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Hi and welcome to managing for results: requests, responses and commitments, a training webinar for leaders, managers and supervisors from Insight Coaching. My name is Charles Feltman. 

In this course we will cover a language and process for making clear, strong commitments, and greatly increasing the likelihood they are kept. Material in this course comes from the many sources, including the work of Chris Argyris, Fernando Flores, Bob Dunham, Rafael Echeverria, Julio Olalla, John Searle, and Terry Winnograd, among others.

There are three elements to this webinar: concepts, information, and exercises. Exercises are on slides with a blue background. You will get the greatest value from the course if you do the exercises. They support your learning by giving you a direct experience of the concepts and information presented in the course.

You will need a piece of paper and pen or pencil to do the exercises.
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	In this webinar we are going to look at what are sometimes called conversations for action. These include making requests and offers, responding to requests and offers, and making commitments, or promises to do specific things. They are called conversations for action because they initiate and drive the actions we collectively call work. When groups of people coordinate their actions effectively we say they are working together well. 
	People who work well together don’t always succeed, but people who don’t work well together almost always failure. Not only that, people who do work well together enjoy their work, while those who don’t are generally miserable on the way to failing. 
	Having effective conversations for action is critical to achieving individual and collective success. However, as this slide is attempting to convey, requests, offers, responses, and commitments are conversations between individuals. When those individual conversations for action are aligned with the shared mission, vision and values of the larger organization they take on much greater power. When they are not aligned with this larger shared purpose, work can still get done based on commitments between individuals. I’ll do this because my boss – or team mate, or my colleague over in marketing – asked me to. But add to that a belief that we are all committed to and working toward a larger shared purpose and those individual commitments to action are strengthened enormously. This strength comes from aligning requests and commitments with the larger purpose. Without this alignment people can work at cross purposes and hamper achieving their goals. 




Conversations for Action: 
Requests, Responses, Commitments 
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Conversations for action include requests, offers, responses, and commitments. Requests begin the process and the outcome, when these conversations are done well, is that actions are taken that lead to desired results. Again, it is important that the intended results of these actions are aligned with the desired outcomes of the team, department and the larger organization.

This flowchart is intended to give an overview of the entire request-response-commitment process. There are two actors in this process: a customer or requester, who initiates the process by making a request; and a performer who takes action to fulfill the request. As you can see, between the request and completion of the action there are other important steps, including a response to the request, a commitment, and other follow-on conversations as necessary. 

In this webinar we will look at each of these steps separately, beginning with the request. A request is the starting point for generating action. When a request is effective it increases the likelihood that the entire process will have a good outcome. 





What Is a Request at Work? 

It depends on the relationship… 
• Command (Direction) 
• Request 
• Plea 
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There are three basic forms requests can come in, depending on the power relationship between customer and performer. For example, a supervisor typically gives direction, or in some cases commands, to his or her subordinates. When an employee asks for something from a supervisor or senior manager, on the other hand, it is usually more like making a plea. Somewhere in the middle, relative peers make requests of each other. In other words, an individual with a higher rank typically has more flexibility to say “no” to the request without experiencing adverse consequences. However, we will talk more about the value of being able to say “no” when we cover responses to requests. 

Whether you call it a request, command, direction, or a plea, what you say should always contain the same information. 



Requests for Action 
First you make a request, 

then work gets done. 
  

Simple, right? 
  

OK, let’s try it.  
 

Write out a request. 
You can work with a request you plan to  

make or one you have recently made of someone.  
Write the request just as you would or did make it  

to the other person. 
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Let’s do an exercise to highlight the information contained in a good request. 

We typically initiate work we can’t or don’t want to do ourselves by asking someone else to do if. Then they go off and do whatever it is, and things go forward. But how well you make your request can have a big impact on how efficient and effective the work gets done and what the ultimate outcome is. 

So take out your piece of paper and pen and, as the instruction says, write out a request, either one you have recently made or one you plan to make of someone in the near future. If you want to go for extra credit you can use a request you made that didn’t produce the results you intended or hoped for. In any case, write it out just as you said, or plan to say it. If it will be made via email, write it as you would or did in that email. 

If you need extra time you can pause the video and restart it when you are ready. 




