
 

Integrative Thinking in the Classroom – Bella’s Ice Cream I Session Plan 1 

Integrative Thinking in the Classroom 
Bella’s Ice Cream 

Detailed Activity Plan 
 

Bella’s Ice Cream is a case study based on a real company who faced a challenge that all 
socially-oriented company’s face: do I continue focusing on my mission of a triple bottom-line 

or due to profit pressures, return to a focus on profitability. 
 
This case was designed to give participants an experience in the Integrative Thinking process.  
 
Activity Objective 
 

 Teachers will be able to facilitate the Bella’s Ice Cream experience in their classroom 

 Experience for participants is guided, but genuine 

 Provides an introduction to the Integrative Thinking process  
 

 
Materials Required 

For each participant: 
 Copies of Bella’s Memos (CEO, CFO and Director of Marketing)  

 
For each team: 

 5 pieces of chart paper 

 Assorted markers in various colours  

 24 Benefit Bubbles 

 Amazing Race envelopes and questions  
 

 
Preparation in advance 

 Students are based on small teams 
o Grades 1 – 3: teams of 3 or 4 with a team helper 
o Grades 4 – 8: teams of 3 or 4 
o Grades 9 – 12: maximum of 5 students per team 

 Students should be comfortable working with each other, a warm-up or get-to-know 
you game is recommended for newly formed groups 

 If the 80-minute version is being run, be sure to provide the memos for participants to 
review in advance 
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Suggested Timing  

 
80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 10 min Introduction Review Integrative Thinking process 

and the steps we’ll explore today. 
Provide context and objective of 
process. 

 
5 min 10 min Issue the Challenge Introduce Bella’s Ice Cream 

Company. 
Build empathy for Bella and her 
colleagues and explore the problem 
as tensions. 
Level set knowledge for the business. 
 

10 min 20 min Defining Opposing 

Models 

Start Integrative Thinking, step 1. 

Explore opposing models. 
Teams are asked to visualize the 

models in tension. 
 

30 min 40 min Articulating the 
Models 

Identify three stakeholders (e.g. 
company, customers and 

employees). 

Create pro-pro chart for the models 
in tension by identifying benefits and 

describing how the benefit is 
achieved. 

 
10 min 15 min Break  

 

15 min 30 min Examining the 
Models: Amazing Race 

Start Integrative Thinking, step 2. 
Examine the models by considering 

connections between benefits, 
identifying the benefits you care 

most about, and synthesizing the 
benefits. 

 
5 min 10 min Pathways to 

Integration 

Describe the Pathways to Integration. 
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10 min 20 min Explore Possibilities Start Integrative Thinking, step 3, 
using Hidden Gem pathway. 
 

5 min 15 min Sharing A few teams share their initial ideas 
for an integration. 

 

5 min 10 min  Wrap Up 
 

Review the Integrative Thinking 
process. 

100 min 180 min   
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Activity Details 

 
80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 10 min Introduction Review Integrative Thinking process, 

and the steps we’ll explore today. 
Provide context and objective of 
process 

 
 

Frame Today you are being asked to be consultants to Bella’s Ice Cream Company. 
The company is at a cross roads and needs to find a better answer. Each table 
is a team of consultants and there are two things each team needs to do 
really well: 
 

I. Empathize with the company: Learn about the company, how they do 
business and what is really important to them. As consultants you want to 

be able to put yourself in the shoes of the company so you can make 
meaningful recommendations to them. 

II. Be innovative: Bella’s Ice Cream Company is looking for a better answer 
and is looking for your help. You’ll be asked as a team to work together to 

create a better ideas using Integrative Thinking. 
 

What we do - Identify a clear goal of what we’re looking for (an innovation) 
- Highlight how the teams should be working together 

 

Why we do it The frame provides the context and objective for the activity. Context is 
important to give an understanding of why we might explore the process. The 

objective identifies a clear goal of what the process should achieve. To 
engage with Integrative Thinking, we ask students to be explicit with their 

thinking, similarly, as facilitators we should be explicit with our thinking. 
 

Instructions 1. Share the frame for the activity today. 
2. Share an overview of the Integrative Thinking process. 

 

  

If you have 

time…. 

