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How might we support a culture of well-being?  
Peacebuilders Integrative Thinking Challenge 

For K - Grade 5 
 

#IThinkChallenge 
@RotmanIThink 

 
This document is loooooong. What’s going on here?  
Think of this document as your cheat sheet to this Integrative Thinking challenge. Here you have: 
 

• About the Challenge pg. 1 – 2 
• Materials Requires pg. 2  
• Suggested Timing pg. 3 
• Detailed Activity Plan  pg. 4 - 12 

 
By the time this challenge is done, you and your students will have: 

• Used Integrative Thinking to come to recommendations for what Peacebuilders should do 
• Defined what well-being and restorative practice means to you  
• Created a 2-5 minute video (by each team) showcasing their thinking and recommendation to Peacebuilders 
• Showcased their thinking on Friday, May 3rd at the Rotman School of Management 

 
About the Challenge 
Peacebuilders is an organization that works in partnership with schools to establish commitment to restorative mindsets 
and practices. They do this through direct programming, providing training to the school community, and supporting 
students to take on leadership roles in helping others work through conflict. They currently work in partnership with high-
schools to promote cultures of well-being, and to create safe and supportive learning environments. To them, well-being 
means inclusivity, respecting youth autonomy, and recognizing the accountability each individual has to the greater 
school community. Peacebuilders focuses on helping school communities when conflicts happen in order to support 
physical, cognitive, emotional, and social well-being. They support individuals and communities to develop strategies to 
promote their own well-being.  
 
Peacebuilders supports well-being through restorative practices. When a conflict arises in school, it means that there has 
been a rupture in the school community that needs to be mended. 
Peacebuilders does this by: 

• Responding to conflict with conversation 
• Helping individuals to understand the impact of their actions 
• Planning a way forward that meets the needs of all those impacted by the conflict 

 
Restorative mindset sees conflict as an opportunity to strengthen the community. As they expand their work, 
Peacebuilders is facing a real challenge: how might they support well-being in elementary schools? Should they focus 
their efforts on building capacity in adults to use restorative practices, or in students to build skills for healthy conflict 
resolution? 
 
 

 
 
 
 
 
 
 
 
 
 



Remember to take photos and tweet along the way!  @RotmanIThink #IThinkChallenge 
 

2 

Challenge Question: How might we support well-being in elementary schools? 
 
Model 1: Work With Adults in the School 
In this model, Peacebuilders helps the adults in your community (teachers, administration, parents/guardians, after 
school care) to develop a restorative mindset. Peacebuilders likes this model because they can help adults to implement 
restorative practices in response to conflicts, and because the adults can then teach the students. Focusing on working 
with adults also allows Peacebuilders to reach more people in their work. 
 
Model 2: Work With Students 
In this model, Peacebuilders helps students to develop healthy conflict resolution skills through workshops. Peacebuilders 
helps students to build a restorative mindset and to implement restorative practices in their community. Peacebuilders 
likes this model because it gives students the power to build the kind of school culture that they want. It supports 
students as leaders and agents of change, and helps them to develop their problem-solving skills. 
 
 
Materials Required 
All materials can be found at www.rotmanithink.ca/peacebuilderschallenge-resources  
 
Launching the Challenge 

• This document!  
• Slide deck to guide your students through the challenge 
• Videos from Peacebuilders about the challenge 

 
Resources During the Challenge 

• Benefit Bubbles for the pro-pro 
• Amazing Race instructions for Step 2: Examine the Models 
• Possible math extensions 
• Office Hours: where your students can connect with Peacebuilders, members of a school that implemented 

restorative practices, and an expert in well-being  
 
Support Resources 

• Video introduction to Integrative Thinking  
• Links to resources for starting your inquiry into restorative mindsets and cultures of well-being 

 
Throughout the challenge with your students, each team will need:  

• 5 pieces of chart paper 
• Assorted markers  
• 24 Benefit Bubbles 
• Amazing Race envelopes and questions 
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Suggested Timing  
Below is an overview of your process, with suggested times. Of course, each classroom and each team will go at different 
paces.  
  

