
 INSIGHTS 

The 2020 

FORWARD THINKING 
SUCCESS SERIES 

WHAT IS THE MOST IMPORTANT QUESTION 
TO ASK LEADERS?



THE 2020 FORWARD 
THINKING SUCCESS 

SERIES 
What Is the Most Important Question to Ask 

Leaders? 

Bill Fox 

Copyright © 2020 by Bill Fox


Page  of 2 52



This book is dedicated to the forward-thinking leaders who 
contributed their time, intellect, and wisdom to the Exploring 

Forward-Thinking Workplaces conversation. Thank you for being 
part of this journey. 
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Introduction 
Every organization I’ve ever worked with has had an “us” vs. 

“them” dynamic at some level.


I wondered, “Is there anything I can do to impact this?”


This question led me to include the following question in the 

Exploring Forward Thinking Workplaces interviews:


What is the most important question employees should 

ask leaders? 

My intention with the question is to help bridge the gap between 

leaders and employees as well as help leaders be better leaders 

and employees be better employees.


When we ask each other better questions, we unleash the 

enormous power of questions.


The energy around an unanswered question may very well 

be the most powerful motivating force in the universe. 


⏤ Kurt Wright


Even more importantly, the answers to this question will help you 

see that too often we are still asking the same old questions—or 

not asking questions at all. 
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This book will help you discover just how important it is to create 

a space for questions to be asked, as well as for us to listen to 

each other. 


Did you find a favorite question here or have one of your own 

already?


I'd like to know, so please feel free to email me at bill@billfox.co 

and let me know. 


To your great work life & success,


Bill Fox, Co-founder


Connect with Me: 

LinkedIn: billfoxstrategy


Twitter: billfoxstrategy


Email: bill@billfox.co


Phone: +1 650-563-5805
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What Do You Care About? 
What’s important to the management of the company? What’s 

important to the company? Because we have to find out, do we 

meet here? To me, it’s not just the question the employee is 

asking of the potential employer, but for the employee to have a 

chance to ask that question of other people who are working for 

the company as well. What does this company care about? It’s 

one thing to hear that from the management, it’s another thing to 

hear that from the people who are part of the company. What do 

they really care about? Then the potential employee can discern 

how that fits for them. They can ask themselves, “Is this a place I 

want to be?”


Alan Seale, Author & Director, Center for Transformational Presence 
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How Do I Become a Good 
Follower? 

To me that’s a simple question, “How do I become a good 

follower?” I wrote an article for Forbes on how you become a 

great follower. We are loathing to admit that we are followers. 

Everybody in the country thinks they need to be a leader. I was 

the oldest of eight children, so I started out as a leader. But I was 

happiest in my life when I was following somebody I believed in. 

All too often people wonder how to become a great leader, but 

nobody asks how do you become a great follower. That to me is 

the most important question that people should be asking their 

leaders. Once again, it’s the service in selflessness. It’s a two-

way street. We talk all the time, what should leaders be doing? 

But I’ll be honest, as somebody who has worked in business 

many years, employees can be a pain in the ass too. The 

sympathy, the understanding, the empathy—those are all 

wonderful things—but it can go both ways.


August Turak, Author & Contributing Author at Forbes Magazine 
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Why Is This the Way It Is? 
I have to tell you my joke. There’s a film called Buck about a 

horse trainer. What the horse trainer says in the movie is that 

people hire him to help them with horse problems, but he’s 

helping horses with people problems. I always say that 

managers hire me to help them with team problems, but I’m 

helping teams with manager problems. Most of the time I feel 

like the question needs to be inverted, but I think the thing teams 

need to be asking of their managers is they need to let their 

managers know what they need to be successful. It’s not so 

much asking questions, but it’s proactively being curious. 


Every broken process inside your organization was at one time 

an elegant solution to a problem that was close at hand. For 

example, the classic cover on a report. I’m sure it was at one 

point an elegant solution to somebody’s problem. Not 

everybody’s, but it was an elegant solution to someone’s 

problem. Rather than sit around and complain, which I think is 

the common thing for we employees to do on the front line, just 

be curious and ask, “Why is this the way it is?”


