Decisions 
- Guide

E2. Prototyping Techniques
- Worksheet

E3. Prototype Testing
- Worksheet

E4.  Theory of Change  
- Worksheet

E5. Collaboration 
Agreement - Worksheet 

CASE STUDY: WEFARM

Wefarm is a free peer-to-peer service that enables small-scale farmers in Kenya, 
Uganda, and Tanzania to share information via SMS, without the internet and 
without having to leave their farm. Wefarm’s network allows small-scale farmers 
to ask each other questions on anything related to agriculture and then receive 
crowdsourced bespoke content and ideas from other farmers around the world 
within minutes. The questions can be asked in any language and messaging is free 
of charge.  It’s now the world’s largest farmer-to-farmer digital network, with more 

than 1 million farmers using it in Kenya and Uganda, sharing more than 
40,000 questions and answers daily.

The page opposite provides an illustration of a project design canvas 
using the example of Wefarm. It is not exhaustive, but is intended to 
give you an idea of how to start filling in the canvas.
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A

seek solutions project design canvas
Example: WeFarm

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

Where might solutions exist: peer-to-peer knowledge, creating a 
bank of solutions to common issues facing smallholder farmers.

Ethical issues: all data needs to be  aggregated and anonymised 
for security 

Who will adopt: multiple solutions sent back to the  
farmer by SMS.

Tracking impact: data can also be used to  monitor  key issues 
affecting regions, e.g. disease, ripening periods, or soil conditions.

Who will use the solutions:  smallholder farmers 
 in remote rural areas.

How will we reach them: SMS for simple, low barrier 
 to entry and accessible interface

Motivation: ‘ASK ME’ command, offers rewards 
 for farmers who contribute the most solutions (glory) 

 

Process for sharing solutions: 
• machine learning determines language, content and intent of 

incoming messages and matches with relevant solution.
• volunteers help to translate questions into different languages

Our issue is that ... The vast majority of smallholder 
farmers lack access to relevant information to help 

them solve problems or increase productivity. 

We want to ... help farmers to share solutions and 
learn from one another without needing to leave  

their farm.



Navigation Page

decide 
and act

purpose:

• Use collective intelligence to Decide and 
Act by making decisions with, or informed 
by, collaborative input from a wide range of 
people and/or relevant experts. 

common characteristics:

• Brings together a diverse range of 
stakeholders who are affected and/or 
knowledgeable about an issue.

• Often involves online or in-person group 
deliberation on an issue.

• May include voting and ranking of peer ideas 
or organisational policies.

• May be combined with collaborative group 
exploration to understand the problem and 
seek solutions.

• Sometimes uses machine learning tools such 
as natural language processing to cluster or 
summarise information. 

design questions: 

• Answer these design questions to complete 
the collective intelligence design canvas to 
Decide and Act. 

activities:

• Mix and match activities that will help you 
to answer the design questions if you’re 
stuck or if you want to explore in more 
depth. The table shows which are relevant 
if you are designing for Decide and Act. 
You can find these organised by design 
stage in this playbook. 

Use these pages to find relevant 
design questions and activities for 
your collective intelligence project 
design session.
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What do we specifically need to know or find to make this decision?

How will we collect this information?

Are there any ethical issues we need to consider?

Who will need to act on the ideas and information,  
and what do we need them to do?

What do they need to see or know in order to do this?

How might we share this information with citizens to enable them to act on this issue?

How will we know if we’re on track to creating change?

 Who do we need to involve in the decision?

What do we want people to do?

How will we reach those people?

What might motivate them to be involved?

 What type of decision do we need?  
(e.g., consensus, majority)

How will we bring together people to share opinions  
and ideas?

How will people contribute or interact?

What do people need to know or have to contribute effectively?  
(e.g. will we provide factual information on the subject  

and guidelines for participation?)

How will we make sure people can contribute independently and freely?

How will we make sense of all the information or ideas we receive?

A

decide and act key questions
This guide provides some key design questions that your team will need to answer.

 What is the decision we need to make?

Who is affected by this decision?

What is the change we want to bring about?

What is our timeframe for action?

What are our constraints?

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?



ED

CB
A

COLLECTIVE INTELLIGENCE DESIGN ACTIVITIES TO DECIDE AND ACT

DEFINE  
CHALLENGE

GATHER DATA, 
INFORMATION, 
IDEAS

MOBILISE  
PEOPLE

CONNECT  
& INTERPRET

CREATE  
CHANGE

A1. Challenge Definition  
- Worksheet

A2. Issue Map - Worksheet 

A3. Stakeholder Map  
- Worksheet

A4.  Cover Story  
- Worksheet

B3. Gather Data Methods
 - Prompt Cards

B4. Data Ethics 
- Worksheet

C1. Unique Perspectives - 
Worksheet

C2. People - Prompt Cards

C3. Engagement Plan
 - Worksheet

C4. Personass - Worksheet

C5. Incentives and 
Retention - Worksheet

D1. Connect Methods 
- Prompt Cards

D2. Overcoming Biases
 - Guide

D3. Crowd Facilitation 
- Guide

D5. Interpret Methods 
- Prompt Cards

D6. Visualising Citizen-
Generated Data 

- Guide

D7. Collective Decisions
 - Guide

D8. ORID Framework
 - Guide

D9. Generative  
Decision-Making - Guide

D10. Open Space
- Guide

D11. Group Dialogue 
- Guide

E1. Create Change Methods 
- Prompt Cards

E2. Prototyping Techniques 
- Guide

E3. Prototype Testing
 - Worksheet 

E4.  Theory of Change
 - Worksheet

CASE STUDY: VTAIWAN

vTaiwan is a hybrid online and offline consultation process used by the Taiwanese 
government to crowdsource citizen priorities and achieve consensus among 
competing perspectives. It does this by creating several stages, including an initial 
‘objective’ stage for crowdsourcing facts and evidence, and a ‘reflective’ stage 
using mass deliberation tool Pol.is, which encourages the formation of ‘rough 
consensus’. Finally, key stakeholders are invited to a live-streamed, face-to-face 
meeting to draw up specific recommendations. vTaiwan’s achievements to date 
include: a crowdsourced bill successfully passed through parliament on Closely 
Held Company Law; the resolution of a disagreement between civil society 
activists on the topic of internet alcohol sales; and the ratification of several items 
on ridesharing (Uber) regulations.

The page opposite provides an illustration of a project design canvas using the 
example of vTaiwan. It is not exhaustive, but is intended to give you an idea of how 
to start filling in the canvas.
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A

decide and act project design canvas
Example: VTaiwan

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

What do we need to know: statistics and key facts about 
ridesharing from different government departments.

Method for gathering data:  
• create live documents containing key definitions to avoid 

misunderstanding. 
• ask ministries to publish data in user-friendly format.

Who will act: recommendations sent to relevant  
government department for final decision 

Sharing information: all information from the consultation 
made fully open (e.g. transcripts ,videos, open data) to improve 
legitimacy and trust 

Key stakeholders: taxi drivers, Uber drivers, unions, business 
representatives and passengers.

How do we reach those people: use newsletter, digital marketing 
(e.g. Facebook Ads) and online forum to recruit participants  

and raise awareness.

Motivation: targeted audiences have a stake  
in the issue (purpose)

Bringing people together: participants asked to  
reflect on facts gathered in the previous stages

How people interact: use online deliberation tool  
Pol.is to gather reflections, ideas and suggestions from  

key stakeholders. 

Type of decisions: highest consensus statements on Pol.is (80 
per cent or more) taken forward to live-streamed face-to-face 

discussion with key stakeholders

Our problem is that: ridesharing is causing disruption 
of the local taxi industry in Taiwan. It is also  

largely unregulated.

We want to: help ministers to decide on new 
regulations for ridesharing that achieve consensus 

among diverse stakeholders affected by the industry.



Navigation Page

learn 
and adapt

purpose:

• Use collective intelligence to Learn and 
Adapt by gathering data to monitor the 
implementation of initiatives, and share 
knowledge to improve the ability of others.

common characteristics:

• Mobilises data generated by citizens - either 
actively through crowdsourcing or passively 
(e.g., through call detail records).

• Combines multiple sets and types of data.

• Creates open repositories of data  
and/or tools.

• May use machine learning algorithms to 
identify patterns in data and automate 
adjustments.

design questions: 

• Answer these design questions to complete 
the collective intelligence design canvas to 
Learn and Adapt. 

activities:

• Mix and match activities that will help you 
to answer the design questions if you’re 
stuck or if you want to explore in more 
depth. The table shows which are relevant 
if you are designing for Learn and Adapt. 
You can find these organised by design 
stage in this playbook. 

Use these pages to find relevant 
design questions and activities for 
your collective intelligence project 
design session.
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What specifically do we need to know?

What data might help us answer these questions?

How will we collect this information?

Are there any ethical issues we need to consider with using  
this data or involving people?

Who do we want to act on the knowledge we create,  
and what do we need them to do?

How will we document our knowledge and make it available for others to use?

How will we know if we’re on track to creating change?

 Who might be able to help us answer our questions?

What do we want people to do?

How will we reach those people

What might motivate them to be involved?

 How will people contribute or interact?

How will we make sure people can contribute  
independently and freely?

How will we bring together our data (store, clean, process, share)?

How will we make sense of the data and knowledge we collect?

What biases might there be in our data?

A

learn and adapt key questions
This guide provides some key design questions that your team will need to answer.

 What knowledge do we want to create?

Who are we creating knowledge for?

What is the change we want to bring about?

What is our timeframe for action?

What are our constraints?

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?



ED

CB
A

COLLECTIVE INTELLIGENCE DESIGN ACTIVITIES TO LEARN AND ADAPT

DEFINE  
CHALLENGE

GATHER DATA, 
INFORMATION, 
IDEAS

MOBILISE  
PEOPLE

CONNECT  
& INTERPRET

CREATE  
CHANGE

A1. Challenge Definition  
- Worksheet

A2. Issue Map - Worksheet 

A3. Stakeholder Map  
- Worksheet

A4.  Cover Story  
- Worksheet

B1. Data Mapping
 - Worksheet

 
B2. Data - Prompt Cards

B3. Gather Data Methods 
- Prompt Cards

B4. Data Ethics
 - Worksheet

C1. Unique Perspectives
 - Worksheet

C2. People - Prompt Cards

C3. Engagement Plan
 - Worksheet

C4. Personass - Worksheet

C5. Incentives and 
Retention - Worksheet

D1. Connect Methods
 - Prompt Cards

D2. Overcoming Biases
 - Guide

D3. Crowd Facilitation 
- Guide

D4. Data Flow
 - Worksheet

D5. Interpret Methods 
- Prompt Cards

D6. Visualising Citizen-
Generated Data 

- Guide

D12. Study Circle - Guide

E1. Create Change Methods 
- Prompt Cards

E2. Prototyping Techniques 
- Guide

E3. Prototype Testing
 - Worksheet 

E4.  Theory of Change 
- Worksheet

E6. Dataset Nutrition Label 
- Guide

CASE STUDY: HUMAN DX

The Human DX is an online platform that aggregates and ranks medical expertise 
about medical cases and possible diagnoses. It crowdsources teaching cases 
and advice from thousands of doctors and also asks them to rank each other’s 
entries to identify those that the community find most useful to learn from. Cases 
are collected using structured data entry to capture the clinical decision making 
process in a standardised format. This is used to train a machine learning system 
and make the information easily searchable. The cases are turned into quizzes for 

medical students to help them test, learn and improve their diagnostic 
reasoning. The project is already impacting both medical training and 
clinical decision-making.

The page opposite provides an illustration of a project design canvas 
using the example of HumanDx. It is not exhaustive, but is intended to 
give you an idea of how to start filling in the canvas.
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A

learn and adapt project design canvas
Example: Human Dx

GATHER DATA, INFORMATION, IDEAS
What data/information/ideas do we need to find, and how will we do it?

CREATE CHANGE
Who do we need to act, and what do they need to do this? 

MOBILISE PEOPLE 
Who might be able to help, and how can we best engage them?

CONNECT & INTERPRET
How will we bring together people and/or data, and make sense of the results?

DEFINE CHALLENGE
What is our issue and our purpose for using 

collective intelligence?

Data / information needs: 
• a diverse set of medical cases with symptoms
• possible diagnoses for submitted cases 
• info on learning habits and needs of medical students

Method for gathering data: online crowdsourcing of  
diagnoses and medical cases

Who will act:
• doctors contribute cases and diagnoses, review  

cases submitted by others through platform
• students use the app the improve diagnostic ability 

with quizzes

Make available for others: searchable open repository of cases 
and diagnoses. Use API to develop new uses 

Who can help: doctors, medical students, professional healthcare 
bodies, medical schools

Methods: gamification to improve learning experience of users 

Motivation: improving diagnostic capabilities (purpose), 
supporting training throughout medical  

careers (expertise), peer recognition (glory)

How people interact: upvoting or peer-ranking to  
interpret the relevance of diagnoses 

Bring data together: moderation and peer review to  
ensure the quality of submissions

Interpret: machine learning analysis to identify  
patterns of learning 

Our problem is that… Global medical knowledge on 
medical cases, symptoms and diagnosis is distributed 

and siloed, which leads to inconsistent clinical  
decision making.

We want to: help physicians and medical students 
worldwide learn and improve diagnostic capabilities, 

and empower others with the world's collective 
medical insight.
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In this 
section of 

the playbook 
you will find all 
of the collective 

intelligence design 
activities (worksheets, guides 
and prompt cards) organised 

by design stage.
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collective intelligence design playbook

1. What is the issue you 
want to address?

7. What is your timeline, milestones, budget and constraints? 

2. Who does your issue 
affect and how?

3. What factors shape 
this issue and have the 
greatest impact? 

4. What evidence do you 
have about this issue?

5. Now reframe your 
initial issue as a collective 
intelligence challenge. 

Our problem is that… 

We want to help [who] to 
understand/find a solution 
to/decide/learn (delete as 
appropriate) [what].

6. If we are successful, 
what is the change we will 
have brought about?

A1

challenge definition
Key questions to consider when defining and designing your collective intelligence project.

REFERENCE:
ADAPTED FROM NESTA DIY TOOLKIT, PROBLEM DEFINITION

STAGE: 
DEFINE CHALLENGE

collective intelligence design playbook
data mapping
What data might help us address our issue?

What specifically do you need to know? 

What data are you already using?

For example: official or government data, data from NGOs  
or business. 

    

What other data exists, which you are not using?

Are there other types of data or datasets that might contribute 
similar information, or act as a proxy measure? 

What new data could you create?

Could you start collecting new types of data to help you now 
and in the future?

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B1

collective intelligence design playbook
unique perspectives
Who do we need to involve? Who could help us?

Who are we already talking to? Who else could have relevant information or ideas?Who else has relevant information or ideas?

STAGE: 
MOBILISE PEOPLE

C1

collective intelligence design playbook
cover story
What is the change we want to bring about?

Headline Bar Graph

Timeline

Pull Quote Pull Quote

Percentage

%

“ “
“ “

Pie Chart

Lead Paragraph Sidebar

Body Paragraph

STARTING DATA POINT

STARTING 
POINT

ENDING 
POINT

ENDING DATA POINT

A4STAGE: 
DEFINE CHALLENGE

REFERENCE:
UNITED WAY ACCELERATOR

collective intelligence design playbook
data ethics
Are there any ethical or regulatory issues with using this data or involving these people?

DATA SOURCES

Describe your project’s key data 
sources, whether you’re collecting 

data yourself or accessing via 
third parties.Is any personal data 

involved, or data that is  
otherwise sensitive?  

ENGAGING WITH PEOPLE

How can people engage with you 
about the project? How can people 

correct information, appeal or 
request changes to the product/

service? To what extent? Are appeal 
mechanisms reasonable and  

well understood? 

YOUR REASON FOR USING DATA

What is your primary purpose 
for collecting and using data in 

this project? What are your main 
use cases? What is your business 

model? Are you making things 
better for society? How and for 

whom? Are you replacing another 
product or service as a result of  

this project? 

LIMITATIONS

Are there limitations that could 
influence your outcomes?

> bias in data collection, analysis, 
algorithms

> gaps or omissions 

> provenance/quality

> other issues affecting decisions? 

OPENNESS AND TRANSPARENCY

How open can you be about this 
project? Could you publish your 

methodology, metadata, datasets, 
code or impact measurements? 
Can you ask peers for feedback 

on the project? How will you 
communicate it internally? Will you 
publish your actions and answers 

to this canvas openly? 

COMMUNICATING YOUR 
PURPOSE

Do people understand your 
purpose – especially people who 

the data is about or who are 
impacted by its use? How have you 
been communicating your purpose? 

Has this communication been 
clear? How are you ensuring more 

vulnerable individuals or  
groups understand?

SHARING DATA

Are you going to be sharing data 
with other organisations? If so, 

who? Are you planning to publish 
any of the data?  

Under what conditions?

ONGOING IMPLEMENTATION

Are you routinely building in 
thoughts, ideas and considerations 
of people affected in your project? 
How? What information or training 

might be needed to help people 
understand data issues? Are 

systems, processes and resources 
available for responding to data 

issues that arise in the long-term?

POSITIVE EFFECTS ON PEOPLE

Which individuals, groups, 
demographics or organisations 

will be positively affected by 
this project? How? How are you 
measuring and communicating 
positive impact? How could you 

increase it?

ETHICAL AND LEGISLATIVE 
CONTEXT

What existing ethical codes apply 
to your sector or project? What 

legislation, policies, or other 
regulation shape how you use 
data? What requirements do  

they introduce?

REVIEWS AND ITERATIONS

How will ongoing data ethics issues 
be measured, monitored, discussed 

and actioned? How often will 
your responses to this canvas be 

reviewed or updated? When?

NEGATIVE EFFECTS ON PEOPLE
Who could be negatively affected 
by this project? Could the way that 

data is collected, used or shared 
cause harm or expose individuals 

to risk of being re-identified? 
Could it be used to target, profile 

or prejudice people, or unfairly 
restrict access (eg exclusive 

arrangements)? How are limitations 
and risks communicated to people? 

Consider: people who the data is 
about, people impacted by its use 
and organisations using the data.

RIGHTS AROUND DATA SOURCES

Where did you get the data from? 
Is it produced by an organisation or 
collected directly from individuals? 

Was the data collected for this 
project or for another purpose? Do 

you have permission to use this 
data, or another basis on which 
you’re allowed to use it? What 

ongoing rights will the  
data source have?

YOUR ACTIONS

What actions will you take before 
moving forward with this project? 
Which should take priority? Who 

will be responsible for these 
actions, and who must be involved? 

Will you openly publish your 
actions and answers to this canvas? 

MINIMISING NEGATIVE IMPACT

What steps can you take to  
minimise harm? How could you 

reduce any limitations in your data 
sources? How are you keeping 
personal and other sensitive 

information secure? How are you 
measuring, reporting and acting on 
potential negative impacts of your 
project? What benefits will these 

actions bring to your project? 

REFERENCE:  
ODI DATA ETHICS CANVAS 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B4

collective intelligence design playbook
data flow
How will we bring together our data (store, clean, process, share)? What biases might there be in our data?

IDENTIFY WHAT  
DATA YOU NEED AND CHECK 

DATA PERMISSIONS
DATA COLLECTION DATA STORAGE & ACCESS DATA CLEANING  

& PRE-PROCESSING DATA ANALYSIS USE & SHARE

STRUCTURED DATA 
(MACHINE READABLE)
• Databases
• In situ sensors
• APIs
• Satellite data etc.

• Cloud or internal server
• Data collaboratives
• APIs
• Data warehouses

Pre-processing and cleaning can 
make you aware of gaps where 

more data is needed

You may have to go through many iterative 
rounds of cleaning and analysis as your 

understanding develops

• Modelling
• Statistical analysis
• Visualisation & mapping

• Visualisation
• Predictions
• APIs
• Open source repository

UNSTRUCTURED DATA
• Web scraping
• Active or passive human 

contributions
• Images
• Videos
• Measurements
• Free text DATA QUALITY 

CHECK

• Detecting outliers
• Identifying missing values
• Exploratory analysis

STAGE: 
CONNECT & INTERPRET D4

collective intelligence design playbook

What is the problem 
you are trying 
 to solve?

Key Assumptions

Who is your  
key audience?

Key Assumptions

What is your entry 
point to reaching 
your audience?

Key Assumptions

What steps are 
needed to bring 
about change?

Key Assumptions

What is the 
measurable effect of 
your project?

Key Assumptions

Measurable effect?

Measurable effect?

What are the wider 
benefits of your 
project?

Key Assumptions

Wider benefits?

Wider benefits?

What is the long 
term change you see 
as your goal? 

Key Assumptions

theory of change
Who do we need to act and what do we need them to do?

REFERENCE:
NESTA DIY TOOLKIT THEORY OF CHANGE

STAGE: 
CREATE CHANGE E4

collective intelligence design playbook
issue map
What is the issue we want to i. understand ii. solve iii. make a decision on or iv. create knowledge about?

ENVIRONMENTAL

OTHER POTENTIAL DRIVERS

TECHNOLOGICAL

LEGAL

SOCIAL

ECONOMIC

INSTITUTIONAL

POLITICALISSUE FOR EXPLORATION

A2STAGE: 
DEFINE CHALLENGE

DECK: 
DATA CARDS

official data
Official data can include longitudinal survey data, 

such as census data, electoral registers or other 
population data. Official data provide a long-term 

picture of a country over time, and are usually 
collected by public institutions or national statistical 

agencies as a public good. 

collective intelligence design playbook

STAGE: 
GATHER DATA, 

INFORMATION, IDEAS

CASE STUDY: AFRICAPOLIS 

Africapolis aims to be the most comprehensive 
and standardised geospatial database on cities 

and urbanisation dynamics in Africa. It blends data 
from across the continent in an effort to provide 

standardised, comparable insights into Africa’s fast-
changing urban populations. 

The single most important element is official 
population records, including census data of official 

cartographic resources such as administrative 
boundaries. In some cases official data can date back 
30 or more years, which is significant given the pace 
of demographic and urban trends. Africapolis brings 

these datasets together into a single, comparable 
resource, as well as additional sources such as satellite 

data to confirm the precise location of settlements. 
By integrating thousands of smaller agglomerations 
(covering inhabitants of a total of 180 million people) 
Africapolis also highlights the role of smaller towns 
and cities in urban networks, the emergence of new 

urban areas and the increasing fluidity between urban 
and rural environments.

B2

OFFICIAL DATADECK: DATA CARDS

POTENTIAL BIAS TACTICS TO OVERCOME BIAS

Conformity Bias When people suppress opinions or dissent to go along with group consensus.  
Also known as group think. 

• Allocate someone in the group to play devil’s advocate
• Gain everyone’s personal perspective first (e.g. through a silent brainstorm)

Confirmation Bias Interpreting all new evidence as confirmation of existing belief/theories, or rejecting 
information that doesn’t confirm existing views.  

• Actively seek out evidence that contradicts the group’s theory/world view
• Ensure you have a diverse group
• Use techniques like ‘six hat’ thinking 

Authority Bias The opinions of those with the highest social status, or greatest seniority get 
prioritised.  
This can also occur if there is a very dominant or confident individual in the group.

• Level the field by removing hierarchies among participants where possible
• Introduce turn-taking and prevent interruptions or collect input anonymously 
• Ensure the leader doesn’t state their opinion too early  

Shared Information Bias The tendency for group members to spend more time and energy discussing 
information that all members are already familiar with (i.e., shared information), and 
less time and energy discussing information that only some members are aware of  
(i.e. unshared information).

• Avoid time pressure or other constraints that might dissuade group members 
from sharing more information

• Listen out for the minority view for hidden insights

Anchoring Bias A tendency to jump to conclusions by basing decisions on information or an idea 
gained early on in the decision-making process. Also known as first-impression bias.

• Allow time for group deliberation, reasoning and checking of logic

In-Group Out-Group Bias A pattern of favoring members of one's in-group over out-group members. This 
can be expressed in being more positive and helpful towards one’s in-group, at the 
expense  
of others. 

• Look for commonalities between opposing groups
• Encourage empathy - asking people to put themselves in another person’s shoes 

Optimism Bias Overestimating the probability of positive events or effects and underestimating the 
probability of negative events or effects.  

• Undertake a ‘pre-mortem’, asking the group to imagine that their solution or 
project has gone very badly wrong and describe how this happened. 

• This will help people think ahead.

collective intelligence design playbook
overcoming biases
How will we enable everyone to contribute independently and freely?

STAGE: 
CONNECT & INTERPRET D2

PROTOTYPING PHYSICAL STUFF
(EG. PRODUCTS, ROOMS, COMPONENTS) 

PROTOTYPING INFORMATION
(EG. APPS, SIGNAGE OR LEAFLETS)

PROTOTYPING INTERACTIONS
(EG. MEETINGS, CALLS, VIDEO)

SCALE MODELLING

This is particularly useful for physical space when it isn’t practical 
to build something at full-scale. Scale models can be built out of 
materials such as cardboard, foamboard and Lego.

STORYBOARDING

Storyboarding is a very early stage technique for prototyping. 
Describing the idea as a six-step story helps to consolidate 
thinking, test stakeholder reactions and capture feedback. 

BODYSTORMING

Bodystorming is technique of physically experiencing a situation 
to derive new ideas. It requires setting up an experience - 
complete with necessary artefacts and people - and physically 
‘testing’ it. This is important when an idea relies on physical 
interaction with a product or between people. 

SIMULATION

We use commonly available materials to make something 
physical to test with people. This isn’t about perfection, it’s all 
about speed - making a prototype that people can react to and 
give feedback.

PAPER PROTOTYPING

Paper prototyping is a quick way to test using pens and paper. 
This can include mock-ups of how information is organised and 
shared through to mocking-up click-through screens for a  
digital interaction.

ROLE PLAY

Role plays help you to test out thinking by following a script or 
by improvising (acting out a situation without prior preparation).  
Instruction cards providing cues such as specific tasks to be 
carried out, or character motivations, might be provided. 

collective intelligence design playbook
prototyping techniques
What do people need to see or feel in order to act?

REFERENCE:  
INSPIRED BY 100%OPEN PROTOTYPING TECHNIQUES

STAGE: 
CREATE CHANGE E2

collective intelligence design playbook
solutions brief
What solution(s) are we looking for?

What is the problem we want to solve?

What solutions already exist, and why aren’t they working? What are the key barriers to innovation and how can we  
overcome them?

What maturity of innovations do we need?What would a ‘good’ solution look like?

This is where you identify the criteria that are important to you (e.g., it  
needs to be able to work in a setting with regular electricity outages).

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B5

collective intelligence design playbook
incentives and retention
What might motivate and incentivise people to be involved?

ENGAGE RETAIN

FINANCIAL REWARD COMPENSATION REPUTATION FEEDBACK COMMUNICATION

Winner takes all prize
People are motivated to contribute 

by the opportunity to gain income for 
themselves or their team. 

Eg. Challenge Prize

Greater purpose
People are motivated by the prospect 

of helping to move an idea or area 
of research forward in ways they 

couldn’t alone.

Personal development
People are motivated by the idea of 

improving themselves; 
developing a new skill or gaining  

new knowledge.

Task compensation
Individuals are motivated by the  

guarantee of cash or other rewards (such 
as vouchers) for completion of a task.

Eg. Amazon Mechanical Turk

Fulfilment of passion
People are motivated to work on 
areas of interest which align with 

their passion or values.

Growing a community
Individuals are motivated by the 

opportunity to build or expand their 
connections with likeminded people. 

 E.g. Peer to peer communities

Gaining recognition
Individuals are motivated by the thought 
of having their knowledge and expertise 

recognized by their peers. 
E.g. Crowdsourcing platforms

Satisfaction
Individuals are motivated by the prospect 

of being able to do something well, 
commensurate with their skills. 

???
What else might incentivise and  
motivate people to participate?

Good guidance ensures that 
contributors understand where and how 

they are best able to contribute. This 
can include FAQs or clear instructions.

Demonstrating high levels of  
organisation will give your contributors 

confidence in the process and in the 
commitment they are making. 

Make explicit and prioritise what the 
benefits are for contributors, not only  

the project and the  
stakeholders/beneficiaries. 

Demonstrating genuine interest in 
your contributors and the value they 
provide will reassure  them they are 
not being used or wasting their time. 

Good feedback is immediate, 
interpretable and identifies the usefulness 

of contributions made by participants. 
This can help them develop their skills.

Good communication is up to date,  
accessible in the participants' own time, 
two way, and doesn’t bombard people.

£

?

£

STAGE: 
MOBILISE PEOPLE

C5

PURPOSE PASSION SATISFACTION GUIDANCE BENEFITS TO CONTRIBUTOR

LEARNING SOCIAL CONNECTIONS OTHER ORGANISATION INTEREST IN PARTICIPANTS

collective intelligence design playbook
collaboration agreement
What will be our approach to partnership or intellectual property?

PROJECT OUTCOMES

• What are the specific objectives of the project for  
each partner?

• How will each partner measure progress during  
and afterwards?

• What are the expected next steps after our project is finished? 

SHARED RESOURCES

• Who will lead and allocate resources to each part of  
the plan?

• What resources will be needed and who will supply these? 
• What are the main benefits and costs for each partner? 

PROJECT PLANNING

• What are the key milestones and timelines? 
• What is the procedure for changing the plan if necessary?
• Are payments linked to milestones?

OPERATING MODEL

• What is the primary nature of the relationship between 
parties (joint venture, licensing, partnership etc)?

• How can we test and develop the model throughout  
the project?

• What is the procedure for modifying it if necessary?

ROLES AND EXPECTATIONS

• Who will be in the steering group and what are their  
primary responsibilities?

• Who will do what when? How will disputes be resolved?
• Who will be responsible for communicating  

between partners?

INTELLECTUAL PROPERTY

• What is our approach to managing intellectual property 
(creative commons, licensing, acquisition etc)?

• Do we need a legal agreement to formalise the collaboration?
• What will we tell the outside world about what we are doing?

REFERENCE:  
100%OPEN TOOLKIT - COLLABORATION AGREEMENTS

STAGE: 
CREATE CHANGE E5

collective intelligence design playbook
stakeholder map
Who does your issue affect? Who might already have, or could create solutions?

STAKEHOLDER REMOTELY RELATED
Who is remotely influencing or affected  

by the issue?

STAKEHOLDER INDIRECTLY RELATED
Who is influencing the direct stakeholders?  