Elements of a Complete Request* 

• Customer – Who is asking? Is he/she committed to the request?  

• Performer – Who is being asked to perform? Is he/she the right person? 

• Action – What does the customer want?  

• Conditions of Satisfaction – How will the customer and performer know the 
request has been done to the customer’s satisfaction?  

• Timeframe – By when? (“ASAP” is not a timeframe.) 

*  A number of people have contributed to the understanding of requests, offers and commitments as critical to getting good work done, 
maintaining trust, and increasing well being. Key among them are Fernando Flores, Terry Winograd, Julio Olalla, Robert Dunham, and Richard 
LeKander. 
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This slide lists the five elements of a clear, complete request. By the way, these elements are described in detail in the Thin Book of Trust: An Essential Primer for Building Trust at Work.

Before we go any further I want to comment briefly on including a timeframe in requests. When I work with teams and groups around using conversations for action effectively people will often object to giving a timeframe or deadline. The concern is usually that it sounds slightly rude or presumptuous, and that it is nicer or more polite to say something like, “When do you think you could get that done by?” This works as long as you work through the negotiation and come to an agreement. 




Elements of a Complete Request* 

• Customer – Who is asking? Is he/she committed to the request?  

• Performer – Who is being asked to perform? Is he/she the right person? 

• Action – What does the customer want?  

• Conditions of Satisfaction – How will the customer and performer know the 
request has been done to the customer’s satisfaction?  

• Timeframe – By when? (“ASAP” is not a timeframe.) 

*  A number of people have contributed to the understanding of requests, offers and commitments as critical to getting good work done, 
maintaining trust, and increasing well being. Key among them are Fernando Flores, Terry Winograd, Julio Olalla, Robert Dunham, and Richard 
LeKander. 
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Let’s look at an example request. Imagine you have been asked to present a project status report for your area of responsibility to top management in a meeting that starts at 3pm tomorrow. In order to put together what senior management wants you will need status reports from the three people who report to you. You figure you’ll need an hour to put your presentation together once you have the reports fomr your three people. You look at your calendar for tomorrow and see you have back to back meetings from 11am to 3pm when you need to be ready. You could ask for your team’s status reports by 10, but it might be better to give yourself an extra hour and make 9am the deadline. 
A complete request might sound like this: “I (CUSTOMER) would like each of you (PERFORMERS) to put together a status report on your projects (ACTION). I’d like these to be maximum one page, high level, bullet point stuff I can incorporate into a short slide presentation for the meeting (CoS). Please have it to me by 9am tomorrow (TIMEFRAME).” 

Now take a look at the request you wrote out a minute ago. How did you do? Did your request include all of the important information, or was something missing? If you did leave something out, what difference do you think it would have made, or will make, if you put that information into your request? 




What Does a Request Do? 

• Tells the other person what you want  
• Allows the other person to determine if, and to what 

extent, he/she can fulfill your request 
• Starts the process leading to a commitment (promise) 

More Complete Request  =  Better Response 
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Now that we’ve covered the key elements of a complete request, let’s talk a bit about what a request actually does. A request serves to do three essential things:

First, it tells your intended performer exactly what you want.
Second, this, in turn, gives your intended performer all the information he/she needs to determine if, and to what extent, he/she can fulfill your request. This is important because if the person you are asking to perform the actions is unclear on any aspect of what you want and still commits to fulfilling the request you may well find you don’t get what you want when you want it. Remember the example of a complete request we used a moment ago. If you’d left out the conditions of satisfaction – 1 page, high-level summary, bullet points – what might have happened? That depends partly on your intended performers. Imagine two of them have worked for you for a while now and have been through this drill before. They know what you want. But let’s say I’ve only been working for you for a month. When I hear you say project status report I think (maybe from my last job) that you are asking for lots of detail. So I might spend a bunch of time writing a 7-8 page report, maybe throw in a couple of graphs. When I put it on your desk at 9am you’re going to say, “This isn’t what I asked for.” We’ll both be disappointed. 
Third, assuming you do give me enough information to accurately determine that I have the time, ability and resources to do what you’re asking of me, a request sets me up to make a commitment – or promise – to do the work. 




