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FOR WHEN YOU NEED EMPLOYEES TO TAKE OWNERSHIP 

 
Exercise 1: Tap Into Internal Motivators 
Employee engagement is a fascinating and frustrating endeavor.  Fascinating because we can 
get immediate feedback from an entire workforce in the time it takes to issue the next payroll. 
But re-engaging a workforce is frustrating, because leadership efforts to the move the needle 
seem uncorrelated to the results.  
 
I think there is a good reason for this disconnect and it goes back how we define motivation. 
Engagement strategies typically seek to define a felt need and then solve for it. For instance, if 
33% of the workforce says they are not proud to work here, we come up with a communication 
strategy to share how awesome the company really is.  Something about this approach – hear 
the felt need, come up with a solution to address it – is not working. 
 
Companies who are moving the needle on engagement recognize two profound factors. First, 
management can’t make employees engage.  Individual managers can create an engaging 
atmosphere, but almost all company-wide efforts end in cynicism. Second, employees are 
responsible for their own engagement. What we need is a bottom up approach to employee 
engagement.  
 
Enter intrinsic motivation. We seem to have no trouble being engaged in avoiding pain and 
seeking pleasure.  
 
Try it.  
Ask your employees what they love to do and what they hate.  Help them find ways to connect 
their loves with the business goals and help them eliminate from their work environment the 
things they hate. Notice the emphasis is on helping them do it, not doing it for them or to them.  
 
 
FOR WHEN YOU NEED AN ACCURATE PERSPECTIVE IN A VUCA MARKETPLACE 

 
Exercise 2: Power of Perception Tools 
As Edward deBono is fond of saying: “Most of the mistakes we make in thinking are errors of 
perception.” This is a nicer way of saying “Assumptions make an @$$ out of you and me.” Both 
are true for a reason. If the data is inaccurate it does not matter how awesome our decision 
making processes are. Bad data leads to bad planning. The scary truth is that many “facts” have 
an expiration date. This is especially true in a VUCA world. Often, by the time I collect and 
analyze the data, the world has changed. 

 



 
As a consultant, I am frequently amazed at the marketing strategies, business practices, and 
organizational designs that are out of step with the real world. I am sure, that at one time, the 
decision to adopt each was based on a logic that fit the current demands of the industry. But, as 
the current moved on, the old strategies no longer yield any advantage. This is a problem of 
perception. Leaders in these companies failed to adapt because they did not have a mechanism 
in place to refresh their paradigms. What responsive companies need is a continually refreshed 
perception of the world around them. 
 
A simple tool set which helps leaders reconsider their reality is the Power of Perception toolset. 
Comprised of ten perception-shifting prompts, it gives the C-suite a comprehensive way to 
refresh reality and quickly adopt new options, priorities and channels that will thrive in the here 
and now. 
 
Try it.  
Edward deBono’s 10 Power of Perception Tools: 
Tool 1—Consequences and Sequels 
Look ahead to see the consequences of an action, plan, decision, or rule. 
 
Tool 2—Plus, Minus, Interesting 
Ensure that all sides of a matter have been considered before a decision or commitment is 

made. 
 
Tool 3—Recognize, Analyze, Divide 
Break a larger concept into smaller, more manageable parts. 
 
Tool 4—Consider All Factors 
Explore all factors related to an action, decision, plan, judgment, or conclusion. 
 
Tool 5—Aims, Goals, Objectives 
Focus directly and deliberately on the intentions behind actions. 
 
Tool 6—Alternatives, Possibilities, Choices 
Deliberately try to find other ways. 
 
Tool 7—Other People’s Views 
Put yourself in others’ shoes. 
 
Tool 8—Key Values Involved 
Ensure that your thinking serves your values. 
 
Tool 9—First Important Priorities 
Select the most important ideas, factors, objectives, consequences, etc. 
 
Tool 10—Design/Decision, Outcome, Channels, Action 

 



Direct attention to the outcome of the thinking and action that follows. 
 
 
 
 
FOR WHEN YOU WANT TO DECREASE OTHERS’ THREAT RESPONSE 

 
Exercise 3: Telegraphing Intent 
An interesting feature of our perception is that it can be swayed easily by new information. 
Consider this sequence. You hear a scream followed by a slap. Let your mind wander a bit and it 
will come up with a story to explain that sequence. But, if you reverse the sequence… imagine 
you hear a slap followed by a scream… where does that lead? How is the story you imagine 
different? The only real difference between them is what information came first. 
 
As a management consultant, I know the value of the first and last things said at a workshop. 
Together, they have an outrageously significant impact on how the event will be remembered. 
As a leader the sequence of your actions, conversations, public messages and even your emails 
can make a dramatic difference on how you are perceived.  
 
VitalSmart’s Crucial Conversations training teaches that sharing your intentions early on in a 
hard conversation helps reduce the other person’s threat response. Their technique works and 
can often be as simple as saying something like: I want to talk to you about X. I don’t want to 
assume I understand your needs and I do want to find a solution.  
 
I find that as I telegraph my intentions in this way, two things happen. First, the other person 
gives me the benefit of the doubt. Second, they relax just a bit and lean into the conversation. I 
think one of the many reasons this works is because I have sequenced my message to put the 
end up front. I have, essentially, told them both what I am trying to do and what I hope that 
effort will achieve. 
 
Try it.  
With your very next email or conversation, right up front, explain what you are trying to do and 
what you hope the result will be. It is an amazingly simple technique that will change how 
others perceive your intentions. 

 