Suggested 
Timing 

Activity Goal Page 
Numbers 

10 - 15 min Frame the Activity Review Integrative Thinking process and the 
steps we’ll explore today. Provide context and 
objective of process. 
 

4 

10 – 15 min Issue the 
Challenge 

Introduce Peacebuilders and the challenge 
they are facing. 
 
Build empathy for Peacebuilders and explore 
the problem as tensions. Define what well-
being means to the class, and discuss 
restorative mindsets. 
 

4 

20 – 30 min Defining Opposing 
Models 

Start Integrative Thinking, Step 1: Articulate 
the Models by asking students to visualize the 
models in tension.  

5 

10 – 15 min Articulate the 
Models: Identify 
the Stakeholders 
 

Continue with Articulate the Models by 
identifying three stakeholders.  

6 

30 - 45 min Articulating the 
Models: Pro-Pro 
Chart 
 

Continue with Articulate the Models by creating 
the Pro-Pro chart. Students use the Benefit 
Bubbles to identify benefits and describe how 
the benefit is achieved. 
 

7 

15 - 60 min Examining the 
Models: 

Start Integrative Thinking, Step 2: Examine 
the Models. Use the Amazing Race questions 
to support student thinking by considering 
connections between benefits, identifying the 
benefits you care most about, and synthesizing 
the benefits.  
 

8 

15 - 30 min Pathways to 
Integration 

Start Integrative Thinking, Step 3: Explore the 
Possibilities. Use the Pathways to Integration 
to support your students in creating a reframe 
question.  
 

9 

15 - 60 min Explore 
Possibilities 

Continue with Integrative Thinking, Step 3: 
Explore the Possibilities.  Use brainstorming, 
visualization and prototyping as students 
create their recommendations for 
Peacebuilders. 
 

10 
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Detailed Activity Plan 
Below is a Cheat Sheet to get you through the challenge. It is a combination script, and descriptors of what we do at 
each step of the Integrative Thinking process and why.  
 
 
Frame the Activity 
Slides 3-4  
The script below helps to introduce students to their task of being consultants to Peacebuilders.  
 
Today you are being asked to be consultants for Peacebuilders. The organization is at a crossroads and needs to find a 
better answer. There are two things each team needs to do really well: 
 

1. Empathize with the organization and its users:  Learn about Peacebuilders and the Restorative School 
Programs they run. You need to understand how they operate, and what values drive their work. You also need 
to understand the diverse groups in school communities who benefit from their support. As consultants, you want 
to be able to explore different perspectives in order to make meaningful recommendations.  

2. Be innovative: Peacebuilders 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 idea using Integrative Thinking. 

 
Innovation is not about pulling ideas out of thin air.  Rather, true innovators are those that notice or establish connections 
between existing ideas and apply a rigorous process to develop something new and valuable from those initial building 
blocks.   
 
 
Today, we are asking you to consult for Peacebuilders using the Integrative Thinking process as a 

way to channel your creativity and see connections you may not have seen otherwise. 
 
 
Issue the Challenge  
Slides 5 
 
Use the video of Peacebuilders talking about their challenge to introduce it to your students. They’ve done the 
work for you! Get the video at www.rotmanithink.ca/peacebuilderschallenge-resources 
 
Before moving on, host a discussion on: What is the choice in front of Peacebuilders when it comes to who to work with 
in schools?  
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Defining Opposing Models 
Slides 6-7 
 
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.  
 

We start by looking at the problem – How might we support well-being in elementary schools? - 
through the lens of opposing models. Opposing Models are two possible solutions to the problem 
that you are not entirely happy with, and cannot use both at the same time. 