How clear am I being? 
Direct requests: 
• Will you please…? 
• I ask that you… 
• I request you… 
Indirect requests: 
• I want/I need… 
• Why don’t you…? 
• …needs to be done. 
Really indirect requests: 
• The conference room is a mess. 
• It’s almost nine o’clock. 
• We need to decide what to do about this right away. 
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How you phrase your request can also have an impact on it’s effectiveness in generating the result you want. 

This slide gives examples of different ways people put requests into language . In the corporate business cultures of the US and Europe, direct requests are the clearest and work best to build trust and accountability. Indirect requests are less clear and more difficult to respond to accurately.  Really indirect requests are often not even heard as requests. For example:

“The conference room is a mess.” (Unspoken request: Please clean up after your meetings.)
“It’s almost nine o’clock.” (Unspoken request: Please bring me the status report for our 9:00 meeting right now.)
“We need to decide what to do about this right away.” (Unspoken request: Please come up with a plan to address this problem by the end of the day.)

How do you usually express your requests? 

TBT: 27



Context 

• What is the larger shared commitment? 
• What is obvious and doesn’t need saying? 

– Same as before 

• What is NOT obvious and does need saying? 
– New person/people 
– New task or element of task 
– New language (jargon) 
– New context 

© Insight Coaching 2013 

Presenter
Presentation Notes
I want to mention again that the context in which requests are made is as important as the language used to make them. Is there a larger goal or outcome the request is aligned with? Do both the customer and intended performer know what this is and how the requested action is aligned with it? 

Another thing that is important has to do with what may or may not be obvious to both the customer and performer. If you ask me to post the shift schedule for the coming week, it’s probably something that have done before. You can assume I know what a shift schedule looks like, and where and how to post it. These things are obvious to both of us and you don’t have to spell it out in your request. 

But, if I haven’t posted a shift schedule before there’s a good chance I don’t know some of what is involved. Maybe I’m new to your company, or new at the job or in your department. Or maybe something is new about how the schedule gets written up or posted. In any of these instances it’s important to make a more complete request. 

This may seem obvious, but in practice it’s too often overlooked. The requester assumes what is obvious to him or her is obvious to the intended performer, which can lead to, well, you’ve probably heard what assuming makes out of you and me. 



Avoid Making… 

Incomplete requests 
Un-owned requests 
Frivolous requests 
Drive-by requests 
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Here are four things to avoid when making a request. 

First, avoid making requests that are missing important information. Make sure you are clear about what you want, what your conditions of satisfaction are, and when you want the action completed by. 

Second, avoid un-owned request. The most common form of un-owned request is, “We need…” as in “We need to make sure senior management gets this information in a timely manner.” It’s not clear from what is said who the intended performer is or even who is making the request. Un-owned requests are often made in meetings. 

Third, avoid making frivolous request. A completely frivolous request is asking for something you don’t need at all. Why would anyone do that you may ask? Usually it isn’t the entire request that’s frivolous but rather some part of it. Have you ever been asked to do something by a certain date, worked to get it finished by the and then gone to had it over only to find the person who asked for it is gone on vacation? 

Finally, avoid what I call drive-by requests. A drive-by request is when you ask for what you want but don’t bother to wait for a response. You simply assume the person you’re asking can and will do what you want. One problem with not waiting for a response is that your intended performer may not be able to but doesn’t have the opportunity to tell you. Also, commitments are more likely to be kept when they are actually spoken, as in, “Yes, I’ll do that.” Another common form of drive-by request is sending it in an email and assuming just because you’ve made it the other person can and will do it.



Responses to a Request 

• Yes (Commitment) – “I will do exactly what you asked.” 

• No (Decline) – “No, I can’t/won’t do what you asked.” 

