City of Inver Grove Heights

Meeting Via In Person or Virtual Zoom

City Council Work Session
Monday, January 4, 2021 at 6:00 p.m.

NOTICE TO RESIDENTS: If you are interested in participating, please contact Rebecca Kiernan
prior to this meeting via telephone (651) 450-2513 or email (rkiernan@ighmn.gov) to inform
her - your name, address and to what you wish to speak on. Individuals may submit written public
comments in advance of the meeting by emailing comments to Rebecca Kiernan
(rkiernan@ighmn.gov). Comments received prior to 4:00 p.m. on Monday January 4, 2021, will
be provided to the Council at or before the January 4, 2021 Work Session.

AGENDA

A. Call to Order - Mayor Bartholomew

1. Swearing in of New Council.
2. City Council Protocols/Decorum discussion
3. Data Practice, Data Privacy & Social Media

B. Adjourn
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Communication Styles

Connector

A Connector’s world revolves around people, relationships, and fostering growth in
themselves and others. When speaking, they first focus their attention on establishing a
relationship or reconnecting with the person. The information they wish to convey is
woven into this relationship-building endeavor.

Connector Personality Style

o Friendly, helpful, empathetic

e Optimistic

e Expressive with emotion

« Fostering or maintaining harmony

e May use metaphors to embellish points

Tips for Communicating with Connectors
e Acknowledge them

e Show appreciation

e Include them

e Have patience

o Don’t “bark” orders

Planner

Planners are generally respectful and responsible. They listen for details so they know
what their part is. They usually size up a situation for what would be most appropriate
before responding.

Planner Personality Style

e Purposeful, plans ahead

e Respectful, appropriate

e Supportive of policies and rules
e Detail oriented, chronological

« Loyal, devoted

Tips for Communicating with Planners
e Be prepared, give details

« Stay on target, be consistent

e Show respect

e Don’tinterrupt

e Recognize their contributions
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Thinker

Thinkers for the most part, communicate for the purpose of gaining or sharing
information. During a conversation, their attention is usually focused on the matter at
hand, not on the relationship.

Thinker Personality Style
e Logical and objective

« Includes facts and information

« Big picture, conceptual

e Questioning, critiquing

e Wry sense of humor

Tips for Communicating with Thinkers
e Allow them time to ponder

e Skip the “small talk”

e Avoid redundancy

« Give big picture or point first, then fill in details if asked

o Don’t misinterpret their need for info as interrogation
Mover

Generally, Movers want to share their opinion the minute it hits their mind. Interested in
taking action and being expedient, they may skip the softeners and go straight for the
“‘punch-line”.

Mover Personality Style

Casual, playful

Spontaneous, now oriented
Fast-paced, changes subjects quickly
Straightforward

Active, involved, mobile

Tips for Communicating with Movers
e Use “sound bites”

Move with them while they multitask
Appreciate their flair

Allow options and flexibility

Lighten up



When to Raise It and When to Lef Go 145

if You Raise lt: Three Purposes That Work

We've talked about purposes that will get you into trouble. But how
about purposes that make sense? The gold standard here is working
for mutual understanding. Not mutual agreement, necessarily, but a
better understanding of each of your stories, so that you can make in-
formed decisions (alone or together) about what to do next.

Anytime you think a conversation might be difficult, keep the fol-
lowing three purposes front and center in your consciousness.

1. Learning Their Story

Exploring the other person’s perspective takes us into each of the
Three Conversations. What information do they see that we missed
or don’t have access to? What past experiences influence them?
What is their reasoning for why they did what they did? What were
their intentions? How did our actions impact them? What do they
think we are contributing to the problem? What are they feeling?
What does this situation mean to them? How does it affect their iden-
tity? What's at st ke? , -

2. Expressing Your Views and Feelings

Your goal should be to express your views and feelings to your own
satisfaction. You hope that the other person will understand what you
are saying, and perhaps be moved by it, but you can’t count on that.
What you can do is say, as well as you can, what is important for you

to say about your views, intentions, contributions, feelings, and iden-
tity issues. You can share your story.

146 Create a Learning Conversation

3. Problem-Solving Together

Given what you and the other person have each learned, what would
improve the situation going forward? Can you brainstorm creative
ways to satisfy both of your needs? Where your neéds conflict, can
you use equitable standards to ensure a fair and workable way to re-
solve the conflict?

Stance and Purpose Go Hand in Hand

These three purposes accommodate the fact that you and the other
person see the world differently, that you each have powerful feelings
about what is going on, and that you each have your own identity is-
sues to work through. Each of you, in short, has your own story. You
need purposes that can reckon with this reality.

These are the purposes that emerge from a learning stance, from
working through the Three Conversations and shifting your internal
orientation from certainty to curiosity, from debate to exploration,
from simplicity to complexity, from “either/or” to “and.” They may
seem simple — perhaps even simplistic. But their straightforwardness
masks both the difficulty involved in doing them well and the power
they have to transform the way you handle your conversations.

