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Syntegration®

Connecting People - Managing Ideas
So far you have only worked together.  
You have not yet collaborated.
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What is Syntegration®?
A Management Summary
We use Syntegration in a wide range of applications, 
e.g., to develop holistic strategies with our clients; to 
manage reorientation processes; to efficiently plan 
large-scale projects such as transformation and 
change; to master mergers, to permanently reduce 
costs or to resolve conflicts. A Syntegration lasts be-
tween two to three days and can be implemented for 
organizations of any kind, size and complexity. Our 
clients have demonstrated the enormous effective-
ness of the Syntegration in over 1’000 applications 
proven in all cultures and industries across the globe. 

Using the existing but dispersed 
knowledge
Knowledge is generated only in the brains of people 
– nowhere else. This means that to manage knowled-
ge effectively requires the integration of people, not 
computers. We are living in a time of ever-increasing 
complexity, in our organizations and within their re-
spective environments. Therefore, a decision-making 
process that involves all relevant people and facilitates 
the exchange of knowledge becomes a vital necessi-
ty in order to arrive at the best solutions for the most 
pressing problems. As the key people of an organi-
zation are highly paid and generally overloaded with 
work, this decision-making process needs to take the 
shortest amount of time possible. 

It also needs to use the full potential and energy of 
participants and enhance their capacity to be largely 
self-coordinated and result oriented. Syntegration, a 
revolutionary method from applied cybernetics and 
management science, is the best way to integrate the 
knowledge of people within large groups.

The work of three months in three 
days
A Syntegration combines the effectiveness and agility 
of small teams with the collective intelligence of large 
groups. The Icosahedron (shown below) forms the 
foundation for a three-dimensional communication 
structure which allows for the optimal and fastest dis-
tribution of knowledge among key people, and thus 
for finding the best possible solution for a complex 
problem. By working together intensively in a Syn-
tegration, participants develop a common unders-
tanding of the key issues with regard to the problem 
addressed. Furthermore, they develop a robust con-
sensus, enhanced team spirit and a strong commit-
ment to implement the actions jointly developed by 
the group. A Syntegration works like a time compres-
sion machine: enabling maximum communication in 
the shortest possible timeframe.
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How does Syntegration® 

work?
A Syntegration® consists of two 
phases
The first phase

In the first phase the participants are allocated to the  
topics and receive a topic voting form used to priori-
tize the twelve topics. They are asked the following-
question “Based on my experience and expertise - To 
which topics can I contribute the most?”. The alloca-
tion of participants to struts is based on running an 
optimization algorithm, which calculates, out of ap-
proximately 1040 possibilities, the best allocation of 
people and topics within the Icosahedral structure. 
Each participant is then allocated to a single strut, re-
presented by one of the 30 edges of the Icosahedron, 
for the next phase of the Syntegration.

The second phase

In the second phase, the twelve topics are discussed 
intensively in topic team meetings. Two topic teams 
meet simultaneously in different meeting rooms, 
each working on its own topic. After a short break the 
next two groups meet. This continues for six rounds 
until each of the twelve groups have met once, com-
pleting one iteration.

Three different roles
Each participant plays three different roles in team 
meetings – as a team member in two topic groups, as 
a critic in two other groups and as an observer in up 
to four other groups. Each group is supported by a fa-
cilitator who is a member of the Syntegration delivery 
team. The task of a team member is to explore and 
discuss their topic, and to define clear recommen-
dations for action. Team members and critics meet 
in the same group composition three times (iterati-
ons) during the Syntegration. At the end of each team 
meeting the group facilitator formulates a statement 
that is displayed and distributed to all other partici-
pants. 

Critics support the group by pointing out strengths 
and weaknesses of the team’s discussion or process, 
and by suggesting improvements or additions.

They may do so only during their allotted time: two 
five minute-periods during a typical team meeting. 
Critics can comment on the content and on the pro-
cess of the discussion. Their role is important in guar-
ding against ‘groupthink’ as team members seek to 
come to understanding or agreement.

Observers take on the role of “information networ-
kers”. By observing team meetings, they receive in-
formation which they can use as input for their own 
team meetings. Observers listen and may take notes 
but are not allowed to speak or actively participate 
during meetings. Observers can influence the discus-
sions and offer knowledge in various other ways: by 
talking to team members during breaks and by depo-
siting comments in the respective topic channel.

In plenary meetings during and at the end of the 
Syntegration, the results of each group are presen-
ted. Syntegration results in an integrated catalogue of 
concrete actions, fully documented and at each parti-
cipant’s disposal.

By the end of a Syntegration, about 90% of the ent-
ire available information within the group has been 
dispersed among all participants. This represents a 
measure called the “Eigenvalue”, and can be calcula-
ted exactly. It results from the self-coordinated flow of 
knowledge and information that is due to the under-
lying structural model of the Icosahedron and proto-
cols of Syntegration.
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Unbelievable! Syntegration accomplished what 
would have taken three months of work in just 
three days. The efficiency and results were truly 
astounding, and I’m beyond impressed with the 
outcomes achieved in such a short period.

Impact Cases

An engineering company wants to define the path 
to its half-billion-sales-target. ‘What do we need to 
do to achieve sustainable and profitable growth to 
reach our sales-target latest by 2028?’

Through Syntegration®, the organisation created 
lean processes, increased customer lifetime value 
and loyalty, strengthened independent business 
units, and established a data-driven business 
framework.

Engineering Company

‘How do we evolve our Enterprise Operating Model 
to drive brand value, by delivering prioritised 
customer-focused modern luxury experiences, 
utilising our capabilities effectively and efficiently?’

Facilitated by  Syntegration®, the organisation 
achieved alignment between resource allocation 
and customer experiences, embedding a customer-
centric mindset across the company.

Automotive Company

Participant Voices

Syntegration is not just any new workshop 
concept, but a fundamental innovation in 
communication, because it combines the 
problem-solving ability of large groups with the 
efficiency of small teams on a cybernetic basis.

info@pims.ai 
+44 20 3161 4000

PIMS Associates Ltd
Michelin House

81 Fulham Road 
London SW3 6RD

Syntegration is like a time compression machine, 
delivering maximum in-formation in minimal 
time. It’s an incredibly efficient way to absorb 
knowledge and insights that would otherwise 
take much longer to acquire. Highly effective 
and timesaving!

It raises the intelligence of the group like nothing 
else. However distant our positions might be 
in the very beginning, after some time we end 
up sharing the same approaches and the same 
ideas.