Who is indirectly affected by the issue?

STAKEHOLDER DIRECTLY RELATED
Who (people and organisations) is directly 

causing, influencing or affected by  
the issue? 

YOUR CHALLENGE
What is the issue you are  

trying to resolve?

A3STAGE: 
DEFINE CHALLENGE

REFERENCE:
NESTA STATES OF CHANGE, MAPPING STAKEHOLDERS TOOL AND ODI DATA ECOSYSTEMS MAPPING TOOL 

collective intelligence design playbook
engagement plan
How will you reach people and incentivise them to get involved?

1. OBJECTIVES

What are you trying to achieve and 
what do you want people to do?

4. INCENTIVES

What’s in it for them? 
Why should they engage?

2. AUDIENCES

Who do you want to engage?

3. KEY MESSAGES

What are the main points you want 
your audience to hear  
and remember? What is the call  
to action?

5. CHANNELS

How are you going to communicate 
with your audience?

e.g. face-to-face, SMS, email,  
focus groups.

6. WHEN

Where and when will the 
engagement happen? And over 
what period? Is it one-off 
or regular?

STAGE: 
MOBILISE PEOPLE

C3

collective intelligence design playbook
crowd facilitation
How can we support people to contribute ideas effectively?

DAILY TASKS

• Welcome new members in comments, messages or with an email

• Encourage new members to post pictures for their ideas and profiles

• Check and respond to new posts

• If posts are similar, link their authors

• Suggest workarounds if someone has a problem or question

• Moderate language if necessary

• Respond to any technical issues

WEEKLY TASKS

• Create or curate new blog posts and send newsletter

• Highlight and link to a variety of posts, from the most popular to 
random

• Discuss joining activity and the leaderboard positions if relevant

• Link to latest posts

• Compile weekly stats and activity into a report with a top line  
analysis and take note of significant trends

• Liaise with project team or partners and give updates on activity,  
flag any concerns and put forward any ideas for improvement

FACILITATION  BEHAVIOURS
• Be nice. Welcome new members. 

• Post encouraging comments on 
first time submissions. • Praise good contributions. 

FOSTER INNOVATION  

& PEER LEARNING

• Encourage people to expand on 

their ideas to improve them.

• Encourage experienced 

participants to help newer 

members overcome challenges.

• Remind people to upvote ideas 

and posts they find useful.

BE HELPFUL

• Link similar posts to 

encourage members to  

pool their efforts in  

developing ideas.

• Provide technical help  

where needed. 

• Share interesting content  

on the blog.

ENFORCE THE RULES• Write a process for dealing 

with any posts that  
are reported. • Moderate transgressions 

appropriately.• Escalate concerns to the 

appropriate colleague. 

REFERENCE:  
100%OPEN CROWD FACILITATION GUIDE

STAGE: 
CONNECT & INTERPRET D3

collective intelligence design playbook
prototype testing - plan worksheet
What do people need to see or feel in order to act?

NAME OF PROTOTYPE SOLUTION TO TEST:

NAME OF OWNER:

STEP 1: WE BELIEVE THAT…
(This is your hypothesis about what will happen)

STEP 2: TO VERIFY THAT WE WILL...
(This is the test you will carry out using the prototype)

STEP 3: AND MEASURE…
(This is the metric that will help prove or disprove your hypothesis) 

STEP 4: WE ARE RIGHT IF….
(This is what will happen if your hypothesis is proven to be correct) 

REFERENCE:  
STRATEGYZER TEST AND LEARN CARDS. USED WITH PERMISSION. ©STRATEGYZER, STRATEGYZER.COM 

STAGE: 
CREATE CHANGE E3

collective intelligence design playbook
solution readiness
What solution(s) are we looking for?
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SRL1 – Research of basic principles for a solution 

SRL2 – Early idea or concept formulated

SRL3 – Experimental proof-of concept

SRL4 – Proof of concept validated in a test environment

SRL5 – Prototype validated  in a real live environment

SRL6 – Prototype tested in a real life environment 

SRL7 – Pilot demonstrated in one or multiple contexts

SRL8 – Minimum viable product, service or process piloted 

SRL9 – Proven implementation of product, service or process at scale 

SOLUTION  
READINESS  

LEVEL

REFERENCE:  
NASA TECHNOLOGY READINESS LEVELS

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B6

collective intelligence design playbook
challenge call to action
What do we want people to do?

COULD YOU... CREATE / DEVELOP / FIND
(CHALLENGE) (AUDIENCE) (GOAL)

FOR WHO WANT TO

VERSION 1: COULD YOU...

?

?

?

?

VERSION 2: COULD YOU...

CHALLENGE QUESTION STRUCTURE:

CHALLENGE QUESTION CRITERIA: 

VERSION 3: COULD YOU...

e.g. Could you (develop) (an easy-to-use point-of-care diagnostic test) for (health professionals) who want 
to (administer the right antibiotics at the right time)? 

e.g. Could you (create)(tools to source, analyse or translate data into actionable information) for 
(smallholder farmers) who want to (improve agricultural productivity)?

□ OPEN       □  INTERESTING      □  ANSWERABLE      □  UNDERSTANDABLE      □  MEMORABLE      □  SPECIFIC      

REFERENCE:  
INSPIRED BY HOW MIGHT WE QUESTIONS ON DESIGNKIT.ORG

STAGE: 
MOBILISE PEOPLE

C6

collective intelligence design playbook
visualizing citizen-generated data
How will we make sense of the information we collect?

A common challenge for collective intelligence 
projects is how to visualise large volumes of 
citizen generated text, ideas or interactions. 
Good visualizations are not only important 
to derive clear insights, they can also be 
presented back to participants to boost 
satisfaction and improve collective learning.

A range of different approaches can help 
to make messy, unstructured data from 
citizens more understandable and actionable. 
Examples like Pol.is are a powerful way to 
visualise consensus across a wide array of 
ideas and opinions, whereas other activities 
may be useful to visualise consensus within an 
online forum-style setting (e.g. Your Priorities 
and Kialo for larger groups, or Loomio for 
smaller groups). 

The diagram opposite provides some examples 
and corresponding methods. Examples 
vary in the types of input they require from 
people, ranging from active to more passive 
participation; and from quick and easy to 
deeper, more deliberative engagement.

What government policy can best meet our targets
for reducing greenhouse gas emissions?

Use carbon tax

Use cap and trade

Prone to be gamed by industry

You’re right - see EU experience

23% 49%

14% 51%

Given away for free by
the government

Sold to the highest bidder

?

?

Statement clusters:
consensus vs divisive (Pol.is)

Discussion topography
(Kialo)

Network clusters
(Gephi / Kumu)

Statement clusters:
spatial consensus (Pol.is)

Statement lists: consensus
and divisive (Pol.is)

Pie Chart
(Loomio)

Discussion tiles
(Your priorities)

Sentiment dashboards
(Premise)

Deliberation map
(Deliberatorium)

REFERENCE:  
ADAPTED FROM NESTA, SMARTER SELECT COMMITTEES

STAGE: 
CONNECT & INTERPRET D6

collective intelligence design playbook
personas
How will we reach our key audience and what will motivate them to be involved?

MEET...

SOME OTHER USEFUL THINGS TO KNOW
People that know them might describe them as...

What they enjoy doing includes…

Things that frustrate them include…

Their preferred way of engaging (tick all that apply)

THEM, YOUR ORGANISATION AND ITS SERVICES
What might they already think about your organisation?

What barriers or challenges might prevent them from engaging with you?

What moments in their life create the best opportunities for you to engage them?

What else is important to know about this person?

Name:

Age:

Where they live:

□
PHONE

□
WEBSITE

□
EMAIL

□
TEXT

□
PRINT

□
FACE- 
TO-FACE

□
AT HOME

□
PROVIDERS 
PREMISES

REFERENCE:  
NONON PERSONAS

STAGE: 
MOBILISE PEOPLE

C4

DECK: 
GATHER DATA METHOD CARDS

STAGE: 
GATHER DATA, 

INFORMATION, IDEAS

B3

open API
Application Programming Interfaces (APIs) provide the 
standards by which data is accessed and transferred 

between websites. Open APIs encourage collaboration 
and are built using open standards, allowing them to 

be freely accessed and used.

STAGE: 
GATHER DATA, 

INFORMATION, IDEAS

CASE STUDY: OPENAHJO 

City Councils make hundreds of decisions every 
month, and it can be hard for both citizens and civil 
servants to follow the progress of legislation making 

its way through government. Open Decisions is 
Helsinki City Council’s attempt to standardise and 

publish all of its decision making data electronically. 
Data about meetings, agendas and decisions from all 
across the council are tagged according to the Popolo 
open government standard, and then made available 
via an open API called OpenAhjo. By publishing the 
data via an open API, a range of developers have 
been able to create digital applications that notify 

local residents when decisions are made on topics of 
interest. It has also been used by city employees to 

more easily search and track progress made by local 
politicians.

B3

collective intelligence design playbook DECK: GATHER DATA  
METHOD CARDS

OPEN API

4

DECK: 
PEOPLE CARDS

STAGE: 
MOBILISE PEOPLE

C2

citizens
Members of the public

collective intelligence design playbook

STAGE: 
MOBILISE PEOPLE

C2

DECK: PEOPLE CARDS CITIZENS

DECK: 
CONNECT METHOD CARDS

STAGE: 
CONNECT & INTERPRET D1

deliberation
Deliberation is a method of weighing up different 
options through dialogue. It can typically be used 

for engaging members of the public or participants 
in considering trade-offs, and in establishing greater 

understanding of one another’s views to arrive at more 
consensus-driven and informed set of solutions  

or recommendations.

STAGE: 
CONNECT & INTERPRET 

CASE STUDY: ESTONIAN PEOPLE’S ASSEMBLY 

In 2012 the ruling Reform Party in Estonia was beset 
by a scandal related to anonymous donations, which 
sparked a national engagement exercise. The five-
stage process began with crowdsourcing of over 

2,000 proposals on an online platform, on topics from 
reducing barriers to creation of political parties, to 

improving party conduct. The process then culminated 
in a face-to-face deliberation between randomly 

selected citizens. Over several days, the group was 
tasked with sorting through the online proposals, and 
making practical recommendations to the Parliament. 

Fifteen proposals were submitted, leading to three 
new items of legislation and another four proposals 

being partially adopted.

D1

collective intelligence design playbook DECK: CONNECT  
METHOD CARDS

DELIBERATION

4

DECK: 
CREATE CHANGE  
METHOD CARDS

STAGE: 
CREATE CHANGE E1

dashboard
Dashboards make data more useful by providing 

quick and customizable visualisations of different data 
streams or variables, usually represented interactively 

on a screen.

STAGE: 
CREATE CHANGE

CASE STUDY: PREMISE 

In Brazil, locals are paid to upload photos of 
supermarket items to a platform called Premise. The 

platform processes about 42,000 images per day, 
each of which is vetted for accuracy and authenticity, 
before being aggregated and analysed. The data then 

becomes accessible via a dashboard, which can be 
customized to display contributor activity with maps, 
graphs or photo walls. As a result, commercial clients 
are given access to data on their markets often weeks 
before official government figures are released. NGOs 
may also use the data to see where resources need to 

be reassigned, and to understand or pre-empt  
food shortages.

E1

collective intelligence design playbook DECK: CREATE CHANGE  
METHOD CARDS

DASHBOARD

4

DECK: 
INTERPRET METHOD CARDS

STAGE: 
CONNECT & INTEPRET D5

proxy indicator analysis
In statistics, a proxy is a variable that is not directly 

relevant, but can serve in place of an unobservable or 
measurable variable. Proxy indicator analysis is useful 

for inferring a measurement for unavailable data 
based on known correlated information.

STAGE: 
CONNECT & INTEPRET

CASE STUDY: UNDP SUDAN 

The UNDP office in Sudan tested the use of satellite 
data for estimating poverty levels via changing 

night-time energy consumption. The team used data 
pulled from night-time satellite imagery and analysed 

these illumination values over a two-year period, in 
conjunction with electric power consumption data 
provided by the national electricity authority. The 
proof-of-concept showed that night-time satellite 
imagery provided a reasonable proxy for poverty, 

though more detailed analysis with higher spatial and 
temporal resolution would have provided a better 

result. The experiment demonstrated the feasibility 
of using satellite imagery and machine learning 
to understand poverty, which a number of other 

organisations have continued to explore.

D5

collective intelligence design playbook DECK: INTERPRET  
METHOD CARDS

PROXY INDICATOR ANALYSIS

collective intelligence design playbook
dataset nutrition label
How will we document our knowledge and make it available for others to use?

INSPIRED BY:  
THE DATA NUTRITION PROJECT, DRAFT PAPER & DATASETS FOR DATASHEETS

STAGE: 
CREATE CHANGE E6

WHAT TO COVER SUGGESTED CONTENTS PROTOTYPE LABEL BY THE DATA NUTRITION PROJECT

METADATA:

Descriptive information about  
your dataset.

Filename, file format, keywords, dataset size, missing values, date of 
creation, license for use. 

Summary of what your dataset contains and the reason for collection. 

PROVENANCE:

Where does the data come from?

Source of the data and author contact information. 

Time period over which the data was collected.

VARIABLES:

The features of your data that take on 
different values. 

A list and description of the different variables in your dataset. 

STATISTICS:

Basic statistics that describe your 
dataset (for numeric datasets).

Min/max value, most frequent value (mode), mean, etc.

Metadata

Title COMPAS Recidivism Risk Score Data

Email browardcounty@florida.usa

DOI 10.5281/zenodo.1164791

Time Feb 2013 - Dec 2014

Keywords risk assessment, parole, jail, law

Records

Variables

Missing Units

—
—
—

Author Broward County Clerk's Office, Broward County
Sherrif's Office, Florida

Description Laces ent, in culparum nimus dolor atetum que etur? Ipsapisque 
soluptiandi ut ped endelenis ipsus illabo. Ugit eum fuga. Iti ut licium is 
resequundit apiendis rem iligendant harit officitiis nimporu ntiumquosae. 
Ressimperum con comnimus quatium velendebis exceprovit, omnis comnit 
ilicientis

This dataset contains variables named 'age', 
'race' and 'sex'.

Laces ent, in culparum nimus dolor atetum que etur? Ipsapisqu.  
                         numerical

Ugit eum fuga. Iti ut licium is resequundit apiendis rem iligendant harit 
officitiis nimporu.           
                                     numerical

Cj CC-0 .CSV

7214

25

15452 (8%)

!
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collective intelligence design playbook
mapping solutions
Where might solutions already exist?

ONLINE SEARCH

If you wanted to identify existing solutions, what websites would you 
go to and what keywords or phrases would you use in your search?

OTHER AREAS/CONTEXTS

In what other industries, areas, contexts or regions might people 
have already developed solutions?

KEYWORD
HTTP://

HTTP://

HTTP://

REFERENCE:  
NESTA STATES OF CHANGE, SOLUTIONS MAPPING TOOL 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B7

KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

WEBSITE

WEBSITE

WEBSITE

collective intelligence design playbook
collective decisions
What type of decision do we need?

THE DECISION... CONSENSUS CONSENT CONSULTATIVE DELEGATION DEMOCRATIC

Is urgent ☐ ☑ ☐ ☑ ☐

Is non-urgent ☑ ☐ ☐ ☐ ☐

Has wide-impact ☑ ☐ ☐ ☐ ☑

Has narrow impact ☐ ☑ ☐ ☑ ☐

Has well-defined options ☐ ☑ ☐ ☐ ☑

Has undefined options ☐ ☐ ☑ ☐ ☐

Has irreversible consequences ☑ ☐ ☐ ☐ ☐

Has reversible consequences ☐ ☑ ☐ ☐ ☐

Is high risk ☑ ☐ ☐ ☐ ☐

Is low risk ☐ ☐ ☐ ☑ ☐

REFERENCE:  
DECIDER APP BY NOBL

STAGE: 
CONNECT & INTERPRET D7

collective intelligence design playbook
finding solutions
What methods will we use to find those solutions?

QUADRANT 1

QUADRANT 4

QUADRANT 2

QUADRANT 3

Audience is known 
(participation requires specific expertise)

Solution is more 
‘subjective’
(e.g based on morals, 
opinions or beliefs)

Solution is more ‘objective’ 
(e.g testable against some 
known criteria)

Audience is unknown 
(participants could be anyone)

HACKATHON

COMMUNITY OF PRACTICE
SOLUTIONS MAPPING

ONLINE FORUMS

WIKISURVEYS

PETITION PLATFORM

CITIZEN SCIENCE

CHALLENGE PRIZE

REFERENCE:  
INSPIRED BY BRABHAM’S CROWDSOURCING DECISION TREE

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B8

collective intelligence design playbook
ORID framework
How will people contribute or interact?

OUR CONVERSATION GOAL:

WHAT QUESTIONS WILL YOU USE TO 
 GUIDE PARTICIPANTS? METHODS FOR EACH STAGE METHODS TO USE THROUGHOUT

OBJECTIVE 

What do we already know about this?
(Facts, definitions, raw data) 

REFLECTIVE

How do we feel about this?
(Reactions, likes or dislikes, emotions)

INTERPRETIVE

What does it mean for me / you / us / 
our organisation, society?
(Meaning, values, significance, 
implications) 

DECISIONAL

What are we going to do?
(Resolution, actions, future direction) 

INSPIRED BY:  
CONVERSATION, THE CANADIAN INSTITUTE OF CULTURAL AFFAIRS (ICA)

STAGE: 
CONNECT & INTERPRET D8

collective intelligence design playbook
generative decision making
How will people contribute or interact?

STAGE 1. 
CHECK: ARE WE 

READY TO MAKE A 
DECISION?

STAGE 2. 
INITIAL PROPOSAL 

(VERSION 1)

STAGE 3. 
GROUP SEEKS 

CLARIFICATIONS ON 
PROPOSAL

STAGE 4. 
GROUP REACTIONS TO 

PROPOSAL

STAGE 5. 
REVISED PROPOSAL 

(VERSION 2)

STAGE 6. 
GROUP OBJECTIONS  

TO PROPOSAL

STAGE 7. 
DECISION ON PROPOSAL BY VISUAL 

CONFIRMATION

Understand whether 
the group is ready to 
make a decision. Is 
the context clear? Is 
there information or 
data that needs to be 
gathered? Could an 
open conversation help 
develop the group’s 
readiness to make  
a decision?

Hosting tips: You 
might need to offer the 
group one or two open 
conversation time slots 
to get to this point (e.g.. 
“I am going to put the 
timer on for 10 minutes 
while you explore the 
topic in question”). Offer 
supplementary time slots 
as necessary. You might 
need to conclude that 
the group is not ready to 
make a  decision, and this 
is ok. Listen in deeply and 
when you sense that there 
is a possible proposal in 
the air, the group is ready. 
Invite the group to head 
into the next step.

Invite the group — 
“would someone like 
to make an initial 
proposal?” This will 
help the group move 
forward into action 
and there will be lots 
of opportunities to 
fine tune the proposal 
together.

Hosting tips: Help 
the proposer name a 
proposal in ideally one 
single sentence. Avoid 
the proposal spreading 
into multiple proposals. 
Ensure that the proposal 
is written for all to see 
(separate from the 
proposer) and repeat it  
out loud.

The group has the 
opportunity to voice 
questions to the 
proposer. The proposer 
has two options i) 
provides the answer or 
ii) says "not specified" if 
the answer is unknown.

Hosting tips: If someone 
is speaking without a 
question (i.e. reaction) 
remind them that is 
question period. Ensure 
that all questions 
are directed at the 
proposer and no one else 
intervenes. Avoid letting 
the proposer speak about 
anything further than 
the direct answer (keep 
it tight). Sense when the 
clarification period is 
about to finish (i.e. you 
feel that people are ready 
to react).

It is mandatory that 
each person (minus the 
proposer) expresses to 
the group their reaction 
to the proposal; the 
different voices and 
perspectives of all 
need to be heard. 
The proposer listens 
deeply and takes notes. 
Afterwards the proposer 
will craft a new version 
of the proposal.

Hosting tips: Begin with 
the person who has the 
most reactive emotion 
and then go around, until 
everyone has shared their 
reaction. Make sure that 
the reaction is not about 
the proposer, but about 
the proposal itself — 
correct if necessary.

The proposer formulates 
a new version of the 
proposal in light of all 
that has been spoken. 
The host ensures that it 
is written and visible to 
all and reads it out loud.

Hosting tips: If you feel 
that the proposer might 
want to stay with the 
same proposal, remind her 
that she can. If you sense 
that the proposer needs 
support in formulating the 
second version, remind her 
that it is possible to ask 
for help — however do not 
rush into saying this.

An objection needs 
to express a risk or a 
backward movement 
for the organisation/
initiative. All objections 
are expressed to the 
host who then decides 
if the objection is valid 
or not. If it is valid, then 
the proposer needs to 
integrate it into a new 
version of the proposal. 
(Then the objection 
round is repeated).

Hosting tips:Sometimes 
people might express 
personal concerns that are 
not in fact organisational/
project risks. This needs 
to be differentiated. If it 
is fuzzy you may ask for 
help to the group. This is 
the hardest part of the 
process for the host.

With a revised proposal, everyone 
visually confirms “I can live with this 
decision” by raising their thumb. This 
is a way of allowing all to see that 
everyone is fully on board with this 
decision. If there is something that has 
not been spoken that needs to be it 
will show up because a person will be 
unable to raise their thumb. This can 
happen when i) someone is struggling 
to find words to put on an idea that 
is important to them or ii) someone is 
disengaging in the process (holding 
on to the possibility to question the 
decision in the hallway thereafter). 
Either way it will need to be addressed 
and the group needs to return to the 
part of the process that was not  
fully addressed.

Note: It is good to have visual 
confirmation as a cultural cue with 
which the process may be fast tracked. 
Someone makes a proposal and you 
can just do a quick check in to see right 
away if everyone could live with it.

Hosting tips: This is not a decision council 
and it is not an opportunity to lower 
thumbs and restart a process. It is simply a 
visual confirmation. If the process has run 
smoothly all thumbs should be raised. If 
someone is struggling to find voice for an 
objection, support the person and let them 
know that all information is important.

REFERENCE:  
PERCOLAB

STAGE: 
CONNECT & INTERPRET D9

collective intelligence design playbook
open space
How will people contribute or interact? 

REFERENCE:  
TRANSITION CULTURE HOW TO RUN AN OPEN SPACE EVENT

STAGE: 
CONNECT & INTERPRET D10

OPEN SPACE OVERVIEW

1. BEGINNING 2. FRAMING 3. FORMING 4. FLOWING 5. CLOSING

All participants 
start by sitting in a 
big circle, with the 
facilitator in the 
middle, who explains 
the process. 

People are 
encouraged to then 
announce themes/
topics for breakout 
sessions. There may 
be a blank agenda 
with timed slots and/
or table or room 
numbers on the wall.

The facilitator 
encourages those 
who are passionate 
about a topic 
and wish to take 
responsibility for 
convening a meeting 
to come to  
the centre. 

These participants 
write down their 
topic, announce it 
to the group, with a 
time and place to 
meet, and return to  
their seat. 

When all topics have 
been announced, 
everyone moves to 
sign up to those they 
are interested in. 
If there are similar 
topics, people may 
be asked if they 
wish to combine 
sessions. Everyone 
then disperses and 
attends the sessions 
they have chosen. 

People are actively 
encouraged to flow 
between sessions if 
they wish, if they feel 
they are not learning 
or participating.  
 
In each of the 
groups, the 
original convening 
participant should 
take notes of  
key points.

At the end, all of 
the different groups 
reconvene to form 
one big circle. In 
turn, each person is 
asked to reflect and 
share one key insight 
with the group as  
a whole. 

OPEN SPACE PRINCIPLES 

 
There are several underlying principles key to 
this process. They are:

1. Whoever comes are the right people. 

2. Whatever happens is the only thing that 
could have. 

3. Whenever it starts is the right time. 

4. Whenever it’s over, it's over.

collective intelligence design playbook
group dialogue
How will we make sure every voice is heard?

WHAT IS A GROUP DIALOGUE?

A dialogue is a constructive and equal way of 
having a discussion in a group of people. At 
its core it is aimed at understanding others, 
but not at reaching consensus. A dialogue can 
generate  new thinking and fresh insights.

A dialogue aims to create a trusting 
atmosphere to support participants to gain 
a deep understanding of almost any topic. 
A dialogue supports the bringing together 
of people from different backgrounds to an 
encounter in which they are on an equal 
footing. 

For example, you can use a dialogue as part 
of the preparation or before decision-making.

PREPARING TO FACILITATE

1. Plan how you will start the dialogue and 
how people will introduce themselves.

2. Adapt the ground rules for discussion to 
make them better suit your style.

3. Plan how you lean into the topic and 
develop the initial question.

4. Familiarise yourself with the theme and 
capture questions related to the content of 
the discussion.

5. Consider how you will deepen the 
discussion and conclude it.

6. Decide if the discussion needs to be 
documented and how it will be done.

GROUND RULES

Listen to the others, do not interrupt or start 
side discussions.

Relate what you say to what the others have 
said and use plain English.

Talk about your own experience including 
issues, events and situations that have shaped  
your views.

Be present and respect the others and the 
atmosphere of trust.

Work together. Talk to the others directly and 
ask about their views as a way to deal with 
emerging conflicts early.

TUNING IN PARTICIPANTS

Tuning in helps to build trust in which the 
participants feel they are on an equal footing. 
It moves the attention from other matters to 
this moment – the space, the other people 
and the topic discussed. Ensure you use 
adequate time to build an atmosphere of 
trust. Here are a few example questions to 
help participants start tuning in:

• Who are you and what brings you here 
today?

• What are the experiences in your mind 
when you come to discuss this topic?

• What perceptions or feelings do you 
associate with the topic?

• What is it like to talk about this together? 
What do we want to aim at in this 
discussion?

ENCOURAGING PARTICIPANTS TO EXPRESS 
THEIR EXPERIENCES

Share events, situations and experiences to 
them or start side discussions.

Ask specifying questions about what they 
share including reasons and consequences.

Talk about your own experience including 
issues, events and situations that have shaped 
your views.

Ask participants to consider and express what 
kind of thoughts and experiences come to 
mind when they listen to others.

WAYS TO DEEPEN THE DISCUSSION

Ask the participants which kind of issues they 
would like to increase their understanding of.

Encourage the participants to offer viewpoints 
that have not yet been presented even if they 
are difficult or conflicting.

Share a personal experience related to the 
topic to shift the discussion from a general 
level to one where participants share their 
own personal experience.

Observe the atmosphere of the discussion 
and the level of engagement. Are participants 
finding the discussion interesting  
and important?

ACTIVATING THE QUIET PARTICIPANTS

Explain that you hope as many participants 
as possible will participate in the discussion. 
Over time, pay attention to those who have 
not said  
anything, yet.

Stop the conversation for a moment and say 
you would like to hear from those people who 
have not said anything.

Split the group into pairs for a short period of 
time if there’s a large number of participants 
and the dialogue has stalled. After that, you 
can encourage those that have been quiet  
to speak.

WHAT IS A GROUP DIALOGUE?

As a minimum, ask the participants to answer:

• What was the most important insight you 
gained in this discussion?

• Where should this discussion be continued 
and who should continue it?

If you have time, also ask:

• Have we discussed the right issues?

• Have we discussed different points of 
view?

• Was our discussion constructive?

• Did our understanding of the topic 
increase?

• What other feedback do you have?

REFERENCE:  
TIME-OUT CONVERSATION CARDS

STAGE: 
CONNECT & INTERPRET D11

collective intelligence design playbook
study circle
How will people contribute or interact?

1. INTRODUCTIONS

Introduce yourself and explain that you are a facilitator 
rather than a teacher and interested in the topic rather 
than an expert.

Ask the participants to introduce themselves and 
explain their interest in the topic.

In subsequent meetings at least 90 around the circle to 
give names.

Folded name cards in front of everybody may be 
helpful.

2. IDENTIFY THE GOALS

Make sure you all know why you are there.

Ask for a list of questions the participants  
want answered.

Lay out a range of views. Ask the participants to 
volunteer what they see as the main view on the issue 
based on the reading material and their knowledge of 
the issue.

Keep these lists and post them each meeting  
for reference.

Review the agenda or study plan and adjust it to suit 
the group.

3. PERSONAL CONNECTION OR INTEREST IN THE 
ISSUE

Ask participants to talk about why this issue is 
important to them.

Telling their story is a good ice-breaker at the  
first session.

Anyone may pass.

4. DISCUSSION AND DELIBERATION

This is where you practise those facilitation skills.

Have questions prepared to help you in any  
possible situation.

Remain neutral.

Guide the discussion without controlling it.

5. SUMMARY AND COMMON GROUND

Ask the participants to summarize the discussion from 
time to time.

Use their words and phrases, not your own.

Look for common concerns in different approaches.

Check your lists of goals and questions

6. CLOSING

Let the group know that the discussion is about to end. 
You might ask each participant for a closing comment. 
Establish direction for the next session.

Ask for comments on the group process. What did they 
like or not like about the discussion?

Thank everyone for their participation. Acknowledge 
the effort and contributions.

On your last session, ask for suggestions on further 
involvement or action on the issue. Ending with a 
pertinent quotation is an effective closing.

REFERENCE:  
COMMUNITY TOOLBOX

STAGE: 
CONNECT & INTERPRET D12
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STAGE: 
DEFINE CHALLENGE



What is our issue and our purpose 
for using collective intelligence? 

This stage will help you spell out your reason 
for using collective intelligence and help you to 
articulate the goal of your project. It is important 
because it will help you craft a guiding purpose 
for your project, which is necessary if you need to 
inspire others to join you. Collective intelligence 
involves many different approaches, methods 
and tools, and it can be easy to get caught up in 
simple technical fixes. Completing this stage will 
help you keep focused on the outcome.

pointers for reflection and discussion:

• Try to do some desk-based research 
about your issue before commencing your 
collective intelligence project. It might 
be that the solutions you want, or the 
information you need has already been 
created by someone else. 

• Consider what is the purpose of your 
collective intelligence project and review 
the relevant navigation guidelines in 
section 4 (Understand Problems, Seek 
Solutions, Decide and Act, Learn  
and Adapt).

• Once you are clear about the problem that 
needs to be worked on, an important step 
is to describe, at least roughly, how it works 
as a system. What are the key factors that 
may be feeding into the problem? How 
much do we know about them? Who has 
the power to influence them? 