• Counteroffer – “I can’t do exactly what you’ve asked,  
but I can do X.” Sets up a negotiation that results in a  
specific commitment or decline 

• Commit-to-Commit – “I need to check before I can  
commit to what you ask. I will let you know by…” 
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Now let’s turn our attention to responding to requests. Here are four possible responses that directly address the request and, if used, will allow for strong accountability. Any other responses are less efficient, may be misleading, and will make a clear commitment less likely. 
“Yes” means I will do is actually what you asked. It is a commitment or a promise. If you are the intended performer, and you did not get enough information from the person making the request to truly assess whether you can commit to it then it is incumbent on you to ask. For example, if the requester left out a timeframe or deadline, you need to find out what it is that he or she has in mind. If you fail to do this and your idea of when this thing should be completed is very different from the requester. You both end up having problems.
“No” means exactly that, you cannot or will not commit to fulfilling the request. This frees the requestor to go find someone else who can do what they want. Of course, in the work setting saying “no” is often not perceived as a viable option, especially if the request is from your boss or a senior manager in your company. Even saying no to colleagues can be seen as a sign that you are not a team player in some company cultures. But, if you can’t say no, what is the value of your “yes”? When people feel they can’t say “no” even when they don’t think they can fulfill the request completely or on time, of both, they say yes knowing it’s a promise they won’t keep. This way of operating over time can lead to a number of problems, such as missed deadlines, lost trust, lost customers, resentment, resignation, even outright failure. And believe me, I’ve seen all of these things happen. 
So what do you do? An option that can work in most cases is to make a “counter offer”. This is simply telling it like it is. “I can’t do everything you are asking, but I can this much.” Or, “I can’t have it by Wednesday, but I can by Thursday.” Or, “I can’t have it by Wednesday unless I can push this other project back two days.” A counter offer sets up a negotiation, out of which can come a realistic commitment. Even if you’re talking to your boss….





Commitments 

A Commitment Is a Promise to Deliver  
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A complete request is the starting point. When it contains all the information the Performer needs to know what the Customer wants, including CoS, and by when they need it, then the intended Performer can respond realistically. The response the Performer makes sets the stage for a specific commitment. 

Saying “yes” or “I will” is in itself the commitment. 
Saying “no” is also a kind of commitment. You are committing not to do what the Customer has asked. Have you ever had a situation where you asked someone to do something and they said the couldn’t, so you went to someone else who said yes only to find that the first person had also done it? 

Unlike yes or no, a counter offer, as we’ve said should lead to a negotiation. The result of the negotiation should either be a specific commitment to an action or set of actions with conditions of satisfaction and a specific deadline, or a decline. 

A commit-to-commit response should eventually result in a yes, no, or counter offer and negotiation. 

A commitment is a promise. You are promising to do something that will result in the Customer’s request being fulfilled. 



Requests and Commitments 

Who to? 
Make complete 

requests? 
Get specific 

commitments? 
Commitments 

fulfilled? 
Ellen Often leave off 

due date 
Yes or “will try” to 
in-person requests 
No resp. to 
emailed requests 

About half the 
time. Often misses 
deadline, but I 
didn’t specify. Most 
unfulfilled sent by 
email. 

Tom Often leave off 
due date 

Yes or “I’ll do 
what I can” 
which I think 
really means “no” 

Yes, but have to 
bug him 
constantly 

Who do you most often make requests of? 
What do you ask for? 
What kinds of responses to you typically get from each of these people? 
Do you get clear commitments from of these people?  
Which of those people always or usually fulfill their commitments to you? 
Which of those people often fail to fulfill the commitments they make to you? 
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Let’s start another short exercise focused on requests you make and the responses you get. Think back over the last 2-3 weeks at your work and answer the questions on this slide.

Who do you most often make requests of?
What kinds of things do you most often ask for?
What kinds of responses do you typically get from the people you make requests of? That is, do they answer yes, no, make a counter offer, commit to commit, or do you get other responses like “maybe,” “I’ll try,” “I’ll let you know” (with no time when they’ll let you know)?
Do all the people you make requests of usually fulfill the commitments they make, or do some more often fail to fulfill. 
For those who often do not fulfill the commitments they make, how do they fail? Do they miss the due date? Do they fail to meet your conditions of satisfaction? Something else? 

If you want to, you can create a little matrix like this for yourself. This is particularly useful if you know that many of the commitments people make to you are only partially fulfilled or not fulfilled at all. A matrix like this will help you recognized possible patterns. In this example, for instance, this customer is already seeing that she tends to leave off due dates and that may be why she’s not getting things when she wants them. 