- Provide examples of what an innovation might look like (e.g. SpinBrush, 

an idea borne out of a spinning lollipop) 
- Discuss why following a process might be helpful to the creative process  

- Discuss how team members might need to engage with each other during 
the activity 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 10 min Issue the Challenge Introduce Bella’s Ice Cream 

Company. 
Build empathy for Bella and her 

colleagues and explore the problem 
as tensions. 
Level set knowledge for the business. 

 
 

What we do - Introduce Bella’s Ice Cream Company by explaining the ice cream 
production process 

- Introduce each leader and have them share their concerns and 
perspectives, mirroring what is on the handouts. You can share by having 
the students read the memos or have people “act out” the perspectives 

to include the information in the memos.  
o Introduce Bella (either by picture or have someone ‘act’ out Bella) 

o Introduce the CFO 
o Introduce the Director of Marketing 

- Share the challenge 
 

Why we do it It is important to help make participants confident with their understanding 
of the ice cream production process. By highlighting the ice cream in simple 

form, it can help students feel empowered to make decisions about the 
company’s process. 

 
Rather than having the Bella’s challenge as simply a question on a piece of 
paper or on a slide, having “real” people can kick off the activity in a fun and 
authentic way. It is important for students to build empathy for the company 
and its decision makers. This can help students be engaged in the activity and 
imagining a better answer. 
 

Instructions 1. Introduce Bella’s Ice Cream Company and the ice cream production 

process. 
2. Introduce each of the leaders and have them introduce their perspective 

of the challenge: 
o Bella (CEO) 

o CFO 
o Director of Marketing 

3. Re-state the challenge that the students are working on 
4. Ask students to join in the process to create a better solution 

If you have 
time…. 

- Give time for each of Bella’s Ice Cream Company leaders to spend time 
with the groups, giving each group a chance to ask questions 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

10 min 20 min Defining Opposing 
Models 

Start Integrative Thinking, step 1. 
Explore opposing models. 

Teams are asked to visualize the 
models in tension. 
 

 
Frame The first step in the Integrative Thinking process is about going deep into the 

problem to better understand the challenge in front of us.  
 

What we do We start by looking at the problem through the lens of opposing models. 
Opposing Models are two possible solutions to the problem, where you are 

not happy with either of them, and you couldn’t use both models at the same 
time. 
 
For Bella’s, they struggle between: 

o Being Efficient: every decision is about streamlining operations 
and saving money 

o Maintaining the Status Quo: decisions focus on the triple bottom 
line where we ensure that we set expectations for profit, people 
and the environment 

 

Why we do it The insight of Integrative Thinking is that when faced with opposing options, 
we should be excited about what we can learn from it, instead of being 

overwhelmed. When articulating the models, we want to make them as 
opposing as possible, even if it feels a little outside of the realm of reality. We 

push the extremes because our goal is to learn from models that don’t have 
compromises already embedded in them.  

 
We spend the time talking about it to make sure that each team member has 

a similar understanding of the opposing models. Each team might have 
slightly different version of the model - and that is good! Each model will be a 
bit different because everyone sees the model differently and their 
discussion will shift each team’s model a little bit. 
 

Instructions 1. Take each model, one at a time: 
o Discuss the model by describing and visualizing it 
o Try to make each model as extreme as possible. 

2. If you get stuck, imagine that you are observing a meeting of Bella’s 
executive team. For each of the models, how would they respond to the 

following? 
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a) A local supplier wants to increase the price of the produce they 

sell to Bella’s 

b) A new technology has become available, making it possible to 

freeze the ice cream very quickly -  would they buy it?  

c) Employees want to re-decorate the break room 

d) Someone proposes that from now on, promotions to leadership 

are only drawn from within the company 
3. At the end of this activity each team should have a visualization (with 

words is okay!) of each of the models. Teams should feel confident that 
they have understanding of what the models mean to them.  

  

If you have 
time…. 

- With more time, you can have teams describe, visualize and create an 
objective model of the opposing models 

- With less time, it can be tempting to skip this step. DON’T! Teams need 
time to understand the model before they dive into the next step. 