• The Issue Map and the Stakeholder Map can help 
a team and others to get a fuller sense of the issue. 
All of these can be thought of as hypotheses to 
be tested, partly through looking at the data and 
partly through talking to relevant people in the 
system. The mappings can be repeatedly returned 
to as a shared mental model of the problem, its 
causes and potential solutions. Don’t skip over  
this stage.

• Try to describe your challenge using the following 
formula. Our problem is that…[insert a short 
description of your problem]. We want to 
understand/find a solution to/decide/learn (delete 
as appropriate) [what?]  
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INSTRUCTIONS:
1. Quickly review the Challenge 

Definition Worksheet questions 

2. Answer each question by capturing 
responses on post-it notes. Stick your 
answers in the appropriate sections. 

a. Regarding question 2 use a 
Stakeholder Map Worksheet (A3) 
and People Prompt Cards (C2)  if 
you need help to identify the  
right people. 

b. Regarding question 3 use the 
Issues Map Worksheet (A2) if 
you need help to identity the 
underlying factors. 

c. Regarding question 4 use the 
Data Mapping Worksheet (B1) 
and Data Prompt Cards (B2) to 
consider what data is, or could  
be relevant. 

d. Regarding question 5 use the 
format “Our challenge is that… 

we want to help [who?] to 
understand/find/decide/learn 
[what?]” or use the Challenge Call 
to Action Worksheet (C6). 

e. Regarding question 6 use the 
Cover Story Worksheet (A4) 
to help you consider what is 
the purpose of your collective 
intelligence project?  

f. Regarding question 7 sketch out a 
quick timeline and budget. 

3. When you’ve completed your first draft 
of the worksheet review the post-its 
and write up your final answers to the 
questions directly on the worksheet. 
However, if you need some reflection 
time, review the post-its at a later date 
or share with others before writing up. 

4. When you’ve completed your first draft 
of the Challenge Definition Worksheet 
transfer the main points onto your 
Collective Intelligence Project Design 
Canvas in the Define Challenge stage.

challenge  
definition
The Challenge Definition Worksheet 
is used to help you clearly define the 
challenge to be addressed. It helps you 
examine your issue from a number of 
angles, as well as articulate the wider 
context. The key aim is to capture, 
compare and discuss different viewpoints 
before focusing on a clear challenge 
on which you can base the rest of your 
collective intelligence project. Consider 
working on the Challenge Definition 
Worksheet with a diverse range of other 
stakeholders, as this will usually bring up 
different perspectives and insight than just 
working with immediate team members. 

TIME FRAME
60 - 90 mins

GROUP SIZE
4 - 8 people

MATERIALS
Challenge Definition Worksheet, 
1 - 2 markers, bluetack

A1REFERENCE:
ADAPTED FROM NESTA DIY TOOLKIT, PROBLEM DEFINITION

STAGE: 
DEFINE CHALLENGE



collective intelligence design playbook

1. What is the issue you 
want to address?

7. What is your timeline, milestones, budget and constraints? 

2. Who does your issue 
affect and how?

3. What factors shape 
this issue and have the 
greatest impact? 

4. What evidence do you 
have about this issue?

5. Now reframe your 
initial issue as a collective 
intelligence challenge. 

Our problem is that… 

We want to help [who] to 
understand/find a solution 
to/decide/learn (delete as 
appropriate) [what].

6. If we are successful, 
what is the change we will 
have brought about?

A1

challenge definition
Key questions to consider when defining and designing your collective intelligence project.

REFERENCE:
ADAPTED FROM NESTA DIY TOOLKIT, PROBLEM DEFINITION

STAGE: 
DEFINE CHALLENGE



A2

INSTRUCTIONS:
1. Start with making a (very) large canvas 

by sticking a 8-10 flipchart sheets 
together - see the layout on the  
next page. 

2. At the edges put some labels that 
represent broader categories of 
potential drivers (e.g. political, 
economic, social, technology, 
environmental, legal).  

3. Then write the issue you would like 
to explore in the middle (e.g. urban 
flooding in informal settlements).  

4. You may assign two participants who 
will map out the drivers (as a facilitator 
you should guide the conversation) 

5. Then ask participants: “What's driving 
or causing this issue?"... one person 
at a time may give a suggestion. To 
avoid the group being dominated by 
loud/confident people we suggest you 
enforce a ‘turn taking rule’. After one 
person has made one suggestion, the 
next person may then make one. This 
means everyone can have their say.

6. When a participant mentions a 

possible cause, the mappers draw a line from the 
category (you may also ask participants what category 
it goes under) to the centre, and add a brief description. 
Encourage groups to write a short phrase rather than a 
single word or two. “Sustained economic growth in China” 
gives a better sense of change than “the economy”. 

7. It is important to mention that there is no right or 
wrong answer; all drivers mentioned are relevant for 
consideration as a potential cause. 

8. Once all the drivers are mapped out, you may ask 
participants to vote for what they consider to be the 
key drivers (the most important). Depending on group 
size, they may select 2 or 3. They can use sticky dots to 
indicate their choices. Have a brief discussion about each 
one, and ask for evidence they have or how they might  
find it.  

9. Once they have the key drivers, you may ask them: 
"Where would you intervene?" "Where are the leverage 
points?" "Where could we make the biggest difference?" 
Remind the group that in a system you may need to do 
multiple interventions at the same time to shift it.

issue  
map
Issue Mapping is a visual way to capture 
the different interconnected issues linked 
to a central or core issue. Everything 
is captured on a single ‘poster’ helping 
participants to see the issue at a  
systems level.

TIME FRAME
60 - 120 mins

GROUP SIZE
10 - 40 people

MATERIALS
Flipchart sheets, 3-4 markers,  
sticky dots for voting, masking tape

STAGE: 
DEFINE CHALLENGE



collective intelligence design playbook
issue map
What is the issue we want to i. understand ii. solve iii. make a decision on or iv. create knowledge about?

ENVIRONMENTAL

OTHER POTENTIAL DRIVERS

TECHNOLOGICAL

LEGAL

SOCIAL

ECONOMIC

INSTITUTIONAL

POLITICALISSUE FOR EXPLORATION

A2STAGE: 
DEFINE CHALLENGE



A3STAGE: 
DEFINE CHALLENGE

REFERENCE:
NESTA STATES OF CHANGE, MAPPING STAKEHOLDERS TOOL AND ODI DATA ECOSYSTEMS MAPPING TOOL 

INSTRUCTIONS:
1. Starting at the centre, answer ‘What is 

the issue you are trying to resolve?’  

2. Move to the next question and get 
people to call out answers as you 
capture responses on post-its. 

3. Keep working your way out spending 5 
- 10 minutes on each question. 

4. Draw connections between your 
stakeholders using arrows to show 
the flow of value, resources, data, 
knowledge, influence between 
them. This will help you to see the 
relationships as a whole. 

5. Use the answers from this worksheet 
to help you complete the Challenge 
Definition Worksheet (A1) and transfer 
the relevant information to the 
Collective Intelligence Project  
Design Canvas.

stakeholder  
map
This worksheet helps to make tangible 
who has a stake in the issue. Specifically 
it helps identify: who causes or indirectly 
influences the issue, who is affected by 
it (directly or indirectly), and how these 
actors are related. 

TIME FRAME
60 - 120 mins

GROUP SIZE
3 - 8 people

MATERIALS
Stakeholder map, post-its, 3-4 
markers, masking tape



collective intelligence design playbook
stakeholder map
Who does your issue affect? Who might already have, or could create solutions?

STAKEHOLDER REMOTELY RELATED
Who is remotely influencing or affected  

by the issue?

STAKEHOLDER INDIRECTLY RELATED
Who is influencing the direct stakeholders?  

Who is indirectly affected by the issue?

STAKEHOLDER DIRECTLY RELATED
Who (people and organisations) is directly 

causing, influencing or affected by  
the issue? 

YOUR CHALLENGE
What is the issue you are  

trying to resolve?

A3STAGE: 
DEFINE CHALLENGE

REFERENCE:
NESTA STATES OF CHANGE, MAPPING STAKEHOLDERS TOOL AND ODI DATA ECOSYSTEMS MAPPING TOOL 



A4STAGE: 
DEFINE CHALLENGE

REFERENCE:
UNITED WAY ACCELERATOR

cover  
story
The Cover Story Worksheet is a newspaper 
style mock-up describing how the future 
could be if your challenge is  
successfully addressed.

TIME FRAME
45 mins

GROUP SIZE
3 - 8 people

MATERIALS
Blank Cover Story Worksheet,  
10 coloured markers

INSTRUCTIONS:
1. Work in groups on one template 

together imagining the best case 
scenario for your issue (30 mins). 

2. The object of the activity is to 
complete the template using post-its 
before writing up:

a. 'Headlines' convey the substance 
of the cover story. 

b. 'Paragraph' tells the story 10 years 
from now. 

c. 'Sidebars' reveal interesting 
aspects of the cover story. 

d. 'Quotes' can be from anyone 
related to the story. 

e. 'Images' support  the content  
with illustrations.

It can be helpful to search online 
for examples of local/national 
newspaper headlines to get inspired.

3. If there are multiple groups, reconvene 
and take turns to present back the 
story and the supporting elements  
(5 mins). 

4. Note any common themes and areas 
of agreement, differences, insights  
or concerns. 

5. Finally transfer the main future 
considerations identified through 
using this worksheet to your Collective 
Intelligence Project Design Canvas in 
Define Challenge stage (A).



collective intelligence design playbook
cover story
What is the change we want to bring about?

Headline Bar Graph

Timeline

Pull Quote Pull Quote

Percentage

%

“ “
“ “

Pie Chart

Lead Paragraph Sidebar

Body Paragraph

STARTING DATA POINT

STARTING 
POINT

ENDING 
POINT

ENDING DATA POINT

A4STAGE: 
DEFINE CHALLENGE

REFERENCE:
UNITED WAY ACCELERATOR



STAGE: 
GATHER DATA,  
INFORMATION  

AND IDEAS
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What data/information/ideas do 
we need to find, and how will we 
do it?

This stage will help you to define what data, 
information or ideas are needed for your 
collective intelligence project. It is important 
because collective intelligence projects almost 
always involve some form of data collection. 
There are now many more potential sources of 
data: from sensors and satellites; commercial 
data like mobile phone records which track 
travel patterns or economic activity; and citizen-
generated data on everything from floods to 
corruption. Any project needs to start with a 
good understanding of the information it already 
has, what it can access, and what it needs.

pointers for reflection and discussion:

• Sometimes data is proactively contributed 
by citizens, but it can also be collected 
passively via third parties or social media 
apps, with the consent of users.

• Consider what real-time ‘unstructured’ 
data such as posts on social media could 
reveal about the attitudes and values of 
a given subset of the population. Often 
the less obvious data are more valuable 
than official data. For example in many 
countries mobile phone data is a better 
indicator of economic activity and its 
shifting location than anything else.

• Very local, tacit data that reflects lived 
experience or community knowledge can 
be complementary to formal data from 
sensors such as air pollution monitors or 
aerial satellite images.

• You should consider whether you need historical or 
real time data to help you address the challenge. 
Historical datasets might be readily available but 
when an issue is rapidly changing, they might not 
offer much insight into the current context.

• Some datasets are easier to collect than others, 
you should think about the timeline of data 
collection and whether you need one-off or regular 
contributions.

• It is important to consider how you will ensure your 
data is ‘fit for purpose’. This includes knowing the 
accuracy, interoperability with existing standards 
and quality requirements. Some common data 
quality protocols include validation by experts, 
peer review or requiring participants to  
undergo training.

• This also brings important questions around data 
ethics, data protection and responsible use of 
personasl information. Clear rules around these 
need to be established before any data collection 
takes place.
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STAGE: 
GATHER DATA, INFORMATION, IDEAS

data mapping
The Data Mapping Worksheet helps you 
consider what you need to know, what 
data sources are currently available and 
what new data you may need to create.

TIME FRAME
30 - 60 mins

GROUP SIZE
3 - 8 people

MATERIALS
Data Mapping Worksheet, post-
its, 1 x pen per person, bluetack, 
Data Cards (B2)

INSTRUCTIONS:
1. Quickly review the Data Mapping 

Worksheet questions. One person 
could nominate themselves to read 
them out to the group. 

2. Then, start by answering the question 
at the top of the worksheet, ‘What 
specifically do you need to know?' 
Capture suggestions from the group 
on post-its or write on the worksheet 
directly. Spend 5-10 minutes. 

3. Now move to the next question on the 
bottom left and spend 5-10 minutes 
discussing this as a group. Work your 
way across from left to right capturing 
answers on post-its in the  
appropriate sections.

4. Use in conjunction with the Data Cards 
(B2) for inspiration to stretch  
your thinking. 

5. After you have explored many possible 
data sources, it is important to focus 
on 1-3 key data sources that are a) 
likely to be most relevant to your issue 
b) give the necessarily granularity 
or timeliness and c) are feasible to 
gather in the timeframe for the project. 
Highlight those on the worksheet.  

6. When you’ve completed this 
worksheet, add your shortlisted data 
sources to the Collective Intelligence 
Project Design Canvas. 

B1
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data mapping
What data might help us address our issue?

What specifically do you need to know? 

What data are you already using?

For example: official or government data, data from NGOs  
or business. 

    

What other data exists, which you are not using?

Are there other types of data or datasets that might contribute 
similar information, or act as a proxy measure? 

What new data could you create?

Could you start collecting new types of data to help you now 
and in the future?

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B1



data cards
These Data Cards are to be used as 
prompts for discussion in conjunction with 
the collective intelligence project design 
canvas and associated activities. They 
highlight common data sets alongside 
illustrative case studies and are not 
intended to be exhaustive. The data cards 
are one of six ‘decks’, structured according 
to different stages of the playbook. 

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these Data Cards and 

associated case studies with your 
group or workshop participants at any 
point to guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards to 
help answer particular  
design questions.  

3. Consider which sets of data are most 
relevant to you and your challenge.



official data
O

fficial data can include longitudinal survey data, 
such as census data, electoral registers or other 

population data. O
fficial data provide a long-term

 
picture of a country over tim

e, and are usually 
collected by public institutions or national statistical 

agencies as a public good. 
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STA
G

E: 
G

A
TH

ER
 D

A
TA

, 
IN

FO
R

M
A

TIO
N

, ID
EA

S

C
A

S
E

 S
TU

D
Y: A

FR
IC

A
P

O
LIS

 

A
fricapolis aim

s to be the m
ost com

prehensive 
and standardised geospatial database on cities 

and urbanisation dynam
ics in A

frica. It blends data 
from

 across the continent in an effort to provide 
standardised, com

parable insights into A
frica’s fast-

changing urban populations. 

The single m
ost im

portant elem
ent is official 

population records, including census data of official 
cartographic resources such as adm

inistrative 
boundaries. In som

e cases official data can date back 
30

 or m
ore years, w

hich is significant given the pace 
of dem

ographic and urban trends. A
fricapolis brings 

these datasets together into a single, com
parable 

resource, as w
ell as additional sources such as satellite 

data to confirm
 the precise location of settlem

ents. 
B

y integrating thousands of sm
aller agglom

erations 
(covering inhabitants of a total of 180

 m
illion people) 

A
fricapolis also highlights the role of sm

aller tow
ns 

and cities in urban netw
orks, the em

ergence of new
 

urban areas and the increasing fluidity betw
een urban 

and rural environm
ents.
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citizen-generated data
C

itizen-generated data is a broad category that 
includes any inform

ation that can be collected from
 

people either by active involvem
ent (experiences, 

ideas, upvotes) or passively (e.g. w
earables or 

transactions data).
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I Paid A
 B

ribe attem
pts to tackle corruption in India 

and other countries by tracking bribe paym
ent 

activity and raising aw
areness about the nature and 

spread of bribe-related exchanges. The platform
 

crow
dsources anonym

ous reports by people w
ho 

have either paid a bribe, refused to pay a bribe or 
w

ho m
et an officer w

ho did not ask or pay a bribe. 
The crow

dsourced reports feed into city, state and 
country-level databases of corruption in public 

services. The Indian w
ebsite of I Paid A

 B
ribe receives 

around 25 to 50
 reports per day, w

ith m
any stories of 

official investigations leading to suspension of officials 
involved. The project has now

 partnered w
ith 25 other 

countries w
ho have replicated the site. 
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satellite data
Satellite data is aerial im

agery collected by satellites, 
usually available from

 com
panies for a fee. It can 

provide detailed insights into land-use over tim
e, or 

act as a proxy for other m
easures. STA

G
E: 
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R
egen N

etw
ork collects ecological and agricultural 

data via rem
ote sensing (im

ages collected by 
satellites, drones, and planes), and on-the-ground 

observation via Internet of Things (IoT) sensors. The 
collected data is verified by farm

ers and then run 
through a trained m

achine learning m
odel w

hich tries 
to determ

ine ecosystem
 health. So far, R

egen N
etw

ork 
have developed an algorithm

 that is capable of 
detecting till events in R

om
ania and U

kraine w
ith a 99 

per cent accuracy through public satellite data.
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sensor data
Sensor data includes inform

ation collected by physical 
sensors recording actions and physical changes (e.g. 
traffic cam

eras, w
eather sensors, am

bient sensors, 
w

earables or drones). Sensor data can provide cheap, 
real-tim

e m
easurem

ents of anything from
 pollution  

to crop-yield. 

STA
G

E: 
G

A
TH

ER
 D

A
TA

, 
IN

FO
R

M
A

TIO
N

, ID
EA

S

C
A

S
E

 S
TU

D
Y: A

R
R

A
Y O

F TH
IN

G
S

 

D
ata is starting to play a role in helping cities 

understand and m
anage air quality. To try and tackle 

this, C
hicago has begun an am

bitious effort called 
A

rray of Things, to install a netw
ork of approxim

ately 
10

0
 air quality and w

eather sensors around the 
city, and m

ake this data available for open use for 
researchers and educational purposes. The sensors 

collect real-tim
e data about their surroundings, 

including air quality, clim
ate and noise, w

ith added 
privacy controls to ensure no individual data is 

collected. The aim
 is to provide real-tim

e detection 
of urban flooding, high-resolution ‘block-by-block’ 

w
eather and clim

ate inform
ation, and better 

understand population flow
s to im

prove  
urban planning.
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open data
O

pen data is the raw
 data that is gathered by people 

or organisations, published in an electronic form
at 

that m
achines can read; it is then shared online and 

allow
ed to be re-used by others instead of keeping  

it private.
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O
penC

orporates increases transparency in the 
corporate w

orld through m
aking inform

ation about 
com

panies m
ore accessible, so that citizens and 

journalists can better m
onitor and regulate them

. 
O

penC
orporates crow

dsources data from
 citizens, w

ho 
contribute to populating and updating the platform

, 
identifying errors, or im

porting w
eb scraped data. 

The contributions from
 people all over the w

orld and 
their local know

ledge have m
ade O

penC
orporates the 

largest open database of com
pany data in the w

orld, 
w

ith over 10
0

 m
illion com

panies in a large num
ber of 

jurisdictions. The fact that the data is open has also 
im

proved data quality, allow
ing anom

alies, errors and 
issues to be discovered faster.
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social m
edia data

Social m
edia data is inform

ation generated by activity 
on platform

s such as Tw
itter, Facebook, G

ithub, 
M

eetup or other social netw
orking sites. It can be 

accessed via A
P

Is or scraped, providing real-tim
e 

insights into hum
an behaviour or social trends.
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PetaB
encana.id, is a project that com

bines data 
from

 hydraulic sensors w
ith citizen reports over social 

m
edia including via Tw

itter, to produce a flood m
ap 

for cities in Indonesia. The system
 is program

m
ed 

to react w
hen som

eone in Jakarta tw
eets the w

ord 
“banjir” (flood) and tags @

PetaJkt. PetaB
encana.

id autom
atically replies, and asks them

 to confirm
 

the tw
eet w

ith geotagged photos. The platform
 then 

com
bines all incom

ing reports w
ith official data from

 
the city governm

ent to build up-to-the-m
inute, online 

flood m
aps, w

hich are then m
ade publicly available. 

Through producing real-tim
e m

aps of urban flooding, 
PetaB

encana.id represents a m
ajor advance on 

previous static PD
F m

aps.
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ethnographic data
Ethnographic data encom

passes qualitative 
inform

ation (stories, personal accounts or transcripts) 
collected by interview

s, participant observation, note-
taking, online text or recording. It provides rich and 

highly detailed accounts of people’s lives.
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O
n O

ur R
adar trained citizen journalists to 

provide detailed accounts of the Ebola crisis from
 

com
m

unities all around Sierra Leone (e.g. from
 urban 

slum
s, polio cam

ps, and rem
ote rural villages). The 

reporters shared their reports w
ith O

n O
ur R

adar 
via recorded telephone interview

s, W
hatsA

pp audio 
and photo functions, and SM

S. People in the poorest 
regions of Sierra Leone are m

ore likely to have a 
m

obile phone than access to basic am
enities and 

electricity, so even those in the m
ost rem

ote regions 
could report. 

O
n O

ur R
adar reports captured the atm

osphere 
of day-to-day life in vulnerable com

m
unities in 

Sierra Leone, often delivering breaking new
s that 

international m
edia did not otherw

ise have access to, 
and from

 com
m

unities that W
estern journalists failed 

to reach. Its reports w
ere featured on the B

B
C

 W
orld 

Service, G
uardian and Sky N

ew
s am

ong others.
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w
eb-scraped data

W
eb-scraping is a m

ethod for extracting unstructured 
data from

 across the w
eb, such as com

pany 
w

ebsites, social m
edia or job advertisem

ents. W
here 

official datasets are costly to gather and updated 
infrequently, w

eb-scraping can provide m
ore tim

ely 
insights into social or econom

ic trends. 
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H
ealthM

ap is a platform
 that brings together a range 

of disparate and inform
al online sources to m

onitor 
the outbreak of diseases. B

y scraping data from
 

across the w
eb, the platform

 is able to provide near 
real-tim

e intelligence on a broad range of em
erging 

infectious diseases.  The w
ebsite and app bring 

together data from
 new

s aggregators such as G
oogle 

and B
aidu N

ew
s, as w

ell social m
edia data and 

validated official reports. The system
 then organises, 

integrates and visualizes potential threats. The 
platform

 w
as successfully used for tracking cholera in 
H

aiti after the 20
10

 earthquake. 
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call detail records
C

all detail records (C
D

R
s) can be obtained as 

anonym
ous data from

 telecom
s com

panies,  providing 
fine-grained inform

ation into m
obility or  

population trends.
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In A
pril 20

15, an earthquake struck N
epal im

pacting 
m

illions across the country. N
C

ELL, N
epal’s 

largest m
obile phone operator, agreed to share 

anonym
ised m

obile phone data w
ith the non-

profit Sw
edish organisation Flow

m
inder. Population 

m
ovem

ent estim
ates w

ere calculated by com
bining 

de-identified data on people’s m
ovem

ents w
ith 

available population data, and by com
paring SIM

 
card m

ovem
ents before and after the earthquake to 

norm
al pre-earthquake m

ovem
ents. B

y gaining real-
tim

e insights into population flow
s, U

N
 agencies and 

governm
ent w

ere able to better target aid to affected 
com

m
unities, saving hundreds of lives.
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other data?
W

hat other data sets m
ight be particularly relevant  

or interesting?
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gather data 
method cards
These Gather Data Method Cards are 
to be used as prompts for discussion in 
conjunction with the collective intelligence 
project design canvas and associated 
activities. They highlight common 
methods to gather data, information and 
ideas, alongside illustrative case studies 
and are not intended to be exhaustive. 
The Gather Data Methods Cards are one 
of six ‘decks’, structured according to 
different stages of the playbook. 

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these Gather Data Method 

Cards and associated case studies 
with your group or workshop 
participants at any point to  
guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards 
to help answer particular design 
questions.  

3. Consider which methods are most 
relevant to you and your challenge.



open A
P

I
A

pplication P
rogram

m
ing Interfaces (A

PIs) provide the 
standards by w

hich data is accessed and transferred 
betw

een w
ebsites. O

pen A
PIs encourage collaboration 

and are built using open standards, allow
ing them

 to 
be freely accessed and used.
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C
ity C

ouncils m
ake hundreds of decisions every 

m
onth, and it can be hard for both citizens and civil 

servants to follow
 the progress of legislation m

aking 
its w

ay through governm
ent. O

pen D
ecisions is 

H
elsinki C

ity C
ouncil’s attem

pt to standardise and 
publish all of its decision m

aking data electronically. 
D

ata about m
eetings, agendas and decisions from

 all 
across the council are tagged according to the Popolo 
open governm

ent standard, and then m
ade available 

via an open A
PI called O

penA
hjo. B

y publishing the 
data via an open A

PI, a range of developers have 
been able to create digital applications that notify 

local residents w
hen decisions are m

ade on topics of 
interest. It has also been used by city em

ployees to 
m

ore easily search and track progress m
ade by local 

politicians.
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crow
dsourcing

C
row

dsourcing is an um
brella term

 for a variety of 
approaches that source data, inform

ation, opinions 
or ideas from

 large crow
ds of people, often by issuing 

open calls for contribution. It can help bring new
 ideas 

to light that hadn’t previously been considered, or to 
gather expertise from

 people w
ho have specialised 

know
ledge or understanding of an issue.
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The C
ity C

ouncil of M
adrid has has used C

O
N

SU
L, 

an open softw
are tool, to create a citizen platform

 
- D

ecide M
adrid - to crow

dsource citizen proposals 
and harness m

ore local know
ledge in decisions about 

how
 to plan and allocate budgets. N

ew
 ideas from

 
residents have been gathered and im

plem
ented on 

topics ranging from
 sustainability and air pollution, to 

ticketing for local transport. Since its creation it has 
allocated over 10

0
 m

illion Euros in funding for projects 
suggested by local people. O

n the platform
, people 

can m
ake proposals, engage in debates, and vote 

for ideas. It is often used in conjunction w
ith offline 

engagem
ent.
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m
icrosurvey

M
icrosurveys are a short, abbreviated form

 of 
surveying w

hich typically take the respondent only 
a few

 m
inutes to com

plete. M
icrosurveys are often 

delivered by m
obile phone, text m

essage or a digital 
platform

. B
enefits include a m

uch faster turnaround, 
and higher frequency of results, com

pared to 
traditional surveys. 
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Traditional, large-scale household surveys tend to 
be costly, and can take over a year to produce. 

Sauti za W
ananchi (‘Voices of citizens’) provides an 

alternative w
hereby m

obile phones are used to collect 
inform

ation from
 a broad cross-section of citizens in 

Tanzania and K
enya. 

For each survey 2,0
0

0
 ‘panel m

em
bers’ are random

ly 
selected from

 regions across the country, and sent 
m

obile phones and solar-pow
ered phone chargers 

to ensure that no-one is excluded. They are called 
and interview

ed from
 a call centre in N

airobi once 
a m

onth, w
ith questions on a different topic each 

tim
e. So far, Sauti za W

ananchi has been used to 
gather insights into local people’s living standards, 
perceptions of poverty and to understand people’s 

access to safe drinking w
ater. It claim

s to be A
frica’s 

first nationally representative m
obile phone survey.
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challenge prize
C

hallenge prizes or com
petition platform

s are a 
m

ethod of drastically w
idening the pool of possible 

solutions to solve a problem
. They are useful for 

getting a variety of responses to questions and of 
spurring novel suggestions for how

 to address an issue 
or specific challenge.
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In the U
S, the D

efense A
dvanced R

esearch Projects 
A

gency (D
A

R
PA

) ran a grand challenge w
ith the 

goal of supporting innovation to accelerate the 
developm

ent of autonom
ous vehicle technologies 

w
ith m

ilitary applications. N
o vehicles com

pleted the 
set route for the $1 m

illion prize in 20
04, but a year 

later another round w
as held in the desert near the 

C
alifornia/N

evada state line. A
 total of five team

s 
com

pleted the course w
hich w

as 132 m
iles over the 

desert terrain. The Stanford R
acing team

 took hom
e 

the $2 m
illion prize, com

pleting the course in 6 hours 
53 m

inutes. D
A

R
PA

 credits this challenge w
ith the 

creation of ‘a m
indset and research com

m
unity that a 

decade later w
ould render fleets of autonom

ous cars 
and other ground vehicles a near certainty for the first 

quarter of the 21st century’.
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crow
dm

apping
C

row
dm

apping is a type of crow
dsourcing w

hich 
gathers data from

 different sources, including social 
m

edia, text m
essages or geographic data, to provide 

real-tim
e, interactive inform

ation about issues on the 
ground. C

row
dm

apping can create detailed alm
ost 

real-tim
e data in a w

ay that a top-dow
n, centrally 

curated, m
ap m

ay struggle to replicate.
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C
row

dm
apping first cam

e to international attention 
through its successful use in the global disaster relief 
m

ovem
ent. O

ne exam
ple is the Syria Tracker C

risis 
M

ap, w
hich has been used to crow

dsource citizen 
reports on hum

an rights violations since the beginning 
of the Syrian conflict in 20

11. The m
ap attem

pts to 
provide m

ore detailed m
etrics on fatalities, w

hile 
preserving the nam

e, location and details of each 
victim

. The service blends reports from
 local new

s 
w

ith on-the-ground reports, using hashtags on social 
m

edia or sent via em
ail. N

early 5,0
0

0
 subm

issions, 
including over 11,0

0
0

 fatalities, have been reported 
since the m

ap’s launch, w
ith collected data being used 

by both U
SA

ID
 and the W

ashington Post to report on 
local events.
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gam
ification  

(serious gam
es)

G
am

ification is a broad term
 that refers to using 

gam
e-like elem

ents to m
ake engagem

ent in collective 
intelligence projects m

ore fun. It can be a useful w
ay 

to m
otivate audiences in com

plex topics or research, 
as w

ell as illustrating trade-offs associated w
ith 

m
aking certain choices. G

am
es can also be useful for 

presenting data, ideas and trends.STA
G

E: 
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A
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A
TA

, 
IN

FO
R

M
A

TIO
N

, ID
EA

S

C
A

S
E

 S
TU

D
Y: S

E
A

 H
E

R
O

 Q
U

E
S

T 

Sea H
ero Q

uest is a m
obile gam

e w
here players’ 

actions help scientists to understand and fight 
dem

entia. The gam
e asks users to find their w

ay 
through a digital m

aze, in turn providing researchers 
w

ith valuable data to understand the user’s spatial 
navigation. A

ccording to its w
ebsite, playing Sea 

H
ero Q

uest for only tw
o m

inutes generates the sam
e 

am
ount of data that it w

ould take 5 hours to collect 
in sim

ilar lab based research. A
s a result the project 

has gathered approxim
ately 17,60

0
 years w

orth of 
dem

entia research from
 players on the app (from

 
around 4.3 m

illion players). Initial results from
 the data 

have provided novel insights into spatial navigation 
abilities across different social groups, ages  

and countries.
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citizen science
C

itizen science is any process w
here scientists and 

(usually unpaid) volunteers w
ork together to collect or 

process scientific data or observations. C
itizen science 

unlocks new
 resources for research, experim

entation 
and analysis by opening the process to everyone.
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The W
orld H

ealth O
rganisation reports over 50

0
 

m
illion cases of m

osquito borne illnesses a year, but 
the global spread of disease is difficult to m

anage 
or track in real-tim

e. The G
lobal M

osquito A
lert 

C
onsortium

 (G
M

A
C

) w
as established in 20

17 as a 
global netw

ork of citizen science projects that follow
 

a com
m

on set of four protocols to track breeding 
sites, bites and sightings of m

osquito species know
n to 

carry diseases. O
ne such initiative includes M

osquito 
A

lert, a project based in Spain that w
orks w

ith local 
com

m
unities and schools to build capacity for citizen 

science. It provides an app for volunteers to subm
it 

pictures of m
osquitos or local breeding sites. These are 

then validated by a team
 of experts, and presented 

on an interactive m
ap. Since 20

14, the platform
 has 

been dow
nloaded 57,0

0
0

 tim
es, reporting over 12,0

0
0

 
observations of tiger m

osquitoes and 3,117  
breeding sites.
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participatory sensing
Participatory sensing is w

here citizens use lightw
eight, 

cheap sensors to collectively m
onitor the environm

ent 
around them

. It also includes the task of collectively 
sharing and interpreting stream

s of citizen-sensed 
data w

ith other com
m

unity m
em

bers, deepening their 
understanding of the issue, educating participants and 

em
pow

ering them
 to act.
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N
oise pollution is a problem

 w
hich affects m

any 
people living in inner city B

arcelona. A
 think 

tank called Ideas for C
hange w

orked w
ith local 

com
m

unities to help them
 install sensors that 

m
easure the harm

ful effects of noise pollution in 
their neighbourhood. Participants w

ere provided 
w

ith cheap, open-hardw
are sensors, and then guided 

through the process of setting-up the technology and 
sharing data w

ith one another.