Offers 

• A complete offer will include the same information as a 
complete request 

• Performer sets terms 
• Customer can negotiate, but the Performer can decline 
• Once the Customer accepts an offer it becomes a 

commitment, or promise, on the part of the Performer 

 
Warning! Don’t make an offer you can’t fulfill. 
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We also make offers to take actions, that is, to do work: 
“I can research that for you.”
“I’ll take this over to the lab if you want.”
“Would you like me to talk to her about this?” 
A complete offer should include the same information as a complete request. The difference is that the Performer sets the terms of the offer he makes. The Customer can negotiate for something different, but the Performer can also decline to change the terms of his offer. And here’s something really important to understand: when the Customer accepts an offer it becomes a commitment as far as she is concerned. 
In the examples I just gave there is a lot of missing information. If it isn’t filled in before the Customer accepts there could well be some disappointments down the line. More complete versions of these offers might sound like this:
“I can research that for you. I’ll get a printout of the results to you by the end of the day.”
“I’ll take this over to the lab if you want. I’m going there right now. Who should I give it to?”
“Would you like me to talk to her about this? I have a meeting with her tomorrow morning. I’ll make sure she understands what you just explained to me.” 
People who like to feel helpful please take note: It is easy to swamped by making more offers than you can fulfill. Remember, the commitments the result from offers need to be added to the commitments you make as the result of requests others make of you. I’ve worked with plenty of overworked, overwhelmed, stressed out mid-level managers who can trace much of their overload to making offers they didn’t need to make and saddling themselves with more work than they can realistically do. You can be a star performer by taking on lots of work. But when too many things fall between the cracks because you have too much to do your star can fall pretty rapidly. 



Your Responses and Commitments 

1. How do you typically respond to requests?  
2. Do you ever say no? 
3. Do you make counter offers?  
4. Do you make clear, specific commitments?  
5. Do you tend to overcommit?  
6. Do you always or almost always fulfill commitments you make?  
7. When you do fail to fulfill commitments, what gets in the way? 
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Take your pen and paper and answer the questions on this slide. 

If you need more time you can pause the video. 

After looking at your answers to these questions, what do you notice about the responses and commitments you make? Is there anything you want do differently? 




Revoking Commitments 

Commitment Due 
Date 

T 

R 

U 

S 

T 

TIME 

Point of no return 
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Sometimes you can’t deliver as promised. Something comes up that is more important to attend to. Something happens that prevents you from getting the work done on time, as agreed to, or both. Something you didn’t count on gets in the way. 

In terms of maintaining the trust of your Customer the key is to get to that person as soon as you know – or even suspect – that you may not be able to deliver as promised, with an explanation for why. People often avoid telling the Customer they can’t deliver because it is uncomfortable. But the negative consequence is it erodes trust. 

Commitment – The point in time when you commit to a deliverable
Due Date – The date/time you have committed to deliver
Point of No Return – The point in time after which your “customer” will not be able to find another way to get the deliverable by the due date

If you revoke your commitment before the Point of No Return your customer’s trust in you will remain high. If you wait until after the Due Date to say “I’m sorry, I couldn’t get it done” more than 2-3 times you will likely lose your customer’s trust. 

TBT: 32



Your Outstanding Commitments 
Date: Jan. 8 

Who to? What action? When due? Status? Notes 
Ann Design for new 

patient intake 
process 

Jan. 15 Incomplete - 
waiting for input 
from Ron, Amir, 
Sonia, due 1/12 

Ron starts 
vacation 1/11 

Ann Justification for 
overtime request 
for Amir and Sonia 
in Feb.  

Jan. 10 Incomplete – 
waiting for Sonia’s 
input on what she 
needs 

Sonia’s input due 
yesterday 

Gonzalo Inventory 
requirements for 
Feb. 

Jan. 10 Incomplete - need 
to write up and 
email to Gonzalo 

Tom Attend new 
website design 
meeting 

Jan. 10, 2pm Need to revoke 
commitment 
today 

Can’t attend due 
to conflict with 
Ann’s new staff 
meeting time 

Ron Approve request  
to attend 2 day 
training in Feb. 

