
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In collaborative communication, it is common for participants with differing 

perspectives to clash and suffer difficulty in coming to an optimum decision due to 

lack of disclosure.  Participants may withhold important information rather than 

open themselves to the possibility of loss of status. This paper describes a 

technique for monitoring twelve critical personal characteristics in order to 

promote open collaboration by creating sufficient safety. 
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THE SCORE 

There is a perspective that tends to bring out the best in our counterparts in a collaborative situation. I 

refer to it as ά¢I9 {2COR49έ ōŜŎŀǳǎŜ ƛǎ ŀ ǳǎŜŦǳƭ ƳƴŜƳƻƴƛŎ ŘŜǾƛŎŜ ŦƻǊ ǊŜƳŜƳōŜǊƛƴƎ ǘƘŜ ǇŜǊǎǇŜŎǘƛǾŜΩǎ 

various components. Once you know ά¢I9 {2COR49έ and apply it in you work conversations, you will begin 

to see others responding to you differently and in a more favorable way. 

 

 (Five Dysfunctions of a Team - Patrick Lencioni) 

Developing Safety / Trust

Mastering Conflict

Commitment

Accountability

Results

 

The attitudes that alienate others in a conversation are fairly universal. 

  



 

 

²Ŝ ŘƻƴΩǘ ƳƛƴŘΣ ŀƴŘ ƛƴ ŦŀŎǘ ƭƻƻƪ ŦƻǊǿŀǊŘ ǘƻΣ ƘŀǾƛƴƎ ŎƻƴǾŜǊǎŀǘƛƻƴǎ ǿƛǘƘ ǇŜƻǇƭŜ ǘƘŀǘ ŜȄƘƛōƛǘ ƻǘƘŜǊ ǎǇŜŎƛŦƛŎ 

characteristics (ά¢I9 {2COR49έ). Working with people that know ά¢I9 {2COR49έ can be among the best 

experiences we have at work because they are productive, low-friction, high-output activities.  

 

 



We first take a perspective that is meant to focus us on the CONTENT of the discussion and away from any 

personalities 

¶ No Victims 

¶ No Villains 

¶ Identify the most pressing issue 

¶ Clarify the issue with as much detail as necessary 

¶ Determine the current impact in as much detail as necessary  

¶ Determine the future implications (ǿƘŀǘ ǿƛƭƭ ƘŀǇǇŜƴ ƛŦ ǘƘƛƴƎǎ ŘƻƴΩǘ ŎƘŀƴƎŜύ 

¶ Examine the contribution system for the issue.  

¶ Imagine the ideal outcome 

¶ What should I do to move towards what I want right now? 
 
We then approach our counterparts using the components of ά¢I9 {2COR49έΦ 
 

 

 

 

 

Tentativeness is a state that promotes safety because it shows that you are not completely sure and are 

anxious to change your mind if you are changing it for good reason ς that your mind is not made up until all 

of the information is available and has been vetted. 

 

 

 

 

Humility is the natural position to assume when you approach a discussion with curiosity, empathy, 

openness, and respect because you realize that you are FALLIBLE and could very well be wrong until you 

have used your skills to elicit all of the needed information. 

 
 
 

 

 

Empathy iǎ ǘƘŜ ǎǘŀǘŜ ƛƴ ǿƘƛŎƘ ȅƻǳ ŀǊŜ ǘǊȅƛƴƎ ƘŀǊŘ ǘƻ ǎŜŜ ǘƘƛƴƎǎ ŦǊƻƳ ȅƻǳǊ ŎƻǳƴǘŜǊǇŀǊǘΩǎ ǇŜǊǎǇŜŎǘƛǾŜΣ ŜǾŜƴ 

ŘŜǎŎǊƛōƛƴƎ ǘƘƛƴƎǎ ǘƘŀǘ ǘƘŜȅ ƘŀǾŜƴΩǘ ƳŜƴǘƛƻƴŜŘ ǘƘŀǘ ǎǳǇǇƻǊǘ ǘƘŜƛǊ ǇŜǊǎǇŜŎǘƛǾŜΦ ¸ƻǳ ǊŜŎƻƎƴƛȊŜ ǘƘŀǘ ǘƘŜȅ ƘŀǾŜ 

a right to feel the way they do, even if you feel differently. 

 

Empathy 

Isolation Sympathy 

 

Tentativeness 

Aggressiveness Meekness 

Braggadocio False 

Modesty 

Humility 



 

 

 

 

 

 

 
Simple ƭŀƴƎǳŀƎŜ όƻǊ ΨǇƭŀƛƴ ǘŀƭƪΩ ƛŦ ȅƻǳ ǇǊŜŦŜǊύ ƛǎ ƴŜŎŜǎǎŀǊȅ ǘƻ ƪŜŜǇ ǘƘŜ ƻǘƘŜǊ ǇŜǊǎƻƴ ŜƴƎŀƎŜŘ ŀƴŘ ǇǊŜǎŜƴǘ ƛƴ 
the conversations. Complicated issues need to be stated in plain language so that your counterpart feels 
safe in contributing their ideas. Over simplification is a different way to alienate a person by talking down 
to them. 
 

