Understanding – Acceptance - Support

If you are seeking a decision, consider how you will decide. 

When the issue is complex – perhaps taking time in several meetings – the following method might help. It consists of three components, adapted from author Will Shutz’s work on consensus – which I think he called Concurrence. I received this interpretation from Jennifer Sumner at Boeing years ago.  It’s been consistently useful when groups resist making decisions or make them and then never do anything with them. The person offering a low number is often a real gift – a question that raises the whole group’s understanding or willingness to accept an idea enough to act on it. When support ratings are low, you are working with a great idea, but resistance to implementing. Might just be the wrong time. 

Understanding.  After discussing the issue, test for common understanding by asking team members to rate their understanding from 1 to 10, with 10 as complete understanding shared by all.  Poll the group with no conversation.  Notice if there are any mid-range or low numbers.  Find out what questions the person with a low number has.  Often, they are questions that will inform the whole group.  Test again until you are satisfied with the level of agreement. 

Acceptance. When it is time to test the group’s general acceptance of a decision, or find a way to move forward, poll the group again using the 1 to 10 range, with 10 indicating full acceptance of the decision.  This might mean there are bits with which the person disagrees, but that she or he is willing to accept the approach in order to move forward. 

Support. Once you have decided to go forward with something, the questioning turns to support.  Support means full-hearted application of position, relationships, influence, resources, and time as needed, given one’s role in the solution necessary to get the job done. Too often, leadership groups agree to a solution and silently leave one person holding the effort.  Rate support again 1 to 10, with 10 meaning you will fully support the effort personally.  
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