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Health precautions to keep everyone
as safe as possible at Congress:
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• Wear masks at all times in indoor events.

• Complete your daily health screening on your phone and bring it 
with you when you enter the center each day.

• Practice social distancing to the extent possible. Seating at plenary 
sessions is structured to help with this.

• If you feel ill at any time, please leave the conference and return to 
your room/consult a physician as necessary.

• Ultimately, our collective health and safety at Congress is up to all 
of us. Thanks for your support!
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Problem Statement: Plus/Delta doesn’t really work
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“[Plus/Delta] looks and feels like the team is having good, reflective conversations. But they’re actually learning an 
unsustainable, ineffective way to retrospect.” Humanizing Work: Facilitating Effective Retrospectives With Miro, 2021

Can surface valuable 
complaints

Fast, easy, familiar

A time-honored part of          
lean canon

Feels like reflection and 
continuous improvement … 

better than nothing!

Superficial. Rarely brings out deep, 
impactful insights

Doesn’t align differing perspectives

Doesn’t attend to emotions

Bad at drawing-out quieter voices

As practiced, facilitator usually 
abuses “the power of the pen”

https://www.humanizingwork.com/facilitating-effective-retrospectives-with-miro/
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Introducing Focused Conversations
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The ORID Pattern
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R REFLECTIVE

O OBSERVATIONAL

I INTERPRETIVE

D DECISIONAL
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The ORID Pattern
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R REFLECTIVE “gut”

O OBSERVATIONAL “what?”

I INTERPRETIVE “so what?”

D DECISIONAL “now what?”
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The ORID Pattern
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R REFLECTIVE “gut”

O OBSERVATIONAL “what?”

I INTERPRETIVE “so what?”

D DECISIONAL “now what?”

find meaning 
together

develop action 
plan together

grow shared 
understanding of 
facts and reactions
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The ORID Pattern
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R REFLECTIVE “gut”

O OBSERVATIONAL “what?”

I INTERPRETIVE “so what?” emerge

D DECISIONAL “now what?” converge

diverge

find meaning 
together

develop action 
plan together

grow shared 
understanding of 
facts and reactions
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The ORID Pattern
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R REFLECTIVE “gut”

O OBSERVATIONAL “what?”

I INTERPRETIVE “so what?”

D DECISIONAL “now what?”

(Plus / Delta starts here)

emerge

converge

diverge

find meaning 
together

develop action 
plan together

grow shared 
understanding of 
facts and reactions
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Observational Level  ::  facts about what happened
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Prepare display of facts, metrics, etc. before the meeting

Ask: 
What other facts are missing or unclear? What catches 
your attention? Compared to our workplan, where are we 
ahead of schedule? Behind?

Facilitation: 
This level is about diverging, so redirect people who offer 
feelings or interpretation: “What did you observe that 
makes you draw that conclusion? Let’s save 
interpretation for later, once we see all the data.”
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Reflective Level  ::  reactions, memories, feelings
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Ask: 
How did you feel during this work? What about now? What 
emotions did you observe in others? What did you like or dislike?

Facilitation: 
Don’t skip this step (but don’t overdo it, either.) 
For larger groups, it can be effective to let participants indicate 
emotional states graphically, such as putting blue dots on facts 
that were demotivating and red dots on the ones that were 
motivating, etc. 
Avoid critique, promote creativity & intuition
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Interpretive Level  ::  finding meaning
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Ask: 
What does this mean? What did you learn? What are the 
causes and effects? What patterns do you see? Where 
are we experiencing ease in our work? Where is it harder 
than it needs to be? What might be causing that?

Facilitation: 
This level is about exploration, and it can take some time 
(some call this the “groan zone”); help the team sustain 
its energy.
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Decisional Level ::  decide on next steps 
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Ask: 
What should we do now? What 
improvements to our product or processes 
can we make? What are next steps? Who 
needs to do them? When?

Facilitation: 
This level is about converging, so nudge the 
group toward making decisions.
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Let’s try it! 
The people in the front row will do the reflecting.

We shall reflect upon … lunch! 
(…an experience most of us shared today.)
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Lunch :: Observational level
2-course plated meal, 12:50 – 1:50 PM

Everyone:
• Caesar Salad: romaine & red oak lettuce, classic Caesar dressing
• coffee (regular & decaf), tea

Vegetarian/GF/Vegan entrée: (by request)
• sweet pea + risotto corn cake
• portabella, grilled asparagus, squash
• fire roasted pepper coulis

Servers to be knowledgeable about the menu and able to answer questions (e.g., ingredients)

This information was provided by conference organizers a week before the event.

Omnivore entrée:
• seared chicken breast 
• cheddar mac & cheese
• broccoli, caramelized onions
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100% virtual example
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How about an A3?
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Let’s try it again!
Whole room this time to show how Focused 
Conversation can adapt and scale

We’ll debrief this presentation.

On your phone, go to www.menti.com

http://www.menti.com/
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How can you apply this tomorrow?
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“To learn and not to do is really not to learn. 
To know and not to use is really not to know.”

Stephen Covey
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Questions?
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In the spirit of continuous improvement, we would like to remind you to 
complete this session’s survey! We look forward to receiving your 
feedback. 
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Contact Us
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Image credits (Creative Commons Attribution License):
“What” by Kidiladon from the Noun Project

“Gut” by Muhammad Ridho from the Noun Project
“Light Bulb” by Stepan Prokop from the Noun Project

“Business Decision” by David Christensen from the Noun Project

Todd Henderson
Boulder Associates

thenderson@boulderassociates.com
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Thank you for attending this presentation. Enjoy the rest of the 23rd Annual
LCI Congress! 
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