The council organised public m
eetings in w

hich 
locals could talk through their findings and propose 
potential solutions. Som

e of the solutions that have 
been im

plem
ented include new

 flow
er beds that 

rem
ove areas w

here people used to sit and drink into 
the late hours of the evening, and im

proved  
com

m
unity policing.
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data collaborative
D

ata collaboratives are a form
 of collaboration in 

w
hich partners from

 different sectors - including 
private com

panies, research institutions, and 
governm

ent agencies  - enter into an agreem
ent 

to exchange data for a specific social cause. D
ata 

collaboratives aim
 to unlock new

 value in private data 
that w

ould not be exploited otherw
ise. 
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In recent years the M
exican state of Tabasco has 

experienced record-breaking rainfall, yet tim
ely data 

about how
 floods are affecting the population in 

real-tim
e is currently m

issing. In response, U
N

 G
lobal 

Pulse brought together a range of novel datasets to 
generate real-tim

e insights about hum
an behaviour 

during flooding events. D
ata sharing and analysis 

w
as m

ade possible via a public-private partnership 
betw

een Telefonica R
esearch and data scientists from

 
the Technical U

niversity of M
adrid, under guidance 

from
 experts at G

lobal Pulse and the W
orld Food 

Program
m

e. B
y com

bining citizen m
obile phone data, 

rem
ote sensing data (satellite im

ages), rainfall data, 
and census data from

 citizens, the project w
as able 

to use patterns of m
obile phone activity to highlight 

the im
pacts of flooding on infrastructure and the local 

population, w
hilst also helping to target and im

prove 
public com

m
unications for disaster response.
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petition platform
Petitions are collections of signatures, either online or 
offline, that aim

 to raise aw
areness by m

obilising as 
m

any people around an issue as possible.
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To solicit ideas for a new
 city-w

ide constitution, 
M

exico C
ity G

overnm
ent partnered w

ith an online 
petition platform

 (C
hange.org) to gather suggestions 

from
 citizens. The ow

ner of any petition gaining 
10,0

0
0

 signatures or m
ore w

as given the chance to 
present to a 28-person drafting com

m
ittee, m

ade up 
of M

exico C
ity residents. B

y the end of the process 
the city had collected 280,0

0
0

 signatures on 357 
petitions, on issues including LG

B
TI rights, river and 

lake revitalization and universal internet access; m
any 

of w
hich w

ent on to inform
 the final docum

ent.
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solution m
apping

Solution m
apping is a m

ethod that helps 
organisations and the com

m
unities they w

ork w
ith to 

identify needs, issues and opportunities by looking for 
solutions developed by people in response to concrete 

problem
s they face. 

STA
G

E: 
G

A
TH

ER
 D

A
TA

, 
IN

FO
R

M
A

TIO
N

, ID
EA

S

C
A

S
E

 S
TU

D
Y: H

O
N

E
Y B

E
E

 N
E

TW
O

R
K

 

In m
any regions across the w

orld there is trem
endous 

potential for developm
ent through building upon 

w
hat people already know

 and their capacity to learn 
from

 one another. The H
oney B

ee N
etw

ork, based 
in India, aim

s to pool local solutions and facilitate 
com

m
unication am

ong farm
ers, artisans, pastoralists 

and other grassroots innovators all over the w
orld.

O
ne of the netw

ork’s m
ethods for gathering solutions 

involves ‘innovation scouting’, w
here university 

students are asked to survey local villages for local 
innovations during their sum

m
er holidays. The 

netw
ork has built w

hat is now
 one of the largest 

databases in the w
orld on farm

ers’ innovations. It is 
designed to be easy for local com

m
unities to use, and 

provides m
ultiple translations in local languages. A

 
key principle of the platform

 is that know
ledge holders 

m
ust benefit from

 the success of their innovations, in 
both fam

e and rem
uneration. 
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w
ikisurveys

W
ikisurveys are a type of survey w

here participants 
can add statem

ents that others respond to. 
Participants’ statem

ents are added to a pool, and 
are then random

ly presented back for individual 
participants to respond to or rank. O

ver tim
e, 

participants generate new
 ideas and build a picture of 

w
here consensus or disagreem

ent lies.
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In 20
11, N

ew
 York C

ity M
ayor’s O

ffice of Long-Term
 

Planning and Sustainability ran a W
ikisurvey, w

here 
top-voted ideas w

ere integrated into the city’s PlaN
YC

 
20

30
 Sustainability Plan. To do this they w

orked w
ith 

a platform
 called A

ll O
ur Ideas, w

hich uses ‘pairw
ise 

com
parison’ as a m

ethod of asking crow
ds to quickly 

sort and filter one another’s proposals. O
ver four 

m
onths around 1,40

0
 respondents provided nearly 

32,0
0

0
 votes and 464 new

 ideas, m
any of w

hich the 
council had previously not considered.
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data ethics
This worksheet is for anyone who collects, 
shares or uses data. It helps identify and 
manage ethical issues – at the start of 
a project using data, and throughout. 
It gives a framework to develop ethical 
guidance that suits any context.

TIME FRAME
60 - 120 mins

GROUP SIZE
3 - 8 people

MATERIALS
Data Ethics Worksheet and 
examples, post-its, 1 x pen per 
person, bluetack

INSTRUCTIONS:
1. Individually, review the Data Ethics 

Worksheet questions. 

2. Start in the top left of the worksheet 
and work across to the right, row by 
row. Answer the questions as a group, 
spending 5 - 10 minutes on each. 
Capture responses on post-it notes. 
Stick your answers in the  
appropriate sections. 

3. When you’ve completed your first 
draft of the Data Ethics Worksheet 
review the post-its and write up your 
final answers to the questions directly. 
However, if you need some reflection 
time, review the post-its at a later date 
or share with others before writing up. 

4. Finally transfer the main ethical or 
regulatory issues identified through 
using this worksheet to your Collective 
Intelligence Project Design Canvas in 
Gather Data, Information and Ideas  
(stage B).

REFERENCE:  
ODI DATA ETHICS CANVAS 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B4



collective intelligence design playbook
data ethics
Are there any ethical or regulatory issues with using this data or involving these people?

DATA SOURCES

Describe your project’s key data 
sources, whether you’re collecting 

data yourself or accessing via 
third parties.Is any personal data 

involved, or data that is  
otherwise sensitive?  

ENGAGING WITH PEOPLE

How can people engage with you 
about the project? How can people 

correct information, appeal or 
request changes to the product/

service? To what extent? Are appeal 
mechanisms reasonable and  

well understood? 

YOUR REASON FOR USING DATA

What is your primary purpose 
for collecting and using data in 

this project? What are your main 
use cases? What is your business 

model? Are you making things 
better for society? How and for 

whom? Are you replacing another 
product or service as a result of  

this project? 

LIMITATIONS

Are there limitations that could 
influence your outcomes?

> bias in data collection, analysis, 
algorithms

> gaps or omissions 

> provenance/quality

> other issues affecting decisions? 

OPENNESS AND TRANSPARENCY

How open can you be about this 
project? Could you publish your 

methodology, metadata, datasets, 
code or impact measurements? 
Can you ask peers for feedback 

on the project? How will you 
communicate it internally? Will you 
publish your actions and answers 

to this canvas openly? 

COMMUNICATING YOUR 
PURPOSE

Do people understand your 
purpose – especially people who 

the data is about or who are 
impacted by its use? How have you 
been communicating your purpose? 

Has this communication been 
clear? How are you ensuring more 

vulnerable individuals or  
groups understand?

SHARING DATA

Are you going to be sharing data 
with other organisations? If so, 

who? Are you planning to publish 
any of the data?  

Under what conditions?

ONGOING IMPLEMENTATION

Are you routinely building in 
thoughts, ideas and considerations 
of people affected in your project? 
How? What information or training 

might be needed to help people 
understand data issues? Are 

systems, processes and resources 
available for responding to data 

issues that arise in the long-term?

POSITIVE EFFECTS ON PEOPLE

Which individuals, groups, 
demographics or organisations 

will be positively affected by 
this project? How? How are you 
measuring and communicating 
positive impact? How could you 

increase it?

ETHICAL AND LEGISLATIVE 
CONTEXT

What existing ethical codes apply 
to your sector or project? What 

legislation, policies, or other 
regulation shape how you use 
data? What requirements do  

they introduce?

REVIEWS AND ITERATIONS

How will ongoing data ethics issues 
be measured, monitored, discussed 

and actioned? How often will 
your responses to this canvas be 

reviewed or updated? When?

NEGATIVE EFFECTS ON PEOPLE
Who could be negatively affected 
by this project? Could the way that 

data is collected, used or shared 
cause harm or expose individuals 

to risk of being re-identified? 
Could it be used to target, profile 

or prejudice people, or unfairly 
restrict access (eg exclusive 

arrangements)? How are limitations 
and risks communicated to people? 

Consider: people who the data is 
about, people impacted by its use 
and organisations using the data.

RIGHTS AROUND DATA SOURCES

Where did you get the data from? 
Is it produced by an organisation or 
collected directly from individuals? 

Was the data collected for this 
project or for another purpose? Do 

you have permission to use this 
data, or another basis on which 
you’re allowed to use it? What 

ongoing rights will the  
data source have?

YOUR ACTIONS

What actions will you take before 
moving forward with this project? 
Which should take priority? Who 

will be responsible for these 
actions, and who must be involved? 

Will you openly publish your 
actions and answers to this canvas? 

MINIMISING NEGATIVE IMPACT

What steps can you take to  
minimise harm? How could you 

reduce any limitations in your data 
sources? How are you keeping 
personal and other sensitive 

information secure? How are you 
measuring, reporting and acting on 
potential negative impacts of your 
project? What benefits will these 

actions bring to your project? 

REFERENCE:  
ODI DATA ETHICS CANVAS 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B4



collective intelligence design playbook
data ethics
Are there any ethical or regulatory issues with using this data or involving these people?

DATA SOURCES

ENGAGING WITH PEOPLE

YOUR REASON FOR USING DATA

LIMITATIONS

OPENNESS AND TRANSPARENCY

COMMUNICATING YOUR 
PURPOSE

SHARING DATA

ONGOING IMPLEMENTATION

POSITIVE EFFECTS ON PEOPLE

ETHICAL AND LEGISLATIVE 
CONTEXT

REVIEWS AND ITERATIONS

NEGATIVE EFFECTS ON PEOPLE

RIGHTS AROUND DATA SOURCES

YOUR ACTIONS

MINIMISING NEGATIVE IMPACT

REFERENCE:  
ODI DATA ETHICS CANVAS 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B4
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solutions brief
The Solutions Brief Worksheet helps you to 
clearly articulate the requirements of the 
solution(s) you are seeking including how 
developed they need to be.

TIME FRAME
30 - 90 mins

GROUP SIZE
2 - 10 people

MATERIALS
Blank Solutions Brief Worksheet, 
pens, bluetack

INSTRUCTIONS:
1. First review the questions. You may 

need to do some more research before 
you can answer all of them. 

2. Think about the criteria for what a 
'good' solution(s) needs to do without 
prescribing how the solutions should 
work. Consider things like the context 
and the user.  
 
For example: we need a diagnostic test for 
antibiotic infection. A good solution will be 
a) low-cost b) for use at the point-of-care 
c) will give a result in 30 mins or less d) can 
be used anywhere in the world.

3. Use in conjunction with the solution 
readiness tool if you need help to 
consider the maturity of solutions you 
are looking for. 

4. Finally, transfer the main requirements 
identified through using this worksheet 
to your Collective Intelligence Project 
Design Canvas in Gather Data, 
Information and Ideas (stage B).

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B5



collective intelligence design playbook
solutions brief
What solution(s) are we looking for?

What is the problem we want to solve?

What solutions already exist, and why aren’t they working? What are the key barriers to innovation and how can we  
overcome them?

What maturity of innovations do we need?What would a ‘good’ solution look like?

This is where you identify the criteria that are important to you (e.g., it  
needs to be able to work in a setting with regular electricity outages).

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B5



solutions  
readiness
When seeking solutions, it can be helpful 
to consider the readiness level that is 
required. Do you want something that 
is already tried and tested, or are you 
searching for early ideas? The Solution 
Readiness Level (SRL) guide will help you 
discuss and clarify where you set  
your aspirations.

TIME FRAME
30 mins

GROUP SIZE
2 - 10 people

MATERIALS
Solutions Readiness Level (SRL) 
Guide, Solutions Readiness 
Worksheet

INSTRUCTIONS:
1. Review the SRLs. They range from 

early ideas to proven solutions at scale.   

2. Review the main different types of 
solution maturity and consider which is 
appropriate for you.

3. Select the SRL that most closely 
matches the level of solution maturity 
you want to find or create through your 
collective intelligence project. 

4. Transfer the maturity of the solutions 
required to your Collective Intelligence 
Project Design Canvas in the Gather 
Data, Information and Ideas (stage B).

REFERENCE:  
NASA TECHNOLOGY READINESS LEVELS

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B6



collective intelligence design playbook
solution readiness
What solution(s) are we looking for?

    
  S

RL
 1 

   
   

   
   

   
SR

L 
2 

   
   

   
   

   
SR

L 
3 

    
    

    
    S

RL 4         
      SRL 5                SRL 6                SRL 7                SR

L 8                SRL 9

Prototype validated 
in a real 

live environment

Proof of concept

validated in a

test e
nvironment

Ex
pe

rim
en

ta
l

pr
oo

f-
of

 c
on

ce
pt

Ea
rly

 id
ea

 o
r

co
nc

ep
t 

fo
rm

ul
at

ed

Re
se

ar
ch

 o
f

 b
as

ic
 p

rin
ci

pl
es

 fo
r a

 s
ol

ut
io

n 

Prototype tested

in a real

life environment 

Pilot dem
onstrated

in one or

m
ultiple contexts

M
inim

um
 viable

product, service or
process piloted

Proven im
plem

entation

 of product, service 

or process at scale 

SRL1 – Research of basic principles for a solution 

SRL2 – Early idea or concept formulated

SRL3 – Experimental proof-of concept

SRL4 – Proof of concept validated in a test environment

SRL5 – Prototype validated  in a real live environment

SRL6 – Prototype tested in a real life environment 

SRL7 – Pilot demonstrated in one or multiple contexts

SRL8 – Minimum viable product, service or process piloted 

SRL9 – Proven implementation of product, service or process at scale 

SOLUTION  
READINESS  

LEVEL

REFERENCE:  
NASA TECHNOLOGY READINESS LEVELS

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B6



collective intelligence design playbook

PROOF OF CONCEPT

A proof of concept often involves a small 
exercise to test the real-world potential of an 
incomplete idea. 

This isn’t about delivering the idea, but 
demonstrating whether it is feasible. It 
should be used in the early stages when you 
first have an instinct about an idea. A proof 
of concept shows if a product, feature or 
system can be developed, whilst a prototype 
shows how it will be developed. For example, 
a proof of concept might be used to test 
a technical feature of an online service by 
quickly building a working model.

SRL: 2 - 4

TIMESCALE: MINUTES < DAYS

SRL:: 5 - 6

TIMESCALE: HOURS < WEEKS

SRL: 7

TIMESCALE: WEEKS < MONTHS

SRL: 8 - 9

TIMESCALE: CONTINUOUS

PROTOTYPE

A prototype is the visible, tangible or 
functional manifestation of an idea, which 
you test with others and learn from at an 
early stage of the development process. 

Prototypes should be used when you have 
a hypothesis about a solution, but there is 
still uncertainty about how it looks, feels 
and works. Insights from testing can then 
be used to improve the idea. Prototypes are 
also a way to engage your stakeholders to 
develop a shared vision or common ground 
for a solution. 

PILOTS

Pilots are often used as the first stage of 
a new innovation. They are a ‘live’ activity, 
usually with a small group of real users  
or citizens.

Pilots should be used when you believe you 
have an effective solution and are looking 
to understand how it works in reality. By 
offering a partially implemented concept 
to a limited population, it is possible to see 
what actually happens. This is useful when 
preparing to scale a solution to a wider 
group. Pilots, are ultimately measured by 
success or failure, and so there is usually 
only room to make minor tweaks.

MINIMUM VIABLE PRODUCT (MVP)

An MVP allows you to accelerate your 
learning about a possible solution whilst 
using minimal resources. It does this by 
testing only the essential core of your 
concept (rather than the full solution) with 
real users in practice. 

This means that you can find out early on 
if there is an actual need or demand for 
the solution, what is working and what isn’t, 
and make any adjustments accordingly. 
MVPs are about using fewer resources and 
minimal effort to gather insights and obtain 
feedback on potential changes.

REFERENCE:  
NESTA

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B6

solution readiness
What solution(s) are we looking for?
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mapping 
solutions
This tool helps you to start thinking about 
where to find existing solutions that relate 
to your challenge.

TIME FRAME
5 - 30 mins

GROUP SIZE
2 - 10 people

MATERIALS
Mapping Solutions Worksheet, 
Gather Data, Information and 
Ideas Methods Cards (B3).

INSTRUCTIONS:
1. Review the the questions and consider 

where to find existing solutions that 
relate to your challenge.

2. Identify and write down websites or 
databases and associated keywords 
that you would use to conduct an 
online search.

3. Then consider other contexts or 
stakeholders that might be relevant 
and how you might best engage  
with them. 

4. Finally transfer the main requirements 
identified through using this worksheet 
to your Collective Intelligence Project 
Design Canvas in Gather Data, 
Information and Ideas (stage B).

REFERENCE:  
NESTA STATES OF CHANGE, SOLUTIONS MAPPING TOOL 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B7



collective intelligence design playbook
mapping solutions
Where might solutions already exist?

ONLINE SEARCH

If you wanted to identify existing solutions, what websites would you 
go to and what keywords or phrases would you use in your search?

OTHER AREAS/CONTEXTS

In what other industries, areas, contexts or regions might people 
have already developed solutions?

KEYWORD
HTTP://

HTTP://

HTTP://

REFERENCE:  
NESTA STATES OF CHANGE, SOLUTIONS MAPPING TOOL 

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B7

KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

KEYWORD KEYWORD

WEBSITE

WEBSITE

WEBSITE



finding 
solutions
This is a matrix to help you explore 
different methods for seeking solutions, 
according to the type of solution needed 
and the audience you want to engage.

TIME FRAME
5 - 30 mins

GROUP SIZE
2 - 10 people

MATERIALS
Finding Solutions Worksheet, 
Gather Data, Information and 
Ideas Methods Cards (B3).

INSTRUCTIONS:
1. Explore different parts of the matrix, 

and mark a cross where your project 
could go.  
 

2. Each of the methods here corresponds 
to one of the Gather Data, Information 
and Ideas Methods Cards (B3) or the 
Connect Methods Cards (D1) in the 
playbook. They are there to guide you 
towards case studies or approaches 
that might be helpful, but they are not 
definitive or exhaustive.

3. Explore other prompt cards with 
the Seek Solutions icon (e.g. 
Crowdsourcing, Collaborative Platform, 
etc.). These are broad enough to be 
placed anywhere on the diagram, 
depending on the topic or task  
at hand.

4. After discussing the different methods 
or approaches you might use, try 
to work through the questions from 
the corresponding quadrants of the 
diagram. Each of the questions raised 
here is revisited in more detail with 
specific activities and tools at later 
stages in the playbook. 

5. Finally transfer the main methods 
identified through using this worksheet 
to your Collective Intelligence Project 
Design Canvas in Gather Data, 
Information and Ideas (stage B).

REFERENCE:  
INSPIRED BY BRABHAM’S CROWDSOURCING DECISION TREE

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B8



collective intelligence design playbook
finding solutions
What methods will we use to find those solutions?

QUADRANT 1

QUADRANT 4

QUADRANT 2

QUADRANT 3

Audience is known 
(participation requires specific expertise)

Solution is more 
‘subjective’
(e.g based on morals, 
opinions or beliefs)

Solution is more ‘objective’ 
(e.g testable against some 
known criteria)

Audience is unknown 
(participants could be anyone)

HACKATHON

COMMUNITY OF PRACTICE
SOLUTIONS MAPPING

ONLINE FORUMS

WIKISURVEYS

PETITION PLATFORM

CITIZEN SCIENCE

CHALLENGE PRIZE

REFERENCE:  
INSPIRED BY BRABHAM’S CROWDSOURCING DECISION TREE

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B8



collective intelligence design playbook
finding solutions
What methods will we use to find those solutions?

QUADRANT 1

QUADRANT 4

QUADRANT 2

QUADRANT 3

Audience is known 
(participation requires specific expertise)

Solution is more 
‘subjective’
(e.g based on morals, 
opinions or beliefs)

Solution is more ‘objective’ 
(e.g testable against some 
known criteria)

Audience is unknown 
(participants could be anyone)

REFERENCE:  
INSPIRED BY BRABHAM’S CROWDSOURCING DECISION TREE

STAGE: 
GATHER DATA, INFORMATION, IDEAS

B8

IF IN QUADRANT 1 OR 4:
What are the criteria for a 

'good' solution?  
 

How can you break these 
down into simple guidelines 
and communicate them to 

participants clearly?  
 

(Also see the Solutions  
Brief Guide).

IF IN QUADRANT 2 OR 3:
Moving towards the right of 
the diagram could lead to 

potentially intense deliberation, 
higher chance of conflict, 

capture or gaming. 

How will you deal with 
competing perspectives or 

moral values? 

(Also see the Crowd Facilitation 
Guide and ORID  

Framework Guide).

IF IN QUADRANT 1 OR 2:
Who are the specific stakeholders or experts you need?

What channels or tactics will you use to gain 
 access to them?

How will you ensure a wide diversity of different 
perspectives and evidence?

(Also see the Personas Worksheet and Unique 
Perspectives Worksheet).

IF IN QUADRANT 3 OR 4:
How will you motivate people to participate? 

"What's the call to action?"

"How will you ensure you gather perspectives from the 
widest variety of people possible?"

 (Also see the Engagement Plan Worksheet and the 
Challenge Call to Action Worksheet).  
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Who do we need to involve, and 
how can we engage them?

Collective intelligence design can help you 
tap into distributed experience and expertise 
to answer your questions. For this to happen, 
the goal needs to be clear, 'the crowd' needs 
to be carefully defined and targeted, and the 
motivations and incentives of those participating 
need to be considered. 

pointers for reflection and discussion:

• Research shows crowd intelligence is 
enhanced by diversity. Whether you’re 
interested in engaging specific groups 
or sectors in society, or ‘the public’ more 
broadly, it’s important to consider how you 
will include people with diverse opinions 
and backgrounds, underrepresented 
groups and unusual suspects.

• Involving citizens or a wider group of 
stakeholders affected by the issue can help 
to legitimise the outcome of your collective 
intelligence project. It can also decrease 
the likelihood of disparate impact and 
seed behavioural change which might be 
fundamental to achieving the  
intended purpose.

• Some crowds are driven purely by curiosity 
or to make social connections. An 
individual’s motivations might also change 
over the course of a project, which impacts 
participation. Getting this right requires 
clarity on who your crowd is, and deciding 
a range of tactics to incentivise them (e.g. 
monetary rewards or gamification). See 
the Incentives and Retention Worksheet for 
more on this.

• Sometimes crowds will be specific groups (e.g. 
particular experts, or affected populations), other 
times it will be open to anyone. Nonetheless it’s 
important to have a clear understanding of who 
your audience is, as this will have an important 
impact on the methods and tools you choose to 
engage them. 

• It can be difficult to motivate and coordinate 
distributed crowds. Therefore the goals needs to be 
clear. Can you condense what you want the crowd 
to do into a series of simple tasks or statements? 
Use the Engagement Plan Worksheet to decide 
how you’ll communicate with participants. 

• It’s also important to consider the need to retain 
crowds over time. Some projects are designed with 
a lot of redundancy to ensure that high drop-out 
rates do not affect the success. Other types of 
collective intelligence rely on dedicated volunteers 
or participants over longer periods of time, 
meaning it’s crucial to build and maintain trust. 
This can take place through active facilitation, 
feedback and Crowd Facilitation (we return to 
some of these in following stages).

• Individual level feedback helps participants to 
develop their skills, which can in turn benefit the 
project as participants build expertise.

• Regardless of who is involved, what you’re asking 
people to do should be commensurate with their 
skills and experience. Try to acknowledge the value 
of different sources of expertise without prioritizing 
one over the other. 
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unique 
perspectives
It’s easy to get stuck consulting the 
same narrow group of experts or the 
professional representatives of particular 
groups. This worksheet will help you look 
beyond the usual suspects and consider 
who could bring new insights, ideas  
or perspectives.

TIME FRAME
30 - 45 mins

GROUP SIZE
3 - 8 people

MATERIALS
Unique Perspectives Worksheet, 
post-its, 1 x pen per person, bluetack

INSTRUCTIONS:
1. Quickly review the tool questions. 

2. Answer each question by capturing 
responses on post-it notes. Stick your 
answers in the appropriate sections. 
Make sure you think about people and 
communities who might be affected by  
the issue. 

3. Use in conjunction with the People 
Cards (C2) for inspiration if you are 
struggling.  

4. Once you have finished mapping all 
of the people you could potentially 
involve, it is important to focus on a 
smaller number of key groups that 
are a) likely to be most relevant to 
your issue b) feasible to involve in the 
timeframe for the project. Highlight 
those on the worksheet.  

5. When you’ve completed your first draft 
of the Exploring Unique Perspectives 
Worksheet review the post-its and 
write up your final answers to the 
questions directly on the tool. However, 
if you need some reflection time, 
review the post-its at a later date or 
share with others before writing up. 

6. Add the prioritised people/groups to 
the Collective Intelligence Project  
Design Canvas.

STAGE: 
MOBILISE PEOPLE

C1



collective intelligence design playbook
unique perspectives
Who do we need to involve? Who could help us?

Who are we already talking to? Who else could have relevant information or ideas?Who else has relevant information or ideas?

STAGE: 
MOBILISE PEOPLE

C1



people cards
These People Cards are to be used as 
prompts for discussion in conjunction 
with the collective intelligence project 
design canvas and associated activities. 
They highlight common groups of people, 
and are not intended to be exhaustive. 
The People Cards are one of six ‘decks’, 
structured according to different stages of  
the playbook. 

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these People Cards with your 

group or workshop participants at any 
point to guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards to 
help answer particular design questions. 
 

3. Consider which people are most relevant 
to you and your challenge.
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experts
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corporate partners
For-profit organisations

collective intelligence design playbook
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Everyday people w
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Journalists and influencers

collective intelligence design playbook

STA
G

E: 
M

O
B

ILISE P
EO

P
LE

C
2

D
EC

K
: P

EO
P

LE C
A

R
D

S
M

ED
IA

 A
N

D
 P

R
ESS

investors
Funders or shareholders

collective intelligence design playbook

STA
G

E: 
M

O
B

ILISE P
EO

P
LE

C
2

D
EC

K
: P

EO
P

LE C
A

R
D

S
IN

V
ESTO

R
S



custom
ers

People w
ho m

ight w
ant a product or service

collective intelligence design playbook

STA
G

E: 
M

O
B

ILISE P
EO

P
LE

C
2

D
EC

K
: P

EO
P

LE C
A

R
D

S
C

U
STO

M
ER

S

em
ployees

People w
ho w

ork directly w
ith or for you

collective intelligence design playbook

STA
G

E: 
M

O
B

ILISE P
EO

P
LE

C
2

D
EC

K
: P

EO
P

LE C
A

R
D

S
EM

P
LO

YEES



suppliers
People w
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young people
C

hildren or teenagers
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brokers
Law

yers, bankers, consultants, interm
ediaries,  

agents, etc

collective intelligence design playbook
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engagement 
plan
The Engagement Plan outlines the key 
steps to consider when thinking about the 
people you want to engage and how you 
will reach and incentivise them.

