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The 3 Vital Questions®: Transforming Workplace Drama

Introduction:

One of the most powerful things we can do is to be conscious of how we think, act, and interact. Only then
can we be aware of and choose the ways we prefer and engage in practices that help—rather than hinder—
us in achieving our desired outcomes. The 3 Vital Questions® model support us in doing this.

The model was developed by David Emerald and Donna Zajonc (pronounced Zay-john). It is based on David’s
book, 3 Vital Questions: Transforming Workplace Drama and has helped countless individuals and teams to
engage in productive and powerful interaction.

The questions are:
1. Where am | putting my focus: on problems or on outcomes?

2. How am I relating to myself, to others and to the realities of the
world around me? From drama or from empowerment?

3. What actions am | taking to realize my desired outcomes? 3 Vital Questi()ns@

These questions, and the ideas they generate, can contribute to your
success in many dimensions:

1. Personal development and leadership 3

2. Coaching and mentoring others Vltal
3. Leading and participating in teams Questions P

4. Leading an organization

The 3 Vital Questions® are applicable to all aspects of your life, not just work. We Transforming

hope you'll find them useful everywhere you go. \"*’"""hl""l"w
Jrama
We have prepared an introduction to the 3 Vital Questions®, which consists of three

. . . - . . David Emerald
short videos and two exercises, which you will find below in this document. - :
Instructions:

You will find links to the videos below. Please watch them in preparation for our session and do the
exercises that follow videos one and two. Your worksheet contains an additional exercise for Question 3,
which we will do in class.

www.maverickandboutique.com



Question 1: Where am | placing my focus?

VIDEO ONE: Click this link and play the first video. https://maverickandboutique.com/f-35-bridging-
the-gap/

EXERCISE ONE:

Outcome and Problem Orientations

We can choose whether to place our

focus on our desired outcomes and OUTCOME CREATIVE

how we might realize them, or on
An outcome-centered or P
Creative focus results in rogress

problems and the challenges
H fAavi upward motion toward
\r;\;t:]ventmg lL:s fromhac:nevmg our goals. e o vt 0 mehiove. —
en we choose the former—an | | e ———————

outcome or “Creative” orientation—we PROBLEM [REACTIVE |
participate in a virtuous cycle that A problem-centered or
aligns with our desired future. The Reactive focus results in a » Progress /\f\f\/\

. . . . repeated, non-productive
latter leads inevitably to a vicious cycle cycle. S
of sub-optimal performance and the
repeated missing of goals.

Time

Outcome Orientation Exercise

The purpose of this exercise is to practice holding a Creative orientation and envisioning what you want to
create or make happen. This may be harder to do than you think. Take your time, build your vision one detail
at a time, and then appreciate what you’ve made.

1. Think of something you would love to create. An aspect of your job, a relationship, a vacation
home...anything you’re passionate about and engages your imagination. Write down what it is. Think of
it as the title for your vision, e.g. “My New Team” or “My Dream Home”.

2. Now describe in minute detail what it will be like when you have realized your goal. What will be
happening? Who will be there? What will you and they be doing? How will you feel? If you're
envisioning a thing such as a home, describe everything you can about it. Be as specific as you can; for
example, what is it like to wake up and have breakfast there? Whatever inspires you. Use as much space
as you need. Also, be aware of how you feel as you do this exercise and make some notes about that as
well. You’ll probably need more space, so use additional paper or a journal to capture your thoughts.
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Question 2: How am | relating to myself, to others and to the realities of the world
around me?

VIDEO TWO: Please play second video in the series.

EXERCISE TWO:

Take a few moments to reflect on where drama is playing out in your work life, and how you might make
a shift to The Empowerment Dynamic. The chart below, provided for reference, describes the shifts from
Drama roles to Empowerment roles. Please record your thoughts below and be prepared to share in
class.

