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The Four Questions





Designed for individuals, families and organizations to engage in constant improvement.





What are we doing well right now?


What could we be doing better?


What could we be doing differently?


What can we do now (within 48 hours) to start doing things better and/or differently?








What’s this about?  We have designed The Four Questions exercise to help families, groups and organizations to get out of the trap of negative thinking.  For example, an organization we work with kept asking the people they work with to tell them what was wrong, so they could improve.  But the people told them everything was really OK.  They knew some things weren’t right.  We suggested they ask a new set of questions.





The first question is, “What are we doing well right now?”  This question positions everyone to succeed.  We didn’t phrase it, “What are we doing really great?”  That creates a different tension.  Simply ask, “What’s OK?”  So they asked.  People suddenly gave clear and plentiful feedback.  Some examples:  “The staff are really nice people, they work really hard.”  “We like being in the community.”  “We like certain individuals.”  “We like going to the new mall.”  “Our neighbors are great.”





The second question is, “What can we do better?”  This question got to the heart of the matter.  People had already given some positive information, so they could feel free to tell what could be done better.  Here are some examples:  “The food could be more spicy and better.”  “I want to choose my own roommates.”  “It could be better if I could help hire my own attendants.”  “I need better transportation so I can get into town more.”  “Fix it so we can go more places.”





The third question takes a new twist and asks, “What could we do differently?”  Now we get some real creativity.  Examples include:  “We could start the project all over again.”  “We could all go away for two days and really talk about what needs to be done.”  “We could pay people more and make their hours flexible.”  “We could rent or lease a car, so we can get places and make sure all the staff drive.”  “If a staff person doesn’t drive, we could get someone to donate driving lessons or teach anyone who wants to learn to drive.”





The fourth question, given that we know people need to do something within 48 hours if they are going to start any process of change, we should ask is, “What can we do now - within 48 hours - that can help us get started on making ourselves both better and different?”  Examples include:  “We can set a date for the retreat.”  “We can stop and really think about what we are doing.”  “We can make a list of what we do well, and put it on the wall so we aren’t always focusing on the negative.”  “We can get Jane to driving school tomorrow, as she’s great, but she can’t drive.”











Please try this at home.  Now, use your own family as an example for a few minutes.  We urge people to sit down, with one person taking notes, using words and/or graphics.  You could use a tape recorder, if you want.  Do what it takes.  If someone doesn’t speak with words, use any means possible to get them communicating.





Give each person adequate time to answer, and listen to what they have to say.  Encourage each person to give at least three responses to each question and, certainly, more are welcome.








Here’s an example of how one family used this tool:


 


This was a family of 5; father, mother, and three children ages 12 to 18.  One child uses facilitated communication to speak, and he said plenty:





1.  What are we doing OK?				2.  What could we do better?


We like each other.					Watch television less.


We try to talk to each other.				Talk to each other more.


Mom cooks good.					Come to dinner when Mom calls.


Dad works a lot, so we don’t have to.			Not talk to our friends on the phone 


We care for each other.					so much.


We watch television quietly.				Not tease each other.


We clean up - sometimes.				Not argue so much.


We talk to grandma every week.





3.  What could we do differently?


Turn off the t.v. at 8pm and talk together for half an hour at least four times a week.


Turn off the phone at dinner so we can talk to one another.


Thank Mom when she makes a good dinner.


Ask Dad to be home for dinner at least twice a week - and on time!





4.  What can we do right now?


Tonight, we can turn off the television and talk.


We can do this four question exercise once a week.  Let’s schedule it for every Wednesday.


Dad can come home for dinner tonight.


Let’s call him now, and if he can’t come tonight, we’ll get him for tomorrow night.





The feedback from this family was great.  They said the exercise helped focus them.  It gave them an opportunity (in about 15 minutes) to think about what they really needed to change and how to get started.  It got them unstuck.  They said it started them on a manageable plan of action to communicate with one another, as that seemed to be the main problem (as it is with so many families).








Just go out and do it.  Whether by yourself, in twos, in teams, or in larger groups, this is a usable and doable exercise.  The Four Questions are not about “trying” to change.  They are about taking small, possible steps to do something to really change.  One step at a time is truly the only way to go.  Let’s review:





Question One (gets you out of the negative):  What are we doing now that’s OK?”





Question Two (leads to constant improvement):  “What can we do better?”





Question Three (leads to creativity):  “What can we do differently?”





Question Four (leads to first steps and action):  “What can we do NOW - or within 48 hours?”
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