FIERCE CONVERSATIONS – Achieving Success at Work & in Life, One Conversation at a Time
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The purpose of Fierce Conversations is to create a new degree of authenticity, 2
new way of communicating who you are and what you believe, as a person and
as 2 leader. It’s about regularly engaging in frontier conversations with yourself,
your own aspirations, your colleagues, your customers, your world. Having
gained confidence in the principles and practice of courageous, transformative
dialogue, you will begin to change your life, one conversation at 2 ime.

By participating in this program you will learn to:

Engage in conversations that will interrogate reality, provoke
learning, tackle tough challenges, and enrich relatonships.

Contract for fierce conversations, expanding and enriching the
territory you will explore with colleagues, friends, and family.

Explore issues by mining for clarity, understanding, and impetus for
change.

Confront with courage, compassion, and skill.
Leverage new skills for friconless debate.

Operate from a base of authentic self-knowledge.

Fierce Conversations is a way of conducting business.
Abn attitude. A way of life.

Think before you think, yes, before you think.
Say what you mean.
Mean what you say.

Thinking about something is not the same as saying it.
Fierce Conversations are about moral courage,
actionable propositions, clear requesis.
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Achieving Success at Work & in Life —
One Conversation at a Time

Big idea #1

Big idea #2

Big idea #3

fierce:
powetful, strong, 1ntense, robust,
unbridled, uncurbed, untamed,
passionate, fervent, intensely eager

A fierce conversation is one
in which we come out from behind ourselves
into the convetsation
and make it real.

WITH WHOM:
Ourselves
Our colleagues
QOur customets
Our family
The wotld
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Interrogate reality:

Mastering the courage to interrogate reality is a central function of a leader.
Ronald Heifetz, Harvard’s Jobn F. Kennedy S chool of Government

Provoke learning:

Out beyond ideas of right doing and wrong doing, there is a field. I’ll meet you there.
Rumi

Tackle tough challenges:

We can have the results we say we want, or we can have all the reasons why we can’t have
them. But we can’t have both. Reasons or results. We get to choose. Susan Scott

Enrich relationships:
There are people who take the heart out of you, and there are people who put it back.
Elizabeth David
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Principle #1: Master the courage to interrogate reality.

No plan survives its collision with reality and reality has a habit of shifting, at work and at home.
People change and forget to tell one another - colleagues, customers, spouses, friends. We are all
changing all the time. Not only do we neglect to share this with others, we are skilled at masking
it even to ourselves.

Principle #2: Come out from behind yourself, into the conversation, and
make it real.

While many fear “real”, it is the unreal conversation that should scare us to death. Unreal
conversations are incredibly expensive, both for the individual and for the organization. No one
has to change but everyone has to have the conversation. When the conversation is real, the
change occurs before the conversation is over.

Principle #3: Be here, prepared to be nowhere else.

Our work, our relationships, our lives succeed or fail one conversation at a time. While no single
conversation is guaranteed to transform a company, a relationship, or a life, any single
conversation can. Speak and listen as if this is the most important conversation you will ever
have with this person. It could be. Participate as if it matters. It does.

Principle #4: Tackle your toughest challenge today.

The problem named is the problem solved. Identify and confront the real obstacles in your
path. Today is the day to have the conversation you have been avoiding. All confrontation is 2
search for the truth. Stay current with the people important to you. Travel light. Agenda free.

Principle #5: Obey your instincts.

Don’t just trust your instincts. Obey them. Your radar screen works perfectly. It’s the operator
who is in question. An intelligence agent is sending you messages every day, all day. You hear
them in your head, feel them in your gut, and discern them in your heart. Tune in. Pay attention.
What we label as illusion is the scent of something “real” coming close.

Principle #6: Take responsibility for your emotional wake.

There is no trivial comment. Something you may not even remember saying may have had a
devastating impact on someone who looks to you for guidance and approval. Learning to deliver
the message without the load allows you to speak with clarity, conviction, and compassion.
Remember, the conversation 1s not about the relationship; the conversation s the relationship.

Principle #7: Let silence do the heavy lifting.

When there is simply a whole lot of talking going on, conversations can be so empty of meaning
they crackle. Insight occurs in the space between words. Memorable conversations include
breathing space. Learn to love the sweet territory of silence, where an intelligent universe waits
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FIERCE CONVERSATIONS WITH COLLEAGUES

Organizations must face three realities at once ... engage in
three Fierce Conversations:

1. What values do we stand for, and are there gaps
between these values and how we actually behave?

2 What are the skills and talents of our company and are
there gaps between those resources and what the
market demands?

3. What opportunities does the future hold, and are there
gaps between those opportunities and our ability to
capitalize on them?

Where are we going?
Why are we going there?
Who is going with us?
How are we going to get there?
Are we realizing our full potential?
Are we fully extended in our capabilities?
Is there value and fulfillment in our work today?
What unmet needs do we see in the marketplace
that we are moved and positioned to meet?

Three additional questions most people rarely ask, that invariably
provide invaluable and often unsettling insight.

1. What am I pretending not to know?

2. Why do I behave in ways guaranteed to produce results I say I
don’t want?

3. What am I allowing to be more important right now than
coming out from behind myself into this conversation and
making it real?

Fierce conversations are about being nolorious.
You've tried prudent planning long enough.
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WITH COLLEAGUES AND DIRECT REPORTS

The following questions offer useful fuel for frerce conversations. . .

1

2

10.

11.

k2

4 8

14.

15

16.

What is the most important thing we should be talking about today?
What has become clear since last we met?
What are you trying to make happen in the next three months?

