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Visual Consulting Exchange #3 CHAT: Clarifying Vision, Goals & Approach

September 8, 2017

Philip Bakelaar:

David Sibbet:

Marco Ceretti:

Karen Buckley:

Philip Bakelaar:

Philip Bakelaar:

Marco Ceretti:

Philip Bakelaar:

John Schinnerer:

Great questions, Bassam. How might we, how can we...I also use “I
wonder what would happen if..."

Is the theory that people who see a solution will move toward it
automatically?

| would say not automatically, while a clear-vivid-inspirational solution
is a key to move people to change

David - my answer is no because any of us can see a solution, be
painfully aware of a “problem”, envision a compelling future and still
stay with the familiar and known. What is our role as consultants in
increasing the motivation for change - whether intensifying the pain or
the compelling possibilities.

Joy that reminds me of structuration theory, the way group and
individuals and systems have mutual influence

The Righteous Mind. Why Good People Are Divided by Politics and
Religion by Jonathan Haidt
https://www.amazon.com/dp/B0052FF7YM/ref=dp-kindle-
redirect? encoding=UTF8&btkr=1

SWITCH: How to change things when change is hard by Heath Chip,
Heath Dan

https://www.amazon.it/Switch-change-things-when-hard-
ebook/dp/B0O05TKD512/ref=sr 1 2?ie=UTF8&qid=1504888311&sr=8-
2&keywords=switch+by+heath

The elephant and rider image appears in The Righteous Mind and also
Haidt’s book The Happiness Hypothesis
http://www.happinesshypothesis.com/

That's ...to change a light bulb: not "screw in"... :-)
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Philip Bakelaar:

Philip Bakelaar:

Philip Bakelaar:

Karen Buckley:

John Schinnerer:

Karen Buckley:

Philip Bakelaar:

John Schinnerer:

Philip Bakelaar:

Mary Gelinas:

John Schinnerer:

Philip Bakelaar:

Philip Bakelaar:

Philip Bakelaar:

| am noticing that in 7 challenges model the emergence is maybe
earlier than in Theory U, or is Theory U part of circle 3

Imagining possibilities is where generative images might be relevant in
opening new possibilities

The need to surface and examine, make explicit, the implicit
metaphors that are already present, and what others might be useful

| appreciate Gisela’s question: What are transformational images that
can guide, anchor, and capture the spirit of change?

Resistance for one example can arise everywhere in this model (or any
other).

Emergence occurs continually as readiness builds.

This is such a crucial stage because it sets the direction of future action

And, agility is necessary in case the first pass on this does not work out
and adaptation is necessary.

Mary asks about who is at the table, reminds me of Habermas Ideal
Speech Situation https://en.wikipedia.org/wiki/ldeal_speech_situation

Thanks, Phil. I'll check this out.
That is, it's all an experiment...lead, do, measure, back to lead.

Marco mention of behavioral changes reminds me of a book | have
used with local congregations facing change and conflict. It argues for
explicit covenants about how to behave together
https://www.amazon.com/Behavioral-Covenants-Congregations-
Handbook-Differences/dp/1566992095

Trojan horse for chaos...great generative image!
Clarifying strikes me as more resonant with diagnostic OD, playing to

the Idea of an objective existing reality we have to discover; but
certainly it has a dialogic dimension with the group engagement
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Mary Gelinas:

Philip Bakelaar:

Philip Bakelaar:

Marco Ceretti:

John Schinnerer:

Karen Buckley:

Philip Bakelaar:

Karen Buckley:

Philip Bakelaar:

This makes sense to me, Philip. Perhaps a more appropriate terms
might be discovering, creating, discovering?

Maybe it is agreeing on a provisional shared narrative and generative
image / metaphor for moving forward

Yes, | am spending time thinking about the difference between
diagnostic and dialogic OD, whether we are co-creating or discovering
a pre-existing

instead of “Clarifying” another option is “Sharing” that conveys the
idea of communicating, understanding and engaging at the end

We say "picture forming" for the generation of a collective narrative or
image of what we are dealing with. Sharing is a process, not an
outcome. So sharing would be part of a process to generate the
external outcomes that are wanted.

In this stage the deeper the chaos and internal reordering on both the
individual and system levels in order to create a new future rather
than repeating the past,

| am wondering if the crucible sets bounds or constraints for the
possibilities, for instance, if | am working with a major corporation,
they are not likely “allowed” by the corporate structure to turn into an
animal shelter or something totally outside of the existing context. Are
there boundaries to the emergences, and if so where do they come
from?

Philip | agree the boundaries are important to consider depending in
the organizational constraints

So the crucible is one thing in terms of a process, but the map is
something maybe about what is in bound to work on or not; | am
reminded of Carver Governance for nonprofits, where executive
directors are given “bowls” to work within by their boards
http://www.carvergovernance.com/model.htm
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Philip Bakelaar:

Philip Bakelaar:

John Schinnerer:

John Schinnerer:

Philip Bakelaar:

Karen Buckley:

Philip Bakelaar:

John Schinnerer:

One last thought about possibilities: | think of Peter Senge and shared
vision; stories of corporations that have discovered new work through
the passions of a worker; there is a McDonald’s Scandinavia story
about executive who was going to leave over environmental issues,
but they found a common way to use his passion to a shared vision of
McDonalds as more environmental.

Aware of assumptions about change: taking time for people to tell
stories about their experiences with change, dialogue around those
stories asking probing questions

Surfacing and implementing "possibilities" can be built into an
organization - encouraged and normal; or, built out of it - discouraged
and aberrant.

Sharing experiences of change - what went well, what didn't, what
would have been better.

Here is Bridges model
https://wmbridges.com/featured/articles/transition-as-the-way-

through/

| find bringing up the transition model and asking the concrete
questions | asked is essential early on to get them into the change - |
then bring it back in at each “crucible” point.

I’'m hoping we can explore at some point the assumption of
“goodness” of emergence; | spend a lot of time thinking about moral
deliberation, how do we assume that emergence is good; how do we
in this field define good. Thanks

| like that question...ethics, etc. and what is "good" or "better"
And if you write that book...who will be unafraid to buy it?
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