 
- You can choose to give students a moment to reflect on the process by 

asking: 
o Why might it be helpful for us to spend time thinking about and 

visualizing the models together as a team? 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

30 min 40 min Articulating the 

Models (Identifying 
stakeholders and the 

Pro-Pro chart) 

Identify three stakeholders (e.g. 

company, customers and 
employees). 

Create pro-pro chart for the models 
in tension by identifying benefits and 
describing how the benefit is 

achieved. 
 

 

Frame Now that we understand the opposing models, we want to dive in to 
understand how the model works and how people benefit from the model. 
There are two parts to this (1) identifying stakeholders and (2) creating the 
Pro-Pro chart. 

 

 
Part 1: Identifying Stakeholders 

What we do - Identify who the stakeholders are: 
o Who are the people who matter in this challenge? 
o Who might be affected by the solution to the problem? 

 
Why we do it Bella’s wants a recommendation that will work for everyone they care about, 

because the company understands that many different players are the puzzle 
pieces that makes their business possible. If we were to only look at the 

problem from the company’s perspective, then we’re likely to miss 
interesting ways of understanding the problem.  There is richness in each 
perspective, and each will provide insight into things that having only one 

stakeholder might miss.  
 

Instructions 3. Setup your chart paper by writing the name of a model at the top, 
followed by the 3 stakeholders underneath the model title. 

4. Identify 3 to 4 stakeholders that you want to examine the perspective of: 
o Company 
o Customers 

o Employees 
 

  
If you have 
time…. 

- With less time, we often identify the stakeholders together and discuss 
why they matter 

- With more time, you can have teams brainstorm all the possible 
stakeholders and group them 

- In general: 
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o the company and customers are always key stakeholders  
o employees can be placed under the company category 
o Suppliers are often considered an additional stakeholder 

 
Part 2: Pro-Pro Chart 

What we do - Explore the benefits of each of the models from each of the stakeholder’s 
perspective by asking: 

o What is the benefit to them in this model? 
o How is this benefit created? How does the model work for them? 

 

Why we do it When making a tough decision, we’re usually taught to do a pro-con list: 
make a list of the good and bad things about each decision. At the end of the 
process, we are often no closer to making a decision, and are possibly rather 
put off by both options in front of us.  
 

When using Integrative Thinking, we make a Pro-Pro list because our goal is 
to learn from each option. We want to more deeply understand why each 

option is good and useful, so that we can use it as our building blocks for a 
new solution. 

 
Instructions 1. Work with one model at a time. Choose one stakeholder to start with.  

2. Ask, what benefit does this stakeholder get from this model? Answers can 
range from trivial to complex, we want to generate as many benefits as 

possible for each of the stakeholders and models. 
3. Complete the benefit bubble. 

4. The goal is to generate at least 3 benefits for each stakeholder under each 
model, giving at least 18 benefits across the two models. 

 
Example 
As a customer, I might say that I like the Status Quo model because it gives 
me a consistency of quality because Bella’s will continue to source from the 
same suppliers they always have. This will make sure I will get the same high 
quality ice cream I’ve gotten until now 
 
Tips! 

I. Start by modeling an example 
II. Then do an example together 

III. If you see a negative from one model, it can become a positive on the 
other side of the model. Why? Since the models we started with are 
opposing, the opposite of a negative is a positive 
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If you have 
time…. 

- With less time, have class work as a group 
- With more time, you can have teams share their benefits with other 

teams so that each group has robust pro-pro charts 
- With more time, you want to ensure that each benefit bubble is clear 

about the identified benefit and why it occurs 
 
- You can choose to give students a moment to reflect on the process by 

asking: 

o What was different about this process? 
o What was hard? 

o Why might it be helpful to you as a problem solver? 
 
- In general: 

o Don’t simply have one group work on one model, and another 
work on the other; this won’t give teams a chance to learn from 
both models 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

10 min 15 min Break  

15 min 30 min Amazing Race Start Integrative Thinking, step 2. 
Examine the models by considering 

connections between benefits, 
identifying the benefits you care 
most about, and synthesizing the 
benefits. 
 

 
Frame The second step the Integrative Thinking process is to think about our 

thinking. We do this to make sense of what we uncovered by going deeper 
and start to develop our own understanding of the problem.   