Jan. 20 Incomplete Need to check 
vacation staff 
schedules 

© Insight Coaching 2013 

Presenter
Presentation Notes
Many people I’ve worked with have found ways to track their outstanding commitments in order to better manage their time and attention. Here is an example of a simple matrix for doing that. Tracking commitments makes it easy to literally see when you are overcommitted and may need to say no, refrain from making new offers, and/or revoke and renegotiate one or two commitments. When you know what you’ve got on your plate and your boss asks you to do one more thing, it is easier to say something like, “I’m overloaded at this point, can you help me prioritize the work I’m already committed to?” 

You may be thinking “My boss will just say ‘you figure it out’.” This is a very good reason for entire workgroups to adopt this language and process for making commitments. When everyone understands these conversations and the value of having them the entire group becomes much more effective at coordinating action. I’ve worked with teams that have gone from being among the lowest performing in their companies to being the top performing teams that everyone else wants to emulate. I’ve also seen what can happen to an entire company when everyone adopts and uses these particular conversations for action. 



Managing Commitments: Customer 

1. Make complete request 
2. Get specific commitment 
3. Be clear you want to know as soon as possible 

if there is a problem delivering 
4. Cancel request if you no longer need what 

you asked for 
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Here are four things to remember that will help increase the likelihood commitments others make to you are fulfilled. 



Managing Commitments: Performer 

1. Understand exactly what the customer wants: 
action, CoS, due date 

2. Make a clear commitment (or decline) 
3. Make requests of others as necessary 
4. Revoke and renegotiate if needed 
5. Report completion to the Customer 

 
Track your commitments 
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As a Performer, managing your commitments is key to building trust and being accountable.
First, make sure you understand what the Customer wants. If there is missing information, ask questions – not everyone knows what a complete request sounds like. 
Second, make a specific commitment. “I’ll try” or “I’ll see what I can do” are not clear commitments. If you are going to try, what are you willing to commit to trying? When will you come back and say you’ve tried what you could and it didn’t work? If you are going to try, be clear about what, when, and how long you will try so the customer knows what to expect. 
For example, imagine I’m your boss and you’ve brought up a concern about a particular company policy that you see as making it more difficult to do your job. You ask if I can get the policy changed. One response I could make is “I’ll try and see what I can do.” But if that’s the extend of my commitment you are left wondering how much trying I’m going to do, when and for how long. A more specific commitment might sound like: “I have a meeting with senior management Thursday. I will tell them about your concerns and ask if we can change this policy. I’ll let you know what their response is Thursday afternoon.” 
Once you’ve committed you may need to delegate or get help to deliver on your commitment. You need to make requests and get commitments from others that will allow you to keep your original commitment. As we discussed earlier, if something comes up along the way that might or will prevent you from fulfilling the original commitment, let your Customer know as soon as you know or even suspect. 
Once you’ve complete the work, it is usually useful to your Customer to let him/her know so they can cross it off their list rather than having to come back to you and ask. 



Make a Complaint 

Yes, that’s right. Take your pen and paper and 
write out a complaint you have about 
something someone didn’t do.  
 
Write it as if you are talking directly to the 
person you have the complaint about or who 
could do something about the problem.  
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Time for another short exercise. Take your pen and paper and, as the instruction says, write out a complaint you have about something someone told you they would do but didn’t. 

Write the complaint as if you are talking directly to the person who failed to do what they’d committed to doing. 



Complaints 
Question: What do you do when a 
commitment isn’t fulfilled? 
Answer: Make a complaint for action. 
 
Two  types of complaints: 
• Whining – a complaint made to 

someone other than the person who 
failed to fulfill their commitment.  

• Complaint for action – a complaint 
made directly to the person who failed 
to fulfill his/her commitment and that 
includes a request to make things right. 
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There are two forms of complaint: whining and making complaints for action. 
Whining is when we complain about a person or situation to a third party. If we’re honest we make this kind of complaint without being invested in anything changing. When you complain to Ann about Robert in hopes that he will do something different you are setting yourself up for disappointment. 

Sometimes people whine to a third party in hopes of getting that person on your said against the person you’ve got the complaint about. This kind of complaining can sow seeds of discord in an organization that can have all sorts of negative repercussions. 

Whining is sometimes useful to blow off steam, clear our minds so we can focus on what is really needed. Beyond that it doesn’t serve any good purpose. 

