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Some Either/Or moments..
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Our goals together

e |dentify the limitations of either/or
« Explore the possibilities of both/and

Wendy K. Smith @ www.bothandthinking.net



Tensions
alternative expectations, demandads, priorities
iNn competition with one ancther
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The challenge is
not |F we Tace tensions,
out HOW we do so.




we get stuck we change course we defensively dig into
and can't change and swing in the opposite our own position and fire
course directions at the other side



Cither/Or







Our goals together

e |dentify the limitations of either/or
« Explore the possibilities of both/and

» Build skills to embrace both/and
* Introduce the ABCD Paradox System
o Apply ABCD tools

bothandthinking.net



Smith and Lewis, Botf

The ABC DDaradox System

Assu mptions
Shifting to both/and

Dynarmcs



You are the leader of a team tasked with accomplishing a high-profile project. In the past
month, you recruited other team members and believe that you have an all-star team. In
recruiting and developing the team, you stressed the value of teamwork, respect and
commitment to one another and to the team. Your team has the potential to be a high

oerforming team, but still relies heavily on your leadership and guidance. You have another
two months left to deliver the project.

N the meantime, you have been offered a promotion into a new job. In some ways, the new
Job could be your dream job, with greater responsibility, challenge and authority. There are
also uncertainties to this job, especially whether you would be working with supportive
colleagues. These opportunities are infrequent, but someone just left the job unexpectedly.

As a result, this new job would require you to leave your team and start in the next two
weeks.

What do you do?

Wendy K. Smith @ www.bothandthinking.net



52%

Stay

Collaboration means everything: its all
about the people —dream team!

New job is uncertain. Existing job has
great people; better quality of life; your
word is your bond — LOYALTY

Another opportunity will come along.

‘Lacking info; want to see things
through; reputational preservation;
DEDICATION

It's the right thing to do at this phase of

life: something in the hand now, risk-
avoidant

Cio

Could feel resentment if you stay; miss
a chance; no one is irreplaceable;
IMPACT: AMBITION:

‘extraordinary opportunity’- is your
employer loyal to you; SPECIAL

SELF ACTUALIZATION

TRUST —trust your dream team to
outlast me; creating opportunity for
your team

New challenges when you are ‘at the
top’ . Mmake change when you are
successful: courage

LEARNING, growth, adventure;

©68%

bothandthinking.net




Traditional Approach
(Either/Or)

Wendy K. Smith @ www.bothandthinking.net



Traditional Approach Paradoxical Approach

(Either/Or) (Both/And)
Framing A AND B?
. Higher Purpose
STl Separate and Connect
. Find comfort in the
Emotions .
discomfort
Outcomes Mules and Tightrope Walkers

Wendy K. Smith @ www.bothandthinking.net
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« Notice the either/or (win/lose: us/them)
« Explore the alternative options
+ Change the'gllestion — "how calg we acgemnii@Cate.. /§



Traditional Approach Paradoxical Approach
(Either/Or) (Both/And)

ASSUMPTIONS

A AND B?

Wendy K. Smith @ www.bothandthinking.net



Paradoxical Approach
(Both/And)

ASSUMPTIONS

Wendy K. Smith @ www.bothandthinking.net



oundaries

Structures
Scaffolding
Roles
Rules



Poundaries:
\—’igﬁor PW'?USO

What is important in the big
picture? Long term?

How does your higher purpose
oring together the competing
demands?




Poundaries: gommta and (Covnect

o

Pull apart options to Seek points of
understand and value each integration and synergy
Ask questions Exploring connections
Listen Sharing

Engage




qur ate

6"

Stay
Today
Short Term
Loyalty
Teamwork
Commitment

Go
Tomorrow
Long Term

Growth
Individua
Achievement

Wendy K. Smith @ www.bothandthinking.net



(ovnect

How could completing my current
campaign impact the new campaign?

How could allowing myself to move
forward create new opportunities for
My existing team and its memlers?

How could my existing team inform the
WOork on my new team?

Wendy K. Smith @ www.bothandthinking.net




Traditional Approach Paradoxical Approach
(Either/Or) (Both/And)

ASSUMPTIONS

v o _ _
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Paradoxical Approach

(Both/And)

— __
v o __
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Comfort
Finding comfort in the discomfort

« Surfacing/naming anxiety
« Talking through uncertai
Pausing/breathing




Traditional Approach Paradoxical Approach
(Either/Or) (Both/And)
ASSUMPTION
R A AND B?
BOUNDARIES Higher Purpose

Separate and Connect

COMFORT Find comfort in the

discomfort

vww.bothandthinking.net



Paradoxical Approach
(Both/And)

ASSUMPTIONS

v o _ _

coret __
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Dynawmics: Rethin the Qutcome

Creative integration
The mule

Take the new job and bring some of my
current team along

Use the new job offer to negotiate with
My current organization to move into a
More senior role

Consistent Inconsistency
The tightrope walker

Delay my start date in order to spend
more time to ensure succession planning
to take over my current role

Consult to the old job for a period of time
until they have trained a new leader



Traditional Approach Paradoxical Approach
(Either/Or) (Both/And)
?
Chonge tho qeston A AND B?
Higher Purpose

Separate & Covunnect Separate and Connect

Find comfort in the

Comfprt in the _
Discomfprt discomfort
Chovsing Mules and Tightrope Walkers

Wendy K. Smith @ www.bothandthinking.net



Cﬁ‘w@!/ the question

Separate & Connect

Comfprt in the
Discomfrt

Chovsing

Paradoxical Approach
(Both/And)

A AND B?