Working from a learning stance with these purposes in mind, the
rest of this book explores in detail how to conduct a learning conver-
sation, from getting started to getting unstuck.

-




Stop Arguing About Who's Right:
Explore Each Other’s Stories

Michael’s version of the story is different from Jack’s:

In the past couple of years I've really gone out of my way to try to
help Jack out, and it seems one thing or another has always gone
wrong. And instead of assuming that the client is always right, he ar-
gues with me! I just don’t know how I can keep using him.

But what really made me angry was the way Jack was making ex-
cuses about the chart instead of just fixing it. He knew it wasn’t up
to professional standards. And the revenue graphs were the critical
part of the financial presentation.

One of the hallmarks of the “What Happened?” Conversation is
that people disagree. What's the best way to save for retirement? How
much money should we put into advertising? Should the neighbor-
hood boys let your daughter play stick ball? Is the brochure up to pro-
fessional standards?

Disagreement is not a bad thing, nor does it necessarily lead to a
difficult conversation. We disagree with people all the time, and
often no one cares very much.

But other times, we care a lot. The disagreement seems at the
heart of what is going wrong between us. They won't agree with what
we want them to agree with and they won't do what we need them to
do. Whether or not we end up getting our way, we are left feeling
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frustrated, hurt, or misunderstood. And often the dis.agre.ement con-
tinues into the future, wreaking havoc whenever it raises its head.

When disagreement occurs, arguing may seem natural, even rea-
sonable. But it’s not helpful.

Why We Argue, and Why It Doesn’t Help

Think about your own difficult conversations in which there are
important disagreements over what is really going on or what sho?uld
be done. What's your explanation for what's causing the problem?

We Think They Are the Problem

In a charitable mood, you may think, “Well, everyone has their opiri-
jon,” or, “There are two sides to every story.” But most of us don’t
really buy that. Deep down, we believe that the problem, put simply,

is them.

. They’re selfish. “My girlfriend won’t go to a couples’ counselor
with me. She says it’s a waste of money. I say it’s important to me,
but she doesn’t care.”

. They're naive. “My daughter’s got these big ideas about going to
New York and ‘making it’ in the theater. She just doesn’t under-

stand what she’s up against.”

. They're controlling. “We always do everything my boss’s way. It
drives me crazy, because he acts like his ideas are better than
anyone else’s, even when he doesn’t know what he’s talking

about.”

. They're irrational. “My Great Aunt Bertha sleeps on this sagging

old mattress. She’s got terrible back problems, but no matter

what I say, she refuses to let me buy her a new mattress. Everyone
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in the family tells me, ‘Rory, Aunt Bertha is just crazy. You can’t
reason with her” I guess it’s true.”

If this is what we're thinking, then it’s not surprising that we end
up arguing. Rory, for example, cares about her Aunt Bertha. She
wants to help, and she has the capacity to help. So Rory does what we
all do: If the other person is stubborn, we assert harder in an attempt
to break through whatever is keeping them from seeing what is sensi-
ble. (“If you would just try a new mattress, you'd see how much more
comfortable it is!”) \

If the other person is naive, we try to educate them about how
life really is, and if they are being selfish or manipulative, we may try
to be forthright and call them on it. We persist in the hope that what
we say will eventually make a difference.

But instead, our persistence leads to arguments. And these argu-
ments lead nowhere. Nothing gets settled. We each feel unheard or
poorly treated. We're frustrated not only because the other person is
being so unreasonable, but also because we feel powerless to do any-
thing about it. And the constant arguing isn’t doing the relationship
any good. '

Yet were not sure what to do instead. We can’t just pretend there
is no disagreement, that it doesn’t matter, or that it’s all the same to
us. It does matter, it’s not all the same to us. That's why we feel so
strongly about it in the first place. But if arguing leads us nowhere,
what else can we do?

The first thing we should do is hear from Aunt Bertha,

They Think We Are the Problem

Aunt Bertha would be the first to agree that her mattress is indeed old
and battered. “It’s the one I shared with my husband for forty years,
and it makes me feel safe,” she says. “There are so many other
changes in my life, it’s nice to have a little haven that stays the same.”
Keeping it also provides Bertha with a sense of control over her life.
When she complains, it’s not because she wants answers, it's because
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she likes the connection she feels when she keeps people current on
her daily comings and goings.

About Rory, Aunt Bertha has this to say: “Ilove her, but Rory can
be a difficult person. She doesn’t listen or care much about what
other people think, and when I tell her that, she gets very angry and
unpleasant.” Rory thinks the problem is Aunt Bertha. Aunt Bertha, it
seems, thinks the problem is Rory.