Bob Gower, Consultant, The Ready 
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What Do You See? 
Employees should be talking to their management and asking, 

“What do you see?” Sometimes as an employee I know what I’m 

thinking about how things are going, but what does the manager 

think about the obstacles? Then ask them, “What’s your plan to 

address it?” Many of the obstacles that people face are under 

the control of management, so ask them, “What are we going to 

do about this issue?” This is all to get management thinking 

about how we grow, and how do we measure that growth of 

what we’re doing to produce value for the end user or 

customers? It’s tough at the middle-management level. There 

are requests and obstacles coming up from employees, and 

there’s pressure to execute coming from the top. 


Most middle managers are just trying to survive and not rock the 

boat too much. But they know there are problems, and they do 

have the power to improve. They must have the courage to be 

better. If they’re not willing to give their total effort there, the 

organization loses its capacity to serve the customer.


Bob Schatz, Agile Leader, Agile Infusion 
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Is There Anything I’m Doing 
That Is Making It Hard for You? 

Employees need to understand the bounds of what they’re 

responsible for and what decisions they can make. “What are we 

trying to achieve here?” I did an exercise called “sliders and 

sorts” the other day. We publish a periodic article called The 

Weekly Leadership Nudge. The idea is that too many times 

workers can hide behind death by 1001 questions. Leaders can 

kill initiative by asking too many questions, but workers can kill 

leaders’ attempts to give them any initiative by asking too many 

questions.


David Marquet, President, Turn the Ship Around 

What Do You Need from Me to 
Help You Do Your Job Better? 

What do you need from me to help you do your job better and to 

make you and the company more successful?
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David Shedd Author & CEO, The Raymond Group


If We Are Self-Organized, Why 
Is There Still This Divide 
Between Management & 

Employees? 
In the context of self-organization and the work of encode and 

Holacracy, the question becomes, “If we are self-organized, why 

are there still employees? Why is there still this divide between 

management and employees? Or this divide between owners 

and employees?” The question in this new context of self-

organization is how do we reframe leadership? Historically, we’re 

coming from a top-down autocratic system, but I think the age of 

“heroic leadership” is over. Heroic leadership being the one 

person who calls the shots and heroically saves the company. 

That’s the old way of looking at things. It might have been useful 

in the old framework, but in the new framework, it’s no longer 

useful because you’d usually step on someone’s toes. We need 

to unlearn traditional leadership habits that were useful in the 

previous context of the corporate world as we know it.
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Dennis Wittrock, Partner, encode.org 

How Can I Help You? 
They can ask management how they can help management? 

When I worked for someone else, I asked my boss that question 

all the time. How can I help you? And he’d stop and reflect. It 

would be a showstopper. How can I help you be of more 

service? What would be most helpful for you? How can I take 

things off your plate, so that you have more time for reflection? 

The higher up you are in the company, the more important it is to 

have time to be reflective. 


Many leaders have so much on their plates they never stop and 

pause. They don’t have time to reflect on what’s most important 

and helpful. It’s been my experience in unhealthy companies that 

the attention all gets focused on what people are dissatisfied 

with within the company, rather than continually focusing on how 

do we be more of service to the customer. When the flow of 

attention goes toward the conflicts in the company, as opposed 

to toward the customer, you know there are going to be 

difficulties.


Dicken Bettinger, Founder, Three Principles Mentoring 
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What New Questions Would We 
Ask if We Viewed the 

Relationship as a 
Collaboration? 

I like your question because it challenged me in a lot of ways. 

There are so many questions you could ask. You could ask 

where is the company going? What’s the vision? What are we 

working towards right now? I think the number one thing that 

comes to me right now is that an employee should view their 

relationship with management as a collaboration. By that I don’t 

necessarily mean—I’m on the bottom, and you’re above me—

but a collaboration. The reason why I’m saying that is because 

essentially, you’re all in it together and whether that’s something 

that’s embodied in the company is a whole another thing.


Felicia Spahr, Artist & Transformational Leader 
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How Are We Doing? 
Let’s invoke that collective awareness. “How are we doing?” 

That might not be the best question, but I’m looking for what’s 

that opening question that moves the conversation to something 

broader and something bigger than just me if I’m that employee. 

Having employees think that way is a good thing. Those are the 

conversations that serve us in that in-between space.


Gwen Kinsey, Leadership Coach, GwenKinsey.com 

How Can I Understand What My 
Place Is Here? 

How can I understand what my place is here and best use my 

skills to advance the overall mission of the company?


Helena Lass, Founder, WellnessOrbit 
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What’s Happens to Me if I Make 
a Mistake? 