Higher Purpose
Separate and Connect

Find comfort in the
discomfort

Choosing

How can l.... Stay and go?
Be loyal to others and achieve for myself?
Move to the new job but stay connected to
the people?

My life goal is impact.
Separate and Connect

Naming the uncertainty
Honoring the anxiety

Shift over time
Bring people with you
Negotiate with existing job

Wendy K. Smith @ www.bothandthinking.net



YOUR

Tension

Clange the question

Separate & Connect

Comfprt in the
Discomfrt

Chovsing

Paradoxical Approach
(Both/And)

A AND B?

Higher Purpose
Separate and Connect

Find comfort in the
discomfort

Choosing:
Mules/Tightrope Walking

What is the tension?

What are the competing demands (your
perspective/their perspective; option A and option B?
Write a both/and question... how can |
accommodate...?

What is your higher purpose — big picture/long term —
goal?

What is valuable about each option? About your
perspective? The other perspective?

What are possible synergies?

How do you feel about this decision?

How would you feel if you didn’t make a decision?
What is your worst fear? What would happen if the
option that you did not want emerged?

Is there a mule — a win/win that brings together
opposing ideas?

Is there a way to walk the tightrope - accommodate
competing demands over time?

What other options exist — ‘option C'?

Wendy K. Smith @ www.bothandthinking.net




The ABCD Daradox System

nith and Lew S, Bo ,~,’J"?§:,, 2022

Boundanes

Assumptioms Comfort
Shifting to both/and Finding comfor

Dynarmcs
Enabling ¢ ics



US Founding Fatfers
789-1797

Ceorgo Washington

Alexander Hamilton
TRomas Jefforson




Rebecca Mead (2018) The Women's Suffrage Movement in the United States

s://wendyksmith substack.com/p/fighting-for-justice-and-equality
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https://oxfordre.com/americanhistory/display/10.1093/acrefore/9780199329175.001.0001/acrefore-9780199329175-e-17




The ABCD Daradox System

nith and Lewis, Bo

Assu monns Comfort
' Findi

* How are you feeling about this
challenge?

*  What are you worried about?
What are you most afraid
about? For yourself? For your
family or others? For the
people around you?

*  What is an issue/challenge
that you are experiencing in
your life/leadership related to
the Middle East?

*  What do you believe about
this challenge? What is your
perspective? What is the
alternative perspective?

¢ What s the both/and
question?



Preakouts

Assumptions and Comfort

il Share.
Each person has 3 minutes.
Listen with openness.




* What s the higher purpose — what do you hope
will happen in the big picture? Over the long
term?

* Separate - What is important about your
perspective? What is important about other
perspectives? How can you learn about other

Bounda ries perspective?

' * Connect — Where are there shared goals? Values?

Ideas? Where are their points of connection?

The ABCD Daradox System

nith and Lewis, B

Dyna mics
' Are there outcomes that can
accommodate both needs?
* Are there ways to accommodate both
needs over time?
* Do you need to make a decision?



Preakouts

Poundarics and Dynamics

il Share.
Each person has 3 minutes.
Listen with openness.




Pott/And ‘kamg,t Toes

The ABCD Daradox System

Ol
.§ * Identify AND link competing demands to a higher
purpose

ndte BOU ndaries * Separate — listen to alternative perspectives with
AR, curiosity and respect
Connect — identify points of connection
Notice the Either/Or QQ « Pause
i * Name/Accept the discomfort

Change the question
[Create language, metaphors for a shared
assumption]

Co mfort
Findi

Explore possible creative solutions; is
there a win/win

* Take time into account —is there a

chance to accommodate competing

demands over time



We stand in a turwioi€ of contradictions witfout
ﬁqviwg ’[ﬁogqmtvst idea o fiow to fandle them:
(aw/Freedow; Rich/Poot P'gﬁt/u@; (ove/Hate—the
list seems endless. Paradox Gives and woves in this
realim; it is the art of baluwicing opposites in such a
way that they do viot cancel eacht otfier but sfioot

Smr(s o{ Ggﬁ’[ across their points 06 pvfarttét. It Cools
af our o(ostmmto eitfier/ors and tefls us tﬁog,t We
reaflly both/ands—that 6;60 is (arger tfian any of our
covcepts and can, if we (et it, embrace our
covitractuons.

- Mary C. Metrison
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