LEADERSHIP CHOICE POINT - BREAK OUT SESSION SPEECH AT THE 4™ ANNUAL
WOMEN’'S SYMPOSIUM AT SIAS UNIVERSITY IN CHINA

By Suzanne Frindt
Co-founder and Principal, 2130 Partners

First, to begin our session today, I would like to introduce the overall paradigm that
guides our work - Vision-Focused Leadership™ This mental model shows how your
thinking, listening, speaking, and actions—most importantly those that you employ to
lead others—are focused and informed by a shared vision (we also use the term -
“Yonder Star” for shared vision and we represent it graphically with a golden star).
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. To develop this mental model - Vision-Focused Leadership™, we integrated our non-
profit experiences in rural villages in India, Africa, and Latin America with our
experience working with for-profit businesses. Through The Hunger Project, a global
non-profit committed to the sustainable end of hunger we have seen for ourselves how
the Vision, Commitment and Action workshops mobilize villagers into new, creative, self
reliant actions toward achieving a shared vision for their village. Our client’s businesses,
community organizations, even family groups have benefited from the effectiveness of
shared vision together with self-generated accountability.
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3. Focusing on that shared vision or Yonder Star in the present moment allows you to
make choices; orient your creativity, energy, and resources; and correlate your actions
and the actions of those working with you toward where you intend to go together
rather than where you have already been. In the absence of shared vision, it is easy to
become victims to - or become distracted by circumstances, worries, and fears, reacting
from the instant, automatic, unconscious, and unexamined impulses of your brain.
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4. 1 have to present to you here today what I believe is a simple and easy to understand
visual summary of the major dimensions affecting our ability to self-adjust to produce
new, more creative thoughts, actions and outcomes for both ourselves and those who
work with us. My intention is that this powerful visual model, The Leadership Choice
Point™ stays with you and is accessible to you long after this presentation - in each

moment where your leadership is being called upon.
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5. When I talk about leadership here, my intention is to stress that you can evoke
leadership at every level of an organization or group—that is, every person can exhibit
leadership qualities, no matter what his or her job description or group role. In every
moment our choices and actions, as individuals and as leaders, have a ripple effect on
others and through time.
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6. In our Leadership Choice Point graphic this large center, yellow area is labeled Choice
Point. It is the present moment - now. We only have a choice in the present moment -
the past is gone and the future is not here yet. The choices we make today may impact
the future, however the only moment we can make a choice is in the present moment.
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7. What governs or influences these choices?
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Our Leadership Choice Point graphic shows us three different modes of influence. Our
choices in the present moment can be influenced by our own Yonder Star vision, in the
case of a group or a team, our shared Yonder Star. Our choices in the present moment
can also be influenced by our focus on the circumstances or by our vision of our fears and

worries.
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. Let’s take a closer look at how this works by starting with the red star which is labeled
‘fears and worries’. My definition of ‘worry’ is that we imagine or envision - in the
future, a negative or scary scenario — and in the present moment we obsess on that
negative vision. It hasn’t even happened yet and here we are in the present moment

with our thoughts consumed by, and our actions influenced by our fears and worries.
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9. Besides being mentally consumed with our worries and fears, this mental mode also
generates unhealthy chemicals in our body, and a limitation on our brainpower! When
we are in a worry or fear mode, our brain moves into survival mode (fight or flight
mode) and our thinking is limited to mostly thoughts about whether to fight or flee.

Also, the chemicals that are released in our bodies such as Cortisol - a stress chemical -

can — over time reduce the effectiveness of our immune system.
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10. When we are consumed by our worries and fears and have our mental and emotional
energy focused in that direction — down the redline — we are in a reaction mode - not in

a choice mode.

SAPATTAT IR AV E N AL, BATHIRS # AT 1
WU B TP AE RS 7 1) - 204 — N gl Ul AT 1A T — M

RURZS N A EIRFERPRTS .