 

The one I particularly like for new hires is, “What’s the gap 

between what we say we do and who we are and what actually 

happens?” “What’s the intrinsic reward, recognition and penalty 

structure inside the organization not what’s stated?” “How do I 

live within that gap?” And another question every employee 

should ask, “What happens to me if I make a mistake?”


Howard Behar, Former President, Starbucks 

What Will You Do to Make Me 
Thrive in Your Environment? 

How can I best support the objectives, visions and my 

colleagues? In order for me to do the best job that I can do, what 

are you offering me so that I will thrive and build my skills, and I 

will become so good that I still decide to work for you, but not 

somebody else? I think that’s a question I’d like to see more of 
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because it’s totally dynamic. It’s not arrogant when you think 

about automation and how jobs are becoming more technical 

and many jobs will be disappearing or changing. Many people 

hear the message: More than half of you aren’t going to have any 

jobs. We already have that in the banking industry for example. 

Managers and leaders are not finding the response to that 

question because they also worry about their own jobs. 


It may sound counterintuitive, but could it be genuinely 

economically feasible that employers build the skills of 

employees that do not directly relate to the jobs that they’re in? 

But they make them feel like they will be sought after in the 

workplace in the future? Because that could lead to some 

extraordinary innovation inside that same corporation. It’s again 

about trust and self-confidence. Discovering the creative 

potential that we can have. One of my favorite sentences now is 

“The only thing that’s certain about the world we live in today, is 

uncertainty.” So how do we build skills that enable us to best 

navigate uncertainty?


Hrund Gunnsteinsdottir, Writer & Co-director, Innsaei 
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How Can We Help You to Serve 
the World? 

How can we help you to serve the world and your purpose, 

vision and mission in a better way?


Irene Ricotta, CEO, Vision Coaching 

How Can I Make This 
Organization Rock? 

I’m writing a book for young technology professionals about how 

they can take steps early on to be more successful in their 

career. As part of that book, I’ve been interviewing CEOs of 

technology companies to get their perspective. One of the things 

I’m hearing from them is that, especially with the younger team 

members, they are not focused on making the company 

successful. They are not asking, “What can I personally do to 

make you and your company more successful?” I think the most 

important question an employee should be asking management 

is, “How can I make this organization rock?” “How can I help us 
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win?” When I was coming up in the technology business, I used 

to ask my immediate manager “how can I make you successful 

in your mission?”


Jeff Dalton, Chief Evangelist at AgileCxO, Author & CEO at Broadsword Solutions 

What Are the Drivers of 
Success? 

I think there’s a reciprocal nature to this question. When leaders 

appeal to people’s highest level of thinking, they get the highest 

response. I think as employees, partners or associates, we all 

have to be more curious about the business we work in rather 

than just the job we have. We all have to be more curious about 

the business we work in rather than just the job we have. I think 

the challenge as an employee is to say, “I have to be more 

curious about how this business works.” What are the drivers of 

success? How from where I sit and live can I contribute or 

detract from that? How I can be a force to make enlightened 

decisions with my head, hands and heart? Because if I get it, 

and I get how this all comes together and where it’s headed, I 
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can make a much greater contribution and be more highly 

engaged.


Jim Haudan, Author & CEO, Root, Inc. 

Where Are We Going? 
Employees really need to understand the business of the 

business. “Why are we in business?” “What’s our purpose? 

“How do we add value back into the community that we serve?” 

Most of the dysfunction I have observed in organizations comes 

from a lack of understanding and connection with the business. 

Where are we going is always the question people don’t have a 

clue about. Management sometimes isn’t clear, doesn’t want to 

share or can’t express it in a way that engages people.


Jim Finkelstein, CEO, FutureSense 
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What Question Should We Be 
Asking About the Future of the 
Employee or of the Company? 

I think the answer to this question depends on the situation. If a 

company is losing money and is at risk, the question will be very 

different from one that deals with a project or the future of a new 

initiative. Ultimately, the question is either about the company or 

about the employee. The common thread is that both questions 

ought to be about the future of the company or the employee. I 

believe talking about the future is a great conduit for the 

engagement that we must have.


John Bell, CEO (Past), Jacobs Suchard 
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What Is It I Can Do That’s Going 
to Contribute to the Success of 

the Organization? 
If the environment’s been created to flourish, the employees then 

need to ask, “What is it I can do that’s going to contribute to the 

success of the organization? How can I contribute? What do you 

need from me in order to be successful and effective?” But the 

first condition is leaders have to create that environment. Then 

once that’s created the employees have a responsibility to 

respond to that environment with their best work. 


