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How can a serious game help leadership teams move from ideas about organisational 
learning toward shared understanding and collective action?

THE CHALLENGE

Educational leaders are expected to foster organisational learning in 
increasingly complex contexts. Yet abstract leadership frameworks do not 

automatically translate into everyday leadership practice. 
Leadership teams need opportunities to make sense of organisational 

learning together (Harris, 2014; Kools, 2020).

RESEARCH QUESTION

How can serious gaming (Connolly et al., 2012) support collective sensemaking 
among educational leadership teams in relation to organisational learning?

DESIGN INTENTION

The game is designed to: 
 create a structured space to explore organisational learning
 make different perspectives explicit
 negotiate priorities
 translate shared understanding into collective action

THE GAME

 7 dimensions Schools as learning organisations (Kools, 2020; Neeleman & Ros, 
2026)

1. Shared vision for learning
2. Professional development of team members
3. Team learning and collaboration
4. Collaboration with external partners
5. Culture of inquiry and innovation
6. Learning and distributed leadership
7. Organisational conditions
 5 subdimensions per dimension (Neeleman & Ros, 2026)

 5 development stages per subdimension (Neeleman & Ros, 2026)

 Each player individually assesses the team’s stage of development.
 The different positions are used to guide a team discussion, explore

different perspectives, and identify opportunities for collective action.

WHAT HAPPENS DURING GAMEPLAY

Leadership teams engage in:
 Collective sensemaking
 Negotiation of priorities
 Shared decision-making

RESEARCH DESIGN

Educational Design Research (McKenney & Reeves, 2019): Iterative research–
practice partnership with educational leaders and researchers across 
primary, secondary and higher education in the Netherlands.

Analyse → Design → Play → Observe → Reflect → Redesign

Data sources: Gameplay observations, field notes, participant reflections, 
design-team memos

Analytical approach: Conjecture mapping (Boelens et al., 2020)

IMPLICATIONS

Serious gaming may support leadership team learning while 
simultaneously making leadership practices visible for research.

DESIGN CONJECTURE (how do we expect the game to work?)

PRELIMINARY FINDINGS 

 The game appears to function as a boundary object (Akkerman & Bakker, 2011)

 Preliminary findings suggest that the game mediates dialogue and 
negotiation of meaning among leadership team members.

 Making assumptions visible → negotiating meaning → developing shared 
understanding & action
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DESIGN FEATURES

Game mechanics
 Structured dialogue prompts
Visual representations

MEDIATING 
LEADERSHIP 
ACTIVITIES

 Collective sensemaking
 Negotiation of priorities
 Shared decision-making

INTENDED 
LEARNING 

OUTCOMES

 Enhanced conceptual understanding
 Collective agency
 Alignment of leadership actions

Explore the Scan Learning 
Organisations (in Dutch)
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