 

 

 

Sincerity is behaving in a manner consistent with your feelings. This needs to be done with respect and 

high purpose. CƻǊ ƛƴǎǘŀƴŎŜΣ ǿƛǘƘƻǳǘ ƘǳǊǘƛƴƎ ŀƴƻǘƘŜǊ ǇŜǊǎƻƴΩǎ ŦŜŜƭƛƴƎǎ ŀƴŘ ŦƻǊ ǘƘŜ ƎƻƻŘ ƻŦ ȅƻǳǊ 

organization, you will need to tell just how you feel. It is an unabridged connection between your feeling 

and your actions that portray authenticity. 

 

 

 

 

 

Curiosity is the state in which you continue to ask questions about why your counterpart holds a given 
belief until you understand why as fully as you can. 
 

 

 

 

 

Openness is the state in which you believe that your counterpart might be right and you might be wrong 

even if nothing you have heard YET indicates it. You are willing to be persuaded; even hopeful to be 

ǇŜǊǎǳŀŘŜŘ ōŜŎŀǳǎŜ ƛŦ ȅƻǳ ŀǊŜΣ ƛǘ ƳŜŀƴǎ ȅƻǳ ŘƛŘƴΩǘ ōŀƛƭ ƻǳǘ ǘƻƻ ǎƻƻƴ ōǳǘ ƘŜƭŘ ƻƴ ǳƴǘƛƭ ǘƘŜ hb9 ƛƳǇƻǊǘŀƴǘ 

piece of information was finally put into the collaborative άǇƻǘέΦ 

Simple 

Complex Simplistic 

 

Sincere 

Manipulative 

 

Smarmy  

 

Curious 

Nosey 

 

Disinterested 

 

Openness 

Controlling 

 

Withdrawn 

 



 

 

 

 

 

Respect ς Four kinds of respect at work in collaboration and they are unilateral ς your counterpart does 

NOT have to share them. 1) Respect for content ς you respect that the thing you are talking about is worth 

talking about and that, since it is natural for people to have different perspectives on most things, respect 

that your current understanding of the content is ALWAYS just a starting place and that your mind could be 

changed at any moment IF you are successful in finding a piece of mind changing information. 2) Respect 

for process ς you respect the fact that Plato and Aristotle argued over the principles contained in these 

lessons and that Aristotle and countless great minds since have refined them to the state they are in now. 

That most of the time, if we follow the principles of communication that we are learning, we will come to 

the very best answer. That advocacy is NOT the best way to resolve business issues, but collaboration yields 

better decisions and preserves and promotes good relationships. 3) Respect for counterpart ς you respect 

that the counterpart (in the absence of diagnosed mental illness) is a rational human being and is doing 

their best to stay with you in the collaboration. The difficulties they seem to have are simply differences 

which they lack the skills to overcome but YOU POSSESS. You maintain curiosity about their perspective and 

you NEVER assume that they are malicious in their intention unless you have strong evidence. You treat 

them as if their ideas COULD be ŜȄŀŎǘƭȅ ŎƻǊǊŜŎǘΣ ōŜŎŀǳǎŜ ȅƻǳ ŎŀƴΩǘ ŘŜǘŜǊƳƛƴŜ ƻǘƘŜǊǿƛǎŜ ǳƴǘƛƭ ȅƻǳ Ŧǳƭƭȅ 

understand them. 4) Respect for self ς You respect that you are intelligent and have skills in 

ŎƻƳƳǳƴƛŎŀǘƛƻƴ ǘƘŀǘ ƻǘƘŜǊǎ ŘŜǎǇŜǊŀǘŜƭȅ ƴŜŜŘΦ ¸ƻǳ ǎƘŀǊŜ ǘƘŜƳΦ ¸ƻǳ ŘƻƴΩǘ ŀƭƭƻǿ ȅƻǳǊǎŜƭŦ ǘƻ ōully or be 

bullied, manipulate or be manipulated, judge or be judged. When your counterpart violates these rules, 

ȅƻǳ ŀŘŘǊŜǎǎ ƛǘ ǿƛǘƘ ŎƻƳǇŀǎǎƛƻƴ ǳƴŘŜǊǎǘŀƴŘƛƴƎ ǘƘŀǘ ǘƘŜȅ ŘƻƴΩǘ ƪƴƻǿ ŀƴȅ ƻǘƘŜǊ ǿŀȅΣ ƻǊ ǘƘŜȅ ǿƻǳƭŘ ǳǎŜ ƛǘΦ 

 

 

 

 

 

 

 

Engagement is the state in which you are really invested in your counterpart ς you want nothing more than 

for all the information to be surfaced and a GREAT informed decision to be made. You are not distracted 

from the discussion, either by things going on around you, by the voice in your head, or by your desire to 

interrupt. 

Respectful 

Overconfident 

 

Doubtful 

 

Engaged 

Over-Focused 

 

Distracted 

 



 
 
Tentativeness 
Humility 
Empathy 
Simplicity & Sincerity 
Curiosity 
Openness 
Respect for Content, Process, Counterpart, & Self 
Engagement 
------------------------------- 
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