My experience has been after being CEO for three different 

companies that if the leaders do create the environment, most of 

the time the employees will respond because frankly, people do 

want to get up and go to work and do a good job. I 

fundamentally believe that people given the right environments 

are going to make good choices. The reason they don’t make 

good choices is that the environment stinks, and so they have to 

go into survival mode. But if you have an organization that’s 
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really trying to achieve the top of Maslow’s triangle, and if the 

leader has been able to create that environment, then that brings 

out the best in people


John Toussaint, CEO, Catalysis 

What Is the Role of Our 
Business in Society? 

This question has been on my mind for the last year, so my 

response is really related to that. As the generational shift 

continues within the workplace, it’s going to become more 

important. The question is this, what is the role of our business in 

society? You could say that it relates directly to the business, but 

you could say it doesn’t relate to the business. But each 

organization plays a role within the society. The answer can be 

very straightforward that we create jobs. We grow by doing that, 

and we provide a tax base and revenue back to our 

communities. That’s the role of our business.


Jon Mertz, CEO, Activate Leadership 
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What Else Can I Learn? 
 

Where else can I learn more about the company and what the 

company is doing, so I represent the company and that I am part 

of the change and transformation that’s going on. People don’t 

want to be left out. They want to get into as many of the right 

meetings and subgroups that they need to be in, so they can do 

the best that they can do. It’s engagement at its deepest level, 

having a role, and having a place to fit in. Then being able to 

contribute to lots of people.


Judith Glaser, CEO, CreatingWE 

What Do You Need & What’s 
Meaningful to You? 

What do you need and what’s meaningful to you in the role that 

you want me to play? And how do you want me to play it? I think 

we all need to be in service to each other. If the company is in 

service to something that’s meaningful, then ultimately the 

opportunity is for us to all work together—to do something 
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meaningful together — that’s meaningful to ourselves individually 

in different ways. Picture it as a Venn diagram in terms of how 

our combined efforts will achieve something meaningful for 

people or the world.


Ken Manning, Author & President, Insight Principles 

How Can We Inspire Our 
Diverse Employees to Be All 

They Can Be at Work? 
I would ask leaders, “How can we inspire our diverse employees 

to be all that they can be at work?” How can we avoid stifling 

people of faith in particular?


Kent Johnson, Sr. Advisor, Religious Freedom & Business Foundation 

What Do We Need to Do? 
I’d like to see them asking something around the question, 

“What do we need to do?” It’s not so much about what should 
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“I” be doing or tell me what to do, but it’s more about, “What do 

we need to do?” I’d love for employees to be taking on the role 

as more of a facilitator rather than waiting for management to 

answer that question while involving their colleagues at the same 

time. When we ask what do we think we need to do, it becomes 

more action based rather than about permission.


Lynne Cazaly, Author, Speaker & Facilitator 

If You Weren’t Doing This With 
Your Time, What Would You Be 

Doing? 
Ask the same question I said that employees should be asking 

their leaders, “If you weren’t doing this with your time, what 

would you be doing?” I only say that because I think in offices 

and work environments, people tend to put so many boxes 

around things like, “Well, this is what a manager would ask of an 

employee, and this is what an employee would ask of a 

manager.” I think we’re all just humans and we forget that. I don’t 

know that the question should change. We tend to think the 
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question should change but in truth, it’s, “What makes humans 

come alive?” Let’s all talk about that more.


Mara Gleason, Co-founder, OneSolution 

When Efficiencies Are 
Considered, Could These Be 
Discussed With Staff Too? 

I put down, “When efficiencies are considered, could these be 

discussed with staff too?” This response relates to a theme, 

which is the involvement of staff in terms of how we work and 

what we do. It’s a bit strange if you’ve never worked in schools. 

Twenty years ago, you’d go to a staff meeting, and it was 

normally an opportunity for a teacher to speak their mind – 

because they were regarded as the professionals. In a school as 

a teacher you were considered to be somebody quite important. 

In this country (UK), you were employed by what’s called the 

LEA. It’s like you were employed by the council as opposed to 

the specific school that you belonged to. So, you had the 
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credibility of being almost like a doctor. But when we changed 

over to the new structure, you started to work for businesses, 

and you were no longer considered to be the professional in the 

room. You were considered to be a member of staff who was 

there to work, and your job was to try to avoid being sacked.”