TIME FRAME
60 mins

GROUP SIZE
3 - 8 people

MATERIALS
Engagement Plan Worksheet, 1-2 
markers, post-its

INSTRUCTIONS:
1. Quickly review the Engagement Plan 

Worksheet questions. 

2. You may want to complete the 
Personas Worksheet (C4) before 
embarking on this activity, so that you 
have a good understanding of  
your audience. 

3. Answer each question in order, starting 
with objectives, capturing responses on 
post-it notes. Stick your answers in the 
appropriate sections.

4. Use this worksheet in conjunction 
with the Incentives and Retention 
Worksheet (C5), to develop ideas in  
this worksheet. 

5. When you’ve completed your first 
draft, review the post-its and write up 
your final answers to the questions 
directly on the sheet. However, if you 
need some reflection time, review the 
post-its at a later date or share with 
others before writing up. 

6. Add key decisions to the Collective 
Intelligence Project Design Canvas.

STAGE: 
MOBILISE PEOPLE

C3



collective intelligence design playbook
engagement plan
How will you reach people and incentivise them to get involved?

1. OBJECTIVES

What are you trying to achieve and 
what do you want people to do?

4. INCENTIVES

What’s in it for them? 
Why should they engage?

2. AUDIENCES

Who do you want to engage?

3. KEY MESSAGES

What are the main points you want 
your audience to hear  
and remember? What is the call  
to action?

5. CHANNELS

How are you going to communicate 
with your audience?

e.g. face-to-face, SMS, email,  
focus groups.

6. WHEN

Where and when will the 
engagement happen? And over 
what period? Is it one-off 
or regular?

STAGE: 
MOBILISE PEOPLE

C3



personas
A Persona is a informal summary of a 
person or key audience outlining key 
characteristics such as needs, frustrations 
and goals. These can be completed prior 
to meeting stakeholders or after, or both.

TIME FRAME
30 - 60 mins

GROUP SIZE
3 - 8 people

MATERIALS
Persona Worksheet, 1 pen  
per person

INSTRUCTIONS:
1. Quickly decide who is going to write up 

which Persona using the Stakeholder 
Map Worksheet (A3) as a starting point 
then quickly review all of the  
Persona questions. 

2. Working individually or in pairs, answer 
each question, starting on the left 
hand side of the Persona. It may be 
you already have a clear picture of 
who this person is based on personal 
experience, so complete your answers 
based on them. It’s also okay to 
complete the Persona based on an 
amalgamation of people you know (or 
best guess) to develop a persona type. 
Also draw a little sketch of the person, 
to help bring them to life. 

3. On the right hand side of the Persona, 
the questions are more specific to 
them and your organisation. Complete 
each question adding as much detail 
as possible.

4. When you are unsure of the answer 
to a question, speak to another team 
member to see if they can help. 

5. Personas are a work-in-progress so 
update them when you learn more 
about the person or the key audience. 

6. Once the group has completed its 
Personas, each person takes 2-3 
minutes to introduce each one to 
the wider group. Pay attention to 
duplication as there could be cross-
over between Personas and you may 
decide to remove one.

REFERENCE:  
NONON PERSONAS

STAGE: 
MOBILISE PEOPLE

C4



collective intelligence design playbook
personas
How will we reach our key audience and what will motivate them to be involved?

MEET...

SOME OTHER USEFUL THINGS TO KNOW
People that know them might describe them as...

What they enjoy doing includes…

Things that frustrate them include…

Their preferred way of engaging (tick all that apply)

THEM, YOUR ORGANISATION AND ITS SERVICES
What might they already think about your organisation?

What barriers or challenges might prevent them from engaging with you?

What moments in their life create the best opportunities for you to engage them?

What else is important to know about this person?

Name:

Age:

Where they live:

□
PHONE

□
WEBSITE

□
EMAIL

□
TEXT

□
PRINT

□
FACE- 
TO-FACE

□
AT HOME

□
PROVIDERS 
PREMISES

REFERENCE:  
NONON PERSONAS

STAGE: 
MOBILISE PEOPLE
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incentives  
and retention
This tool helps you to consider different 
ways to incentivise your contributors to 
engage and retain them more effectively.

TIME FRAME
30 - 60 mins

GROUP SIZE
3 - 8 people

MATERIALS
Incentives & Retention Guide, 
Incentives & Retention Worksheet, 
2 - 4 markers, bluetack

INSTRUCTIONS:
1. As a group, reflect on who you want 

to contribute to your project (you may 
have used the Unique Perspectives 
Worksheet (C1) to identify who you 
most want to involve). Review the 
Incentives and Retention guide to help 
identify the different approaches you 
could use. 

2. Capture thoughts on the most 
important incentives for engaging and 
retaining your desired contributors on 
post-its. If in smaller teams then share 
as a larger group.

3. After you have explored different 
options, it is important to focus on 
those that you think will be most 
significant for your contributors. 
Highlight the 1-3 you are prioritising on 
your worksheet.  

4. When you’ve completed this 
worksheet, add the key incentives 
you’ll use to the Collective Intelligence 
Project Design Canvas. 

STAGE: 
MOBILISE PEOPLE

C5



collective intelligence design playbook
incentives and retention
What might motivate and incentivise people to be involved?

ENGAGE RETAIN

FINANCIAL REWARD COMPENSATION REPUTATION FEEDBACK COMMUNICATION

Winner takes all prize
People are motivated to contribute 

by the opportunity to gain income for 
themselves or their team. 

Eg. Challenge Prize

Greater purpose
People are motivated by the prospect 

of helping to move an idea or area 
of research forward in ways they 

couldn’t alone.

Personal development
People are motivated by the idea of 

improving themselves; 
developing a new skill or gaining  

new knowledge.

Task compensation
Individuals are motivated by the  

guarantee of cash or other rewards (such 
as vouchers) for completion of a task.

Eg. Amazon Mechanical Turk

Fulfilment of passion
People are motivated to work on 
areas of interest which align with 

their passion or values.

Growing a community
Individuals are motivated by the 

opportunity to build or expand their 
connections with likeminded people. 

 E.g. Peer to peer communities

Gaining recognition
Individuals are motivated by the thought 
of having their knowledge and expertise 

recognized by their peers. 
E.g. Crowdsourcing platforms

Satisfaction
Individuals are motivated by the prospect 

of being able to do something well, 
commensurate with their skills. 

???
What else might incentivise and  
motivate people to participate?

Good guidance ensures that 
contributors understand where and how 

they are best able to contribute. This 
can include FAQs or clear instructions.

Demonstrating high levels of  
organisation will give your contributors 

confidence in the process and in the 
commitment they are making. 

Make explicit and prioritise what the 
benefits are for contributors, not only  

the project and the  
stakeholders/beneficiaries. 

Demonstrating genuine interest in 
your contributors and the value they 
provide will reassure  them they are 
not being used or wasting their time. 

Good feedback is immediate, 
interpretable and identifies the usefulness 

of contributions made by participants. 
This can help them develop their skills.

Good communication is up to date,  
accessible in the participants' own time, 
two way, and doesn’t bombard people.

£

?

£

STAGE: 
MOBILISE PEOPLE

C5

PURPOSE PASSION SATISFACTION GUIDANCE BENEFITS TO CONTRIBUTOR

LEARNING SOCIAL CONNECTIONS OTHER ORGANISATION INTEREST IN PARTICIPANTS



collective intelligence design playbook
incentives and retention
What might motivate and incentivise people to be involved?

ENGAGE RETAIN

APPROACH
Select an approach from the 
list provided.

WHY AND HOW
Why is this the most suitable approach for your audience? How do you 
plan to carry it out, and what steps you will take?

APPROACH
Select an approach from the 
list provided.

WHY AND HOW
Expand on why this is the most suitable approach for your audience, 
and how you plan to carry it out.   

STAGE: 
MOBILISE PEOPLE

C5
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challenge 
call to action
Once you’ve identified challenge areas 
that you are seeking solutions for, reframe 
it into a call to action. Use the structured 
format to communicate your challenge 
clearly and in a way that motivates people 
to participate.

TIME FRAME
30 - 60 mins

GROUP SIZE
2 - 10 people

MATERIALS
None

INSTRUCTIONS:
1. Refer back to your completed Solutions 

Brief Worksheet (B5). Try turning this 
into a compelling call to action for 
potential innovators.  

2. Now take a look at your challenge 
question checklist and ask yourself 
if your questions address all of the 
criteria. If they don’t, then refine and 
update the question.  

3. Finally go and test your challenge 
questions with relevant people or 
partners to check they make sense.

REFERENCE:  
INSPIRED BY HOW MIGHT WE QUESTIONS ON DESIGNKIT.ORG

STAGE: 
MOBILISE PEOPLE

C6



collective intelligence design playbook
challenge call to action
What do we want people to do?

COULD YOU... CREATE / DEVELOP / FIND
(CHALLENGE) (AUDIENCE) (GOAL)

FOR WHO WANT TO

VERSION 1: COULD YOU...

?

?

?

?

VERSION 2: COULD YOU...

CHALLENGE QUESTION STRUCTURE:

CHALLENGE QUESTION CRITERIA: 

VERSION 3: COULD YOU...

e.g. Could you (develop) (an easy-to-use point-of-care diagnostic test) for (health professionals) who want 
to (administer the right antibiotics at the right time)? 

e.g. Could you (create)(tools to source, analyse or translate data into actionable information) for 
(smallholder farmers) who want to (improve agricultural productivity)?

□ OPEN       □  INTERESTING      □  ANSWERABLE      □  UNDERSTANDABLE      □  MEMORABLE      □  SPECIFIC      

REFERENCE:  
INSPIRED BY HOW MIGHT WE QUESTIONS ON DESIGNKIT.ORG

STAGE: 
MOBILISE PEOPLE

C6
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How can we connect people and 
data, and make sense of  
the results?

This stage will help you to understand how you 
can combine different sets of data to arrive at 
new insights, what role the crowd should play 
within this, and how to facilitate collaboration 
between a diverse group of people. Some 
projects use the power of the crowd to do the 
work of connecting or cleaning data. For others, 
the value is in how members of the crowd 
interact with one another by sharing opinions 
or ideas, or by upvoting and filtering different 
options. Data and crowdsourced information 
can be messy, or swathes of unstructured text. 
In order to make data useful and actionable, 
collective intelligence projects must find ways to 
easily interpret data. This can be for the benefit 
of the community or for the project leader to 
make sense of the results.

pointers for reflection and discussion:

• There are a range of methods for 
connecting or bringing together different 
data or insights for collective intelligence 
projects. These can be categorised 
under three broad headings: ‘connecting 
data with data’ (e.g. matching datasets, 
or establishing data collaboratives or 
warehouses); ‘connecting data with people’ 
(e.g. crowds categorising, cleaning, sorting 
or tagging unstructured information, 
photos or PDFs) or connecting ‘people with 
people’ (e.g. deliberation, peer-ranking  
or upvoting).

• Data-heavy projects will rely more on 
quantitative tools for exploring and 
analysing data. There are both open 
source and proprietary software packages 
to help with processing and visualizing 
data. Other projects may need to 
involve much more active community 
participation, bringing people together in 
making sense of information.

• Interpreting data is sometimes non-
contentious - it’s about understanding 
facts, or joining the dots to spot obvious 
correlations or trends (e.g. rising infant 
mortality or the number of wildfires in a 
region). On other occasions the data will 
be much more subjective - it’ll require 
interpretation and evaluation by many 

different stakeholders, or perhaps even assessment 
by an independent group (as is the case for some 
challenge prizes).

• When interpreting data it’s always crucial to reflect 
on bias - especially when working with predictive 
models that are only ever as good as the dataset 
they are trained on. This also applies to offline 
groups, which can be susceptible to groupthink or 
confirmation bias. For some simple tactics see the 
Overcoming Biases Guide. 

• For projects involving management of crowds, 
facilitation or moderation of both online and 
offline discussions can encourage more meaningful 
contributions. Providing feedback on what kinds 
of comments are most useful, and posing framing 
questions that redirect conversations or encourage 
elaboration help participants to focus on the topic 
at hand. The Crowd Facilitation Guide and ORID 
Framework Guide will help you to facilitate more 
productive online or offline conversations.

• A particular challenge when inviting ideas, 
suggestions or free-text contributions from large 
crowds is how to make sense of large volumes of 
unstructured text. One solution can be to use tools 
that constrain what people are able to do on the 
platform, so the results are easier to analyse and 
display (see the Visualizing Citizen-Generated Data 
Guide). Artificial intelligence methods can also help 
to sort unstructured information into clusters to 
reveal underlying patterns.
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connect 
method cards
These People Cards are to be used as 
prompts for discussion in conjunction 
with the collective intelligence project 
design canvas and associated activities. 
They highlight common groups of people, 
and are not intended to be exhaustive. 
The People Cards are one of six ‘decks’, 
structured according to different stages of  
the playbook. 

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these People Cards with your 

group or workshop participants at any 
point to guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards to 
help answer particular design questions. 
 

3. Consider which people are most relevant 
to you and your challenge.



deliberation
D

eliberation is a m
ethod of w

eighing up different 
options through dialogue. It can typically be used 

for engaging m
em

bers of the public or participants 
in considering trade-offs, and in establishing greater 

understanding of one another’s view
s to arrive at m

ore 
consensus-driven and inform

ed set of solutions  
or recom

m
endations.
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In 20
12 the ruling R

eform
 Party in Estonia w

as beset 
by a scandal related to anonym

ous donations, w
hich 

sparked a national engagem
ent exercise. The five-

stage process began w
ith crow

dsourcing of over 
2,0

0
0

 proposals on an online platform
, on topics from

 
reducing barriers to creation of political parties, to 

im
proving party conduct. The process then culm

inated 
in a face-to-face deliberation betw

een random
ly 

selected citizens. O
ver several days, the group w

as 
tasked w

ith sorting through the online proposals, and 
m

aking practical recom
m

endations to the Parliam
ent. 

Fifteen proposals w
ere subm

itted, leading to three 
new

 item
s of legislation and another four proposals 

being partially adopted.
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data collaborative
D

ata collaboratives are a form
 of collaboration in 

w
hich partners from

 different sectors - including 
private com

panies, research institutions, and 
governm

ent agencies  - enter into an agreem
ent to 

exchange data for a specific social cause. The aim
 of 

data collaboratives is to unlock new
 value in private 

data that w
ould otherw

ise not be exploited. 
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In recent years the M
exican state of Tabasco has 

experienced record-breaking rainfall, yet tim
ely data 

about how
 floods are affecting the population in 

real-tim
e is currently m

issing. In response, U
N

 G
lobal 

Pulse brought together a range of novel datasets to 
generate real-tim

e insights about hum
an behaviour 

during flooding events. D
ata sharing and analysis 

w
as m

ade possible via a public-private partnership 
betw

een Telefonica R
esearch and data scientists from

 
the Technical U

niversity of M
adrid, under guidance 

from
 experts at G

lobal Pulse and the W
orld Food 

Program
m

e. B
y com

bining citizen m
obile phone data, 

rem
ote sensing data (satellite im

ages), rainfall data, 
and census data from

 citizens, the project w
as able 

to use patterns of m
obile phone activity to highlight 

the im
pacts of flooding on infrastructure and the 

local population, w
hilst also helping to identify w

here 
to target and im

prove public com
m

unications for 
disaster response.
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collaborative platform
A

 collaborative platform
 enables a loosely defined 

group of participants to com
e together to create 

a product or service, w
hich is typically then m

ade 
available to contributors or non-contributors alike. It 
draw

s on principles of open collaboration and open 
source softw

are developm
ent, w

hereby openness 
and transparency in product developm

ent im
prove 

participation, trust and collective m
em

ory.
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W
ikifactory is an open platform

 that allow
s product 

designers and creators to collaboratively solve 
problem

s using digital fabrication technologies. It 
responds to a problem

 am
ong product designers 

w
here sharing PD

Fs and different file types over em
ail, 

or via a shared drive, hinders effective collaboration. 
The platform

 provides som
ething sim

ilar to G
ithub for 

product designers, including version-control, an issue 
and docum

entation tracker to crow
dsource ideas or 

solutions, a perm
ission system

 and com
m

unity tools 
to aid collaboration. B

y opening up the process of 
product design, W

ikifactory also m
akes it possible 

to invite collaboration on designs from
 creators all 

over the w
orld, w

ho m
ay copy, use or replicate the 

designs. M
any projects currently on the site aim

 to 
provide cheap solutions for solving social problem

s 
using digital fabrication, from

 sm
all w

ind turbines to 
w

ater filtration system
s for clean w

ater. So far over 
3,0

0
0

 product developers from
 around the w

orld have 
signed up to the platform

.
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project w
ikis

A
 project w

iki is a collaborative w
eb page w

hich 
anyone can access, change or edit. Project w

ikis are 
structured to enable m

ultiple people to collaborate, 
share know

ledge and im
prove on one another’s w

ork 
all in one place.
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Public lab is an open com
m

unity for citizen 
scientists, w

hose aim
 is to em

pow
er com

m
unities 

facing environm
ental justice issues to ow

n the data 
and advocate for the change they w

ant to see. 
Public Lab use project w

ikis to collect inform
ation, 

docum
entation and instructions on citizen science 

projects. These range from
 guides on how

 to build 
your ow

n spectrom
eter to introductions to near-

infrared photography. D
ue to their open nature, the 

com
m

unity is able to iterate and im
prove on project 

w
ikis over tim

e or as new
 inform

ation becom
es 

available. Som
e of the m

ost active pages have been 
edited and updated by the com

m
unity over 70

0
 tim

es. 
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open source repository
A

n open source repository is a digital repository w
here 

content (e.g. code, text or other learning resources) 
can be stored and freely dow

nloaded w
ith few

 
restrictions on use. M

any open source repositories help 
aid collaboration by providing a space for uploading 

docum
entation, m

onitoring and version control. 
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Softw
are projects can be com

plex and often require 
contributions am

ong a w
ide variety of developers and 

team
s. G

ithub is a platform
 for enabling collaborative, 

non-linear w
orking w

ith open source files. The 
platform

 is built on top of the ‘G
it’ distributed version 

control system
 w

hereby every user contributing to 
a project holds a version of the project’s content (a 
‘repository’) w

hich they can edit, add to and test. 
W

hen they are satisfied w
ith their edits they can 

‘com
m

it’ them
, and the system

 exchanges sets of 
changes, synchronising everyone’s latest w

ork. 

G
itH

ub hosts these repositories and adds a user 
interface and tools that help w

ith coordinating w
ork. 

The platform
 m

akes detailed statistics of users’ w
ork 

open to inspection by default. G
ithub reports having 

over 30
 m

illions users and 10
0

 m
illion repositories, 

m
aking it the largest host of source code in the w

orld.
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com
m

unity of practice 
A

 com
m

unity of practice is a group w
ho share a 

concern and learn by interacting w
ith one another 

regularly. In pursuing their practice area, participants 
help each other, and build up a repertoire of shared 

resources (experiences, tools and solutions) w
hile 

w
orking together. 
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States of C
hange is a global com

m
unity of practice 

w
hose aim

 is to build the culture and capability of 
governm

ents to deal w
ith the problem

s they face, and 
strengthen shared know

ledge about public innovation. 
States of C

hange runs learning w
orkshops and 

collaborative R
&

D
 projects w

ith governm
ents around 

the w
orld to explore and test w

hat w
orks. Since its 

creation States of C
hange has w

orked directly w
ith 

over 150
 public servants, including from

 national and 
regional governm

ents in the U
K

, A
ustralia, C

anada 
and Latin A

m
erica. A

n evaluation of the program
m

e 
highlighted how

 its focus on in-practice learning 
helped participants gain greater confidence in 

applying and spreading innovation.
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data w
arehouse 

A
 data w

arehouse is a central database optim
ised to 

analyse inform
ation com

ing from
 a range of different 

sources. D
ata is cleaned, organised and structured in 

advance, acting as a single source for querying and 
enabling faster decisions.
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The N
ew

 York C
ity Fire D

epartm
ent (FD

N
Y) uses 

a R
isk-B

ased Inspection System
 in order to better 

understand buildings that are m
ost vulnerable to 

fire across the city. C
ollecting data from

 building 
inspections w

as previously done by paper, m
aking 

it prone to delays and difficult to share inform
ation 

across the city’s various fire com
panies, battalions and 

divisions. Therefore the departm
ent has built a data 

w
arehouse that all internal partners can access. This 

has helped to stream
line the FD

N
Y’s entire inspection 

w
orkflow

, allow
ing statistics from

 the inspections to be 
gathered in one place, and im

proving m
easurem

ent 
against internal goals. 
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participatory m
onitoring 

Participatory m
onitoring is the regular collection 

of m
easurem

ents undertaken by local residents or 
m

em
bers of a com

m
unity. The aim

 is to provide high-
quality inform

ation and raise aw
areness about  

local issues. 
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A
s the clim

ate changes and becom
es m

ore difficult to 
m

anage, farm
ers around the w

orld need to be able to 
adapt, including access to a w

ide range of crop seeds. 
Through the Seeds for N

eeds initiative, farm
ers test 

and evaluate different varieties of seeds in their ow
n 

farm
’s conditions, using an online platform

. Scientists 
then link farm

ers’ feedback w
ith agro-clim

atic and 
soil data, and feed inform

ation back to farm
ers about 

w
hich varieties are best adapted to local clim

ates. A
s 

as a result of participatory m
onitoring trials, in 20

17 
the Ethiopian governm

ent approved tw
o new

 w
heat 

varieties for distribution as officially approved seeds. 
The project now

 involves around 45,0
0

0
 farm

ers 
around the w

orld. 
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online forum
s

O
nline forum

s are platform
s that allow

 people to 
share ideas and resources, to deliberate on key issues 
or sim

ply to talk to one another. They m
ay be used by 

policym
akers to generate discussion or suggestions on 

a bill or docum
ent, or they m

ay be set up by projects 
or com

panies trying to build and sustain a com
m

unity. 
M

ost successful forum
s involve active and  

ongoing m
oderation. 
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Sm
artParticipation is an open source e-participation 

platform
 designed to offer an adaptable online forum

 
environm

ent for inform
ed discussion and ideation. 

The design w
as inform

ed by experim
ents run by 

researchers at the U
niversity of C

ornell in partnership 
w

ith several governm
ent agencies in the U

S. The 
platform

 itself provides easy content authoring, 
targeted com

m
enting and options for  

m
oderating discussions. 

O
ne of the m

any experim
ents run on the platform

 
w

as a 20
11 consultation on A

irline Passenger R
ights 

in partnership w
ith the D

epartm
ent of Transportation 

(D
O

T). M
ore than 19,0

0
0

 visitors posted over 90
0

 
com

m
ents on a proposal that w

ould give airline 
passengers increased protections. A

fter the com
m

ents 
w

ere sum
m

arised and sent to the departm
ent, D

O
T 

announced that they played an im
portant part in 

shaping the final rules.
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w
hat w

orks centres
W

hat W
orks C

entres aim
 to ensure that public 

spending and practice is inform
ed by the best 

available evidence. C
entres operate in their ow

n 
distinct w

ay, but all aim
 to generate evidence and 

translate it into relevant and actionable guidance. 
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The EEF is an independent charity dedicated to 
breaking the link betw

een fam
ily incom

e and 
educational achievem

ent, by gathering research 
evidence and m

aking it actionable to teachers and 
practitioners across the U

K
. EEF’s Teaching Learning 

Toolkit is an accessible and interactive w
eb tool 

that sum
m

arizes research evidence for teachers 
and schools on how

 to im
prove the attainm

ent of 
disadvantaged people, according to cost, evidence 

and im
pact. M

ore than half of secondary school 
leaders in the U

K
 now

 say they use this resource. 
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study circle
Study circles are groups that m

eet regularly w
ith 

an aim
 to develop collective social expertise, and to 

brainstorm
 solutions or ideas. They try to incorporate 

diverse perspectives and encourage people to 
respectfully consider the view

s and values of other 
m

em
bers w

ithin a com
m

unity. STA
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The R
esilience D

ialogues w
ere a set of facilitated 

discussions in the U
S designed to help com

m
unities 

create clim
ate action plans. The service uses an 

online platform
, developed by the M

assachussetts’ 
Institute for Technlogy’s C

lim
ate C

oLab. Ideas from
 

com
m

unities are m
atched w

ith expert know
how

, and 
online discussions are used to clarify local risks and 
opportunities, share strategies that have w

orked in 
other com

m
unities, and build shared com

m
itm

ent to 
future plans and actions. 

Local know
ledge, com

bined w
ith prom

pts from
 

experts about the resources needed for various ideas 
and the likely outcom

e of particular proposals lead 
to m

uch m
ore robust proposals than either of these 

groups could have produced in isolation. C
om

m
unities 

leave the dialogues w
ith m

ore confidence, as w
ell 

as a range of new
 resources and a strategy for 

im
plem

enting resilience efforts in their local context.
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peer-to-peer exchange
Peer-to-peer exchange refers to the process of sharing 

inform
ation horizontally to build and m

aintain a 
com

m
unity, to collect data, connect people or send 

alerts about an event or em
ergency. Platform

s for 
this vary, ranging from

 m
essaging platform

s to online 
forum

s. Som
e rely on the internet but others do not 

(e.g. SM
S or m

esh netw
orks).
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W
efarm

 is a free peer-to-peer service that enables 
sm

all-scale farm
ers in K

enya, U
ganda, and Tanzania 

to share inform
ation via SM

S, w
ithout the internet 

and w
ithout having to leave their farm

. W
efarm

’s 
netw

ork allow
s sm

all-scale farm
ers to ask each other 

questions on anything related to agriculture and then 
receive crow

dsourced bespoke content and ideas 
from

 other farm
ers around the w

orld w
ithin m

inutes. 
The questions can be asked in any language and 

m
essaging is free of charge.

K
now

ledge shared on W
efarm

 can help farm
ers 

produce higher quality products, increase yields, 
gain insight into pricing, tackle the effects of clim

ate 
change, diversify agricultural interests, and source the 

best seeds, fertilisers, and loans.
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hackathon
A

 hackathon is a challenge-based event w
here 

the organiser defines a problem
 or challenge, and 

participants com
pete to create a solution. Som

etim
es 

this involves a rew
ard. H

ackathons bring people 
together to help surface new

 ideas or solve a  
problem

 quicker.
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In 20
18, the Taiw

anese governm
ent launched the 

Taiw
an Presidential H

ackathon to dem
onstrate its 

com
m

itm
ent to open source and open data, and 

to accelerate solutions that address the needs of 
the country by inviting social innovators to propose 

project ideas using data and technology.

The governm
ent provided participating team

s 
w

ith open governm
ent datasets, as w

ell as som
e 

‘protected’ data that can be m
ade accessible upon 

request. Subm
issions w

ere judged based on criteria: 
innovation, social influence and feasibility. In 20

19 
ten finalists w

ere selected from
 over 10

0
 subm

issions, 
w

ith solutions ranging from
 predictive m

onitoring of 
w

ater leakages to a platform
 for im

proved know
ledge 

sharing am
ong caregivers. The governm

ent has 
now

 introduced an international track that invites 
subm

issions from
 all over the w

orld. 
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INSTRUCTIONS:
1. Before running your first session, read 

through the overcoming biases guide. 

2. Split your group into smaller groups, 
each with its own flip chart. 
 

3. Write on each flip chart one of the 
biases from the guide, or any others 
you want the group to cover. 

4. Give the group 5-10 minutes at each 
one, ask them to make comments 
around what this bias looks or feels like 
from their own experiences. Then add 
any strategies to avoid it. 

5. After 5-10 minutes ask them to move 
around clockwise to the next one and 
add to it. Repeat this until everyone 
has contributed to each bias.  

6. Ask them to go back to their original 
flip chart and give them a few minutes 
to summarise their bias before taking 
turns to present back to the wider 
group.  

7. Remember to introduce ‘bias reflection 
moments’ lasting 10-15 minutes at key 
decision-points in any group  
decision-making process.

overcoming 
biases
The saying ‘two heads are better than one’ 
alludes to the many potential benefits 
of group decision-making. But cognitive 
and social biases can also undermine the 
effectiveness of group decision-making. 
The short guide and world cafe exercise 
are intended to help your group become 
more aware of some of these potential 
pitfalls and to think about proactive 
tactics to mitigate against them.

TIME FRAME
40 - 90 mins

GROUP SIZE
10 - 40 people

MATERIALS
Flipcharts, pens, post-its

STAGE: 
CONNECT & INTERPRET D2



POTENTIAL BIAS TACTICS TO OVERCOME BIAS

Conformity Bias When people suppress opinions or dissent to go along with group consensus.  
Also known as group think. 

• Allocate someone in the group to play devil’s advocate
• Gain everyone’s personal perspective first (e.g. through a silent brainstorm)

Confirmation Bias Interpreting all new evidence as confirmation of existing belief/theories, or rejecting 
information that doesn’t confirm existing views.  

• Actively seek out evidence that contradicts the group’s theory/world view
• Ensure you have a diverse group
• Use techniques like ‘six hat’ thinking 

Authority Bias The opinions of those with the highest social status, or greatest seniority get 
prioritised.  
This can also occur if there is a very dominant or confident individual in the group.

• Level the field by removing hierarchies among participants where possible
• Introduce turn-taking and prevent interruptions or collect input anonymously 
• Ensure the leader doesn’t state their opinion too early  

Shared Information Bias The tendency for group members to spend more time and energy discussing 
information that all members are already familiar with (i.e., shared information), and 
less time and energy discussing information that only some members are aware of  
(i.e. unshared information).

• Avoid time pressure or other constraints that might dissuade group members 
from sharing more information

• Listen out for the minority view for hidden insights

Anchoring Bias A tendency to jump to conclusions by basing decisions on information or an idea 
gained early on in the decision-making process. Also known as first-impression bias.

• Allow time for group deliberation, reasoning and checking of logic

In-Group Out-Group Bias A pattern of favoring members of one's in-group over out-group members. This 
can be expressed in being more positive and helpful towards one’s in-group, at the 
expense  
of others. 

• Look for commonalities between opposing groups
• Encourage empathy - asking people to put themselves in another person’s shoes 

Optimism Bias Overestimating the probability of positive events or effects and underestimating the 
probability of negative events or effects.  

• Undertake a ‘pre-mortem’, asking the group to imagine that their solution or 
project has gone very badly wrong and describe how this happened. 

• This will help people think ahead.

collective intelligence design playbook
overcoming biases
How will we enable everyone to contribute independently and freely?