Making what is sometimes called a complaint for action, on the other hand, can lead to getting what you want or need. This is a conversation you have directly with someone who has failed to fulfill a commitment they have made. Making a complaint for action holds the person who has made a commitment accountable for it. 



Creating Accountability: Complaint for Action 

1. You committed to _____________ and did not fulfill that 
commitment. 
 

2. This has caused some damage to me/us/the team/etc., 
specifically _______________________.  
 

3. How do you see this situation?  
 

4. I request that you repair the damage by doing [complete 
request here].  
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Here is a template for making a complaint for action. 

You committed to _____________ and did not fulfill that commitment. This should be a simple, straightforward statement of fact. E.g., “You committed to getting information to me on how many accounts we have open by the end of the day yesterday, and you still haven’t sent it to me.”

This has caused some damage to me/us/the team, etc./ specifically ____________. This statement should also include facts (e.g., our report to the VP will be late), and may also include assessments (e.g., sr. management is losing trust in our ability to deliver work on time and may withhold our annual bonuses). 

How do you see this situation? This is optional. By asking this question you are giving the other person an opportunity to explain the situation from his/her perspective. Ideally the other person takes this question as an opportunity to apologize and recommit. Or he/she may respond by offering excuses, blaming others, or otherwise denying responsibility. If this happens, move directly to the last part of your complaint for action. 

I request that you repair the damage by doing [complete request]. This should be a simple, direct request. It may not be appropriate to remake the original request. You may simply want to ask the person to apologize (to you and/or others) and declare that he/she will do things differently next time. 




When to Make a Complaint for Action 
Was a request made? 

What was the outcome? 

Decline Commitment 

Yes No 
No grounds for a complaint. 

Make a request and  
get commitment 

No response 

Commitment fulfilled? 

Yes No 

No grounds 
for a 

complaint. 

Remake 
request, 

get 
response. 

No grounds 
for a 

complaint. 

Make a 
Complaint 
for Action. 
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This flow chart shows when it is appropriate to make a complaint for action. I often hear people complaining that their subordinates, bosses or co-workers don’t do what they said they will do. But when they go and look at what actually happened or didn’t happen they see there was never a request made (it was just an expectation or assumption about what the other person should do), or there was a request made but no actual commitment on the part of the intended performer. Another scenario is that a request was made but there was never any kind of response at all, let alone a specific commitment. 

Next time you think you need to complain about an unfulfilled request, go back and take an objective look at what happened, what was said and not said. You may well find what you really need to do is make a clearer request and/or make sure you get a clear response. 

On the other side of this coin, when someone comes to you complaining that you didn’t do what you’d said you would, you can go through the same process. Was the request complete? In other words, did the customer tell you everything you needed to know in order to respond realistically? Did you respond with a clear commitment? Did you make a commitment you could fulfill, or was it really more than you could manage? Did something come up that prevented you from meeting the deadline but you failed to let your customer know? Or, did you really just fail to keep the commitment you’d made? 



Summary 
• The basic conversations for action are:  

– Requests and Offers 
– Responses 
– Commitments  

• Additional conversations can include:  
– Negotiation in response to a counter offer 
– Revoking and renegotiating a commitment (Performer) 
– Cancelling a request (Customer) 
– Reporting completion (Performer) 
– Declaring satisfaction (Customer) 

 
 How effectively you and others you work with manage these 

conversations has an enormous impact on your success and wellbeing at 
work. The better you are at it, the greater the likelihood you and your 

company will achieve your desired results. 
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Additional Resources 
If you have questions about the material presented in this webinar please contact  
Charles Feltman 
Email cfeltman@insightcoaching.com  
Call 805-784-9570 
 
To download a free paper on requests, offers and commitments called the Cycle of 
Commitment go to: 
www.insightcoaching.com/insights-other.htm 
 
To purchase The Thin Book of Trust: An Essential Primer for Building Trust at Work: 
www.thinbook.com/pages/books/trust_book.htm 
www.amazon.com  
www.Itunes.apple.com  
www.search.barnesandnoble.com  
 
To discuss further support for building trust, commitment and accountability at your company 
Email cfeltman@insightcoaching.com  
Call 805-784-9570 
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