Instructions Visualize on chart paper the two opposing options in front of Peacebuilders. Take each of the 
opposing models, one at a time: 

• Discuss the model by describing and visualizing it 
• Try to make each model as extreme as possible 

 
If you get stuck, imagine that you are observing a meeting of the Peacebuilders team. For each 
of the models, how would they respond to the following scenarios if each opposing model was 
implemented: 

• Schools want to partner with Peacebuilders, but lack the funds 
• More school groups want to become involved, and want training 
• Many students are often absent from school 
• Some groups in the school community value restorative practice, but others oppose it 

 
What we do When we want to use Integrative Thinking, we start by looking at the problem through the lens 

of opposing models. For Peacebuilders, they are struggling between: 
 

Model 1: Work With Adults in the School Community In this model, Peacebuilders 
helps the adults in your community (teachers, administration, parents/guardians, after school 
care) to develop a restorative mindset. Peacebuilders likes this model because they can help 
adults to implement restorative practices in response to conflicts, and because the adults can 
then teach the students. Focusing on working with adults also allows Peacebuilders to reach 
more people in their work. 
 
 

 
Model 2: Work With Students In this model, Peacebuilders helps students to develop 
healthy conflict resolution skills through workshops. Peacebuilders helps students to build a 
restorative mindset and to implement restorative practices in their community. Peacebuilders 
likes this model because it gives students the power to build the kind of school culture that they 
want. It supports students as leaders and agents of change, and helps them to develop their 
problem-solving skills. 

 
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 are looking 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 what the extremes 
have to offer.  

 
 We spend the time talking about it to make sure that the consulting team has a similar 

understanding of the options in front of them.  
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Articulating the Models  
Slides 8-13 
The student output is a Pro-Pro Chart, where they have identified 3 – 4 stakeholders and how each model 
benefits them.  
 
Identifying Stakeholders 
Slides 8, 9 
 
Instructions 1. Set up your chart paper by writing the name of a model at the top, followed by the 3 

stakeholders underneath the model title.  
 
 2. Identify 3 to 4 stakeholders from whose perspective you want to examine the challenge. Some 

examples of stakeholders in this challenge are:  
• Students 
• Adults in the school (teachers, administration, parents/guardians, after school care) 
• Peacebuilders 

Choose the stakeholders that are most relevant to your community. For a deeper experience, 
students should observe and engage with the stakeholders to better understand their 
perspectives.   
 

What we do We need to decide who the stakeholders are- the people who matter. Who is affected by the 
solution to the problem?  

 
Why we do it Part of a consultant’s job is to come to a recommendation that will work for the organization. 

Peacebuilders wants a recommendation that will work for everyone they care about, because 
they understand that the different players are the puzzle pieces that make their impact possible. 
If we were to only look at the problem from Peacebuilders’ 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.  
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Pro-Pro Chart 
Slides 10-13 
 
Instructions Explore the benefits of each of the models from each of the stakeholders’ perspective. Use the 

Benefit Bubbles to add structure to the student thinking. The Benefit Bubbles help by asking:  
• What is the benefit to the stakeholder in this model?  
• How is this benefit created? How does the model work for them? 

 
For students who are new to Integrative Thinking, it is helpful to model creating Benefit Bubbles. 
One example is:  
 
 
 
 
 
 
 
 
 
 
 
 
Tips:  
1. Work with one model at a time. Choose one stakeholder to start with.  
2. Benefits can range from trivial to complex. We want to generate as many benefits as possible 

for each of the stakeholders and models.   
3. The goal is to generate at least 3 benefits for each stakeholder under each model, giving at 

least 18 benefits across the two models.  
4. Since these models are opposing, if you see a negative for one model, you can capture it as 

a positive on the other model.  
 
What we do Up to now, we’ve been taking the time to acquaint ourselves better with both of the models 

being considered and the people who are the most affected by your solution. Now we want to 
better understand the interaction between the two. Specifically, we want you to consider what 
benefits each of your stakeholders get from each of the two models. 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.  