STAGE: 
CONNECT & INTERPRET D2



INSTRUCTIONS:
1. Review the recommended daily 

and weekly tasks of the online 
crowd facilitator and the four main 
behaviours of the online  
crowd facilitator. 

2. Build and moderate your online 
community and review, update and 
tailor your daily and weekly tasks  
as necessary.

REFERENCE:  
100%OPEN CROWD FACILITATION GUIDE

crowd 
facilitation
Good facilitation of online forums and 
communities is vital to keep a crowd 
productive. By giving regular feedback the 
facilitator adds value through suggesting 
real-time changes as well as making 
conclusions in the final analysis. Here 
are the four primary tasks of a crowd 
facilitator, and some daily and weekly 
tasks to consider.

TIME FRAME
30 mins

GROUP SIZE
50+ people

MATERIALS
None

STAGE: 
CONNECT & INTERPRET D3



collective intelligence design playbook
crowd facilitation
How can we support people to contribute ideas effectively?

DAILY TASKS

• Welcome new members in comments, messages or with an email

• Encourage new members to post pictures for their ideas and profiles

• Check and respond to new posts

• If posts are similar, link their authors

• Suggest workarounds if someone has a problem or question

• Moderate language if necessary

• Respond to any technical issues

WEEKLY TASKS

• Create or curate new blog posts and send newsletter

• Highlight and link to a variety of posts, from the most popular to 
random

• Discuss joining activity and the leaderboard positions if relevant

• Link to latest posts

• Compile weekly stats and activity into a report with a top line  
analysis and take note of significant trends

• Liaise with project team or partners and give updates on activity,  
flag any concerns and put forward any ideas for improvement

FACILITATION  BEHAVIOURS
• Be nice. Welcome new members. 

• Post encouraging comments on 
first time submissions. • Praise good contributions. 

FOSTER INNOVATION  

& PEER LEARNING

• Encourage people to expand on 

their ideas to improve them.

• Encourage experienced 

participants to help newer 

members overcome challenges.

• Remind people to upvote ideas 

and posts they find useful.

BE HELPFUL

• Link similar posts to 

encourage members to  

pool their efforts in  

developing ideas.

• Provide technical help  

where needed. 

• Share interesting content  

on the blog.

ENFORCE THE RULES• Write a process for dealing 

with any posts that  
are reported. • Moderate transgressions 

appropriately.• Escalate concerns to the 

appropriate colleague. 

REFERENCE:  
100%OPEN CROWD FACILITATION GUIDE

STAGE: 
CONNECT & INTERPRET D3



data flow
By mapping the data flows over the course 
of your project you will start to understand 
the interdependencies between different 
design stages. It will help you to iteratively 
refine your data methods, identify 
associated biases and suggest actions 
to mitigate. You may need specialist 
expertise to help you answer some of  
the questions. 

TIME FRAME
60 - 90 mins

GROUP SIZE
3 - 8 people

MATERIALS
Data Flow Worksheet, Data Bias 
Guide, Data Methods Prompt 
Cards, post-its, 1 x pen per person, 
bluetack

INSTRUCTIONS: 

Part 1: Mapping your project's data flow
1. Review the questions on the Data Flows 

Worksheet, some of them may be familiar 
to you from earlier parts of the  
design process. 

2. Fill in the first box with the data sources 
and methods that you have decided to use 
in your project. 

3. For each subsequent question spend 5-10 
minutes discussing different approaches 
using the Data Flow Guide and/or prompt 
cards as a group.

 

Part 2: Thinking about bias
4. Nominate 1-2 people in your group to act 

as the anti-bias 'champions'. They should 
review the Data Bias Guide.  

5. Other participants should spend 5 minutes 
writing down as many possible sources 
of bias in the dataflow as they can think 
of. Some might be down to the data 
collection while other biases might be the 
result of the methods used to process or 
analyse data.  

6. With the help of the anti-bias champions 
cluster the biases by category. Discuss 
where along your data flow, these biases 
could occur.  

7. Discuss potential mitigation strategies, 
using the Data Bias Guide as a  
starting point.

STAGE: 
CONNECT & INTERPRET D4



collective intelligence design playbook
data flow
How will we bring together our data (store, clean, process, share)? What biases might there be in our data?

We have checked and obtained the necessary data permissions for collecting, using, sharing and storing the data.

We have considered mitigation strategies for different sources of bias along the pipeline.

☐

☐

STAGE: 
CONNECT & INTERPRET D4

WHAT DATA WILL  
WE COLLECT?

HOW WILL WE VALIDATE THE 
QUALITY OF OUR DATA?

WHERE WILL WE STORE 
DATA? WHO HAS ACCESS?

WHAT PRE-PROCESSING  
IS NEEDED?

HOW AND WHO WILL 
ANALYSE OUR DATA?

WILL WE KEEP USING, 
STORING, SHARING  

THE DATA?

WHO?

Experts
Crowd
Machine

HOW?

☐
☐
☐



collective intelligence design playbook
data flow
How will we bring together our data (store, clean, process, share)? What biases might there be in our data?

IDENTIFY WHAT  
DATA YOU NEED AND CHECK 

DATA PERMISSIONS
DATA COLLECTION DATA STORAGE & ACCESS DATA CLEANING  

& PRE-PROCESSING DATA ANALYSIS USE & SHARE

STRUCTURED DATA 
(MACHINE READABLE)
• Databases
• In situ sensors
• APIs
• Satellite data etc.

• Cloud or internal server
• Data collaboratives
• APIs
• Data warehouses

Pre-processing and cleaning can 
make you aware of gaps where 

more data is needed

You may have to go through many iterative 
rounds of cleaning and analysis as your 

understanding develops

• Modelling
• Statistical analysis
• Visualisation & mapping

• Visualisation
• Predictions
• APIs
• Open source repository

UNSTRUCTURED DATA
• Web scraping
• Active or passive human 

contributions
• Images
• Videos
• Measurements
• Free text DATA QUALITY 

CHECK

• Detecting outliers
• Identifying missing values
• Exploratory analysis

STAGE: 
CONNECT & INTERPRET D4



collective intelligence design playbook
data flow
How will we bring together our data (store, clean, process, share)? What biases might there be in our data?

BIASES AFFECTING DATA COLLECTION

SOURCE DESCRIPTION MITIGATION

Data collection protocol and parameters
The choice of data collection methods and which features of the 
data we choose to capture can sometimes reflect preconceptions 
we hold about the issue.

Think carefully about the issue you're exploring and your choice of 
variables before you finalise your data collection methods. Discuss 
these as a team to make sure you're capturing everything you need. 
For example, in the case of qualitative interview methods, questions 
should be neutral.

Measurement errors
Human recording errors or inaccuracies in the equipment used for 
measurements will affect data quality.

Make sure you check the quality of collected data. You can do this 
through peer or expert review or using multiple contributions for  
one datapoint.

Representation errors
Sometimes the data we collect is not representative of the  
underlying issue. 

Discuss representation as a team and check your protocols with 
others who have experience with data collection or the issue you're 
exploring.

BIASES AFFECTING DATA ANALYSIS

SOURCE DESCRIPTION MITIGATION

Crowd worker bias
When you rely on a crowd for data analysis using microtasking, you 
risk increasing the potential for human error. 

Providing training on the analysis task has been shown to improve 
microtasking accuracy. 

AI model bias
AI models can be the source of inaccuracies if they are trained on 
biased (unrepresentative) datasets.

Interrogate your assumptions during data collection.
Test your model on diverse datasets.

Data drift
During real-time data collection and processing, any structural 
changes to data at the source will affect the analysis.

Introduce period checks on the data to ensure that it hasn’t 
changed.

Model drift
When a model is trained on data about an issue or context that is 
changing rapidly, the model’s predictions can become outdated  
very quickly.

Seek advice from domain experts or peers. Introduce period checks 
of the stability of the model.

STAGE: 
CONNECT & INTERPRET D4



interpret 
method cards
These Interpret Method Cards are to 
be used as prompts for discussion in 
conjunction with the collective intelligence 
project design canvas and associated 
activities. They highlight common 
methods to make sense of your results, 
alongside illustrative case studies and 
are not intended to be exhaustive. The 
Interpret Methods Cards are one of six 
‘decks’, structured according to different 
stages of the playbook. 

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these Interpret Method Cards 

and associated case studies with your 
group or workshop participants at any 
point to guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards to 
help answer particular design questions.  

3. Consider which methods are most 
relevant to you and your challenge.



proxy indicator analysis
In statistics, a proxy is a variable that is not directly 

relevant, but can serve in place of an unobservable or 
m

easurable variable. P
roxy indicator analysis is useful 

for inferring a m
easurem

ent for unavailable data 
based on know

n correlated inform
ation.
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The U
N

D
P office in Sudan tested the use of satellite 

data for estim
ating poverty levels via changing 

night-tim
e energy consum

ption. The team
 used data 

pulled from
 night-tim

e satellite im
agery and analysed 

these illum
ination values over a tw

o-year period, in 
conjunction w

ith electric pow
er consum

ption data 
provided by the national electricity authority. The 
proof-of-concept show

ed that night-tim
e satellite 

im
agery provided a reasonable proxy for poverty, 

though m
ore detailed analysis w

ith higher spatial and 
tem

poral resolution w
ould have provided a better 

result. The experim
ent dem

onstrated the feasibility 
of using satellite im

agery and m
achine learning 

to understand poverty, w
hich a num

ber of other 
organisations have continued to explore.

D
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natural language 
processing (nlp)

N
atural language processing (N

LP) allow
s com

puters 
to understand, interpret and extract key inform

ation 
from

 hum
an language. N

LP techniques can be used 
to carry out autom

ated analyses of different m
edia to 

better understand w
hich issues m

atter to people and 
w

hat they are saying about key issues.
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In U
ganda, calling into a talk show

 on radio to share 
thoughts, opinions and reports is a com

m
on practice, 

especially in rural areas. Pulse Lab K
am

pala and 
the U

N
D

O
C

O
 developed a technology prototype 

that allow
s analysis of public discourse on radio, 

understanding trends or issues that m
atter to 

com
m

unities in real-tim
e. The R

adio C
ontent A

nalysis 
Tool transform

s discussions taking place on radio into 
big data text, w

hich is then m
ined for topics  

of interest.

For instance, filters to detect conversations regarding 
refugees w

ere created and a translation team
 

annotated all m
entions of refugees, including issues of 

acceptance, health or increasing social tensions. The 
study dem

onstrated that speech-to-text processing, 
com

bined w
ith N

LP, can provide insights on early 
w

arning m
echanism

s, can help to m
onitor the 

im
plem

entation of projects and program
m

es, and can 
support program

m
e evaluation.
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predictive analytics
P

redictive analytics encom
passes a variety of 

statistical techniques that analyse current and 
historical facts to m

ake predictions about future or 
otherw

ise unknow
n events. It can be used to identify 

early w
arning signs or to predict likely outcom

es 
based on a range of variables.
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A
rtificial Intelligence in M

edical Epidem
iology 

(A
IM

E) is an initiative that uses data from
 a variety 

of different sources to predict disease outbreaks, 
providing w

arnings before the spread of disease 
occurs. The system

 relies on an algorithm
 that blends 

over 20
 different variables from

 local governm
ent data 

and satellite data, w
ith variables such as w

eather, 
w

ind speed and direction to rainfall. The result of this 
analysis is a m

ap w
hich illustrates the probability 

and location of the next outbreak. Follow
ing initial 

tests in M
alaysia, B

razil and other South A
m

erican 
countries, A

IM
E’s successes include an algorithm

 that 
can predict the location of the next D

engue, Zika or 
C

hikungunya outbreak up to three m
onths in advance 

w
ith over 86 per cent accuracy.

D
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deliberation
D

eliberation is a m
ethod of w

eighing up different 
options through dialogue. It can typically be used 
for engaging people in m

aking trade-offs, and in 
establishing greater understanding of one another’s 
view

s to establish consensus. Som
etim

es stratified 
sam

pling can be used to select a representative 
sam

ple of participants (so-called ‘m
ini-publics’).
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In 20
12 the ruling R

eform
 Party in Estonia w

as beset 
by a scandal related to anonym

ous donations, w
hich 

sparked a national engagem
ent exercise. The five-

stage process began w
ith crow

dsourcing of over 
2,0

0
0

 proposals on an online platform
, on topics from

 
reducing barriers to creation of political parties, to 

im
proving party conduct. The process then culm

inated 
in a face-to-face deliberation betw

een random
ly 

selected citizens. O
ver several days, the group w

as 
tasked w

ith sorting through the online proposals, and 
m

aking practical recom
m

endations to the Parliam
ent. 

Fifteen proposals w
ere subm

itted, leading to three 
new

 item
s of legislation and another four proposals 

being partially adopted.
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crow
d forecasting

C
row

d forecasting is a m
ethod that asks sm

all or 
large groups to m

ake predictions about the future. It is 
inspired by research w

hich show
ed that sm

all crow
ds 

of non-experts can often forecast political events 
m

ore successfully than individual experts.
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G
enocide and m

ass atrocities are alm
ost alw

ays 
preceded by a range of early w

arning signs. The Early 
W

arning Project aim
s to im

prove the early w
arning 

system
 for m

ass atrocities using a m
ixture of crow

d 
forecasting and statistical m

odelling. A
n annual 

com
parison survey invites experts in the field to 

participate, presenting them
 w

ith pairs of countries 
and then asking them

 to choose w
hich is m

ore likely 
to experience a new

 m
ass killing. The cases from

 the 
annual survey then inform

 the selection of countries 
w

hich the Early W
arning Project tracks in real tim

e 
using a crow

d prediction polling tool called G
ood 

Judgm
ent O

pen. A
nyone can sign up to take part and 

the insights from
 the crow

d consensus help address 
gaps in the statistical m

odel. Early W
arning Project 

produces a ranked list of m
ore than 160

 countries 
based on their likelihood of experiencing an onset of 

m
ass killing in order to better target  

preventative action.
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data visualisation
D

ata visualisation encom
passes a range of techniques 

for representing inform
ation, from

 com
plex graphs to 

m
ind-m

aps and tools for illustrating com
plex concepts 

or ideas. They can be static or dynam
ic, and they m

ay 
also be connected to databases, or updated m

anually. 
D

ata visualisation can help to bring com
plex or m

essy 
data to life in new

 w
ays, aiding collective aw

areness 
and understanding of the issues that m

atter.
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Pol.is is an exam
ple of an interactive survey tool 

that uses a statistical technique - know
n as principal 

com
ponent analysis - to visualise participants’ 

opinions in real-tim
e. O

pinions are clustered, and 
users can click on different clusters to see how

 m
any 

people agreed or disagreed on certain statem
ents. 

The tool w
as used as part of a consultation run by the 

Taiw
anese governm

ent on how
 to regulate ridesharing 

com
panies. The visualisation helped people to 

understand the key dividing points am
ong the 70

0
 or 

so participants. N
ot only did this help law

m
akers and 

participants gain greater understanding of the key 
areas of contention, it also helped participants arrive 

at a series of key consensus statem
ents that w

ere later 
used as the basis for new

 regulations.
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INSTRUCTIONS:
1. Review the guide and the nine different 

ways to visualise citizen-generated 
data. 
 

2. Consider which visualisation technique 
might be best for you and your project. 

3. Discuss with colleagues: can you 
think of any other ways to make the 
data you collect easy to visualize, and 
understand? What implications will the 
tools that you use have on how people 
provide information, or how they 
interact with one another?

REFERENCE:  
ADAPTED FROM NESTA, SMARTER SELECT COMMITTEES

visualizing 
citizen-
generated 
data

This activity for anyone who is looking for 
the best way to make sense of citizen-
generated data through visualisation.

TIME FRAME
5 - 10 mins

GROUP SIZE
1 - 5 people

MATERIALS
None

STAGE: 
CONNECT & INTERPRET D6



collective intelligence design playbook
visualizing citizen-generated data
How will we make sense of the information we collect?

A common challenge for collective intelligence 
projects is how to visualise large volumes of 
citizen generated text, ideas or interactions. 
Good visualizations are not only important 
to derive clear insights, they can also be 
presented back to participants to boost 
satisfaction and improve collective learning.

A range of different approaches can help 
to make messy, unstructured data from 
citizens more understandable and actionable. 
Examples like Pol.is are a powerful way to 
visualise consensus across a wide array of 
ideas and opinions, whereas other activities 
may be useful to visualise consensus within an 
online forum-style setting (e.g. Your Priorities 
and Kialo for larger groups, or Loomio for 
smaller groups). 

The diagram opposite provides some examples 
and corresponding methods. Examples 
vary in the types of input they require from 
people, ranging from active to more passive 
participation; and from quick and easy to 
deeper, more deliberative engagement.

What government policy can best meet our targets
for reducing greenhouse gas emissions?

Use carbon tax

Use cap and trade

Prone to be gamed by industry

You’re right - see EU experience

23% 49%

14% 51%

Given away for free by
the government

Sold to the highest bidder

?

?

Statement clusters:
consensus vs divisive (Pol.is)

Discussion topography
(Kialo)

Network clusters
(Gephi / Kumu)

Statement clusters:
spatial consensus (Pol.is)

Statement lists: consensus
and divisive (Pol.is)

Pie Chart
(Loomio)

Discussion tiles
(Your priorities)

Sentiment dashboards
(Premise)

Deliberation map
(Deliberatorium)

REFERENCE:  
ADAPTED FROM NESTA, SMARTER SELECT COMMITTEES

STAGE: 
CONNECT & INTERPRET D6



collective 
decisions
There are many different types of 
collective decision making. This guide 
provides an overview of the six main types 
and provides an overview to consider 
which might work best depending on the 
decisions you want and need to make as  
a group.

TIME FRAME
30 - 45 mins

GROUP SIZE
2 - 10 people

INSTRUCTIONS:
1. Before running any collective decision 

making process, read through the 
Overcoming Biases Guide. 

2. Consider your current project and 
organisation and consider the decision 
that you need to make. 

3. Now use the table to consider to what 
extent that decision is a) urgent/non-
urgent b) has wide impact/narrow 
impact c) has well defined options/
undefined options d) is irreversible/
reversible and e) is high risk/low risk. 
As a result select two or three decision 
making methods that could  
be appropriate.

4. Review the description of each type 
of collective decision and discuss the 
appropriateness for your  
particular situation. 

5. Then select the decision making 
method(s) that you intend to use and 
in what context. 

6. The first few times you try a particular 
method, factor in time afterwards to 
reflect on how it worked and whether it 
was effective, or whether any changes 
need to be made.

REFERENCE:  
DECIDER APP BY NOBL

STAGE: 
CONNECT & INTERPRET D7



collective intelligence design playbook
collective decisions
What type of decision do we need?

THE DECISION... CONSENSUS CONSENT CONSULTATIVE DELEGATION DEMOCRATIC

Is urgent ☐ ☑ ☐ ☑ ☐

Is non-urgent ☑ ☐ ☐ ☐ ☐

Has wide-impact ☑ ☐ ☐ ☐ ☑

Has narrow impact ☐ ☑ ☐ ☑ ☐

Has well-defined options ☐ ☑ ☐ ☐ ☑

Has undefined options ☐ ☐ ☑ ☐ ☐

Has irreversible consequences ☑ ☐ ☐ ☐ ☐

Has reversible consequences ☐ ☑ ☐ ☐ ☐

Is high risk ☑ ☐ ☐ ☐ ☐

Is low risk ☐ ☐ ☐ ☑ ☐

REFERENCE:  
DECIDER APP BY NOBL

STAGE: 
CONNECT & INTERPRET D7



collective intelligence design playbook
collective decisions
What type of decision do we need?

CONSENSUS 

- EVERYONE MUST AGREE

Gathering consensus takes time, but it works well when a 
decision will impact lots of people and those people have 
both valuable insight and the capacity for candid negotiation. 
Consensus decision making asks everyone in the group to shape 
the decision until a compromise is reached that reasonably 
satisfies everyone. 

Unlike some other decision making models, consensus strives 
to incorporate everyone's perspectives, needs, and ultimately 
their permission. Consensus has a long history of use in tight-
knit communities like faith groups, neighborhoods, and unions. 
Consensus also tends to be how recently formed organizations 
first approach decision making.

CONSENT

- NO ONE OBJECTS

Consent works well when speed is needed, when the proposal is 
clearly defined, and when the impact of the decision is limited 
and reversible. Consent means the absence of objections. Similar 
to consensus, consent invites group participation in the decision 
making process. But instead of granting each member the power 
to mould the proposal in pursuit of a compromise, consent urges 
the group to accept a 'good enough' solution. A decision is 
ratified when there are no meaningful objections.  
 
Consent has become increasingly popular among engineering 
and technology firms over the last decade because it attempts to 
combine both speed and inclusiveness. 

DELEGATION

 - YOU DECIDE, WITH LIMITATIONS

Delegation works well when time is critical, when a single 
member of the group has the best information (and it isn't you), 
and when the group is crystal-clear on what the execution would 
look like. Delegation means giving someone in the group explicit 
authority over making a decision, often with some guardrails.

One of the greatest leadership traits you can develop is removing 
yourself from the decision making process. Giving members of 
the group the authority to make a call independently will help 
your group act faster and give you more time to focus on the 
high-priority decisions that do require your attention. 

DEMOCRATIC

 - MAJORITY RULES

Democratic decision making works well when choices are clear 
cut, when your team is well informed, and when your culture 
embraces majority rule. Democratic decision making is when a 
leader gives up authority over a decision and presents a series of 
options to the full group to vote on. The option accepted by the 
majority of the group is then enacted.  
 
The democratic system, is usually traced to ancient Greek city 
states, although it’s probable that people have been voting 
throughout history. One form is the Nominal Group Technique 
which involves members of the group independently writing 
down ideas, then sharing and discussing, and finally voting by 
ranking or rating. 

CONSULTATIVE 

- I DECIDE, WITH INPUT

Consultative decision making works well when you need to 
gather expertise from a limited group or when you need the 
support of key members of the group. Consultative decision 
making means asking for input from a few select individuals, but 
ultimately reserving the decision for yourself. The consultative 
model is used when you need additional expertise or when you 
need to curry political favour. 
 
The consultative process is often done one-on-one, but it can 
also happen in a small group setting. For instance the Delphi 
Technique is a group process using written responses to a series 
of questionnaires instead of physically bringing individuals 
together to make a decision. 

REFERENCE:  
DECIDER APP BY NOBL

STAGE: 
CONNECT & INTERPRET D7
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INSTRUCTIONS:
1. Carefully set your goal for the 

conversation - this will help you 
articulate what you want to achieve.  

2. Develop the ORID questions you want 
the group to respond to. It’s advisable 
to test these with a colleague/critical 
friend in advance of starting the 
process. You might want to brainstorm 
questions first before refining  
and reordering. 

3. Use the right hand column to consider 
what methods or tools might help to 
facilitate the dialogue at each stage 
and/or throughout. 

4. When kicking off the session, explain 
the ORID approach to participants 
and ask for their buy-in to follow it 
respectfully. It’s helpful to prepare your 
opening and closing remarks  
in advance.  

5. Take the group through each set of 
ORID questions either capturing their 
key responses in the room as they’re 
shared or using an online  
collaboration tool.

INSPIRED BY:  
CONVERSATION, THE CANADIAN INSTITUTE OF CULTURAL AFFAIRS (ICA)

ORID 
framework
The ORID (Objective, Reflective, 
Interpretive, Decisional) method of 
strategic questioning is a structured 
conversation (face-to-face and/or online), 
led by a facilitator, to make intelligent 
decisions. ORID can be used in different 
scenarios from small meetings where 
everyone is in the same room, to large 
distributed teams with the help of different 
digital methods. For instance in Taiwan 
the ORID framework was used by the 
government to structure a mixed online 
and offline consultation process over 
several weeks, using a range of digital 
tools to collect and synthesize information 
at each stage. This worksheet will help you 
plan your structured conversation.

TIME FRAME
Can be delivered as a 1hr+ session 
or as a guiding framework for a 
longer consultation

GROUP SIZE
10 - 40+ people

MATERIALS
ORID Framework Worksheet, pens, 
post-its

STAGE: 
CONNECT & INTERPRET D8



collective intelligence design playbook
ORID framework
How will people contribute or interact?

O  
 

OBJECTIVE QUESTIONS

R 
 

 REFLECTIVE QUESTIONS

I 
 

INTERPRETIVE QUESTIONS

D 
 

DECISIONAL QUESTIONS

The O questions identify objective facts 
relevant to the topic. 

The key questions is:  
What do we know about this?

It’s essential you capture objective facts, not 
perceptions and opinions.

The R questions ask about how people feel 
about the topic.

The key question is:  
How do we feel about this?

Feelings might be positive, negative, 
apprehensive and sometimes emotional.

Ask participants to express their gut feelings 
even if they have no objective facts to support 
them. Capture likes, dislikes, fear and concerns. 
There are no wrong responses so encourage 
people to be honest and not hold back.

The I questions are to do with meaning.

The key question of the interpretive stage is 
this: What does it mean for me/you/us/our 
organisation, society, etc?

Interpretive questions allow the topic to be put 
into perspective and for the potential impacts 
of the topic on the individual, organisation or 
society to be explored. 

Useful interpretive questions might include 
“What if…?” questions as well as “What would 
it mean… ?”, “What would that do… ?” and  
so on.

The D questions lead to a decision.

The key question at the decisional stage is:  
What are we going to do?

The focus of discussion should be future-
focused and might include questions like: 
"What would be the best course of action?" 
"What would be achievable, positive 
outcomes?" "What is realistic given the 
limitation of our resources?"

INSPIRED BY:  
CONVERSATION, THE CANADIAN INSTITUTE OF CULTURAL AFFAIRS (ICA)

STAGE: 
CONNECT & INTERPRET D8



collective intelligence design playbook
ORID framework
How will people contribute or interact?

OUR CONVERSATION GOAL:

WHAT QUESTIONS WILL YOU USE TO 
 GUIDE PARTICIPANTS? METHODS FOR EACH STAGE METHODS TO USE THROUGHOUT

OBJECTIVE 

What do we already know about this?
(Facts, definitions, raw data) 

REFLECTIVE

How do we feel about this?
(Reactions, likes or dislikes, emotions)

INTERPRETIVE

What does it mean for me / you / us / 
our organisation, society?
(Meaning, values, significance, 
implications) 

DECISIONAL

What are we going to do?
(Resolution, actions, future direction) 

INSPIRED BY:  
CONVERSATION, THE CANADIAN INSTITUTE OF CULTURAL AFFAIRS (ICA)

STAGE: 
CONNECT & INTERPRET D8



collective intelligence design playbook
ORID framework
How will people contribute or interact?

OUR CONVERSATION GOAL: Regulating Uber in Taiwan

WHAT QUESTIONS WILL YOU USE TO 
 GUIDE PARTICIPANTS? METHODS FOR EACH STAGE METHODS TO USE THROUGHOUT

OBJECTIVE 

What do we already know about this?
(Facts, definitions, raw data) 

What is ridesharing? 

Who are the key stakeholders? 

What are the current regulations in place for ridesharing in Taiwan? 

How many people use ridesharing in Taiwan?

Relevant government ministries share 
data they have on the topic in reader 
friendly ‘fact sheets’, published on 
Slideshare. Definitions updated using 
Google Sheets.

Meeting agendas and consultation 
notes shared on live documents known 
as Hackpads.

SayIt for publishing transcripts.

Online forum Discourse can be used 
to ask questions to relevant ministries 
and share experiences.

Real-time moderation.

REFLECTIVE

How do we feel about this?
(Reactions, likes or dislikes, emotions)

How do we respond to this data? 

What experiences can people share to these facts or data? 

What are people’s reflections on the current regulations?

Pol.is for large scale conversation.

INTERPRETIVE

What does it mean for me / you / us / 
our organisation, society?
(Meaning, values, significance, 
implications) 

What have we learned about ridesharing from the previous stages? 

How can we best summarise information gathered in previous stages?

What are the implications? 

In-person conversation with key 
stakeholders, live streamed on YouTube 
and facilitated so people can  
submit questions.

DECISIONAL

What are we going to do?
(Resolution, actions, future direction) 

What are the key dividing points and what can key stakeholders agree on? 

What are the next steps?

‘Rough consensus’ determined via live-
streaming method above.

INSPIRED BY:  
CONVERSATION, THE CANADIAN INSTITUTE OF CULTURAL AFFAIRS (ICA)

STAGE: 
CONNECT & INTERPRET D8



generative 
decision 
making
Making decisions together does not have 
to be long and painful. Consent based 
decision making can help organisations 
make decisions collectively, efficiently and 
wisely. Generative decision making is a 
consent based decision making process. It 
requires a host, and the person taking on 
this role can and should vary. 

TIME FRAME
30 - 120 mins

GROUP SIZE
8 - 40 people

INSTRUCTIONS:
1. Use the Collective Decisions Guide (D7) 

to identify the type of decision that 
is appropriate for your issue. If you 
selected a consent based collective 
decision, then generative decision 
making is one method for achieving 
this type of outcome. 

2. Before running your first session, read 
through the seven stages of generative 
decision making to give you an 
overview of the process involved. You 
may want to practice this technique 
before using it as part of your 
collective intelligence project. 

3. Have all your participants seated in a 
circle facing each other. Ask people to 
put away distractions such as laptops 
and phones. Explain the process (steps 
1-7) to participants, and the rationale 
behind it.  

4. Run the session and take time to 
reflect on what worked well and what 
you could do differently next time. 

REFERENCE:  
PERCOLAB

STAGE: 
CONNECT & INTERPRET D9



collective intelligence design playbook
generative decision making
How will people contribute or interact?

STAGE 1. 
CHECK: ARE WE 

READY TO MAKE A 
DECISION?

STAGE 2. 
INITIAL PROPOSAL 

(VERSION 1)

STAGE 3. 
GROUP SEEKS 

CLARIFICATIONS ON 
PROPOSAL

STAGE 4. 
GROUP REACTIONS TO 

PROPOSAL

STAGE 5. 
REVISED PROPOSAL 

(VERSION 2)

STAGE 6. 
GROUP OBJECTIONS  

TO PROPOSAL

STAGE 7. 
DECISION ON PROPOSAL BY VISUAL 

CONFIRMATION

Understand whether 
the group is ready to 
make a decision. Is 
the context clear? Is 
there information or 
data that needs to be 
gathered? Could an 
open conversation help 
develop the group’s 
readiness to make  
a decision?