11. When our thoughts are focused on and consumed by the current circumstances - or at
least our view of them - when the circumstances are all we can see, we are also in
reaction mode and not a choice point mode. In this reactive way, the circumstances

determine our actions - and the limits of our vision. In the case of the redline, our fears
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and worries determine our actions. When this happens, the circumstances or fears and

worries are in control, we become victim to fears, worries or circumstances.
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12. When we are focused on the Yonder Star - the vision — then we can deal with the
current circumstances as information to be considered on the way to achieving our
Yonder Star, rather than considering the circumstances as the limitations of our
achievement. This green line thinking engages the part of our brain that can consider
options, is creative and can look beyond current circumstances. Also, the chemicals that
are released in our bodies when we are consumed by, and focused on a vision are what
are called ‘good stress’ chemicals like endorphins and adrenaline that help support us

with energy to accomplish our goals.
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13. So are you mostly in reaction mode where your fears and worries play the major role?
Are you limited by your present circumstances? Alternatively, can you reliably make

choices that are consistent with your vision and tackle obstacles with creativity?
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14. What gets in the way of our best leadership work? What keeps us stuck in mindsets that
are not helpful, and sometimes damaging? Preconceived notions that we have been
subconsciously building and validating for years are what most often trigger our fears.

Our reactions then generate instant, automatic and unexamined behaviors.
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15. You may have noticed that some of my ‘people’ on my PowerPoint have file cabinets -
or file drawers for their heads....that is because I like to compare how our brain works
similar to a filing cabinet, a place where we store information throughout our whole life.

Let’s look a bit more closely at how our brains operate and use a file cabinet as a way to
explain it.
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16. Filters
Uniquely Mine
Color My World

Small percentage of data gets through

Before any information gets stored in our file cabinet brains it gets filtered through
our own personal filters - the way we have learned to see and understand the world,
events and people. Our filters then color or impact how we see things. Finally only a small
percentage of all of the information around us even gets through - something like 2000
bits of data per second gets processed into our brains ... that is a lot and it is fast,
however there are something like 500,000 to 700,000 bits of data per second available for

us to perceive.
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17. Contents
Past Based
Perceptions, conclusions and labels versus facts and data
Once information gets filtered and delivered into our mental file cabinet - by then it is
past based information ... and most importantly we file our own perceptions, our

conclusions and labels rather than just the facts and data.
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18. For example, one time when my daughter was 6 years old, I picked her up from day
care at ten minutes before 6pm (day care closed at 6pm every day). She was the last
child there that day and as she ran to me she said "Mommy you were late, I am the last
one here!” Do you think she filed the facts and data of "Mom arrived at day care at 10
minutes before 6 pm, day care closes at 6pm, all the other children were gone by then.”
Or do you think she filed her perception, her own conclusion that ‘Mom was late”? Yes,
so that is how we file conclusions and perceptions and labels lifelong in our mental file

cabinets.
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19. Retrieval
Instant

Automatic Unexamined

When we reach into our mental file cabinets to retrieve the contents our brains work really
fast ... we retrieve our stored information instantly, automatically and mostly without
considering. That in itself is not a bad thing ... we want our brains to work fast ...

sometimes though we need to stop and consider if our file cabinet contents are applicable

or even helpful.
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20. Usage
To be right and make others wrong

Use my perceptions and labels as if they were facts and data

Human beings have a high desire to be right - so we use our mental file cabinets to be
right. And very importantly we often dig into our mental file cabinets in an instant and
automatic way and pull out our unique and filtered perspectives and labels and talk about

them as if they are facts and data.
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21. Back to the story about my daughter at day care, she had filed in her file cabinet

contents that I was late - rather than filing the data of the time I arrived etc.
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22. Over Time ....Filters can Narrow

Over time our filters can narrow as our Brain filters and looks for confirming data to make

me right - versus data that would make me wrong. Z_‘Xlii‘i—‘ﬁﬁﬁil‘ I‘ETJ
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23. So I hope you can see from this that we have our own mental barriers that keep us
from being at the Leadership Choice Point pursuing the green line with our listening,
speaking and action. The metal barriers are created by the way our brains work like the
file cabinet — unless we intervene and interrupt the automatic file cabinet operation
when it is not productive. We have all experienced unproductive conversations and
interactions with others. It is in these times that we want to stop and examine our own