 
 
 
 
 
 
 
 
 

I like that this model gives me time to 
focus on learning because my students 

have the ability to resolve their conflicts in a 
healthy way. 
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Examine the Models 
Slides 14-16 
The goal when Examining the Models is to come to insight. What do we see and understand now that we did 
not before that opens up new possibilities? You can find the instructions for the Amazing Race at 
www.rotmanithink.ca/peacebuilderschallenge-resources 
 
Frame Step 2 in the Integrative Thinking process is to think about our thinking. We do this to make 

sense of what we uncovered through the Pro-Pro Chart by going deeper and starting to develop 
our own understanding of the problem.   

 
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 will likely take the longest.  

 
The Amazing Race was created by the I-Think team as a way to scaffold student thinking. It 
has three parts:  

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 the two 
models. Draw at least 3 lines, using a different colour marker each time. 

2. Put a heart beside the benefits that you feel must be included in the solution that you 
will be creating. 

3. Synthesize what you love about each model into one word. You should have two words.  
 
What we do Now we want to take a step back and make meaning of all the thinking and make connections 

between the benefits. This is an opportunity to start forming our 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 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.  
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Pathways to Integration  
Slides 17-20 
Student output is to reframe the problem and imagine new ideas for how Peacebuilders can solve their 
challenge. See the Appendix for the script for the Pathways to Integration.  
 
Frame The third step in the process is to explore the possibilities of a solution to the problem. We start 

this by reframing our problem. We are moving away from the tension of Working With Adults in 
the School Community vs. Working With Students to a question that highlights our insight.  

 
Instructions  Sometimes your reframe question comes intuitively. Most of the time, we need support to 

capture our insight in a new question. Explore the Hidden Gem Pathway.  
 

Broadly, a Hidden Gem integration is used when there is only one thing about each model that 
you really love – 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.   

 
Looking at your opposing models, and the benefits that you have circled, how would you fill in 
the blanks:  
 
How might we design a new model to generate (benefit of model #1) and (benefit of 

model #2)? 
 

You can use the slides to tell the Hidden Gem story (or the other Pathways to Integration) or just 
have students use the fill in the blanks.  

 
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.  
   

In the earliest versions of Integrative Thinking, at this point we would say: be creative! Come up 
with a new way to solve the problem.  However, we’ve done some work since then and have 
seen patterns in how Integrative Thinkers have created solutions to their challenges. The Hidden 
Gem, along with the other pathways are those patterns.  

 
Why we do it  When someone else comes to us with a problem, it is their understanding of the problem. 

Peacebuilders thought that their problem is about whether to keep doing what they are doing, or 
to find efficiencies. As their consultants, you’ve done more digging and thinking. You can 
therefore go back to Peacebuilders with a refined understanding of the problem they have to 
solve. 
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Explore the Possibilities 
Slides 21-29 
The output are a couple recommendations that students want to make to the Peacebuilders.  
 
Instructions 

1. Brainstorming – We brainstorm as many ideas as possible. We try to: 
• Brainstorm individually to give everyone a chance to imagine 
• Share our individual ideas  
• Build on each other’s ideas with “Yes and…”  

 
Our brainstorm has a couple of rules to make this possible: 

• One idea per sticky note, and make it visual 
• Go for wild ideas 
• One conversation at a time 
• Quality in quantity  

 
2. Clustering - Now looking at your ideas, cluster them into groups. Group the ideas into: 

o Seen it 
o Could be fun 
o Super exciting 

We want students to choose from the Could Be Fun or Super Exciting categories for the ideas 
they move forward with. It pushes their creativity.  

 
3. Prototyping – Get concrete on your ideas by sketching them or building them!    

 
What we do We are going to brainstorm as many ideas as possible of what we might recommend to 

Peacebuilders. We then make concrete the ideas we think best reflect our insights.  
 
Why we do it  We brainstorm lots of ideas because usually our first ones are the least innovative and 

interesting. Instead we want to take the time to come up with a lot of ideas for two reasons. 
First, in quantity there is quality. Secondly, because it gives us the opportunity to build on each 
other’s ideas.  

 
 
 
 
 

CONGRATULATIONS! 
You have come to better answers by leveraging opposing models, building empathy and 
imagining new possibilities. Thank you for thinking deeply and sharing your ideas with 

Peacebuilders! 
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Appendix 
Pathways to Integration  
See additional slide deck for all three Pathways to Integration examples.  
 