Hosting tips: You 
might need to offer the 
group one or two open 
conversation time slots 
to get to this point (e.g.. 
“I am going to put the 
timer on for 10 minutes 
while you explore the 
topic in question”). Offer 
supplementary time slots 
as necessary. You might 
need to conclude that 
the group is not ready to 
make a  decision, and this 
is ok. Listen in deeply and 
when you sense that there 
is a possible proposal in 
the air, the group is ready. 
Invite the group to head 
into the next step.

Invite the group — 
“would someone like 
to make an initial 
proposal?” This will 
help the group move 
forward into action 
and there will be lots 
of opportunities to 
fine tune the proposal 
together.

Hosting tips: Help 
the proposer name a 
proposal in ideally one 
single sentence. Avoid 
the proposal spreading 
into multiple proposals. 
Ensure that the proposal 
is written for all to see 
(separate from the 
proposer) and repeat it  
out loud.

The group has the 
opportunity to voice 
questions to the 
proposer. The proposer 
has two options i) 
provides the answer or 
ii) says "not specified" if 
the answer is unknown.

Hosting tips: If someone 
is speaking without a 
question (i.e. reaction) 
remind them that is 
question period. Ensure 
that all questions 
are directed at the 
proposer and no one else 
intervenes. Avoid letting 
the proposer speak about 
anything further than 
the direct answer (keep 
it tight). Sense when the 
clarification period is 
about to finish (i.e. you 
feel that people are ready 
to react).

It is mandatory that 
each person (minus the 
proposer) expresses to 
the group their reaction 
to the proposal; the 
different voices and 
perspectives of all 
need to be heard. 
The proposer listens 
deeply and takes notes. 
Afterwards the proposer 
will craft a new version 
of the proposal.

Hosting tips: Begin with 
the person who has the 
most reactive emotion 
and then go around, until 
everyone has shared their 
reaction. Make sure that 
the reaction is not about 
the proposer, but about 
the proposal itself — 
correct if necessary.

The proposer formulates 
a new version of the 
proposal in light of all 
that has been spoken. 
The host ensures that it 
is written and visible to 
all and reads it out loud.

Hosting tips: If you feel 
that the proposer might 
want to stay with the 
same proposal, remind her 
that she can. If you sense 
that the proposer needs 
support in formulating the 
second version, remind her 
that it is possible to ask 
for help — however do not 
rush into saying this.

An objection needs 
to express a risk or a 
backward movement 
for the organisation/
initiative. All objections 
are expressed to the 
host who then decides 
if the objection is valid 
or not. If it is valid, then 
the proposer needs to 
integrate it into a new 
version of the proposal. 
(Then the objection 
round is repeated).

Hosting tips:Sometimes 
people might express 
personal concerns that are 
not in fact organisational/
project risks. This needs 
to be differentiated. If it 
is fuzzy you may ask for 
help to the group. This is 
the hardest part of the 
process for the host.

With a revised proposal, everyone 
visually confirms “I can live with this 
decision” by raising their thumb. This 
is a way of allowing all to see that 
everyone is fully on board with this 
decision. If there is something that has 
not been spoken that needs to be it 
will show up because a person will be 
unable to raise their thumb. This can 
happen when i) someone is struggling 
to find words to put on an idea that 
is important to them or ii) someone is 
disengaging in the process (holding 
on to the possibility to question the 
decision in the hallway thereafter). 
Either way it will need to be addressed 
and the group needs to return to the 
part of the process that was not  
fully addressed.

Note: It is good to have visual 
confirmation as a cultural cue with 
which the process may be fast tracked. 
Someone makes a proposal and you 
can just do a quick check in to see right 
away if everyone could live with it.

Hosting tips: This is not a decision council 
and it is not an opportunity to lower 
thumbs and restart a process. It is simply a 
visual confirmation. If the process has run 
smoothly all thumbs should be raised. If 
someone is struggling to find voice for an 
objection, support the person and let them 
know that all information is important.

REFERENCE:  
PERCOLAB

STAGE: 
CONNECT & INTERPRET D9



INSTRUCTIONS:
1. Before running your first open space 

session, read through this guide to give 
you an overview of what’s required to 
run session. 

2. Start planning your session and test 
your thinking with a colleague. 

3. Run your first session and take time to 
reflect on what worked well and what 
you could do differently next time.

REFERENCE:  
TRANSITION CULTURE HOW TO RUN AN OPEN SPACE EVENT

STAGE: 
CONNECT & INTERPRET D10

open space
Open Space is an event format that can 
promote engagement; identifying key 
areas of interest; to allowing for  
informal learning.

TIME FRAME
60 - 120 mins

GROUP SIZE
20 - 100+ people

MATERIALS
Open Space Guide, paper, pens



collective intelligence design playbook
open space
How will people contribute or interact? 

REFERENCE:  
TRANSITION CULTURE HOW TO RUN AN OPEN SPACE EVENT

STAGE: 
CONNECT & INTERPRET D10

OPEN SPACE OVERVIEW

1. BEGINNING 2. FRAMING 3. FORMING 4. FLOWING 5. CLOSING

All participants 
start by sitting in a 
big circle, with the 
facilitator in the 
middle, who explains 
the process. 

People are 
encouraged to then 
announce themes/
topics for breakout 
sessions. There may 
be a blank agenda 
with timed slots and/
or table or room 
numbers on the wall.

The facilitator 
encourages those 
who are passionate 
about a topic 
and wish to take 
responsibility for 
convening a meeting 
to come to  
the centre. 

These participants 
write down their 
topic, announce it 
to the group, with a 
time and place to 
meet, and return to  
their seat. 

When all topics have 
been announced, 
everyone moves to 
sign up to those they 
are interested in. 
If there are similar 
topics, people may 
be asked if they 
wish to combine 
sessions. Everyone 
then disperses and 
attends the sessions 
they have chosen. 

People are actively 
encouraged to flow 
between sessions if 
they wish, if they feel 
they are not learning 
or participating.  
 
In each of the 
groups, the 
original convening 
participant should 
take notes of  
key points.

At the end, all of 
the different groups 
reconvene to form 
one big circle. In 
turn, each person is 
asked to reflect and 
share one key insight 
with the group as  
a whole. 

OPEN SPACE PRINCIPLES 

 
There are several underlying principles key to 
this process. They are:

1. Whoever comes are the right people. 

2. Whatever happens is the only thing that 
could have. 

3. Whenever it starts is the right time. 

4. Whenever it’s over, it's over.



INSTRUCTIONS:
1. Before running your first session, read 

through the group dialogue guide 
to give you an overview of what’s 
required to run the session. 

2. Start planning your session and test 
your thinking with a colleague. 

3. Run your first session and take time to 
reflect on what worked well and what 
you could do differently next time.

REFERENCE:  
TIME-OUT CONVERSATION CARDS

STAGE: 
CONNECT & INTERPRET D11

group 
dialogue
A group dialogue can be rewarding and 
with some practice over time, it’s possible 
to facilitate these effectively. 
 
These tips are meant to help you run your 
first dialogue session. If you’ve run them 
before, they can act as a refresher.  

Use the tips to plan your session, to kick it 
off, and then as a guide to facilitate and 
conclude your session.

TIME FRAME
30 - 120 mins

GROUP SIZE
10 - 40 people

MATERIALS
Group Dialogue Guide, paper, 
pens



collective intelligence design playbook
group dialogue
How will we make sure every voice is heard?

WHAT IS A GROUP DIALOGUE?

A dialogue is a constructive and equal way of 
having a discussion in a group of people. At 
its core it is aimed at understanding others, 
but not at reaching consensus. A dialogue can 
generate  new thinking and fresh insights.

A dialogue aims to create a trusting 
atmosphere to support participants to gain 
a deep understanding of almost any topic. 
A dialogue supports the bringing together 
of people from different backgrounds to an 
encounter in which they are on an equal 
footing. 

For example, you can use a dialogue as part 
of the preparation or before decision-making.

PREPARING TO FACILITATE

1. Plan how you will start the dialogue and 
how people will introduce themselves.

2. Adapt the ground rules for discussion to 
make them better suit your style.

3. Plan how you lean into the topic and 
develop the initial question.

4. Familiarise yourself with the theme and 
capture questions related to the content of 
the discussion.

5. Consider how you will deepen the 
discussion and conclude it.

6. Decide if the discussion needs to be 
documented and how it will be done.

GROUND RULES

Listen to the others, do not interrupt or start 
side discussions.

Relate what you say to what the others have 
said and use plain English.

Talk about your own experience including 
issues, events and situations that have shaped  
your views.

Be present and respect the others and the 
atmosphere of trust.

Work together. Talk to the others directly and 
ask about their views as a way to deal with 
emerging conflicts early.

TUNING IN PARTICIPANTS

Tuning in helps to build trust in which the 
participants feel they are on an equal footing. 
It moves the attention from other matters to 
this moment – the space, the other people 
and the topic discussed. Ensure you use 
adequate time to build an atmosphere of 
trust. Here are a few example questions to 
help participants start tuning in:

• Who are you and what brings you here 
today?

• What are the experiences in your mind 
when you come to discuss this topic?

• What perceptions or feelings do you 
associate with the topic?

• What is it like to talk about this together? 
What do we want to aim at in this 
discussion?

ENCOURAGING PARTICIPANTS TO EXPRESS 
THEIR EXPERIENCES

Share events, situations and experiences to 
them or start side discussions.

Ask specifying questions about what they 
share including reasons and consequences.

Talk about your own experience including 
issues, events and situations that have shaped 
your views.

Ask participants to consider and express what 
kind of thoughts and experiences come to 
mind when they listen to others.

WAYS TO DEEPEN THE DISCUSSION

Ask the participants which kind of issues they 
would like to increase their understanding of.

Encourage the participants to offer viewpoints 
that have not yet been presented even if they 
are difficult or conflicting.

Share a personal experience related to the 
topic to shift the discussion from a general 
level to one where participants share their 
own personal experience.

Observe the atmosphere of the discussion 
and the level of engagement. Are participants 
finding the discussion interesting  
and important?

ACTIVATING THE QUIET PARTICIPANTS

Explain that you hope as many participants 
as possible will participate in the discussion. 
Over time, pay attention to those who have 
not said  
anything, yet.

Stop the conversation for a moment and say 
you would like to hear from those people who 
have not said anything.

Split the group into pairs for a short period of 
time if there’s a large number of participants 
and the dialogue has stalled. After that, you 
can encourage those that have been quiet  
to speak.

WHAT IS A GROUP DIALOGUE?

As a minimum, ask the participants to answer:

• What was the most important insight you 
gained in this discussion?

• Where should this discussion be continued 
and who should continue it?

If you have time, also ask:

• Have we discussed the right issues?

• Have we discussed different points of 
view?

• Was our discussion constructive?

• Did our understanding of the topic 
increase?

• What other feedback do you have?

REFERENCE:  
TIME-OUT CONVERSATION CARDS

STAGE: 
CONNECT & INTERPRET D11



INSTRUCTIONS:
1. Review the six stages of facilitating a 

study circle in this guide and consider 
an issue or topic to explore. 

2. Give a personal invitation to a diverse 
group of people who might be 
interested in helping people address 
a specific challenge, and not just talk 
about them. 

3. Be aware of the facilitators key role in 
the study circle process. Their role is to: 

a. Stay neutral. Not to promote an 
opinion, but to further  
the discussion.  

b. Encourage interaction. Let 
participants respond to one 
another. 

c. Don't let anybody dominate the 
discussion, and draw out  
quiet participants.

d. Keep the discussions on track.  

e. Allow for pauses and silences. 
People need time to think and 
reflect.  

f. Don't worry about consensus. 
Just try to find some areas of 
agreement. 

g. When in doubt, ask the group 
what they would like to do. 

4. Individual study circles can take 
place within communities or within 
organisations. However, they have the 
greatest impact when organisations 
across a community work together to 
hold multiple study circles as part of a 
large-scale program.

REFERENCE:  
COMMUNITY TOOLBOX

STAGE: 
CONNECT & INTERPRET D12

study
circle
A study circle is a group of people who 
meet regularly over a period of weeks 
or months to address a critical issue in a 
democratic, collaborative way. In general, 
a study circle will progress from a session 
on personal experience ("How does the 
issue affect me?") to sessions providing 
a broader perspective ("What are others 
saying about this issue?") to a session 
on action ("What can we do about this 
issue right now?"). They emerge with 
recommendations for action that will 
benefit the community. A study circle is 
typically led by an impartial facilitator.

TIME FRAME
60 - 120 mins

GROUP SIZE
8 - 12 people

MATERIALS
None



collective intelligence design playbook
study circle
How will people contribute or interact?

1. INTRODUCTIONS

Introduce yourself and explain that you are a facilitator 
rather than a teacher and interested in the topic rather 
than an expert.

Ask the participants to introduce themselves and 
explain their interest in the topic.

In subsequent meetings at least 90 around the circle to 
give names.

Folded name cards in front of everybody may be 
helpful.

2. IDENTIFY THE GOALS

Make sure you all know why you are there.

Ask for a list of questions the participants  
want answered.

Lay out a range of views. Ask the participants to 
volunteer what they see as the main view on the issue 
based on the reading material and their knowledge of 
the issue.

Keep these lists and post them each meeting  
for reference.

Review the agenda or study plan and adjust it to suit 
the group.

3. PERSONAL CONNECTION OR INTEREST IN THE 
ISSUE

Ask participants to talk about why this issue is 
important to them.

Telling their story is a good ice-breaker at the  
first session.

Anyone may pass.

4. DISCUSSION AND DELIBERATION

This is where you practise those facilitation skills.

Have questions prepared to help you in any  
possible situation.

Remain neutral.

Guide the discussion without controlling it.

5. SUMMARY AND COMMON GROUND

Ask the participants to summarize the discussion from 
time to time.

Use their words and phrases, not your own.

Look for common concerns in different approaches.

Check your lists of goals and questions

6. CLOSING

Let the group know that the discussion is about to end. 
You might ask each participant for a closing comment. 
Establish direction for the next session.

Ask for comments on the group process. What did they 
like or not like about the discussion?

Thank everyone for their participation. Acknowledge 
the effort and contributions.

On your last session, ask for suggestions on further 
involvement or action on the issue. Ending with a 
pertinent quotation is an effective closing.

REFERENCE:  
COMMUNITY TOOLBOX

STAGE: 
CONNECT & INTERPRET D12
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How can we use and test our 
collective intelligence to  
create change? 

The results of collective intelligence need to be 
made actionable and usable. In this stage you 
will prototype your project and develop a plan to 
test it. You will also consider how you're going to 
feedback to participants, to build trust and show 
people that their input had meaning. 

pointers for reflection and discussion:

• Know the Minimum Viable Product 
needed. Raw data is of little use to most 
decision-makers, people delivering a 
service or to the community who you’re 
engaging. It’s unlikely that whoever is 
carrying out the action (for example, a 
frontline worker or service manager) will 
want a spreadsheet or raw data. Instead 
they will want the data conveyed in a way 
that is actionable and usable.

• Be aware of local resource limitations and 
access needs of your intended audience. 
It’s no use producing an online real-time 
map to visualise disaster-affected areas if 
most local residents don’t have access to 
computers or smart-phones. SMS, radio 
and peer-to-peer neighbourhood alert 
systems can be much more effective to 
ensure timely action in low  
resource settings.

• Don’t forget to provide feedback to the 
contributors. Progress updates regarding the 
overall goal of the project reminds individuals that 
they are part of a collective, building a sense of 
contributing to a greater purpose.

• The broader impacts of collective intelligence can 
be auxiliary to the intended use. For example some 
of the most transformative results of citizen science 
projects can come from sustained behavioural 
change by communities stemming from their deep 
engagement with their local environment.
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create 
change 
method cards
These Create Change Method Cards 
are to be used as prompts for discussion 
in conjunction with the collective 
intelligence project design canvas and 
associated activities. They highlight 
common methods to create change, 
alongside illustrative case studies and are 
not intended to be exhaustive. The Create 
Change Methods Cards are one of six 
‘decks’, structured according to different 
stages of the playbook.

TIME FRAME
30 mins

GROUP SIZE
4 - 8 people

INSTRUCTIONS:
1. Explore these Create Change Method 

Cards and associated case studies with 
your group or workshop participants at 
any point to guide conversations.  

2. There are also specific activities 
elsewhere in this playbook where you 
are encouraged to use these cards to 
help answer particular design questions.  

3. Consider which methods are most 
relevant to you and your challenge.



dashboard
D

ashboards m
ake data m

ore useful by providing 
quick and custom

izable visualisations of different data 
stream

s or variables, usually represented interactively 
on a screen.
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In B
razil, locals are paid to upload photos of 

superm
arket item

s to a platform
 called Prem

ise. The 
platform

 processes about 42,0
0

0
 im

ages per day, 
each of w

hich is vetted for accuracy and authenticity, 
before being aggregated and analysed. The data then 

becom
es accessible via a dashboard, w

hich can be 
custom

ized to display contributor activity w
ith m

aps, 
graphs or photo w

alls. A
s a result, com

m
ercial clients 

are given access to data on their m
arkets often w

eeks 
before official governm

ent figures are released. N
G

O
s 

m
ay also use the data to see w

here resources need to 
be reassigned, and to understand or pre-em

pt  
food shortages.
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heatm
ap

A
 heatm

ap is a graphical representation of data 
w

here values are represented as shades or colours, 
overlaid on a m

atrix or m
ap. It can help to quickly 

m
ake sense of relationships betw

een different 
variables, or trends presented geographically.
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C
easefire has a civilian m

onitoring tool to m
onitor 

violations of hum
an rights or international 

hum
anitarian law

. People can subm
it reports of 

violations occurring anyw
here in Iraq. Subm

itted 
reports are stripped of any personal identifying 

inform
ation and plotted onto a live m

ap show
ing 

the distribution of violations by location and type. 
It is used to create a m

ore accurate and up-to-date 
picture of the hum

an rights violations on the ground, 
im

proving accountability and m
otivating a m

ore 
effective national and international response.
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storytelling
A

 story takes facts, figures or inform
ation and 

turns into som
ething that can be relayed in a m

ore 
accessible w

ay, in turn helping to m
ake data or 

research m
ore understandable and usable.
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In the 1990
s, a fam

ily planning program
m

e launched 
by the president of Peru led to the sterilization of over 
270,0

0
0

 w
om

en and 22,0
0

0
 m

en. They w
ere alm

ost 
exclusively indigenous people living in rural areas, and 
thousands claim

ed it happened w
ithout their inform

ed 
consent. M

any of the people affected only spoke their 
native Q

uechua, and struggled to access institutions 
of the Spanish-speaking Peruvian State.

The Q
uipu project collected over 150

 testim
onies of 

sterilised people, presented as an interactive online 
docum

entary w
here users click on a visualisation of 

testim
onies displayed as knotted strings (used by the 

Incas and A
ndean civilizations for record keeping). The 

project aim
s to create a collective m

em
ory archive of 

w
hat happened, and to help build aw

areness in the 
victim

s’ fight for recognition and reparation. 
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w
hat w

orks centres
W

hat W
orks C

entres aim
 to ensure that public 

spending and practice is inform
ed by the best 

available evidence. C
entres operate in their ow

n 
distinct w

ay, but all aim
 to generate evidence and 

translate it into relevant and actionable guidance. 
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The EEF is an independent charity dedicated to 
breaking the link betw

een fam
ily incom

e and 
educational achievem

ent, by gathering research 
evidence and m

aking it actionable to teachers and 
practitioners across the U

K
. EEF’s Teaching Learning 

Toolkit is an accessible and interactive w
eb tool 

that sum
m

arizes research evidence for teachers 
and schools on how

 to im
prove the attainm

ent of 
disadvantaged people, according to cost, evidence 

and im
pact. M

ore than half of secondary school 
leaders in the U

K
 now

 say they use this resource. 
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m
anual

A
 m

anual is a com
prehensive and step-by-step guide 

to a particular topic. It m
ay include instructions, 

tutorials or guides to help facilitate learning, the aim
 

of w
hich is to low

er barriers to entry for beginners or 
practitioners w

ishing to participate.
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Instructables.com
 is w

ebsite specialising in user-
created and do-it-yourself projects, from

 baking to 
3D

 printing. B
y providing video aids, docum

entation 
and com

m
enting functionality,  the w

ebsite aim
s to 

facilitate collaboration and shared learning am
ong 

creatives, m
akers and artists. The w

ebsite also 
holds contests each m

onth to provide Instructables 
according to a unique them

e. A
s of 20

15, it w
as 

reported that the w
ebsite has 30

 m
illion m

onthly 
users, resulting in m

ore than 170,0
0

0
 com

m
unity 

authored projects across 6 categories.  
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ergency alert

Em
ergency alerts im

prove aw
areness or speed up the 

response to an em
ergency or event. They often involve 

blending or integration of data, analysis and som
e 

form
 of prediction of the likelihood that an event w

ill 
happen. This inform

ation is then presented on a m
ap, 

sent via SM
S, radio or em

ail. 
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The com
bination of El N

iño - a severe and lengthy 
clim

atic event exacerbated by clim
ate change - and 

severe drought in districts across Indonesia gravely 
intensified threats to food security in Indonesia. The 

V
ulnerability A

nalysis M
onitoring Platform

 for the 
Im

pact of R
egional Events (VA

M
PIR

E) w
as designed by 

Pulse Lab Jakarta and the W
orld Food Program

m
e to 

provide integrated m
ap-based visualisations of how

 
drought w

ill affect local populations, bringing together 
household survey data, vegetation health, rainfall 

data and other indicators. B
ased on the m

easure of 
econom

ic vulnerability and exposure to drought, the 
tool can alert authorities to areas w

here people m
ay 

require assistance. It has been em
bedded into the 

situation room
 of the O

ffice of the President of the 
R

epublic of Indonesia. Further im
provem

ents m
ay 

include the integration of text-m
essaging alerts to 

notify farm
ers or other affected populations.
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open A
P

I
A

pplication P
rogram

m
ing Interfaces (A

PIs) provide the 
standards by w

hich data is accessed and transferred 
betw

een w
ebsites. O

pen A
PIs encourage collaboration 

and are built using open standards, allow
ing them

 to 
be freely accessed and used.
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C
ity C

ouncils m
ake hundreds of decisions every 

m
onth, and it can be hard for both citizens and civil 

servants to follow
 the progress of legislation m

aking 
its w

ay through governm
ent. O

pen D
ecisions is 

H
elsinki C

ity C
ouncil’s attem

pt to standardise and 
publish all of its decision m

aking data electronically. 
D

ata about m
eetings, agendas and decisions from

 all 
across the council are tagged according to the Popolo 
open governm

ent standard, and then m
ade available 

via an open A
PI called O

penA
hjo. B

y publishing the 
data via an open A

PI, a range of developers have 
been able to create digital applications that notify 

local residents w
hen decisions are m

ade on topics of 
interest. It’s also been used by city em

ployees to m
ore 

easily search and track progress m
ade by  

local politicians.
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register
R

egisters are lists or datasets that act as core 
reference data, providing lists of things like 

schools, com
panies or job centres. R

egisters can 
help to coordinate tasks across diverse crow

ds, 
in turn im

proving collective m
em

ory and m
aking 

collaboration easier across tim
e and space.
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Epistem
onikos is allegedly the m

ost com
prehensive 

database of system
atic review

s and other types 
of scientific evidence about health conditions and 
treatm

ents. Initially, m
achine learning algorithm

s 
search through the m

ajor global health related 
databases to generate a longlist of potentially 
relevant articles, and assign scores to indicate 

certainty based on their relevance to the question. 
This longlist is then analysed for inclusion by at least 
2 independent ‘expert’ hum

ans in the loop, using a 
Tinder-like app. A

 validated dataset is then labelled 
and retained on the online platform

 for future use by 
the clinical com

m
unity. The C

hilean M
inistry of H

ealth 
issued 22 health guidelines w

ithin 6 m
onths follow

ing 
an evidence review

 using the Epistem
onikos platform

.
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INSTRUCTIONS:
1. Agree with your group what idea(s) you 

would like to test. 

2. Review the prototyping techniques and 
choose at least one. 

3. Don’t spend lots of time discussing 
the intricacies of your project, jump 
straight into making your prototype - 
it will be the quickest way to surface 
assumptions or gaps. 

4. Once you have built your prototype 
you will want to test it on people - this 
could be with colleagues at first, but 
ideally you want to test this with the 
people who you hope will use it in the 
real world.  

5. Use the Prototype Testing Worksheet 
(E3) to articulate what you think will 
happen, and how you will know when 
it does. 

REFERENCE:  
INSPIRED BY 100%OPEN PROTOTYPING TECHNIQUES

prototyping 
techniques
The Prototyping Techniques Guide 
provides a selection of ways to share 
and test your thinking, to gain valuable 
feedback and decide what to do next. 
Prototyping helps test how something 
looks, feels, works or behaves.

TIME FRAME
45 - 120 mins

GROUP SIZE
3 - 8 people

MATERIALS
Paper, coloured pens, cardboard, 
glue, pipecleaners, and anything 
else you have lying around. Use 
in conjunction with the Prototype 
Testing Worksheet (E3).  

STAGE: 
CREATE CHANGE E2



PROTOTYPING PHYSICAL STUFF
(EG. PRODUCTS, ROOMS, COMPONENTS) 

PROTOTYPING INFORMATION
(EG. APPS, SIGNAGE OR LEAFLETS)

PROTOTYPING INTERACTIONS
(EG. MEETINGS, CALLS, VIDEO)

SCALE MODELLING

This is particularly useful for physical space when it isn’t practical 
to build something at full-scale. Scale models can be built out of 
materials such as cardboard, foamboard and Lego.

STORYBOARDING

Storyboarding is a very early stage technique for prototyping. 
Describing the idea as a six-step story helps to consolidate 
thinking, test stakeholder reactions and capture feedback. 

BODYSTORMING

Bodystorming is technique of physically experiencing a situation 
to derive new ideas. It requires setting up an experience - 
complete with necessary artefacts and people - and physically 
‘testing’ it. This is important when an idea relies on physical 
interaction with a product or between people. 

SIMULATION

We use commonly available materials to make something 
physical to test with people. This isn’t about perfection, it’s all 
about speed - making a prototype that people can react to and 
give feedback.

PAPER PROTOTYPING

Paper prototyping is a quick way to test using pens and paper. 
This can include mock-ups of how information is organised and 
shared through to mocking-up click-through screens for a  
digital interaction.

ROLE PLAY

Role plays help you to test out thinking by following a script or 
by improvising (acting out a situation without prior preparation).  
Instruction cards providing cues such as specific tasks to be 
carried out, or character motivations, might be provided. 

collective intelligence design playbook
prototyping techniques
What do people need to see or feel in order to act?

REFERENCE:  
INSPIRED BY 100%OPEN PROTOTYPING TECHNIQUES

STAGE: 
CREATE CHANGE E2



INSTRUCTIONS:
1. Once you have built your prototype 

you will want to test it on people - this 
could be with colleagues at first, but 
ideally you want to test this with the 
people who you hope will use it in the 
real world. 

2. Use the Prototype Testing - Plan 
Worksheet Sheet to articulate what 
you think will happen, and how you will 
test and measure what does.  

3. Carry out your test activity, and 
use the Prototype Testing - Learn 
Worksheet to capture what actually 
happened, what you learnt and the 
changes you need to make. 

4. You may have multiple hypotheses you 
are looking to test through  
different experiments. 

5. Incorporate feedback into a revised 
design of your prototype  
and/or project. 

REFERENCE:  
STRATEGYZER TEST AND LEARN CARDS. USED WITH PERMISSION. ©STRATEGYZER, STRATEGYZER.COM 

prototype 
testing
The Prototype Testing Worksheet will help 
you understand what you want to test and 
capture what you learn.

TIME FRAME
60 - 120 mins

GROUP SIZE
3 - 8 people

MATERIALS
Prototype Testing Worksheet, 
pens. Use in conjunction with the 
Prototyping Techniques Guide (E2).

STAGE: 
CREATE CHANGE E3



collective intelligence design playbook
prototype testing - plan worksheet
What do people need to see or feel in order to act?

NAME OF PROTOTYPE SOLUTION TO TEST:

NAME OF OWNER:

STEP 1: WE BELIEVE THAT…
(This is your hypothesis about what will happen)

STEP 2: TO VERIFY THAT WE WILL...
(This is the test you will carry out using the prototype)

STEP 3: AND MEASURE…
(This is the metric that will help prove or disprove your hypothesis) 

STEP 4: WE ARE RIGHT IF….
(This is what will happen if your hypothesis is proven to be correct) 

REFERENCE:  
STRATEGYZER TEST AND LEARN CARDS. USED WITH PERMISSION. ©STRATEGYZER, STRATEGYZER.COM 

STAGE: 
CREATE CHANGE E3



collective intelligence design playbook

NAME OF PROTOTYPE SOLUTION TO TEST:

NAME OF OWNER:

STEP 1: WE BELIEVED THAT….
(Your original hypothesis)

STEP 2: WE OBSERVED THAT…
(What actually happened)

STEP 3: FROM THAT WE LEARNT THAT…
(What worked well, and what didn’t)

STEP 4: THEREFORE WE WILL…
(The changes you are going to make)

prototype testing - learn worksheet
What do people need to see or feel in order to act?

REFERENCE:  
STRATEGYZER TEST AND LEARN CARDS. USED WITH PERMISSION. ©STRATEGYZER, STRATEGYZER.COM 

STAGE: 
CREATE CHANGE E3





INSTRUCTIONS:
1. Start by noting down the main 

problem you want to solve, and also 
your long term vision on the change 
you want to accomplish.  

2. Next work outwards from your defining 
problem, and towards your long-term 
impact. Write down the people that 
have power or influence to address 
your issue – this could be a small 
community group or a government 
minister. Then think about where to 
start, you may need to find a place, 
a person or a thing that will be your 
first port of call. Try to think of some 
practical steps that you can take to get 
your key audience to act. Try to keep 
these as action-oriented as possible.

3. And finally, what would the immediate 
results or outcomes be? These could be 
tangible results that help you monitor 
whether your project is making a 
difference. List the key outcomes that 
your activity would lead to: these are 
the preconditions that you need to 
realise your vision. 