This raises an interesting question: Why is it always the other per-
son who is naive or selfish or irrational or controlling? Why is it that
we never think we are the problem? If you are having a difficult con-
versation, and someone asks why you disagree, how come you never
say, “Because what I'm saying makes absolutely no sense”? '

We Each Make Sense in Our Story of What Happened

We don'’t see ourselves as the problem because, in fact, we aren’t.
What we are saying does make sense. What’s often hard to see is that
what the other person is saying also makes sense. Like Rory and Aunt
Bertha, we each have different stories about what is going on in the
world. In Rory’s story, Rory’s thoughts and actions are perfectly sensi-
ble. In Aunt Bertha’s story, Aunt Bertha's thoughts and actions are
equally sensible. But Rory is not just a character in her own story, she
is also a visiting character in Aunt Bertha’s story. And in Aunt Bertha's
story, what Rory says seems pushy and insensitive. In Rory’s story,
what Aunt Bertha says sounds irrational.

In the normal course of things, we don’t notice the ways in
which our story of the world is different from other people’s. But dif-
ficult conversations arise at precisely those points where important
parts of our story collide with another person’s story. We assume the
collision is because of how the other person is; they assume it’s
because of how we are. But really the collision is a result of our
stories simply being different, with neither of us realizing it. It’s as if
Princess Leia were trying to talk to Huck Finn. No wonder we end

up arguing. -
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Arguing Blocks Us from Exploring Each Other’s Stories

But arguing is not only a result of our failure to sce that we and the
otber person are in different stories — it is also part of the cause. Ar-
guing inhibits our ability to learn how the other person sees. the
World_ When we aigue, we tend to trade conclusions — the “bottom
line” of what we think: “Get a new mattress” versus “Stop trying to
COfltrol me.” “I'm going to New York to make it big” versus “You're
naive.” “Couples counseling is helpful” versus “Couples counselin
is a waste of time.” °

But neither conclusion makes sense in the other person’s story
So we each dismiss the other’s argument. Rather than helping usi
understand our different views, arguing results in a battle of mes-
sages. Rather than drawing us together, arguing pulls us apart.

Arguing Without Understanding Is Unpersuasive

Arguing creates another problem in difficult conversations: it inhibits
change. Telling someone to change makes it less rather than more
likely that they will. This is because people almost never change
without first feeling understood. °

Consider Trevor’s conversation with Karen. Trevor is the finan-
F:ial administrator for the state Department of Social Services. Karen
is a social worker with the department. “I cannot get Karen to turn in
her paperwork on time,” explains Trevor. “I've told her over and over
that she’s missing the deadlines, but it doesn’t help. And when I
bring it up, she gets annoyed.”

Of course we know there’s another side to this story. Unfor-
tunately, Trevor doesn’t know what it is. Trevor is telling Karen
what she is supposed to do, but has not yet engaged her in a two-
way conversation about the issue. When Trevor shifts his purposes
from trying to change Karen'’s behavior — arguing why being late is
wrong — to trying first to understand Karen, and then to be under-
stood by her, the situation improves dramatically:
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Karen described how overwhelmed and overworked she }ils. She Futls_
all of her energy into her clients, who are very needy.uS g‘\ga,st e(;n
ing like I didn’t appreciate that, which actually, I rea 11yk.1 dn .f "
my end, I explained to her how I have to go through a in- $ (:1 o
tra work when she submits her paperwork late, and I explaine the
extra work in detail to her. She felt badly about that, and it was cSehe
that she just hadn’t thought about it frgm my perip-ectlve.time
promised to put a higher priority on getting her work in on )
and so far she has.

Finally, each has learned something, and the stage for meaning-
is set.

o C"?(? nggei :nywhere in a disagreement, we negd to unlde.rstand ‘;}li:
other person’s story well enough to see how their conc us;lonst m N
sense within it. And we need to help them und.erstand t ehs o,ryjc :
which our conclusions make sense. Understaildmg each ot e{) s : o
fies from the inside won't necessarily “solve” the problem, but as
with Karen and Trevor, it’s an essential first step.

Different Stories: .
V\llh)e' We Each See the World Differently

As we move away from arguing and toward trying to u'nderstinf the;
other person’s story, it helps to know why people have different storie
in the first place. Our stories
don’t come out of nowhere. (
They aren’t random. Our sto-
ries are built in often uncon-
scious but systematic ways.
First, we take in information.
We experience the world —

sights sounds, and feclings {\J_/DAvailable Information
Second, we interpret what we

3. Our Conclusions

2. Our Interpretations

1. Our Observations

see, hear, and feel; we give it .
all meaning. Then we draw Where Our Stories Come From

Explore Each Other's Stories 31

conclusions about what's happening. And at each step,
portunity for different people’s stories to diverge.
Put simply, we all have different stories about the world because

we each take in different information and then interpret this infor-
mation in our own unique ways.

there is an op-

In difficult conversations, too often we trade only conclusions
back and forth, without stepping down to where most of the real ac-

tion is: the information and interpretations that Jead each of us to see
the world as we do.