 

What we do You have done a lot of digging into the two models. Now we want to take a 
step back and make meaning of all your thinking by making connections 
between the benefits. This is your opportunity to start forming your own 
understanding of the problem. Don’t jump to solutions just yet, but instead, 
take time to develop a richer understanding and deeper empathy.  
 

Why we do it Integrative Thinkers take the time to better understand the problem at hand. 
Instead of jumping to conclusions about the solution, they dive in even 

deeper. They do that, because at the moment, what they have is a collection 
of information about what is good about each model, but they have yet to 
form their own understanding of the problem and develop their own insights 
from the wealth of information.  
 

We use an ‘Amazing Race’ style interaction to bring energy to what is very 
cognitive. By giving a sense of urgency, we find teams are more likely to come 

together and focus for this discussion. 
 

Instructions We will do this Amazing Race style. Each team will get a task to complete. 

Only by completing the task to the satisfaction of the judges, will you get your 
next task. As a heads up, the final task, done well, will take the longest.  

 
The Amazing Race has 3 steps: 

1. Draw lines between benefits that you think are related and write on 
the lines why you think they are connected. At least one of your 
connecting lines must be between two models. Draw at least 3 lines, 

using a different colour marker each time. 
2. Put a heart beside the benefits that you must include in the solution 

that you will be creating. 
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3. Summarize each model down to one word. 
 

  

If you have 
time…. 

- With more time, spend more time in each step of the race, explaining 
their thinking. 

o For connecting the benefits, ask: Why are they connected? What 
is interesting to you about that? 

o For the hearts, ask: Have you been choiceful? Are those the ones 
that are really valuable to your team? 

o For summarizing the model down to one work, ask: Do you see 
the model differently from where you started? Why have you 
summarized the word in this way? 

 
- You can choose to give students a moment to reflect on the process by 

asking: 
o What was different about this process? 

o What was hard? 
o How might connecting the benefits help you with the problem 

solving process? 
o How might summarizing the heart of the model help you with the 

problem solving process? 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 10 min Pathways to 

Integration 

Describe the Pathways to Integration 

10 min 20 min Explore Possibilities Start Integrative Thinking, step 3, 

using the Hidden Gem pathway. 
 

 

Frame The third step in the Integrative Thinking process is to explore the possibilities 
of what a solution to the problem might look like.  

 
What we do As we move towards a recommendation, we begin this process by creating a 

new question to be solved. We call this a reframe question: we are reframing 
what the problem to be solved is. 
 

The Pathways to Integrations are three patterns we’ve seen arise from 
different Integrative solutions. The three pathways are: 

o Hidden Gem: take one (or a few) benefits from each model to create a 

new and better model 
o Double Down: take one model and extend the model in such a way 

that you generate the benefit that you want from the other model 
o Decomposition: parse the problem in a different way so that you can 

apply both options, but to different parts of the problem 
 
Given the short time, we often simplify the activity by only exploring the 
Hidden Gem pathway. It is the simplest to conceptually understand and 

apply. 
 

To give this process focus, we use a fill-in-the-blank question for students to  
 

Why we do it When someone else comes to us with a problem, it is their understanding of 
the problem. Bella thought that their problem is about whether to keep doing 

what they’re doing or to find efficiencies. Now that you’ve done more digging 
and thinking, you can go back to Bella’s with a refined understanding of the 

problem they have to solve.  
 

Instructions 1. Explain the Hidden Gem pathway by sharing the ‘Sam and Cat’ example. 

2. Ask each team to choose one benefit from each model and complete the 
question template. 
o How might we design a new model that generates both (model 1 

benefit) and (model 2 benefit)? 
3. Imagine new possibilities and create a quick prototype. 
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Pathways to 
Integration – 
Hidden Gem 
Example 

The first pathway to integration is called the Hidden Gem. Broadly, a Hidden 
Gem integration is a pathway that explores keeping only one thing from each 
model – and in fact could throw the rest of the models away. The key is in the 
creative twist that arises when you have to figure out how to build a new 
solution around just those small pieces. 
 