4. As you fill each of the boxes in the 
worksheet, it is critical to also reflect 
on the key assumptions that underpin 
these steps in your project. This may 
help you to spot potential risks or 
interdependencies.

theory of 
change
The Theory of Change Worksheet helps 
you to clearly articulate and connect 
your work to your bigger goal, and allows 
you to spot potential risks in your plan 
by sharing the underlying assumptions in 
each step.

TIME FRAME
60 - 90 mins

GROUP SIZE
3 - 8 people

MATERIALS
Theory of Change Worksheet, 1-2 
pens, post-its, bluetack

REFERENCE:
NESTA DIY TOOLKIT THEORY OF CHANGE

STAGE: 
CREATE CHANGE E4



collective intelligence design playbook

What is the problem 
you are trying 
 to solve?

Key Assumptions

Who is your  
key audience?

Key Assumptions

What is your entry 
point to reaching 
your audience?

Key Assumptions

What steps are 
needed to bring 
about change?

Key Assumptions

What is the 
measurable effect of 
your project?

Key Assumptions

Measurable effect?

Measurable effect?

What are the wider 
benefits of your 
project?

Key Assumptions

Wider benefits?

Wider benefits?

What is the long 
term change you see 
as your goal? 

Key Assumptions

theory of change
Who do we need to act and what do we need them to do?

REFERENCE:
NESTA DIY TOOLKIT THEORY OF CHANGE

STAGE: 
CREATE CHANGE E4



INSTRUCTIONS:
1. First, review the six sections of the 

collaboration agreement and the three 
main questions in each. 

2. Next, with your partner work through 
all of the questions and agree a joint 
approach or put in place a process to 
agree how to address each point. 

3. Finally, write up, share and formalise 
the agreement as required and  
start collaborating.

REFERENCE:  
100%OPEN TOOLKIT - COLLABORATION AGREEMENTS

collaboration 
agreement
A collaboration agreement helps initiate 
strong partnerships. It helps minimise 
the risks of working with new people. It 
helps to build trusting relationships and to 
develop and test the proposition itself. It 
is project-based and time-limited and sets 
out the rewards, risks and responsibilities 
as well as the development milestones for 
both parties.

TIME FRAME
60 - 120 mins

GROUP SIZE
2 - 10 people

MATERIALS
Collaboration Agreements 
Worksheet, pens, post-its

STAGE: 
CREATE CHANGE E5



collective intelligence design playbook
collaboration agreement
What will be our approach to partnership or intellectual property?

PROJECT OUTCOMES

• What are the specific objectives of the project for  
each partner?

• How will each partner measure progress during  
and afterwards?

• What are the expected next steps after our project is finished? 

SHARED RESOURCES

• Who will lead and allocate resources to each part of  
the plan?

• What resources will be needed and who will supply these? 
• What are the main benefits and costs for each partner? 

PROJECT PLANNING

• What are the key milestones and timelines? 
• What is the procedure for changing the plan if necessary?
• Are payments linked to milestones?

OPERATING MODEL

• What is the primary nature of the relationship between 
parties (joint venture, licensing, partnership etc)?

• How can we test and develop the model throughout  
the project?

• What is the procedure for modifying it if necessary?

ROLES AND EXPECTATIONS

• Who will be in the steering group and what are their  
primary responsibilities?

• Who will do what when? How will disputes be resolved?
• Who will be responsible for communicating  

between partners?

INTELLECTUAL PROPERTY

• What is our approach to managing intellectual property 
(creative commons, licensing, acquisition etc)?

• Do we need a legal agreement to formalise the collaboration?
• What will we tell the outside world about what we are doing?

REFERENCE:  
100%OPEN TOOLKIT - COLLABORATION AGREEMENTS

STAGE: 
CREATE CHANGE E5



INSPIRED BY:  
THE DATA NUTRITION PROJECT, DRAFT PAPER & DATASETS FOR DATASHEETS

dataset 
nutrition label
To make sure your dataset or analyses are 
taken up by others you should provide as 
much information as possible about your 
data pipeline. This activity will help you 
think about which features of your dataset 
are important to log. It is particularly 
useful if you are planning to collect new 
data as part of your project.

TIME FRAME
45 mins

GROUP SIZE
3-5 people, 1 person to act  
as facilitator

MATERIALS
Dataset Nutrition Label Guide, 
post-its, 1 x pen per person, 
bluetack

STAGE: 
CREATE CHANGE E6

INSTRUCTIONS:
1. In your team, spend 5 minutes 

discussing and identifying all of the 
new datasets you will be creating as 
part of your collective intelligence 
project.  

2. Working individually or in pairs, take 
5 minutes to write down as many 
features of a dataset that you think 
would help to describe its contents to 
others who would want to use it.  
Use post-its.  

3. Discuss the features you identified with 
the rest of your team. Did you end up 
with the same answers? What were the 
differences? Explain why you think they 
are important to know for future users 
of the data. 

4. Guided by the facilitator try to cluster 
the features you’ve identified into 4 
categories: Metadata, Provenance, 
Variables and Statistics. The facilitator 
should explain what each of  
these means.  

5. Try to use these new categories to 
come up with any additional features 
that you have missed. Work as 
a group.  

6. When you have exhausted your ideas, 
review the completed example in the 
Dataset Nutrition Label Guide.  

7. Finish with a discussion about 
feasibility. Which information will it be 
easy for you to capture? How often will 
you need to update the nutrition label 
for your datasets?



collective intelligence design playbook
dataset nutrition label
How will we document our knowledge and make it available for others to use?

INSPIRED BY:  
THE DATA NUTRITION PROJECT, DRAFT PAPER & DATASETS FOR DATASHEETS

STAGE: 
CREATE CHANGE E6

WHAT TO COVER SUGGESTED CONTENTS PROTOTYPE LABEL BY THE DATA NUTRITION PROJECT

METADATA:

Descriptive information about  
your dataset.

Filename, file format, keywords, dataset size, missing values, date of 
creation, license for use. 

Summary of what your dataset contains and the reason for collection. 

PROVENANCE:

Where does the data come from?

Source of the data and author contact information. 

Time period over which the data was collected.

VARIABLES:

The features of your data that take on 
different values. 

A list and description of the different variables in your dataset. 

STATISTICS:

Basic statistics that describe your 
dataset (for numeric datasets).

Min/max value, most frequent value (mode), mean, etc.

Metadata

Title COMPAS Recidivism Risk Score Data

Email browardcounty@florida.usa

DOI 10.5281/zenodo.1164791

Time Feb 2013 - Dec 2014

Keywords risk assessment, parole, jail, law

Records

Variables

Missing Units

—
—
—

Author Broward County Clerk's Office, Broward County
Sherrif's Office, Florida

Description Laces ent, in culparum nimus dolor atetum que etur? Ipsapisque 
soluptiandi ut ped endelenis ipsus illabo. Ugit eum fuga. Iti ut licium is 
resequundit apiendis rem iligendant harit officitiis nimporu ntiumquosae. 
Ressimperum con comnimus quatium velendebis exceprovit, omnis comnit 
ilicientis

This dataset contains variables named 'age', 
'race' and 'sex'.

Laces ent, in culparum nimus dolor atetum que etur? Ipsapisqu.  
                         numerical

Ugit eum fuga. Iti ut licium is resequundit apiendis rem iligendant harit 
officitiis nimporu.           
                                     numerical

Cj CC-0 .CSV

7214

25

15452 (8%)

!
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What kind of teams work best for 
designing and implementing collective 
intelligence projects?

There are some obvious needs in most teams: people 
who understand data and evidence; people who are 
good at tapping into tacit knowledge and engaging 
stakeholders; and people with a strong commitment 
to delivering results and working to deadlines. It helps 
to have people with experience across sectors, and if 
there is a particular field of activity - like sanitation or 
employment - it obviously helps to have more than one 
person with some deep knowledge of that field.  

The team leader’s job is to make the whole more than 
the sum of its parts. They need to know enough about 
the different elements of the work to manage, but 
above all they need to be good at integrating and 
making sense of diverse information and 
making decisions.

The team needs to spend time generating a shared 
ethos, language and method. Teams need enough 
diversity to avoid groupthink but not too much, or they 
fall apart in mutual incomprehension. They don’t all 
have to be extroverts. Mutual emotional respect and 
professional respect is vital though.
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Typically there will be a core team and then an outer 
circle of associates or advisers who can be drawn on 
for more specialised knowledge and experience. You 
can also ask for access to expertise and resources 
in partner organisations. For example a national 
statistical office may be willing to provide some help in 
finding key facts; a major corporate may be willing to 
provide some expertise if there is a very specific ‘ask’, 
such as designing an SMS experiment.

A skills map is a useful way of organising these three 
concentric circles (team, associates and wider network) 
covering all the generic and more specialised skills 
needed to deliver the project. It’s sensible to keep some 
flexibility in budgets so that if there is an urgent need 
for a new kind of skill or experience it can be quickly 
sought out.

key questions:

• What (data and people) skills do you already have in your team?
• What expertise do you already have about your issue?
• What skills and expertise are you missing?
• Who could you partner with to expand the skills of your team?
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quick ways to boost your 
group’s collective intelligence 
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Collective intelligence design is a deliberate 
process that needs time, resources, and a 
supportive infrastructure to succeed. It won’t be 
feasible for every project or problem you’re faced 
with from beginning to end. But there are plenty of 
small ways that you can start integrating collective 
intelligence into your day-to-day practice. We’ve 
included a few of our favourites exercises below. 

Try introducing them in your internal team 
meetings or in the next external workshop you 
run. You don’t need any technology to use these, 
beyond some flipcharts and post-it notes. These 
exercises will help you get comfortable with using 
collective intelligence and can be the first step 
towards building the case for larger scale projects. 
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25/10 crowdsourcing 
ideas exercise 

Rapidly generate and sift a group’s most 
powerful actionable ideas by spreading and 
sorting them “out and up” as everyone notices 
the patterns in what emerges. Though it is fun, 
fast, and casual, it is a serious and valid way to 
generate an uncensored set of bold ideas and 
then to tap the wisdom of the whole group 
to identify the top ten. Surprises are frequent! 
Everyone is included and participates at the 
same time. Everyone has an equal opportunity 
to contribute. 

This exercise uses the collective intelligence of 
a group to find solutions. 

TIME FRAME
30 mins

GROUP SIZE
20 - 40+ people

MATERIALS
Open space. Index cards, one for  
each participant

INSTRUCTIONS:

1. Explain the process. For example: “First, 
every person writes on an index card 
their bold idea and first step to making 
it happen. Then people mill around and 
cards are passed from person to person. 
‘Mill and Pass only. No reading.’ When 
the bell rings, stop passing cards. Each 
individually rate the idea/step on your card 
with a score of 1 to 5 (1 = low, 5 = high) 
and write it on the back of the card. This 
is called ‘Read and Score.’ When the bell 
rings, cards are passed around a second 
time. ‘Mill and Pass’ until the bell rings. 
We’ll repeat this cycle five times.” 3 min. 

2. Demonstrate one exchange-and-scoring 
interaction using a sample index card 
to clarify what is expected during the 
milling, namely no reading of the cards, 
only passing the cards from person to 
person so that each person has one and 
only one card in hand. The process can be 
confusing for some people. 2 min. 

3. Invite each participant to write a big idea 
and first step on his or her card. 5 min. 

4. Conduct five 3-minute exchange-and-
scoring rounds with time for milling (and 
laughing) in between. 15 min. 

5. Ask participants to add the 5 scores on the 
back of the card they are holding. 

6. Find the best-scoring ideas with the whole 
group by conducting a countdown. Ask, 
“Who has a 25?” Invite each participant, if 
any, holding a card scored 25 to read out 
the idea and action step. Continue with 
“Who has a 24?” etc …. Stop when the top 
ten ideas have been identified and shared. 
5 min. 

7. End by asking, “What caught your 
attention about 25/10?” 2 min.

REFERENCE: LIBERATING STRUCTURES 
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yes, but exercise 
This method helps to increase individual 
participation and clarify opinions during group 
debates. It enables people to explore and 
develop their views, behaviour and attitude 
in response to a topic. It also helps to give 
some structure to debate that may otherwise 
dissolve into chaos.

This exercise uses the collective intelligence of 
the group to make decisions.

REFERENCE: Inspired by VSO, Participatory Approaches: A facilitators guide

TIME FRAME
30 - 60 mins

GROUP SIZE
10 - 40 people

INSTRUCTIONS:

1. Display the relevant statement on which 
there is likely to be a range of views. 

2. On the wall spread out the following signs 
from left to right: No; No, but; Yes, but; Yes 

3. Give a little time for each person to reflect 
on their position on the statement. 

4. Invite all participants to stand by the sign 
that represents their view. 

5. Facilitate debate. It can be good to start 
with someone who’s view is in a  minority, 
or someone who tends to contribute less, 
and ask them to argue their case. 
 

6. Encourage movement if people find 
themselves being swayed by others 
arguments. 

7. Consensus is not necessary but can be 
sought through suggestions for change to 
the wording of the suggested statement.

Note:
Encourage people to explain their own view rather 
than going along with dominant opinion and to 
challenge and modify the original statement rather 
than try to force consensus.
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appreciative inquiry 

In less than one hour, a group of any size can 
generate the list of conditions that have led 
to its, or a project’s, success. You can liberate 
spontaneous momentum and insights for 
positive change from within the group as 
“hidden” success stories are revealed. Positive 
movement is sparked by the search for what 
works now and by uncovering the root causes 
that make success possible. Groups are 
energized while sharing their success stories 
instead of the usual depressing talk about 
problems. Stories from the field offer social 
proof of local solutions, promising prototypes, 
and spread innovations while providing data 
for recognising success patterns. 

The exercise uses the collective intelligence of 
the group to learn and adapt.

TIME FRAME
30 - 60 mins

GROUP SIZE
10 - 40+ people

MATERIALS
Chairs for people to sit in pairs face-
to-face, Paper for participants to take 
notes, Flip chart to record the stories 
and assets/conditions

INSTRUCTIONS:

1. Describe the sequence of steps and specify 
a theme or what kind of story participants 
are expected to tell. 3 min. 

2. Ask, “Please tell a story about a time 
when....”  

3. Ask participants to pair up preferably 
with someone they  don’t know well. In 
pairs, participants take turns conducting 
an interview and telling a success story, 
paying attention to what made the success 
possible. 7–10 min. each; 15–20 min. total. 

4. Invite pairs to join with another pair. In 
groups of 4, each person retells the story 
of his or her pair partner. Ask participants 
to listen for patterns of the conditions or 
assets that supported success and to make 

note of them. 15 min. for groups of 4. 

5. In plenary, collect insights and patterns 
for the whole group to see on a flip chart. 
Summarize if needed. 10-15 min. 

6. Ask, “How are we investing in the assets 
and conditions that foster success?” 
and “What opportunities do you see to 
do more?” Use 1-2-4-All to discuss the 
questions. 10 min.

REFERENCE: LIBERATING STRUCTURES 
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exercises to communicate the 
idea of collective intelligence 
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If your organisation is just starting to think 
about collective intelligence, or you are running 
a workshop for people new to the concept, you 

might find these two exercises useful. Use them to 
bring the concept to life and help people relate it 

to their everyday experiences.   
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blind man and the 
elephant exercise
This activity will help people understand that 
collective intelligence involves combining 
diverse viewpoints to build a more complete 
picture of a situation.  

This exercise is inspired by a traditional folk 
tale from India. It illustrates how individuals 
can have many different interpretations when 
asked to describe the same thing. In the 
original story, six blind men have different 
explanations when they are asked to describe 
an elephant based on what they have heard 
about elephants from other villagers. 

Even when they encounter a real elephant, 
each man is only able to ‘see’ what he already 
believed to be true. 

TIME FRAME
30 mins

GROUP SIZE
5 - 20+ people

MATERIALS
A copy of the folk tale - see below

REFERENCE: PEACECORPS.GOV

INSTRUCTIONS:

1. Read The Blind Men and the Elephant, a folk 
tale from India. You may want to read it 
out or let participants read it themselves.  

2. After sharing the story, use the following 
questions to guide a group discussion 
about  how different perspectives can 
enhance the collective intelligence of 
a group and the relevance for tackling 
complex problems. 

a. Do problems like this happen in real 
life? Think of times when a project 
failed because people saw situations 
from different points of view, or 
when only some people’s views were 
considered. Describe what happened. 

b. What if the men in this story were not 
blind? Would they still have different 
perceptions about elephants? Why or 
why not? 

c. Does the story give you any ideas 
about how these problems can be 
solved? Refer to the Overcoming 
Biases Guide (p.152) and Crowd 
Facilitation Guide (p.154) for 
advice on how to surface unique 
perspectives in group discussions.  

3. Introduce participants to the collective 
intelligence design principles and use as 
a basis for discussion around the benefits 
of trying to harness collective intelligence 
and why it needs conscious orchestration.

They continue to disagree until Rajah reminds them “Perhaps if you put the parts together, you 
will see the truth”. The story acts both as a warning against confirmation bias and a reminder of 
the value of perspective awareness. Collective intelligence is built up by combining many unique 
views of the world based on personasl experience, language, and culture.
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THE BLIND MAN AND THE ELEPHANT

Long ago six old men lived in a village in India. Each 
was born blind. The other villagers loved the old men 
and kept them away from harm. Since the blind men 
could not see the world for themselves, they had to 
imagine many of its wonders. They listened carefully 
to the stories told by travelers to learn what they 
could about life outside the village.

The men were curious about many of the stories they 
heard, but they were most curious about elephants. 
They were told that elephants could trample forests, 
carry huge burdens, and frighten young and old with 
their loud trumpet calls. But they also knew that 
the Rajah's daughter rode an elephant when she 
traveled in her father's kingdom. Would the Rajah let 
his daughter get near such a dangerous creature?

The old men argued day and night about elephants. 
"An elephant must be a powerful giant," claimed the first 
blind man. He had heard stories about elephants 
being used to clear forests and build roads.

"No, you must be wrong," argued the second blind man. 
"An elephant must be graceful and gentle if a princess is 
to ride on its back."

"You're wrong! I have heard that an elephant can pierce 
a man's heart with its terrible horn," said the third  
blind man.

"Please," said the fourth blind man. "You are all 
mistaken. An elephant is nothing more than a large sort 
of cow. You know how people exaggerate."

"I am sure that an elephant is something magical," said 
the fifth blind man. "That would explain why the Rajah's 
daughter can travel safely throughout the kingdom."

"I don't believe elephants exist at all," declared the sixth 
blind man. "I think we are the victims of a cruel joke."

Finally, the villagers grew tired of all the arguments, 
and they arranged for the curious men to visit the 
palace of the Rajah to learn the truth about elephants. 
A young boy from their village was selected to guide 
the blind men on their journey. The smallest man 
put his hand on the boy's shoulder. The second 
blind man put his hand on his friend's shoulder, and 
so on until all six men were ready to walk safely 
behind the boy who would lead them to the Rajah's  
magnificent palace.

When the blind men reached the palace, they were 
greeted by an old friend from their village who worked 
as a gardener on the palace grounds. Their friend 
led them to the courtyard. There stood an elephant. 
The blind men stepped forward to touch the creature 
that was the subject of so many arguments.

The first blind man reached out and touched the 
side of the huge animal. "An elephant ais smooth 
and solid like a wall!" he declared. "It must be  
very powerful."

The second blind man put his hand on the elephant's 
limber trunk. "An elephant is like a giant snake,"  
he announced.

The third blind man felt the elephant's pointed tusk. 
"I was right," he decided. "This creature is as sharp and 
deadly as a spear."

The fourth blind man touched one of the elephant's 
four legs. "What we have here," he said, "is an extremely 
large cow."

The fifth blind man felt the elephant's giant ear. "I 
believe an elephant is like a huge fan or maybe a magic 
carpet that can fly over mountains and treetops," he said.

The sixth blind man gave a tug on the elephant's 
coarse tail. "Why, this is nothing more than a piece of 
old rope. Dangerous, indeed," he scoffed.

The gardener led his friends to the shade of a tree. "Sit here and rest for 
the long journey home," he said. "I will bring you some water to drink."

While they waited, the six blind men talked about the elephant.

"An elephant is like a wall," said the first blind man. "Surely we can finally 
agree on that."

"A wall? An elephant is a giant snake!" answered the second blind man.

"It's a spear, I tell you," insisted the third blind man.

"I'm certain it's a giant cow," said the fourth blind man.

"Magic carpet. There's no doubt," said the fifth blind man.

"Don't you see?" pleaded the sixth blind man. "Someone used a rope to  
trick us."

Their argument continued and their shouts grew louder and louder.

"Wall!" "Snake!" "Spear!" "Cow!" "Carpet!" "Rope!"

"Stop shouting!" called a very angry voice.

It was the Rajah, awakened from his nap by the noisy argument.

"How can each of you be so certain you are right?" asked the ruler.

The six blind men considered the question. And then, knowing the Rajah 
to be a very wise man, they decided to say nothing at all.

"The elephant is a very large animal," said the Rajah kindly. "Each man 
touched only one part. Perhaps if you put the parts together, you will see the 
truth. Now, let me finish my nap in peace."

When their friend returned to the garden with the cool water, the six 
men rested quietly in the shade, thinking about the Rajah's advice.

"He is right," said the first blind man. "To learn the truth, we must put all the 
parts together. Let's discuss this on the journey home."

The first blind man put his hand on the shoulder of the young boy 
who would guide them home. The second blind man put a hand 
on his friend's shoulder, and so on until all six men were ready to  
travel together.
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1-2-4 exercise

This activity will demonstrate how collective 
intelligence enables you to generate better 
ideas and more of them faster by tapping into 
the knowledge that is distributed widely. 

Engage everyone simultaneously in generating 
questions, ideas, and suggestions. You can 
immediately include everyone regardless of 
how large the group is. You can generate 
better ideas and more of them faster than 
ever before. You can tap the know-how and 
imagination that is distributed widely in places 
not known in advance. Open, generative 
conversation unfolds. Ideas and solutions 
are sifted in rapid fashion. Most importantly, 
participants own the ideas, so follow-up and 
implementation is simplified.

REFERENCE: LIBERATING STRUCTURES 

INSTRUCTIONS:

1. Begin by asking a question in response to 
the presentation of an issue.(e.g., What 
opportunities do you see for making 
progress on this challenge? How would 
you handle this situation? What ideas or 
actions do you recommend?)  

2. Then ask everyone to jot down their ideas 
and answers to the question during a 
period of silent reflection. 1 min.   

3. Generate ideas in pairs, building on ideas 
from self-reflection. 2 min. 

4. Share and develop ideas from your pair 
in foursomes (notice similarities and 
differences). Maintain the rule of one 
conversation at a time in the whole group. 
4 min. 

5. Ask, “What is one idea that stood out in 
your conversation?” Each group shares one 
important idea with all (repeat cycle as 
needed). 5 min. 

6. Ask the group with a show of hands “who 
felt they came away from that activity 
with different ideas or insights?” Explain 
that because the activity engaged every 
individual in searching for answers we 
created more ideas and more diverse 
inputs, we created a safe space for 
everyone to contribute. In doing this, we 
harnessed the collective intelligence that is 
in this room. 

7. If the group's ideas were too similar or 
information was not divergent, ask them 
why might this be? Is it because they chose 
to only share knowledge that they knew 
they would have in common, rather than 
insight that was unique to each of them? 
Or is it because they all come from similar 
professional backgrounds or experiences? 

8. Refer back to the principles of collective 
intelligence design - particularly the 
importance of diversity and allowing 
everyone to contribute independently.

Tip: if you don’t have a specific challenge or 
issue that is relevant to your group, consider 
taking one of the Sustainable Development 
Goals and ask people about the opportunities 
they see to make progress on that goal.

TIME FRAME
15 - 30 mins

GROUP SIZE
20 - 40+ people

MATERIALS
Bell or timer to announce transitions. Sufficient 
space for participants to work face-to-face in 
pairs and foursomes.
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PUBLICATIONS

Brian Stanfield (Ed). The Art of Focused Conversation. 
The Canadian Institute for Cultural Affairs. 
https://ispimi.org/images/meeting/082212/focused_
conversation_ica_associates.pdf

Nesta: Digital Democracy 
https://www.nesta.org.uk/report/digital-democracy-
the-tools-transforming-political-engagement/

VSO: Participatory Approaches, A facilitator’s guide 
https://www.participatorymethods.org/sites/
participatorymethods.org/files/VSO_Facilitator_
Guide_to_Participatory_Approaches_Principles.pdf

TOOLS

Citra: Timeout Conversation Cards 
https://media.sitra.fi/2019/03/13135107/timeout-
conversation-cards.pdf

Community Toolbox: Organising Study Circles 
https://ctb.ku.edu/en/table-of-contents/advocacy/
advocacy-research/study-circles/main

DesignKit: How Might We?  
http://www.designkit.org/methods/3

Liberating Structures  
http://www.liberatingstructures.com/

NASA: Technology Readiness Level 
https://www.nasa.gov/directorates/heo/scan/
engineering/technology/txt_accordion1.html

ODI: Data Ethics Canvas 
https://theodi.org/article/data-ethics-canvas/

ODI: Mapping data ecosystems  
https://theodi.org/article/mapping-data-ecosystems/

Peace Corps:The Blind Men and the Elephant Lesson 
https://www.peacecorps.gov/educators/resources/
blind-men-and-elephant/

Percolab: Generative Decision Making Process 
http://www.percolab.com/en/generative-decision-
making-process/

Strategyzer: Test and Learning cards  
https://www.strategyzer.com/blog/posts/2015/3/5/
validate-your-ideas-with-the-test-card;  https://
www.strategyzer.com/blog/posts/2015/3/9/capture-
customer-insights-and-actions-with-the-learning-card

Transition Culture: How to run an open space event 
https://www.transitionculture.org/2008/03/21/12-tools-
for-transition-no10-how-to-run-an-open-space-event/ 

United Way Accelerator: Cover Story Mock-up 
https://unitedwayaccelerator.org/wp-content/
uploads/2019/05/Cover_Story_Mockup_11x17.pdf

WEBSITES AND BLOGS 

Data Nutrition Project 
https://datanutrition.media.mit.edu/

NOBL: The Decider App 
https://thedecider.app/

Nesta: Development Impact and You 
https://diytoolkit.org/

States of Change  
https://states-of-change.org/

No-nonsense innovation  
http://www.nonon.co.uk/

100% Open Innovation Toolkit 
https://www.100open.com/toolkit/
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https://ispimi.org/images/meeting/082212/focused_conversation_ica_associates.pdf
https://ispimi.org/images/meeting/082212/focused_conversation_ica_associates.pdf
https://www.nesta.org.uk/report/digital-democracy-the-tools-transforming-political-engagement/
https://www.nesta.org.uk/report/digital-democracy-the-tools-transforming-political-engagement/
https://www.participatorymethods.org/sites/participatorymethods.org/files/VSO_Facilitator_Guide_to_Participatory_Approaches_Principles.pdf
https://www.participatorymethods.org/sites/participatorymethods.org/files/VSO_Facilitator_Guide_to_Participatory_Approaches_Principles.pdf
https://www.participatorymethods.org/sites/participatorymethods.org/files/VSO_Facilitator_Guide_to_Participatory_Approaches_Principles.pdf
https://media.sitra.fi/2019/03/13135107/timeout-conversation-cards.pdf
https://media.sitra.fi/2019/03/13135107/timeout-conversation-cards.pdf
https://ctb.ku.edu/en/table-of-contents/advocacy/advocacy-research/study-circles/main
https://ctb.ku.edu/en/table-of-contents/advocacy/advocacy-research/study-circles/main
http://www.designkit.org/methods/3
http://www.liberatingstructures.com/
https://www.nasa.gov/directorates/heo/scan/engineering/technology/txt_accordion1.html
https://www.nasa.gov/directorates/heo/scan/engineering/technology/txt_accordion1.html
https://theodi.org/article/data-ethics-canvas/
https://theodi.org/article/mapping-data-ecosystems/
https://www.peacecorps.gov/educators/resources/blind-men-and-elephant/
https://www.peacecorps.gov/educators/resources/blind-men-and-elephant/
http://www.percolab.com/en/generative-decision-making-process/
http://www.percolab.com/en/generative-decision-making-process/
https://www.strategyzer.com/blog/posts/2015/3/5/validate-your-ideas-with-the-test-card
https://www.strategyzer.com/blog/posts/2015/3/5/validate-your-ideas-with-the-test-card
https://www.strategyzer.com/blog/posts/2015/3/9/capture-customer-insights-and-actions-with-the-learning-card 
https://www.strategyzer.com/blog/posts/2015/3/9/capture-customer-insights-and-actions-with-the-learning-card 
https://www.strategyzer.com/blog/posts/2015/3/9/capture-customer-insights-and-actions-with-the-learning-card 
https://www.transitionculture.org/2008/03/21/12-tools-for-transition-no10-how-to-run-an-open-space-event/ 
https://www.transitionculture.org/2008/03/21/12-tools-for-transition-no10-how-to-run-an-open-space-event/ 
https://unitedwayaccelerator.org/wp-content/uploads/2019/05/Cover_Story_Mockup_11x17.pdf
https://unitedwayaccelerator.org/wp-content/uploads/2019/05/Cover_Story_Mockup_11x17.pdf
https://datanutrition.media.mit.edu/
https://thedecider.app/
https://diytoolkit.org/
https://states-of-change.org/
http://www.nonon.co.uk/
https://www.100open.com/toolkit/


get involved

Send us your collective  
intelligence examples. 

Nesta has been collecting examples of collective intelligence 
projects and tools across different sectors. Explore our case 

studies, or add your own via the links below: 

Collective intelligence projects Trello board:
https://trello.com/b/CdTeRRC6/collective-intelligence-projects

Collective intelligence tools Trello board:
https://trello.com/b/vf3cXUVG/collective-intelligence-tools
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https://trello.com/b/CdTeRRC6/collective-intelligence-projects 
https://trello.com/b/vf3cXUVG/collective-intelligence-tools


hack this playbook!

This is only Version 1.0 of the Collective 
Intelligence Design Playbook. We’d 
love your feedback, comments and 

suggestions for how we make Version 
2.0 better! To contribute, follow the link 
to the Google Doc version on the Nesta 

website page for this playbook. 

Alternatively, please send suggestions for additional 
activities, or your versions of hacked activities and 

completed canvases to  
collective.intelligence@nesta.org.uk with CI Playbook: 

Version 2.0 as the Subject Line.
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