Conversation Handouts


CONVERSATIONS FOR GENERATING RELATIONSHIP

Organizations make possible achievement beyond what individuals can do alone.  Relationship—knowing how and for what one can and cannot count on others—is the necessary fabric of organizational workability.  It provides the foundation for innovative action and results.
A narrow foundation of relationship allows for limited action.  A broad foundation of relationship, such as with a business partner or family member, allows for big and unreasonable requests.

In Conversations for Relationship, one generates a foundation for greater work and productivity by:

Expressing oneself in terms of commitments, thus answering such questions as:

What can and can’t you count on me for?

What commitments do we have in common?

How might our working together further you in your commitments?

Listening to others to hear (since one doesn’t always get the chance to do the talking):

What are the commitments that give rise to what they are saying?

Where do they match or complement my own commitments?

How can we work together for mutual benefit?

Warning signs that Conversations for Relationship are possibly missing include limited freedom to express concerns or make straight requests, and too frequent declining of requests that would benefit both parties.

CONVERSATIONS FOR GENERATING POSSIBILITY

“If you want to have a good idea, have a lot of them.”

- Mark Twain

At the source of all accomplishment is the declaration of possibility.  While we constantly make declarations about what is or is not possible, we seldom do so responsibly.  That is, we don’t speak from the awareness that our words either expand our options and bring forth a new future, or guarantee a perpetuation of the past.

Examples of speaking possibility are:


I am committed that this can work.


I say it is possible to…


We are capable of…

Conversations for Possibility are creative, innovative.  They open up pathways to a future beyond what already exists.

In meetings, Conversations for Possibility must be managed, lest they deteriorate into discussion of opinions and points of view.  The following guidelines are useful in facilitating effective Conversations for Possibility:

1. No decision or commitment will be made until the Conversation for Possibility is complete.

2. It is safe to speculate, to entertain wild ideas, to propose seemingly impractical options.

3. There is no discussion of the feasibility of the possibilities until after all have been presented.  Discussion of implementation comes later, in Conversations for Opportunity.

4. Shift conversations that make people and situations right or wrong.  Possibilities are neither right nor wrong, and all possibilities are equally valid, as possibilities.

Extreme aversion to risk and excessive preoccupation with one’s own job (to the exclusion of the bigger picture) are warning signs that Conversations for Possibility may be missing.
CONVERSATIONS FOR GENERATING OPPORTUNITY

Conversations for Opportunity form a bridge from possibility toward action.

In one form, Conversations for Opportunity are conversations for feasibility.  

They make use of knowledge, evidence, preference and opinion in evaluating possibilities for action.  In this way, they honor, but are not bound to, the past.

In these discussions, one asks:  If we were to implement this idea, how might we go about it?  What are the potential benefits of this approach?  The possible costs?

Conversations for Opportunity also transform possibilities into openings so powerful that action is irresistible.  They are the point at which choice is made:  Go, or no go?  To which plan or direction or strategy do we commit ourselves?

A warning sign that Conversations for Opportunity are possibly missing is the absence of action on possibilities.  When something is possible but people aren’t taking action, then that possibility is certainly not an opportunity for them.

CONVERSATIONS FOR GENERATING CLARITY

For the most part, people listen not to what others are saying, but to what they say to themselves about what others are saying.  And it is on that they base their response.

The purpose of Conversations for Clarity is for the person requesting the conversation to see and appreciate the other’s point of view, to be clear and to gain certainty.  Conducted rigorously, such conversations bring a richness to the topic being addressed that could not have been achieved through assessment and evaluation.  This conversation bypasses automatic responses like “find the flaw,” “right/wrong” and “I know that.”

Some common questions for clarity are:

What happened?

What do you mean by…?

What is your intention in…?

What is the evidence you are looking at for…?

How will you measure…?

What conditions need to be fulfilled to satisfy…?

There is no need for agreement in Conversations for Clarity, only accurate understanding.  It is also clarity when people see that they disagree.  Beware of questions that promote the questioner’s ideas, opinions or solutions; while they can be useful, they tend to generate controversy rather than clarity. The presence of prolonged controversy—or opinions run amok—is a warning sign that Conversations for Clarity are possibly missing.

