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Context to the nugget conversation

Thomas speaks about what we could do in the way we frame the questions so that we can elicit
candid responses from the other side.

Transcription
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Deepak Jayaraman (DJ): And another point you make at a different point in the book is about how
we frame questions so that we elicit authentic responses. | think you talk about this in the context of
having exit interviews with people who leave a company and very often, these end up being very
bland conversations. And you actually mention that sometimes, the juice come out when you ask a
contract question which is tell me how the company failed you rather than the other way round. So
can you talk a little bit about eliciting the next level of insight and the wisdom of framing the right
questions?

Thomas Wedell-Wedellsborg (TW): So exit interview is such a good example of that because when
you ask people so you decided to leave our company why do you do it, people tend to say, well, | got
a better offer. Why do they say that, well, it may be true, but also, they highlight that because it is a
non-contentious reason for leaving. If you just say, well, | got a better offer, | understand that, you
are not burning any bridges, the reality might be that they left it, their offer was only a little bit
better but what really mattered to them was to get away from a specific leader that they really could
not work very well with. And so that does not come up if you just accept the first answer that is put
on the table. It is not that it is wrong, it might be true, but there is typically more to the story. So
even just asking, oh, yeah, | totally understand that, what else would you add to that, other factors,
like just ask more questions than necessarily having accepting the surface value of the first thing that
they put on the table.

DJ: Hmm. That is interesting. For me to provide a contra view, | used to be a search consultant in my
previous life at Egon Zehnder and very often, candidates would often call you, the candidates that
do not make the final list saying do you have any feedback for me, and very often, the lazy answer or
the non-committal answer would be, no, that was a better candidate or, you know, this was not a
good fit for you. But really, even if | go back to some of my conversations, it would require courage
to give that hard feedback saying, you know, you came across as too greedy or you came across as
too operational and not strategic or whatever the reason might be. And very often, that is often the
bitter truths in the moment but 5 years later or 10 years later, some of these people call you and
say, you know, thank you for that feedback, it is valuable, if you had not told me, then | would not
have had the opportunity to correct it. So it is quite a profound point indeed.
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TW: | have noticed in my own life that | have sometimes been held back from sharing honest
feedback because of the fear of the reaction. And whenever | really think about it when | have tried
giving direct feedback, it is very rare to get negative reactions, or even if you do, | think as you point
out, they may have an initial bad reaction and then later, it kind of actually hits home for them. And
it does require courage and it does require you, it is almost an investment in them, it is a belief in
them that they can become better. | am sharing this feedback with you because | think that the next
time we work together or you work with somebody else, | think you can actually become something
more powerful, this almost comes to your topic of potential, | believe in what you can become.

DJ: And the reason | am giving this feedback is because | care for you in the sense at some level, the
very fact that | am, you know, maybe just another anecdote on this came from the man Egon
Zehnder himself. When | was leaving the firm, he used to meet all the consultants and he was quite
active in the recruitment process, so | met him in his home office in Zurich. When | was leaving the
firm, | wrote a note to him saying, you know, it has been a great journey, learnt a lot, thank you for
building this firm, etc., etc. And he used a phrase which stayed with me, he said, great feedback,
thoughts in your head that you do not share are a bit like gift wrapping a present and not giving it to
the person. So it is almost like you are, you know, he almost framed it as an obligation that you have
to the people around you to share feedback. So in a way, that sort of, that back to your point about
framing, once he framed it that way, each time when | think about feedback, | think about gift wrap,
a present that is lying gift-wrapped and it would be a crime not to give it to the intended recipient.

TW: Yeah. And | think to me, the one thing | tend to add to that is to give the recipient permission to
wait. So you can say, hey, | have some feedback for you, is this a good time to share it or would you
rather take it up at a different time. Because | do notice that people are more likely to act on
feedback, once they have kind of accepted, saying, okay, now | am ready for it.

DJ: It is a great point. It triggers another insight that came up in my conversation with a gentleman
called Bruce Feiler who has written a book, Life Is In The Transitions and he says, when you go
through especially life quakes, disruptive events in your life, try and make sense of scars but not the
wounds. He says that do not try to process these things too soon, wait for sometime to elapse, let
the wound become a scar and then maybe you might be in a better position to make sense. So, to
your point, | think there is an element of timing as well, is the person and the position to process
what you want to tell him or her.

TW: Yeah. So what you are sharing there is, as far as | know, is supported by some of the research
into post-traumatic events, so if you have been through a very rough event of some kind. There used
to be a tendency to try to debrief you as quickly as possible, like, okay, we need to get you right
away in the talk through the entire thing and so on. And it turns out, that tends actually to have
better results if you give it a bit of time where you let the mind do its own kind of, as it is like
creating the scar tissue versus delving straight in. If | remember this correctly, what would happen
sometimes is, if you debrief too early, you almost actually fixed the bad event in people's minds to a
greater degree than if you had allowed them to get a little bit of a distance from it. So | think there is
something very powerful about that understanding of when is the right moment to start to go in and
kind of either give feedback or process something that happened or what not.

Reflections from Deepak Jayaraman

DJ: Thank you for listening. For more, please visit playtopotential.com.
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End of nugget transcription
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RELATED PLAYLISTS YOU MIGHT LIKE

Curiosity: "A Curious Mind” by Brian Grazer (Oscar winning Producer of movies like A Beautiful Mind
and Apollo 13) was the inspiration behind the Play to Potential Podcast. In this playlist, Leaders
reflect about the role of curiosity and how it has helped them in their journeys. As Alvin Toffler says,
the llliterate of the 21st Century will not be those who cannot read and write, but those who cannot
learn, unlearn and relearn. You can access the playlist here.

SIGN UP TO OUR COMMUNICATION

Podcast Newsletter: Join 1000s of leaders who benefit from the Podcast newsletter. Not more than
1-2 emails a month including keeping you posted on the new content that comes up at the podcast.
High on signal, low on noise. Sign up for the podcast newsletter here.

N T{ ARG ELCET RN NI YR Pod cast Whatsapp distribution group (+91 85914 52129)

where we share 2-3 nuggets a week from the Podcast archives to provoke reflection. If that is of
interest, please click here and send a message stating “INTERESTED”. Do also add this number to
your Phone Contacts so that we can broadcast our messages to you when we share a nugget.
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e 92.09 Thomas Wedell-Wedellsborg - Problem framing and Coaching

About Deepak Jayaraman

Deepak seeks to unlock the human potential of senior executive’s / leadership teams by working
with them as an Executive Coach / Sounding Board / Transition Advisor. You can know more about
his work here.
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This written transcript of the conversation is being made available to make it easier for some people
to digest the content in the podcast. Several listeners felt that the written format would be helpful.
This may not make sense as an independent document. Very often spoken word does not
necessarily read well. Several of the guests have published books and the language in their books
might be quite different from the way they speak. We request the readers to appreciate that this
transcript is being offered as a service to derive greater value from the podcast content. We request
you not to apply journalistic standards to this document.

This document is a transcription obtained through a third party/voice recognition software. There is
no claim to accuracy on the content provided in this document, and occasional divergence from the
audio file are to be expected. As a transcription, this is not a legal document in itself, and should not
be considered binding to advice intelligence, but merely a convenience for reference.

The tags that are used to organize the nuggets in the podcast are evolving and work in progress. You
might find that there could be a discrepancy between the nuggets as referenced here and in the
actual podcast given this is a static document.

All rights reserved. No part of this document may be reproduced or transmitted in any form or by
any means, or stored in any retrieval system of any nature without prior written permission.
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