What's the most important decision you’re facing? What's keeping you
from making it?

What topic are you hoping I won’t bring up?

What area under your responsibility are you most satisfied with? Least
satisfied with?

What part of your responsibilities are you avoiding right now?

Who are your strongest employees? What are you doing to ensure that
they’re happy and motivated?

Who are your weakest employees? What is the plan for them?
What conversation are you avoiding right now?
What do you wish you had more time to do?

What things are you doing that you would like to stop doing or to
delegate to someone else?

What's the highest leverage use of your time right now? Are you doing it?
If you wete hired to consult with our company, what would you advise?
If you were competing against our company, what would you do?

What threatens your peace? What threatens the business?
Your health? Your personal fulfillment?
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The decision tree is a tool for delegation and professional development. A direct
outcome of using a Decision Tree is that learning is provoked, one of the
purposes of a fierce conversation. The Decision Tree ensures that a manager’s
professional development path is clear and that progtess is being made. Burn
out doesn’t happen from solving problems. It happens from trying to solve the
same problem over and over. Managers will know they are progressing when
they find themselves dealing with ever more sophisticated problems. New
problems. The analogy of root, trunk, branch, and leaf-level decisions indicates
the degree of harm or good to the organization as action is taken at each level. A
leaf decision, for example, will not kill the tree if poorly made and executed. A
wrong action at the root level can cause tremendous harm.

The goal is threefold:

1. To clearly identify which categories decisions and actions fall into so that
an employee knows exactly where he or she has the authority to make
decisions and take action.

2. To provide an employee with a clear upward path of professional
development. Progress is made when decisions are moved from root to
trunk to branch to leaf categories. Asan employee demonstrates a track
record of good decisions in the trunk category, for example, it will be
satisfying when those decisions are moved to the branch category.

3. To assist CEOs in consciously developing leaders within the
organization, freeing CEOs up to take on more challenging
responsibilities themselves.

Leaf Decisions: Make the decision. Act on it. Do not report the action
you took.

Branch Decisions:  Make the decision. Act on it. Report the action you
took, daily, weekly, or monthly.

Trunk Decisions: ~ Make the decision. Report your decision before you take
action.

Root Decisions: These decisions should be made jointly, with input from
many people. These are the decisions that, if poorly
made and implemented, could cause major harm to the
company or “tree.”

Note: Time and thought is required in preparing to use a decision tree. For
someone other than a new employee, the listing and categorization of decisions
and actions can be determined through discussion and negotiation between the
CEO and the manager. It is important that a manager know exactly what
categories decisions and actions fall into and that the goal is to continually move
decisions to the “leaf” category.
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[image: image9.png]CONFRONTING WITH COURAGE,
COMPASSION, AND SKILL

The problem named

is the problem solved.
Par Murray

CONFRONTATION MODEL

PREPARATION: Write your opening statement and practice saying it.
Out loud. In 60 seconds or less. Your opening statement should:

1. Name the issue.

What the hell — 2. Select a specific example that illustrates the behavior or situation you
you might be right, want to change.

you might be wrong. .. 3. Describe your emotions around this issue.

but don’t just avoid. 4. Clarify why this is Important - what is at stake to gain or lose for you, for
Katherine Hepburn others, for the team or organization.

5. Identify your contribution(s) to this problem.
Indicate your wish to resolve the issue:
7. Invite your partner to respond.

e

INTERACTION:
8. Inquire into your partner’s views. Use paraphrasing and perception
Be courageous. check. Dig for full understanding; don’t be satisfied on the surface. Make
It’s one of the only sure your partner knows that you fully understand and acknowledge
places left uncrowded. his/her position and interests.

Anita Roddick //-” ‘ o O ) '/’}{0 B !,e;\, ’g'c ("“\
RESOLUTION: —— —O0C U b Gy
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9. What was learned? Where are we now? What is needed for resolution?

Action is the antidote What was left unsaid that needs saying? Have we moved? What is our
to despair. new understanding? How can we move forward from here, given this
Joan Baez new understanding?

10. Make a new agreement and have a method to hold each other
accountable for it.
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Advocate your position clearly and succinctly.

Ilustrate your position by sharing the thinking behind it.

Publicly invite and encourage others to share differing perspectives.
Inquire into the views of others and actively explore their thinking.

\ An organization’s success or struggle accurately ‘
 reflects the quality of its conversations with employees, |
| customers, pariners, vendors, directors. Those

| relationships are built one conversation at a time.

Engaging in fierce conversations requires courage and skill. The tendency is to
fall back into old behavior, especially during conflict and emotionally charged
conversations.

Keep the following in mind:

1.

If you start off with a strong position, follow it with a sincere invitation
for your partner(s) to share a counter view. Demonstrate 2 genuine
willingness for learning to be provoked, yours included.

Inquire into the other person’s view. When you hear a position with
which you disagree, the natural reaction is to defend or strengthen your
position, especially when the other person responds with, “You’re
wrong.” Instead, test and inquire. For example, “Okay, maybe I am
wrong. Tell me why. Give me an example of why you think I am wrong.
Help me understand where you are coming from because clearly I don’t
see it that way.”

When you fail to inquire into the other person’s view, it can raise the
tension to very uncomfortable levels. But when you inquire into the
other person’s position and try to understand where they are coming
from, it keeps the tension down and brings valuable information into the
conversation.

When you inquire, sit still and listen. The worst thing you can do is
inquire and then keep on talking because that shuts the other person
down. It sends a subtle but powerful message that you really aren’t
interested in hearing their position.
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