1. We Have Different Information

There are two reasons we all have different information about the
world. First, as each of us proceeds through life — and through any
difficult situation — the information available to us is overwhelming.
We simply can't take in all of the sights, sounds, facts, and feelings in-
volved in even a single encounter. Inevitably, we end up noticing
some things and ignoring others. And what we each choose to notice

and ignore will be different. Second, we each have access to different
information.

We Notice Different Things. Doug took his four-year-old
nephew, Andrew, to watch a homecoming parade. Sitting on his un-
cle’s shoulders, Andrew shouted with delight as football players,
cheerleaders, and the school band rolled by on lavish floats. After-
ward Andrew exclaimed, “That was the best truck parade I've ever
seen!”

Each float, it seems, was pulled by a truck. Andrew, truck ob-
sessed as he was, saw nothing else. His Uncle Doug, truck indiffer-
ent, hadn’t noticed a single truck. In a sense, Andrew and his uncle
watched completely different parades.

Like Doug and Andrew, what we notice has to do with who we
are and what we care about. Some of us pay more attention to feel-
ings and relationships. Others to status and power, or to facts and
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logic. Some of us are artists, others are scientists, others pragmatists.
Some of us want to prove we're right; others want to avoid conflict or
smooth it over. Some of us tend to see ourselves as victims, others as
heroes, observers, or survivors. The information we attend to varies
accordingly.

Of course, neither Doug nor Andrew walked away from the pa-
rade thinking, “I enjoyed my particular perspective on the parade
based on the information 1 paid attention to.” Each walked away
thinking, “I enjoyed the parade.” Each assumes that what he paid at-
tention to was what was significant about the experience. Each as-
sumes he has “the facts.”

Tn a more serious setting, Randy and Daniel, coworkers on an
assemnbly line, experience the same dynamic. They've had a number
of tense conversations about racial issues. Randy, who is white, be-
lieves that the company they work for has a generally good record on
minority recruitment and promotion. He notices that of the seven
people on his assembly team, two are African Americans and one is
Latino, and that the head of the union is Iatino. He has also learned
that his supervisor is originally from the Philippines. Randy believes

in the merits of a diverse workplace and has noticed approvingly that
several people of color have recently been promoted.

Daniel, who is Korean American, has a different view. He has
been on the receiving end of unusual questions about his qualifica-
fions. He has experienced several racial slurs from coworkers and one
from a foreman. These experiences are prominent in his mind. He
also knows of several minority coworkers who were overlooked for
promotion, and notices that a disproportionate number of the top ex-
ecutives at the company are white. And Daniel has listened repeat-
edly to executives who talk as if the only two racial categories that
mattered were white and African American.

While Randy and Daniel have some information that is shared,
they have quite a bit of information that's not. Yet each assumes that
the facts are plain, and his view is reality. In an important sense, it’s
as if Randy and Daniel work at different companies.

Often we go through an entire conversation — or indeed an en-
tire relationship — without ever realizing that each of us is paying at-
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tention to different thin ;
s, that ; . )
mation. g our views are based on different infor-

addi:z\;e Elaci: Knodeurselves Better Than Anyone Else Can. In
n to choosing different informatio '
P n, we each have access to dif-
- For example, others have acc i i
about themselves that we don’ i on
on’t. They know the constrai
under; we don’t. They k i e
; - I'ney know their hopes, dreams, and
u don’ ; s, and fears; we don't.
! ek act as ;)f we vle got access to all the important information there is
now about them, but we don’t. Their i i
, . internal i
more complex than we imagine. e erperienec s fr
N L'its return to the example of Jack and Michael. When Michael
stasc‘rl es what 'happened, he doesn’t mention anything about Jack’s
o (}i/mg up.?lilmght. H}tle might not know that Jack stayed up all night
even it he does, his “knowledge” ite limi 7
, , ge” would be quite limited com-
gﬁel(.ikto what Jack knows about it. Jack was there. Jack knows what it
. ike as he struggled to stay awake. He knows how uncomfortable
;1 .was;vhen the heat was turned off at midnight. He knows how angry
1s wite was that he had to cancel their di
their dinner togetl
. ; gether. He knows
;l/;ot;t tl;}e anxiety he felt putting aside other important work to do
lcnael’s project. Jack also knows how h i
ety proj appy he felt to be doing a fa-
thatAl\I/];-i }t]he;e islplenty that Jack is not aware of. Jack doesn’t know
ichael’s client blew up just that morni
: . orning over the choice of
Ip:hoLoglraph in another brochure Michael had prepared. Jack doesn’t
o .
q; Z:)v['hat tlfjxe revenue figures are a particularly hot topic because of
lons about some of the client’s recent busi isi
quests : : 4 usiness decisions. Jack
u;)ec'lsn t know that Mlchael s graphic designer has taken an unsched-
. et llz.ersona}I leave in the midst of their busiest season affecting not
;us g is prf)]ec:? but others as well. Jack doesn’t know that Michael
C;as een dissatisfied with some of Jack’s work in the past. And Jack
oesg ft know hgw happy Michael felt to be doing a favor for a friend
N course, in advance, we don’t know what we don’t know Bu’;
r; elrd than assuming we already know everything we need to' we
shou as}sume that there is important information we don’t havéz ac
cess to. It’s a good bet to be true. _
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92 We Have Different Interpretations