CONVERSATIONS FOR GENERATING ACTION

Conversations for Action bring certainty to work by making clear who has committed to do what by when.  They focus action and lead toward results.

Conversations for Action are spoken in the form of:

1. Promises and offers for specific actions in specific time frames.

2. Requests, for specific actions by specific individuals in specific time frames. (Orders, commands, directives *)

3. Committed responses, such as:

Decline

Counter-offer or counter-request

Promise to respond at a specific later time

Accept

*Except for orders, commands, and directives, you may not be able to negotiate. 

Common breakdowns in employing Conversations for Action include:

Not asking for what one really wants.

Neglecting to specify who and by when.

Asking for behavior change (thus making the other wrong), rather than for action.

Penalizing others for declining requests or revoking promises.

Education and enrollment play an important role in making effective requests.  Shift the conversation from trying to get someone to do something (compliance) to a basis of mutual commitment.  Speak in terms of how the request forwards something the listener is committed to, and make assertions about what difference the action you are requesting will make.

The key is to be flexible in fulfilling your intention, not to get stuck in a position of having a certain request met.  You can change the request as you speak with the person and remain true to your intention.

Action generates results.  If you are not getting the results you want, it is possible that Conversations for Action are missing.

CONVERSATIONS FOR GENERATING COMPLETION

Human beings live in a mood of incompletion.  Incompletion shows up in background conversations and keeps us from being present to what is happening now.  It colors our current mood with past happenings.

Conversations for Completion allow for new work to be launched on a firm foundation and without obstruction from previous events or projects.

Conversations that generate completion include:

Accomplishment


Acknowledgment

Feedback/coaching


Expressing upsets

Sharing insights


Expressing points of view

Appreciation



Questions for clarity

Apology



Requests

Complaints/concerns

Thanks

Breakdowns in relationship—especially when people are rude or unkind to each other—is one of the warning signs that Conversations for Completion are possibly missing.

CONVERSATIONS FOR ACCOMPLISHMENT

Conversations for Accomplishment are a source of satisfaction, growth, development and self-confidence.  They allow for ownership of results and realization of core competencies.  For most people, accomplishment degenerates into some form of “it’s just my job.”  This robs us of a place to stand as we continue our growth and development.

Speaking accomplishment effectively is the antidote to the resignation that spawns the conversation that nothing (me, my actions, this work, really makes any difference.  The drift in organizations pulls people toward this resignation.  Results alone don’t stop that drift.  Results spoken as accomplishments can.

It is wise to end every meeting, every project and every day with Conversations for Accomplishment.  By highlighting what has been achieved so far, one lays the foundation for what’s next.

CONVERSATIONS FOR ACKNOWLEDGMENT

Acknowledgment is recognition or favorable notice of an act or achievement.  Done honestly and effectively, Conversations for Acknowledgment complete the past and leave people facing what’s next.  

Most people know that acknowledgment is important, but few have the experience of being fully acknowledged.  Barriers to receiving acknowledgment include fear of being manipulated or of having to repeat what you were acknowledged for.  Barriers to giving acknowledgment include fear of rejection, of having to give a raise or of losing glory for oneself.

Don’t be stopped by the culture of embarrassment present in most organizations around giving and receiving acknowledgment.  High achievers have a high need for appreciation, and sincere expressions of appreciation motivate individuals and teams to optimal performance. While it is never too late to acknowledge someone, acknowledgment is especially effective when given immediately after the action being praised.

From Breakdown Toward Breakthrough

Something happened, which was an interruption in some intention you have.  How do you react to that?

Reaction:  Problem = something wrong with me, you (them) or it (life, the system, the organization, etc.).  The normal response to problems is to find a solution that only gives a new problem.

Instead:
1. Declare a breakdown.

2. Distinguish what happened from your assessments.

3. Identify the commitment in the background that has the event show up as a breakdown for you.

4. Regenerate your commitment.

5. Given this commitment, what now is possible?

6. Which of these possibilities are opportunities for you to take action?

7. What requests or promises will you make?

8. Take action now!
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