Here’s an example: Television shows come and go all the time.  Even the 
most popular run their course eventually: storylines get old, the chemistry 

among the characters gets tired, and a decision is made to cancel the series.  
This is especially true of programming aimed at younger people because on 

the one hand the actors themselves grow up and on the other the characters 
outgrow the situation (Harry, Hermione, and Ron couldn’t stay at Hogwart’s 
forever, after all).  Over the last few years, for example, two fairly popular 
Nickelodeon shows, iCarly and Victorious have both come to an end. 

 
But what about those secondary characters that always made us laugh, 
whose goofiness was based on their individual personalities, not the situation 

or the relationship?  How could we get those laughs while throwing away the 
outdated premise?  Solution: create a new show around the old characters 

we love: thus, Sam and Cat. 
 

  

If you have 
time…. 

- Explore the other Pathways to Integration: The pathways are meant to be 
patterns to explore new possibilities. Attempting other ways to imagine 
possibilities can help support developing new and innovative ideas. 

- Use tools of creativity (e.g. brainstorming, clustering and prototyping) to 

generate ideas 
- Use the mash-up approach to generate novel ideas 

 
- You can choose to give students a moment to reflect on the process  by 

asking: 
o In what ways might your new idea be better than either of the 

original models? 
o What was different about this process? 
o What was hard? 
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80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 15 min Sharing A few teams share their initial ideas 

for an integration. 
 

Frame The Integrative Thinking process is a process, not a guarantee. We encourage 

the teams to share their ideas as prototypes – ideas that are open to iteration 
and development. Rather than focusing on whether the prototype is  good or 

not, listen for what makes the idea interesting and what we could develop 
and take farther. 

 
What we do You have done a lot of thinking in the last few hours and now it’s time to 

share your thinking. It can be tempting to simply show your idea as  the 
answer, but what we want to hear is your thinking. 

 

Why we do it After spending so much time working through the problem, it is important to 
validate the team’s effort by giving them an opportunity to share their ideas.  
 

For teams, it can be tempting to focus on the idea – describing and sharing its 
features – instead, we want to encourage students to share their thinking 
that helped them get to their prototype. 
 

Instructions Ask teams who are sharing: 

1. Take one minute to share your prototype. 
2. Take two minutes to share some of your thinking that went into your 

prototype. Some prompting questions that can help focus their thinking: 
o What benefits did you use to help you build your idea? 
o In what ways might your new idea be better than either of the original 

models? 
o What step of the process helped your team gain a new understanding 

of the problem? 
 

  

If you have 
time…. 

- Give enough time for each team to present 
- Pair off teams and have them present to each other 

 
 
 

 
 

 
 

 



 

Integrative Thinking in the Classroom – Bella’s Ice Cream I Session Plan 16 

80-min 
Activity 

3-hour 
Activity 

Activity Goal 

5 min 10 min Wrap Up Review Integrative Thinking process 

 
Frame Today we explored the Integrative Thinking process to help Bella come to a 

better answer to the challenge facing Bella’s Ice Cream Company. Even 

though we started in the same place, each team came to a different idea and 
solution. There is no one or ‘perfect’ answer to challenging problems – it’s 

better for us to learn from all the different possibilities. 
  

What we do - Congratulate the teams for working hard to explore their thinking 
- Review the Integrative Thinking process 

- Emphasize the value of having many different ideas 
 

Why we do it Rather than focusing on the answer, we want students to reflect and focus on 

the process. The danger of case-based learning is that students can 
sometimes feel that there is one solution that they are seeking. Instead, we 
want to build opportunities for students to make connections to their own 
learning. 
 

  

If you have 
time…. 

- Reveal that the case was based on the challenge that founders of Ben & 
Jerry’s was facing. Ben Cohen and Jerry Greenfield struggled with 
maintaining the growth of an organization that was fair to its employees, 
easy on the environment and kind to its cows. Ultimately, Ben and Jerry, 

as custodians of a publicly traded company, sold the company to Unilever. 

Their hope was that they would be able to expand their impact with the 
support a larger parent company.  

 
- You can choose to give students a moment to reflect on the process by 

asking: 
o What was different about this process? 

o What was new and challenging for you? 
o How did you overcome these challenges? 
o What part of the process might you be able to use again? When? 

 

- Ask students to discuss/write about: 
o Their team’s process or approach to problem solving  
o Creativity during the case study 

 

- Serve ice cream! 

 

 