Hidden Gem 
The first pathway to integration is called the Hidden Gem. Broadly, a Hidden Gem integration is used when there is only 
one thing about each model that you really love – 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 Hogwarts forever, after all).  A 
few years ago, for example, two fairly popular Nickelodeon shows, iCarly and Victorious, both came to an end. 

 
But what about those secondary characters that always made us laugh? How could we get those laughs while throwing 
away the outdated premise? Solution: create a new programme around the old characters we love: thus, Sam and Cat. 
 
Task: Could you create a new model from one building block from each model? (In other words, if you could only keep 
one element from each model from which to build a new model, what would those two elements be?) 
 
Looking at your opposing models and the benefits that you have circled, how would you fill in the blanks here: 
 

How might we design a new model to generate (benefit of model #1) and (benefit of model #2)? 
 
 
Double Down 
The next pathway is called the Double Down pathway. In a double down integration, the technique is used when you find 
yourself falling in love with all of one model, but there is one thing from the other model that you need to capture to 
solve the problem. So you extend the model you love, doing one thing a little more in such a way that it produces the 
other benefit you are looking for. 
 
Here’s an example: We’ve all used a vending machine to buy a can of pop. You walk over to the machine, feed in your 
money, and out pops your drink.  It’s quick and convenient for you, and simple for vendors to manage.  The company’s 
deliveryman arrives periodically to stock the machine with a trusted product and remove the money, but otherwise the 
machine can essentially be ignored.  The downside of this is that the customer’s choices are limited by the stock that the 
machine has on hand: if you want a cherry-lime-vanilla Coke, you’re out of luck. 
 
If you really want to get a customized drink, the way to do it is to order it at a restaurant or a fountain. When someone is 
taking your order, you can ask for all kinds of little nuances and details (think about how we order drinks at Starbucks!). 
The problem is, you lose the freedom and convenience of self-serve which is what a vending machine is great for. It’s 
also costly for the store because they have to employ people to take your order. 
 
Solution: the Coca-Cola Freestyle.  In all its essentials it works for both the vendor and the customer just like the fridge 
full of cans or bottles, but pushes even further on the idea of self-service to get the choice the customer wants without 
imposing any of the costs on the store. 
 
Task: Under what conditions could one of your models actually generate the benefits of the other? Is there one model 
you really love that you’d want to expand to include a core benefit of the other model? If so, which benefit of the other 
model would you want to capture? 
 
Looking at your opposing models, and the benefits that you have circled, how would you fill in the blanks here: 
 

How might we expand (one model) to include (benefit of the other model)? 
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Decomposition 
The last pathway to integration is called Decomposition. Broadly speaking, this pathway is used when you love most of 
both models and want to do both. In this example, you need to understand the problem differently so that you can apply 
both options, but to different parts of the problem.   

 
Example: Imagine that we are looking to create a sport for young kids.  

• On one hand we have the fun game of baseball. A classic sport – but one that is very hard. Learning how to hit 
the ball can be tricky. Each pitch is different. In addition to learning the hand-eye coordination of bat-to-ball, you 
also have to learn how to read the pitch: will it be a ball or strike? 

• Golf solves this problem. The golf ball stays in one place. However, there is no movement between hits. Players 
walk from one hole to the next. Some might say that it is boring.  

• T-ball solves this challenge. If we split the sport into hitting and running, we apply the golf model by keeping the 
ball in one place and the baseball model to the running around the bases.  
 

Task: How might you parse the problem in a new way such that each model could be applied to different parts of the 
problem? If you like all or most of both models but they can’t productively be applied together to the whole problem, how 
might they be applied to separate parts of the problem? Spend a few minutes considering how you might do this. 
 
Looking at your opposing models, and the benefits that you have circled, how would you fill in the blanks here: 
 

If I looked at the problem differently, where or when might we apply (model #1) and where or when 
might we apply (model #2)? 

 


