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	 SEQ CHAPTER \h \r 16 D’s In Consensus


 SEQ CHAPTER \h \r 1“In this new world, you and I make it up as we go along, not because we lack expertise or planning skills, but because that is the nature of reality.  Reality changes shape and meaning because of our activity.  And it is constantly new.  We are required to be there, as active participants.  It can’t happen without us and nobody can do it for us.”







—Margaret Wheatley
 SEQ CHAPTER \h \r 1Organizations everywhere are recognizing the “constant newness” of the world we work in.  People are trying to get into, get hold of, or somehow find the key to gaining consensus between members of a group in order to more effectively deal with this change and newness.

This is the consensus which doesn’t mean compromise, or winning people over to my idea.  It’s not the proverbial “committee” decision; i.e., the camel is a horse designed by a committee.

It is a process which creates synergy.  A decision which is better than any individual in the group could have developed on their own.  A “Win-Win” solution for all parties.

There are many common things people say when they want to sound like they have consensus or are a part of a consensus decision, but they have failed to “get into” the process and “reach” consensus.  How many of these have you heard:

·  SEQ CHAPTER \h \r 1I trust the group, so I’ll go along with whatever the group feels.

· This is how I feel, I know you don’t agree with me, but I’ll go along with what you all decide.

· Let’s just do it and I’ll support it.  I don’t need to hear your philosophy, history and rationale.

· We had 75% consensus on the decision.  So I had to go along with it.

 SEQ CHAPTER \h \r 1Any of these rationale, and more, keep a group from really finding a path to consensus.  I said “a” path, because there is no “the” path.  Each group must create the path.  Create a process for making decisions by consensus.

 SEQ CHAPTER \h \r 1Most groups tend to short-change the “path-creation” process.  It’s like traveling through the jungle.  The first time you head into the jungle, you have to cut away brush, clear vines, fall over roots and stones, and tear your clothes on the snags.  If you are going to travel this path often, it would be worthwhile to build a serious path.  Bring in a bulldozer, level out the roots, snags and rocks, pave  SEQ CHAPTER \h \r 1the road and zoom down the path.  In most groups we continue to struggle through the dense underbrush rather than build a road.

 SEQ CHAPTER \h \r 1Consensus decisions follow the same formula for effectiveness as for any effective decision.

Effective Decision = Quality Thinking x Acceptance

 SEQ CHAPTER \h \r 1Groups which select a decision which is most acceptable to everyone, or the least annoying, may miss the Quality input which they need to be effective.  By the same token, a group with an “acknowledged” expert may go along with him without question or understanding, and they have not really created the decision.

Remembering that there is no magic “key” or method to gaining consensus, the following D’s may help your group in sorting out their process.  

 SEQ CHAPTER \h \r 1DIALOGUE
Dialogue is not a step in the process, but an overall context in which to meet, share, and understand.  In the book The Fifth Discipline, Peter Senge describes this process as follows:

“...dialogue comes from the Greek dialogos.  Dia means through.  Logos means the word, or more broadly, the meaning.  ...a free flow of meaning between people, in the sense of a stream that flows between two banks.”

In a Dialogue, we are willing to share the information, biases, thoughts, presumptions, history, vision, and point of view “openly” and listen just as openly to the same information, biases... from others in the group.  In this way, as Senge notes:

“In dialogue, ... a group accesses a larger ‘pool of common meaning,’ which cannot be accessed individually.  ‘the whole organizes the parts,’ rather than trying to pull the parts into a whole.”
DEFINE
A thorough definition of the objective or problem, created jointly through dialogue, is essential if the group is to focus their energies and really work together.  You might ask the questions:


*
Where did the question come from?  What is the future need?


*
Who is affected by it?  Who should really solve it?


*
What does it look like?  What is the present state?

 SEQ CHAPTER \h \r 1DISCLOSE
Members of the group must be willing to disclose how they feel about the subject.  This is a key step that is missed by many groups.  They must clearly identify their beliefs and biases and be allowed to explain why they feel that way.  During this portion, other team members must truly listen to understand why each person feels the way they do.  This is not a time to judge the issues, rather to understand, clarify, respect, and record them.  Remember Dialogue.

 SEQ CHAPTER \h \r 1DETACH
After disclosure, members must be willing to detach themselves from their positions and let the issues become the property of the group.  Successful detachment allows the members of the group to step away from their paradigms and ownership in order to take a more objective look at both the needs and the disclosed issues.  The next step will be to find the best solution for the entire group.

DEVELOP
If the ideas are no longer just Joe’s or Pam’s and they are owned by the group, then the group may to look at them with the objectivity and openness necessary to generate “Win-Win” possibilities.  Ideas can be shared openly.  Positives, costs, effects, and applicability evaluated by the group.  Knowing all the desired outcomes of the group allows them to synthesize new and better possibilities.  If the plan is truly a “Win-Win,” there is no need to vote, quibble, or just decide between either/or alternatives.  In a “Win-Win” the group has found a new way through the jungle, a way not previously traveled, a way built together.  They are willing to build it together because we were all heard, all involved, all enlisted, and all leading the way.

DO  IT!!!!  
Enough Said.

Remember—each decision is based on the best available information at a point in time.  As soon as you begin to “DO IT,” more information is available and reality is new.  Continue the dialogue, continually improve, continually adapt, and.................  “DO IT” again—together.
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