“We never have sex” Alvie Singer complains in the movie A?ze
’ kel : > : 143 n
Hall. “We're constantly having sex,” says his grlfnend. 11;17?:\{1 ov :e_
do you have sex?” asks their therapist. “Three times a week!” they
ly in unison. . .
Py A second reason we tell different stories about th'e world is
that even when we have the same information, we mterpre}tl E
4 . a
differently — we give it different meamng. .I. see the CUllj( ‘ ag e
empty; you see it as a metaphor for the fragility of hu1.'nan ind. T
’chirs’cyf you're a poet. Two especially important factorz ;)n ﬁo“-/ Wel'nit
: i ici
t experiences and (2) the 1mp
terpret what we see are (1) our pas .
rulis we've learned about how things should and should not be done

We Are Influenced by Past Experiences. The past gives r7neaar;
ing to the present. Often, it is only in the context of sorril;.or;i: :1 (];)ing
experience that we can understand why what they are saying

ind of sense. '
mak%za:gl;)rrlate the end of a long project, Bf)nme ar%d he(r: a(iz:
workers scraped together the money to treat their supervllscg, Caro-
line, to dinner at a nice restaurant. Throughogt thf urr}x;za , an "
did little but complain: “Everythingti: og'eriirézjg,g Fiv(;wd(c);lal ! fo};

i is?” “You've got to be . .
iztssg:jz \];/::nti};liver?trl fmme embgarrassed and frustrated, 'thinerﬁg,
“We k.new she was cheap, but this is ridiculoufs. We paid slo.sez
wouldn’t have to worry about the money, and still she complain

. She ruined the evening.” ‘ .

abo‘f;}i};ig;’s:h: story in Bonnie’s head was that Car.(:ihget wasksglzg
a cheapskate or wet blanket, Bonnie'eventually decide Jfo z:in o
line why she had such a strong r.eac’uon to the expense of eating out.
Upon reflection, Caroline explained:

I suppose it has to do with growing up during the Depr§5310n. {icir;
still hear my mother’s voice from when T was little, getting ready
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go off to school in the morning. “Carrie, there’s a nickel on the
counter for your lunch!” she’d call. She was so proud to be able to
buy my lunch every day. Once I got to be eight or nine, a nickel
wasn’t enough to buy lunch anymore. But I never had the heart to

tell her.

Years later, even a moderately priced meal can feel like an extray-
agance to Caroline when filtered through the images and feelings of
this experience.

Every strong view you have is profoundly influenced by your past
experiences. Where to vacation, whether to spank your kids, how
much to budget for advertising — all are influenced by what you've
observed in your own family and learned throughout your life. Often
we aren’t even aware of how these experiences affect our interpreta-
tion of the world. We simply believe that this is the way things are.

We Apply Different Implicit Rules. Our past experiences often
develop into “rules” by which we live our lives. Whether we are
aware of them or not, we all follow such rules. They tell us how the
world works, how people should act, or how things are supposed to
be. And they have a significant influence on the story we tell about
what is happening between us in a difficult conversation.

We get into trouble when our rules collide.

Ollie and Thelma, for example, are stuck in a tangle of conflict-
ing rules. As sales representatives, they spend a lot of time together
on the road. One evening, they agreed to meet at 7:00 the next morn-
ing in the hotel lobby to finish preparing a presentation. Thelma, as
usual, arrived at 7:00 sharp. Ollie showed up at 7:10. This was not
the first time Ollie had arrived late, and Thelma was so frustrated
that she had trouble focusing for the first twenty minutes of their
meeting. Ollie was frustrated that Thelma was frustrated. ;

It helps to clarify the implicit rules that each is unconsciously
applying. Thelma’s rule is “It is unprofessional and inconsiderate
to be late.” Ollie’s rule is “It is unprofessional to obsess about small
things so much that you can’t focus on what's important.” Because
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Thelma and Ollie both interpret the situation through the lens of
their own implicit rule, they each see the other person as acting
inappropriately.

Our implicit rules often take the form of things people “should”
or “shouldn’t” do: “You should spend money on education, but
not on clothes” “You should never criticize a colleague in front of
others.” “You should never leave the toilet seat up, squeeze the tooth-
paste in the middle, or let the kids watch more than two hours of
TV The list is endless.