mental filing cabinet and how it might be getting in the way!
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Let’s practice a brief exercise to demonstrate how our file cabinets can affect the way we
listen and the way another person speaks. In a minute I will have you choose a partner
for the exercise and then I will give instructions to each of you about how I would like you
to listen. The first time we do this I am going to give instructions to listen with a very
busy and negative file cabinet brain and then the second time we will switch over to what
I call Exploration listening which is a more curious file cabinet. So to start, please pick a

partner and then listen for my instructions. (Wait a minute then ask) Who still needs a

partner? Raise your hand and we will match you up! 1t$h1l]§l€fﬁﬁ~4\ﬁ$ﬁﬁé§2
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Here are your instructions for the first exercise:

1. One person will listen first and one person will talk ... pick which one of you will talk
first.

2. Instructions for the person who listens ... listen only no talking, and I want you to be
listening in a distracted way, with your file cabinet just going very fast about how you
already know all about what they are saying, how they don’t know what they are
talking about. I know that doesn’t sound very nice ... and that is how we get listened to
sometimes right? And also maybe how we listen to others? In this exercise I want you
to be able to see what happens to the person who is speaking when they are listened
to in this way — so please work on it to get the little voice in your head - the one that
gets all its information from your past based file cabinet — to go non-stop while the
other person is talking — listen only though!

3. Speakers your job is just to tell a story about something that is important to you. Just
tell your story - you probably won't finish - that is ok — we just want to use your story
as an opportunity for your partner to do this exercise.

After about 45 seconds to 1 minute maximum I will stop them and ask a few people

who were the ones telling the story:
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How did it feel when they were being listened to in that way, and how do you think it

impacted the way you tod your story - they way you were speaking?

We will get a few answers ...

be st il N BLRE 07 s UR PR3 Uk A A A JSE 7 3 R
Wi 7 3G 15 5 00 B AR UG I (01 2

OK let’s switch over to the other kind of listening — Exploration listening where we are
curious. This time stay with the same partner, just switch roles. The listener will now be
the speaker - so start thinking of a story you can tell to your listener. Speakers from
the last exercise - now you are going to be the listener and I have a specific
assignment - a brain assignment for you. I want you to listen for the content of their

story — the feelings or emotions that seem to go along with it, and finally what the

purpose of their story is or what is important to them about the story 2], k34
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Again, listeners listen only — no talking, and story tellers you may not get to finish your
whole story in this exercise. Speakers tell your story, listeners please listen for the
content, the feelings and what is important to the speaker about this story ... and there

is a test afterwards! Please begin

I will stop them after about 45 seconds to one minute and ask to hear from the
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What did it feel like to be listened to in that way? How did it impact the way you told
your story, they way you were speaking?
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I will take a couple of answers and then make these points:

To summarize what happened during those two listening exercises ... both times I gave
you a brain assignment. The first one was distracted and negative, perhaps similar to
what your own brain might be doing automatically when you are talking with someone
for whom you have an unfavorable file folder in your file cabinet brain, filled with your
filtered perceptions and labels and past based experiences. Notice what happened to

the way the speaker felt and spoke when you listened that way.
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In the second brain assignment - the Exploration and curious listening look at what
happened to the person who was speaking — how they felt and how they could tell their

story.
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If you were in a situation where you had to work out an issue or a problem with
another person, which way would you rather they speak? Which way then would you

suggest that you listen?
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So let’s go back to The Leadership Choice Point™

The Leadership Choice Point™ requires being willing to understand and intervene in our
own unproductive interactions, catching and shifting our thinking, listening and
speaking.

Conscious intervention with new thoughts, ideas and actions that set up a creative,
collaborative environment allow brand new solutions to emerge. Being present, open
and available makes us stronger leaders, provides an environment of mutual trust,

respect and safety for our colleagues, and ultimately promotes progress toward shared

vision.
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That is the end of the presentation part of our session. Our firm helps clients use the
Leadership Choice Point™ model and proven skill building techniques to develop leaders
around whom issues can be raised and resolved productively. I have a Leadership
Coaching email series which I would like to offer you for free for being here today.
Please feel free to list your name and email address and we will start sending you the

email series which comes out about once a month.
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