\v The Shift from Drama Roles to Empowerment Roles A

Thoughts: Life happensto me—it’s not my fault I have a choice despite my circumstances

| am powerless | am dedicated to continuing growth
My dream isn't possible I am focused on what | want to create

Poor me Hopeful

Feelings: Helpless and Hopeless Energized

Vidimized Shifts from reacting to choosing Inspired
Discounted Resilient

Creator

Behaviors: Reacts to problems and drama :  Action oriented toward desired outcomes
May distance themselves Takes responsibility to make choices
Gives up Uses Baby Steps to learn and grow
Little energy for forward action

Thoughts: | must save others from harm Thoughts: People are resourceful and creative
If I do good, it will be “worthy”™ | trust others and their abilties

feel fi icti
Lfeet ety For i ciim). Feelings: Compassionate and engaged

Feelings: Fearsnot being Fulfilled and refle ctive

Shifts from telling to asking Supportive and “non-attached”

needed
Feels persecuted when
Victim doesn't accept their help

Feels “superior” to Vichim

Uses inquiry to help others and self to
develop their own clarity and vision
Empowers and develops others
Behaviors: Jumps in to save the day Encourages and provides positive
Fosters dependency & indispensability reinfarcement
May sacrifice the truth to protect others

=
a
=
v
0
L
- 4

Thoughts: | must win Thoughts: Things unfold at their own pace
Dominating others will get me ahead “You" can do it
| know best Trust the process

Feelings: Defensive, on guard i Self awareness
Protective Empowered through living their values
Self-righteous Shifts from putting down to building up Confident. direct and clear

Behaviors: Dominates and controls Provokes or evokes themselves and
Critical and blames others to take action
Exerts covert/overt power over others Focuses on improvement and growth
Manipulative Holds self and others accountable

Persecutor
Challenger

©® 2013 All rights reserved: from David Emerald’s book, The Power of TED* (*The Empowerment Dynamic) www powerofted com 206-780-9900
Used with permission.
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The Shift from Drama to Empowerment Worksheet

1. Drama role(s) | notice myself playing and the context it/they show up in:

How might | shift to the Empowerment Dynamic? What might | say or do differently?

2. Drama role(s) | notice others playing:

How might | support others in shifting to the Empowerment Dynamic. How might | engage with
others as a Teacher/Challenger or Coach?
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Question 3: What actions am | taking to realize my desired outcomes?
VIDEO THREE: Please play third video in the series

NOTE: There is no prework exercise to do for this section.

Here is the Creative Tension Method described in Video Three. We'll be working with this model in class to
support you in realizing your desired outcome on one or more topics.

Creative Tension Method

1. VISION
“Creative tension” between What would Ilove to create? How
your goal and current reality would I describe it in detail?
i -
3. ASSETS é‘é a1 4. CHALLENGES Pl
What assets do | have that | might >. FIRST STEPS O z What challenges do | face, and how
leverage to achieve my goal: might | turn them into/reframe them

What are the first
steps | will take toward
achieving my goal?

people, professional opportunities,
life experience, etc.?

as opportunities for learning and
growth?

2. CURRENT REALITY Q

Where am Inow in relation to my goal?
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Spend some time reflecting on the following questions. Capture your ideas in the space provided. Feel free
to make more extensive notes in a journal or elsewhere.

1. My desired outcome: Thinking about the outcome you described in Exercise One on this worksheet (or
another if you prefer), please give a short description of what you envision.

2. My current reality: Where am | now in relation to my desired outcome? Where do | stand right now,
without judgement...just the facts?

3. My assets: What assets do | have that | might leverage to achieve my desired outcome, i.e., people,
funds, skills, etc.

4. My challenges: What challenges do | face, and how might | turn them into/reframe them as
opportunities for moving toward my desired outcome?

5. First steps: What are the first steps | will take toward achieving my outcome? Please be specific: include
a detailed description of what you will do by when and resources you will need, including anyone who
might help you stay accountable to taking the action you outline here. These must be actions you can
take in the next 30-60 days and be 100% owned by you.

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:
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