Mark Ricketts, CEO, ImpactRI 

Are Our Customers Happy With 
the Value We Deliver? 

Are our customers happy with the value we deliver? This 

question implies a lot. It implies quality, truly understanding the 

customer’s need, and creating a true solution that satisfies them.


Masa K Maeda, CEO, ValueInnova 
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What Do You See in Me That I 
Don’t See in Myself? 

Explore your blind spots with your supervisor by asking, “What 

do you see in me that I don’t see in myself in 1) terms of 

possibility, and 2) the things that hold me back? Then you have 

to have some faith that your manager has your best interests in 

mind.


Meredith Haberfeld, CEO, ThinkHuman 

What Do You Want from Me as 
Your Subordinate? 

My response isn’t a question, but I like the dialogue of, “Here is 

how I like to be managed. What do you want from me as your 

subordinate?” As a follower, I respect hierarchy because I want 

to know what I’m here for and what I’m doing. If I’m there for us 

to get a job done, then lead me! When I have a boss or someone 

I report to, I want to know how I can show up and be the best 
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employee I can for him. I want him to know how I like to be 

managed and led. 


For example, I’ve worked with some programmers who if they 

never had a face to face conversation, they’d be so happy 

because they’re just uncomfortable in that. I want to respect 

that. I have other people who crave the face-to-face 

conversations; if you send them a text message, they’re like, “Oh 

my God, why can’t we…”. Everybody’s different, it’s not for me 

to judge them. It’s up to me to find how they best respond to 

things and adjust myself to them.


Michael Anderson, Author & Leadership Coach 

Can You Help Me See What I 
Don’t See? 

This may sound a little bit idealistic, but I think it would be, 

“Could you help me see what I’m not seeing? Help me see what 

I’m not seeing that would make my job easier, that would make 

me better at my job. That would allow me to participate fully, 

express myself fully, give myself over to this more. To get more 

out of it and put more into it.” Because if you have the choice—
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and most people don’t see this as the choice — but if you’re 

going to do the job anyways, you want to be fully engaged. You 

want to be all in. You want to love it. “Help me love it” … that’s 

wrong because people then say, “Give me more time off and …” 

No, it’s not that. It’s “help me see what I don’t see”. People are 

amazing. When we see a better way, we’ll take it.


Michael Neill, Coach & CEO, Genius Catalyst 

How Can I Be of Service? 
How can I be of service? How can I make management easier? 

How can I be a part of creating change for the organization? We 

all have different roles. Even in a relationship, we have different 

things we’re good at. I think it is helpful to ask yourself 

questions. What do I love to do? What would I like to do? What 

would I do if nobody paid me? We do our best work when we do 

what we love to do, not necessarily because we are paid for it. I 

think the intrinsic values around motivation are much more 

powerful than the extrinsic values. I think that carrots and sticks 

are very much part of yesterday’s way of management and today 

it’s much more about working together in creating a workplace 

that we want to belong to. So, asking managers “How can I 
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help?” “How can I be of service to you so that you as a manager 

can be your best.” By working as a one we can all be part of 

creating some of the larger changes in the organization — and 

hopefully, this can create ripple effects that will help serve the 

world.


Natasha Swerdloff, Author & Owner, The Principles Institute 

What Can I Do Better for This 
Company? 

I want to do the best possible job for this company, so what 

should I do better for you? What can I do better for this 

company? And of course, the CEO and managers should have 

an open ear to listen to the people. They’re filled with marvelous 

ideas, but we don’t have systems that work that way. We have a 

screwy system where we reward the power with more money 

instead of dispersing the power throughout. Getting people to 

really be responsible, learning and self-reliant is the challenge.


Norman Bodek, Lean Leader & Author, Owner PCS Press 
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What Are Your Expectations of 
Me? 

As I was saying, it does come down to trust. You want to make 

sure that they feel comfortable being able to ask questions. The 

key question that I think needs to be asked is, “What are your 

expectations of me?” So often and especially in the government, 

I’ve learned there is a very formal process for the conduct of 

performance reviews. I sometimes found myself as a supervisor 

realizing that there was some point very early on where there 

was a mismatch of what the employee thought they were 

supposed to be doing and what the manager thought was 

supposed to get done. The employee might be afraid to ask, and 

the manager is making assumptions. So, the employee should 

continue to ask for clarifications such as, “I think our goal is X, 

and I think you’re asking me to reach there by Y. That’s a broad 

vision, but it could be more specific. For example, they might say 

“You’re telling me I must staple the TPS report1, but previously 

you had given me authority to not to do a TPS report if I don’t 

have to. What should I be doing here?” Getting that clarification 

of what is the path and what an employee’s ownership on that 
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path is critical. Clarifications will avoid about 95% of potential 

conflicts and performance failures.