There’s nothing wrong with having these rules. In fact, we need
them to order our lives. But when you find yourself in conflict, it
helps to make your rules explicit and to encourage the other person
to do the same. This greatly reduces the chance that you will be
caught in an accidental duel of conflicting rules. :

3 Our Conclusions Reflect Self-Interest

Finally, when we think about why we each tell our own stories about
the world, there is no getting around the fact that our conclusions are
partisan, that they often reflect our selfinterest. We look for informa-
tion to support our view and give that information the most favorable
interpretation. Then we feel even more certain that our view is right.
Professor Howard Raiffa of the Harvard Business School demon-
strated this phenomenon when he gave teams of people a set of facts
about a company. He told some of the teams they would be negotiat-
ing to buy the company, and others that they would be selling the
company. He then asked each team to value the company as objec-
tively as possible (not the price at which they would offer to buy or
sell, but what they believed it was actually worth). Raiffa found that
sellers, in their heart of hearts, believed the company to be worth on
average 30 percent more than the independently assessed fair market
value. Buyers, in turn, valued it at 30 percent less.
" Each team developed a self-serving perception without realizing

- they were doing so. They focused more on things that were consis-

tent with what they wanted to believe and tended to ignore, explain
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away, and soon forget those that weren’t. Our colleague Roger Fisher
tca?t‘l‘lIred thls. pheno'menon in a wry reflection on his days as a litiga-
or: sc')metlmes failed to persuade the court that I was right, but I

never failed to persuade myself!” ’
'];hls tendency to develop unconsciously biased perceptions is
very human, and can be dangerous. It calls for a dose of humility

about the “rightness” of our i
out story, especially when we h
thing important at stake. ’ S

Move from Certainty to Curiosity

There’s only one way to come to understand the other person’s st
an.d that’s by being curious. Instead of asking yourself, “How can tﬁr%
think ,th;at?!" ask yourself, “I wonder what informatio; they have the}’z
£ don t.?i Instead of asking, “How can they be so irrational?” asla<
How' might they see the world such that their view makes s.en >
Certainty locks us out of their story; curiosity lets us in. -

Curiosity: The Way into Their Story

Qonsider the disagreement between Tony and his wife, Keiko. Tony’
smte; has just given birth to her first child. The nex7t da Keiiny's
gettmg ready to visit the hospital. To her shock, Tony says hile’s noto S
ing with her to visit his sister, but instead is going to watch the fog(:
L)];il é;atr;lle (l))n 'TV. When Keiko asks why, Tony mumbles somethigg;
u “bi g “r

cbout t V::” k eing a “big game,” and adds, “I'll stop by the hospital

' Keiko is deeply troubled by this. She thinks to herself, “What
kind of person thinks football is more important than famil ? Th :
the most selfish, shallow, ridiculous thing I've ever heard”’yéut ahs
catches herself in her own certainty, and instead of sayi.n “Hso;
co.uld you do such a thing?” she negotiates herself to a placeg 7of curi
osity. She wonders what Tony knows that she doesn’t, how he’s seei ~
the world such that his decision seems to make sensé. e
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The story Tony tells is different from what Keiko had imagined.
From the outside, Tony is watching a game on TV. But to Tony ifsa
matter of his mental health. Throughout the week, he works ten
hours a day under extremely stressful conditions, then comes home
and plays with his two boys, doing whatever they want. After the
struggle of getting them to bed, he spends time with Keiko, talking
mostly about her day. Finally, he collapses into bed. For Tony, watch-
ing the game is the one time during the week when he can truly re-
lax. His stress level goes down, almost as if he’s meditating, and this
three hours to himself has a significant impact on his ability to take
on the week ahead. Since Tony believes that his sister won't care
whether he comes today or tomorrow, he chooses in favor of his men-
tal health.

Of course, that’s not the end of the issue. Keiko needs to share
her story with Tony, and then, once everything is on the table, to-
gether they can figure out what to do. But that will never happen if
Keiko simply assumes she knows Tony'’s story, no matter how certain
she is at the outset that she does.

What's Your Story?

One way to shift your stance from the easy certainty of feeling that
you've thought about this from every possible angle is to get curious
about what you don’t know about yourself. This may sound like an
0dd thing to worry about. After all, you're with yourself all the time;
wouldn’t you be pretty familiar with your own perspective?

In a word, no. The process by which we construct our stories
about the world often happens so fast, and so automatically, that we
are not even aware of all that influences our views. For example, when
we saw what Jack was really thinking and feeling during his conversa-
tion with Michael, there was nothing about the heat being turned off,
or about his wife’s anger at canceling their dinner plans. Even Jack
wasn't fully aware of all the information behind his reactions.

