Making Commitments


	1. Choose the Right Goal
	2. Acknowledge Your Part of the Program
	3. Discover Your Competing Commitments
	4. Identify Your Underlying Assumptions



	a)  Goals are often disguised as chronic complaints—basically your biggest gripes contain information about what you want.  Start thinking about what’s bothered this team over the last year (i.e., the group can’t make a decision so work can’t move forward or we have a lot of false starts; you’re working too many hours and want more balance in your life.  
    List your “complaints”.


	List what this team does that works against the goal.  Ask yourself:  What am I doing (or not doing)/what are WE doing (or not doing) to undermine my progress?  In this column, be as honest and precise as possible—and avoid self flagellation.
	a) Ask yourself:  What fears come up when I/we think of doing the opposite of what I/we wrote in column 2?  For example, someone whose goal is to delegate more might realize that she is worried that she can’t control the outcomes if she isn’t involved in a task and she’s most worried about being viewed as a slacker or “too good” to do the work. 

     Write your answers to this question below or on next page.
	a)   Start by looking at the secret fears you wrote down in column 3. These are driven by assumptions you’ve made (anyone who delegates must be a slacker).  To unearth your hidden beliefs, answer the following questions:  What has this team convinced yourselves (may not be verbalized) will happen if you overcome your bad habit?  Is this true?

	b) Now think about how the team might turn that into a specific goal as in “I want us to make decisions and only change them when we have substantial data that points us in new directions.”  Or   “I want to delegate more.” 

    Write your goals below or on next 

    page. 

	
	b) Consider how your current behavior (see column 2) reflects your determination to keep what you /we fear most from happening.  These competing commitments are often “secret anxieties”-- in this case, “I want more balance” vs. “I’m not involved and I’m Miss High & Mighty”.  Can you explain how this team has used competing commitments to manage your life or emotions?
	b)  Identifying the thoughts that sustain our immunity to change is important, but insight alone will not result in lasting change.  Most of us operate as if our assumptions are facts.  Below, write ways that the team can test whether your beliefs are true, starting with smaller experiments, (I will delegate one task) and moving on to more significant examples (I will take a week off and not check in with the office)

	1. Choose the Right Goal
	2. Acknowledge Your Part of the Program
	3. Discover Your Competing Commitments
	4. Identify Your Underlying  Assumptions



	a)


	
	a)
	a)

	b)


	
	b)


	b)


Adapted from Harvard University’s Robert Kegan and Lisa Lahey.  Their book is Immunity to Change.