Patrick Ross, Entrepreneur, Marketing & Communications 

What Is My Weakness? 
Without giving that any thought, it’s “What is my weakness? 

What do I need to improve on? What do you see as my 

weakness?” I’m sitting next to the chief engineer in my company 

right now. If he was to ask me that question right now, I would 

tell him, “Be more aggressive.”


Paul Akers, Author & President, FastCap 

What Outcome Are You Looking 
For? 

I think the most important mission is to get clear on what the 

leader is looking for. If they don’t get a clear picture of the 

outcome that the leader wants—if it’s not clear to them—they 
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need to have the courage to say, “I’m not quite following what 

you’re looking for?” And then to initiate a conversation that says, 

“Here’s how I’m going to do it, does that seem right to you?” 

Normally there are multiple groups involved in any problem that 

has to be solved in the company. Sometimes the leader doesn’t 

want that. As you know, that shouldn’t be a problem, but you 

have to take accountability to acquire what the leader’s 

requirements are and a picture of how to solve the problem. The 

employee should be saying to themselves, “I know how to do 

this, what’s the culture here and how should I do it?” “What are 

the limits?” “What are the landmines I could step on?” This is an 

important conversation for the employee to have with their 

leader.


Paul David Walker, Author & CEO, Genius Stone Partners 

Can You Help Me With This? 
I learned the answer I am going to give you to this question the 

hard way when I was an employee, and I didn’t know enough to 

ask this question. This goes back to when I was a young 

programmer just a few years out of college. I came into work one 

weekend to rewrite a large part of my code on my current 
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assignment because I realized I had made a large mistake with 

my design. I was afraid to tell my manager because I didn’t want 

him to know I made that mistake. So I never let him know. Since 

that time, I have heard similar stories from other junior 

programmers. I have also heard stories about new software 

developers who did ask for help when they thought they needed 

it, but no one was available to help them. So, from my 

experience, the most important question employees should be 

asking management is any question related to getting help when 

they feel they need it. But it is equally important for management 

to be ready for that question — and to recognize it in whatever 

form it comes — so they can ensure the right kind of help is 

available when needed.


Paul McMahon, Principal Consultant, PEM Systems  

How Are We Doing? 
I think employees need to know what’s the scorecard. How are 

we doing? Employees really respond when they know. We have 

a meeting every week where the key employees of the company 

review all of the product lines we’re selling, all of the sales 

numbers, all of our sales projections — everything. People want 
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to know whether we’re hitting our targets or not. People want to 

know whether things are working or not. This thing hit the ball 

out of the park. This other thing was a dud. People need to 

know. It’s just part of a healthy culture and a winning team.


Perry Marshall, Author & World-Renowned Consultant 

What Do I Need to Learn? 
 

I think the current view on employee engagement is too short 

sighted. The future of work will change dramatically, so the focus 

of employees should not be on the present and how a company 

can fulfill my dreams and wishes today but in the future. 50% of 

jobs will disappear due to digitalization and automatization within 

the next 20 years, and so will many business models and 

companies. The most important questions for employees should, 

therefore, be “What do I need to learn? How can I grow to still be 

more valuable than an algorithm in 5 years?” The point is that 

humans are in a race against algorithms. Only if we can do 

things bots can’t do will we have a job in the future.


Robert Fuchs, HappinessGroup.eu 
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How Do You See the Future? 
Employees should be asking managers how they see the future. 

Anything employees can do to get managers more future 

oriented is going to be a large contribution to the business 

because the future is likely going to be very different from the 

past. If the managers are wrapped up in crisis management just 

responding to the immediate change in front of them, they are 

never going to outrun this pace of change. If managers can look 

further into the future, anticipate what’s happening, going into 

the minds of the employees to get a sense of where their 

customers are at, then management can shape the direction of 

the company in a very different way that will be more aligned 

with the future that’s going to happen rather than the future that 

management would like to happen. I think if employees can raise 

questions and get managers thinking about the future that can 

be an important contribution.