And what implicit rules are important to him? Jack thinks to
himself, “I can’t believe the way Michael treated me,” but he is un-
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aware that this is based on an implicit rule of how people “should”
treat each other. Jack’s rule is something like “You shpould alwa
sh'ow appreciation to others no matter what” Many of us agree wity}i
EhIS rule,' but it is not a truth, just a rule. Michael’s rule ?ni ht be
Good friends can get angry with each other and not take it irso
ally” The point isn’t whose rule is better; the point is that the 1:)are d:}_
ferent. But Jack won’t know they’re different unless he first c};ns'd s
what rules underlie his own story about what happened -
Recall the story of Andrew and his Uncle Doug a.t the parade
We referred to Andrew as “truck obsessed.” This description is.
.fro”m his uncle’s point of view. Uncle Doug is aware of “how Andrew
is,” but he is less aware of how he himself “is.” Andrew is truck ob
sessed if we use as the baseline his Uncle Doug’s level of interest ir;
trgcks, which is zero. But from Andrew’s point of view, Uncle Dou
might be considered “cheerleader obsessed.” Among 7the four-ye ;
old crowd, Andrew’s view is more likely the norm. =

Embrace Both Stories:
Adopt the “And Stance”

It can be awfully hard to stay curious about another person’s stor
when you have your own story to tell, especially if you're thinkiny
that only one story can really be right. After all, your story is so diffef
ent ffrom theirs, and makes so much sense to you. Part of the stress of
staying curious can be relieved by adopting what we call the “And
Stance.”

We usually assume that we must either accept or reject the other
person’s story, and that if we accept theirs, we must abandon our
own. But who's right between Michael and Jack, Ollie and Thelma
or Bonnie and her boss, Caroline? Who's right between a person who’
likes to sleep with the window open and another who prefers the win-
dow closed?

The answer is that the question makes no sense. Don’t choose
between the stories; embrace both. That's the And Stance.

The suggestion to embrace both stories can sound like double-
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talk. It can be heard as “Pretend both of your stories are right.” But in
fact, it suggests something quite different. Don’t pretend anything.
Don’t worry about accepting or rejecting the other person’s story.
First work to understand it. The mere act of understanding someone
else’s story doesn’t require you to give up your own. The And Stance
allows you to recognize that how you each see things matters, that
how you each feel matters. Regardless of what you end up doing, re-
gardless of whether your story influences theirs or theirs yours, both
stories matter.

‘The And Stance is based on the assumption th  the world is
complex, that you can feel hurt, angry, and wrongec and they can
feel just as hurt, angry, and wronged. They can be d sing their best,
and you can think that it’s not good enough. You may have done
something stupid, and they will have contributed in important ways
to the problem as well. You can feel furious with them, and you can
also feel love and appreciation for them.

The And Stance gives you a place from which to assert the full
strength of your views and feelings without having to diminish the
views and feelings of someone else. Likewise, you don’t need to give
up anything to hear how someone else feels or sees things differently.
Because you may have different information or different interpreta-
tions, both stories can make sense at the same time.

It may be that as you share them, your stories change in response
to new information or different perspectives. But they still may not
end up the same, and that’s al] right. Sometimes people have honest
disagreements, but even so, the most useful question is not “Who'’s
right?” but “Now that we really understand each other, what's 2 good
way to manage this problem?”

Two Exceptions That Aren't

You may be thinking that the advice to shift from certainty and argu-
ing to curiosity and the And Stance generally makes sense, but that
there must be exceptions. Let’s look at two important questions that
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Tips for Maintaining Civility and Providing Leadership

“Coming together is the beginning, staying together is progress, working together is success.”
—Henry Ford

When serving the public, either in an elected role or an appointed role, this famous quote is
even more meaningful. Because of the structure of local government — an elected decision-
making body working hand in glove with appointed staff — behavior of leaders can either bring
communities together or tear them apart. The following tools help promote civility and create a
culture of strength and unity.

Intentional Communication Practices

The group decision making structure of local government can thwart development of critical
relationship foundations. As a result, both elected officials and appointed staff may benefit
from following the below tips for being more intentional in how to communicate.

e Overcommunicate. Write (and speak) with clarity with each other, maybe much more than
your natural tendency. Avoid assuming others know what you mean or what you are
thinking. This particularly holds true when meeting telephonically or virtually, such as in
times of declared emergencies. However, writing and speaking with clarity does not mean
finding fault with others and making accusations.

e Build public trust. Strive to have systems in place to get as much timely information out to
the public in as many ways as practical. This includes using various communication tools. In
addition to traditional communication (such as newsletters), use your city website, email
alert systems, local news outlets, and consider embracing social media, such as Facebook or
Twitter. Residents respond more positively when receiving information.
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Avoid side conversations. Although likely more relevant to elected officials, side
conversations can erode trust in all team settings. Specifically, for elected officials, side
conversations between members of a decision-making body may violate the Open Meeting
Law. However, even when they do not, these types of conversations can lead to incomplete
information, feelings of exclusion, suspicions about secretive and manipulative actions, and
feelings of bias. Ultimately, the effect of side conversations oftentimes results in an increase
in distrust and a barrier to teams moving forward together.