Rod Collins, Strategy & Innovation Expert, Optimity Advisors 
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What Do You Think? 
I don’t know because I’m not an employee. I’m thinking of a 

scenario. If my son came to me and said he was unhappy or 

something was wrong at his work, what should he do? I would 

tell him to go openly explain it to the people who are running the 

company. When someone says something like that, I want them 

to be able to come to me and I will stand by them and thank 

them. You’ve just done something very important for the 

company.


Russell Dalgleish, Managing Partner, Exolta 

How Can We Be More Curious, 
Ask More Questions, and Have 

an Open Dialogue? 
Employees should be asking a lot of questions. I think we get the 

idea that asking questions is a bad thing. Oh, I should know, or I 

don’t want to let them know that I don’t know. It’s just ego. It’s 

that image of self-importance that we all suffer from. I think that 
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as people gain more respect for how brilliant the mind is and 

how much intelligence and wisdom there is in every human 

mind, we become more comfortable asking 

questions. Questions are truly the gateway to finding new 

information. We don’t look for new thought if we think we’ve got 

everything nailed. We think we know everything already. Why 

would we look? I think that as people gain more respect for how 

brilliant the mind is and how much intelligence and wisdom there 

is in every human mind, we become more comfortable asking 

questions.


Sandra Krot, Human Dimension Consultant, Insight Principles 

What’s the Future You’re 
Sensing Into? 

I would be encouraging employees to ask me, “What’s the future 

you’re sensing into? What are you feeling what wants to emerge 

here? What’s the marketplace really calling for in terms of this 

organization and how it needs to evolve and what that might 

mean for us as employees?” What I would be hoping for from a 

leadership team is that sense of them scanning the horizon. At 

Oxford Saïd Business School, they use the term “ripple 
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intelligence.” What are the ripples coming through that can 

inform us about the future and how we need to be evolving? I 

think a leadership team really has a responsibility to be doing 

that sensing and feeling into the ecosystem and sharing that with 

employees. Then also hearing what the employee’s sense of that 

is. That would be the dialogue I will be encouraging employees 

to stimulate with leaders.


Sarah Rozenthuler, Author & Dialogue Coach, Bridgework Consulting 

Are They Being Coherent? 
That’s a great question and one which very much depends on 

the culture of an organization since many are still driven with a 

command-and-control mindset where deep questioning is not 

encouraged. In many businesses and organizations, the most 

important question has to one that employees can only ask 

about their leadership teams, rather than directly to their 

leadership team. The question Maria and I always ask of people 

in leadership positions is “Are they being coherent?” This 

question of coherence lies at the heart of our tool, the holonomic 

circle, to help organizations implement what we call “customer 

experiences with soul.” At the very center of the circle is the 
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trinity of what I say, what I do and what I mean. We define 

authenticity as the maximum coherence between what someone 

says, what someone means and what they do. Nowadays, I 

think, especially a lot of younger people, they want more 

coherence from the leadership. They want more connectivity; 

they want more engagement, and they’re looking for coherence. 

Even when I view this now, when I look at leaders, I don’t just 

look at the words they say. I don’t just look at the purpose that 

they claim to be living. I look for coherence between what they 

say, what they mean and what they do. I also look for this 

coherence when we are approached to create partnerships, or 

when we are asked to get involved in a project or a network.


Simon & Maria Moraes Robinson, Author & Co-founder Holonomics Education 

Is There a Reason We Do It That 
Way? 

Is there a reason we do it in that way? Sometimes even 

managers have inherited practices, processes and procedures 

from other managers. That doesn’t make them right or mean 

they are the best fit for the business. I think sometimes people 

just go along with things. Then the day becomes really boring or 

Page  of 44 52



mundane or stressful or frustrating just because they don’t ask 

the question, “Is there a reason we do it that way?” I think some 

people just go along with the flow and turn up for work, take the 

paycheck. and never bother to ask.


Steph Holloway, Founder Elemental Potential 

What Are You Doing Now & 
Does This Make Sense? 

Why are you coming to work today? If top leaders start asking 

those questions and really mean it and work in that direction to 

create a community of profound values and a unity of purpose, 

then the expectation becomes such that the employees would 

no longer feel uncomfortable asking tough questions to their 

leaders. If at some point the leaders are behaving in ways that 

go counter to these profound values of unity of purpose and 

community of trust, then employees should feel free to call them 

to order. They should ask them what are you doing now and 

does this make sense? Is this consistent with what you’ve been 

teaching so far? I think that has some good effect as well.