Practice listening. Interrupting — now more than ever — frustrates others. Intentionally
work on listening to each other with curiosity — this is the time to hear and learn what
others know — before providing your input. Since meetings represent the time to hear
what others are hearing and share what you have heard, the community benefits from
hearing the decision-making body’s, as well as the staff, perspective before a vote.
Remember listening involves focusing on what the speaker is saying, asking questions to
clarify the speaker’s underlying interests, and summarizing what you hear the speaker say
to confirm the speaker’s meaning. Listening does NOT mean being quietly distracted when
someone else is speaking because you are internally processing how to counterargue or
disagree.

Use rules of process for council or board meetings. Rule of process help ensure clear
communication in meetings. This is especially true in times of declared emergencies when a
decision-making body likely sits at a virtual Dais. Making sure a process exists for the
meeting leader to ask for a motion, a second, and then ask each member if they have input
for discussion creates a clear and structured dialogue, where everyone gets a chance to
speak and no one feels left out. Also, in those unique instances when council is meeting by
telephone or electronically, the statutes require that votes are taken. Roll call votes, in
those instances, help minute takers and the public know and understand everyone’s
position so no dispute arises in votes later.
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Team Mindset by Leaders

Highly cohesive teams have more success achieving the goals they have set for themselves.
Lack of civility within a team working environment impacts team performance by causing
unnecessary stress and tension among team members. Leaders of highly cohesive teams do the
following:

1. Cut people slack — remember the situation likely is new for everyone and may be causing
angst for all.

2. Don’t play the blame game. Don’t play the power game. Councils and council-staff
represent a TEAM.

Focus on process, not the people involved.
Assume good motives of others.

Listen to learn, rather than pretending to listen while formulating a counter argument.

o v~ Ww

Ask expansive questions and be patient with silence while waiting for a response.
Compromise is good but understanding all the underlying interests may lead to a new idea
that meets everyone’s needs.

7. Practice interpersonal empathy. Remember empathy does not mean giving up your beliefs;
rather, it means listening, respecting others’ positions, and validating their worth.

8. ldentify individual strengths of team members and recognize their unique contributions to
validate belonging.

9. Learn to delegate with clear expectations to empower others.

10. Celebrate success — all success. Realize success comes in all shapes and sizes.
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Use the Right Tools

Group decision making, the Open Meeting Law, and staff working for a body, contribute to
organizational challenges. Having the right tools and processes in place can springboard
leadership.

Not uncommonly, individuals who get elected do not have in-depth knowledge of all facets of
city operations. Dedicating time after newly elected officials get sworn in to provide education
on day-to-day city operations help elected officials understand all that goes into operating a
city. Many cities do this as part of an annual vision setting or team building meeting. As part of
these types of meetings, cities also cover the duties of elected officials as policy makers, as well
as having an intra-council dialogue where experienced officials can share best practices.

Highly functioning cities have clear basic organizational processes in place:

e Clarity around how to get items on the agenda.

e Best practices for asking questions or getting answers from staff (particularly before
meetings to avoid surprises at meetings).

e Understanding how elected officials can get information to other elected officials within
the parameters of the Open Meeting Law.

e Clarity around how meetings run and rules of process.

e Best practices for responding to public complaints.

In addition to clear processes, all members of local government teams — from the elected
officials to the staff involved — benefit from having patience and flexibility with the various
learning styles that can arise. For example, if an elected official has difficulty reading online,
figuring out a way to get the packet to that person in hard copy, even if most of the council
have tablets, makes everyone feel included and valued.
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In addition to clarity around processes, having the right technology helps groups work together,
and becomes even more crucial in times of declared emergencies. If both council and
employees must work remotely during an emergency, then a city should prioritize having solid
collaboration tools in place. Technology can cause stress, so find tools that are easy to use. The
League has some technology options that are cost effective and easy to use. The following
suggestions will also help avoid issues during virtual meetings.

e Use a phone line with audio clarity and stability.

e Do not multi-task (do other work) during the meeting.

¢ Follow an organized line up to ensure each person has a chance to respond.

e Find a quiet space to participate.

e Use the mute button at your site to prevent the transmission of background noise.

e Within rules of meeting, speak up to get attention if you have something to say.

Remember, when working remotely, individuals lose the ability to glance across the hall to see
if someone has a minute to spare for a quick chat. As such, city staff should rely on tools to
indicate when individuals are available and when folks should wait a few minutes before
expecting a response. Department directors and other city leaders should stay in touch with
their staff through phone calls, direct messaging, or even video chats.

Remember, Your Behavior Matters

Like it or not, the behavior of the city’s elected officials and staff leaders affects employees’
willingness to join or stay in an organization. It also affects the public’s trust in their
government. Now more than ever, citizens need civility in government to work as the glue to
hold things together.

Remember, democracy is built on idea representation, not personally attacking others, and
local government succeeds by working together to try to meet the needs of the entire
community in a nonpartisan manner. Leaders understand that cultivating civility helps create a
cornerstone for a strong community. Following the tips shared here will help you do that.
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