Steve Tendon, Managing Partner, TameFlow 
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What Counts That We Aren’t 
Counting? 

What counts that we are not counting? I think a lot of 

organizations are a bit fixated on things like data, numbers, 

things you can see, things that are tangible. This question would 

be important for an employee to be asking a senior leader or 

manager because the answer the manager gives is going to tell 

you where he sits with regard to his intention around how people 

are involved and the importance of those people. How he values 

employees. For me, “what counts that we are not counting” is 

really a question around what’s missing. I think it’s also a way to 

bridge a gap and understand where you stand as a human being 

in that company based on how your manager answers because 

it will help you to discern whether the intangible things are just 

as important as the numbers and the data.


Susan Taylor, Leadership Coach & CEO, Generon, International 
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What Is It I’m Doing This For? 
I’m not sure I have a simple answer to this question. I think in a 

little bit more palatable manner, they need to be asking, “Why?” 

Not why am I doing this specifically, but what is it I’m doing this 

for? The why I’m looking for is the goal in the big picture of what 

we’re attempting to solve with any specific piece of work. The 

answer will allow the asker to answer, “What value am I 

providing?” I think people always want to perform better if they 

know how the fit into the organizational value equation. If they 

know what they’re targeting, they can perform above and 

beyond. I know that’s a harder question for most employees and 

followers to ask a leader, but I believe it’s a critical question to 

ask.


Tom Cagley, President, Tom Cagley & Associates 

What Can We All Do to Manifest 
Purpose in the World? 

I In a world with no employees or no managers, this question 

drops to, “What can we all do to manifest purpose in the world?” 
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And just to restate what I said above, everyone should be 

working on lending their time, energy and talent towards a 

purpose that has meaning for them. This shifts the focus of 

organizations to purpose. Organizations for a purpose. Work for 

a purpose. That purpose is presumably something that the world 

needs and something that would be missing from the world if not 

being delivered by this organization, so it has deep meaning. 

And employees getting an opportunity to usher that in, not as 

employees but as individuals who happen to care about that 

purpose in the world. I think that is the reframe for both 

managers in the prior question and for employees in this 

question. Remove the artificial distinction and get everyone 

energizing the work of the organization for purpose.


Tom Thomison, Partner, encode.org 

Where Are We Going? 
My first instinct would be to ask, “Where are we going?” When 

businesses and corporations were small versions of themselves 

— when they were starting to get established — they were more 

born from a market need or an opportunity. Then as these 

companies mature regarding how many different organizations 
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can solve a problem, how many products can we have to do any 

one thing, and how many choices even with services that we 

have, it becomes even more important to have clarity on why we 

are here. What is our role? What is our vision? What do we want 

to bring to the table?


Valeria Maltoni, Conversation Agent 

Page  of 49 52



About Bill Fox 

Hi, I'm Bill Fox, and I help build forward thinking human 

workplace cultures. 


I lead a growing global conversation with 75+ forward-thinking 

leaders to help you discover new and better ways to achieve 

your most important strategic objectives. My work will help you 

discover new pathways, make better decisions, and help solve 

today’s most vexing workplace challenges.


I’m the author of  The Future of the Workplace, the Be a 

Workplace of the Future NOW Series, and 5 Minutes to Process 

Improvement Success. 


Connect with Me: 

LinkedIn: billfoxstrategy


Twitter: billfoxstrategy


Email: bill@billfox.co
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What others are saying... 
“Stepping into the future looks a lot like this. I applaud the 

direction you are taking with this initiative.” 

—Gwen Kinsey, Leadership Coach


“This conversation invites and allows whole beings to 

show up; like whole food, whole beings are more 

nutritious to the system they exist within.” 

—Anonymous


“Your questions are more important than our answers! 

Why? Because every leader ought to be asking him/

herself those questions and implementing the forward-

thinking insights that will create meaningful purpose, and 

superior performance.” 


—John Bell, Former CEO at Jacobs Suchard
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The Forward Thinking Approach 

“The forward-thinking approach creates an opening in the 

fabric that’s built from each person’s deep desire to live a 

life that matters — and a knowing that much more is 

possible. 


In this ever-changing world we find ourselves in, it requires 

each of us to enter into a quest to transform ourselves and 

learn new ways of living and working together that elevate 

everyone.”


—Bill Fox, Co-founder, Forward Thinking Workplaces 
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