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magic happens in 
moments, not meetings

Every conversation, whether it be in a meeting, or 
in the corridor, or a chance opportunity to spend 
time in discussion, is an opportunity for you to 
support and influence others.

How often have you faced and endured a day of back-to- back 
meetings, only to question what has actually been achieved?

How often have you sat in a meeting, wondering where it's going?

How often have you left a meeting with agreed actions and 
outcomes, returned a week later to find that you weren't all 
actually on the same page…or the actions haven't been done. 
And so another meeting is needed to 'move us forward’.

Conversely, have you experienced that moment when one 
question or statement has stopped you in your tracks and made 
you think in a completely different way or led to that magic 'aha' 
moment.

People need to 
walk away from a 
conversation with 
you with different  

thinking than when 
they came!

And often, it is such a simple and 
obvious question or statement 
that you simply hadn't 
considered asking yourself.

Those are the magic moments. 
The moments where do we truly 
move forward, when we are 
suddenly re- engaged and 
motivated to take action. They 
give us the energy and 
confidence to keep going.
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But often, the quality of our conversations in the workplace is poor. And as a 
result, leadership is becoming an unnecessarily time-consuming, exhausting and 
all-encompassing (read increasingly frustrating) activity and leaders are 
struggling to keep up with, or enable the change that is necessary or required.

Do you find that your team is constantly interrupting you to ask questions? Do 
you feel that your people don't want to think for themselves? Do you sometimes 
feel that you seem to be doing everyone's job for them? Are you having the 
same conversations over and over again?

And is it sometimes just easier to 'do it yourself'' or tell them what they need to 
know so you can move on with your own work!

Research conducted by Judith E Glaser, author of 'Conversational Intelligence', 
found that as many as 95% of verbal exchanges in the workplace were 'telling' 
conversations.

and when we are told, we don't have to think!
and when we don't have to think, we don't engage!
and when we don't engage we don't own!

I work with individuals who want to be better leaders, and 
with organisations that want to grow and develop better 
leaders. 

The brain is ‘lazy’

The brain is 'lazy'. It likes to conserve energy and will avoid doing the 'hard work' 
of thinking unless it is forced to! 

And as leaders we can make that happen through cleverly constructed 
conversations.

As leaders, we want to engage our team (and ourselves) in 'effortful thinking' 
and to find ways to create new thinking, and mental shifts. We want to be 
constantly moving the thinking of our people forward and into new places.



leadinghumans.com.au 4

Tell them what you think they need to 
know and how you think the issue 

should be resolved

so 
how do we create 
'effortful thinking'?

ASKING QUESTIONS THAT LEAD TO 
INSIGHT IS THE MOST EFFECTIVE 

WAY TO CREATE EMPLOYEE 
ENGAGEMENT AND MOTIVATION

There are three approaches you can 
take when engaging in workplace 
conversations with your colleagues or 
team when they seek your advice.

You can:

high effort from you, little 
engagement and 
ownership from them

Clarify what you think they need, then 
provide advice and suggestions on 

how you think the issue could be 
resolved

high effort from you, limited 
engagement and 
ownership from them

Ask questions to help them gain clarity, 
help them think the issue through, and 

have insights into the best way they 
think the issue should be resolved

limited but impactful effort 
from you, high 
engagement and 
ownership from them
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so 
how do we create 
'effortful thinking'?
Asking questions creates effortful thinking, and effortful thinking leads to
new thinking and mental shifts.

The Return On Investment on effortful thinking is employee engagement
and ownership of work- related issues and resolutions – effortful thinking
creates better thinkers.

It also creates a shift in accountability and responsibility from the leader to
the employee. And that means leverage and growth!

Your Input Your Thinking
(effort)

Their Thinking
(effort)

Their Engagement
and ownership

Asking questions

Clarify and provide advice

Tell

5%

95%

100%

100%

50%

20%

95%

5%

0%
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In today's fast moving…demanding…post-
information age world, we can simply no longer 
underestimate the need for us to optimise our 
thinking capabilities.

We have sped past the information age and are 
tumbling headlong into the Age of Imagination

Our more traditional logical thinking capacity will 
need to shift and learn to be freer and more open 
to creative and 'out of the box' thinking.

We need to move from conversing about 
information, to fuelling imagination and creativity.

why is quality 
conversation so 

important?

6

The imagination age is a 
theoretical period beyond 
the information age where 
creativity and imagination 
will become the primary 
creators of economic 
value. This contrasts
with the information 
age where analysis 
and thinking were 
the main activities.
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Think about yourself as a 'conversationalist' in terms of your skill and focus. Are
you an 'accidental arsonist' who inadvertently sets of fires around you? Or are
you an advisor, a deliberate clarifier who gets things done. Maybe you are a
supporter, that energetic motivator who makes everyone feel good. Perhaps
you are a collaborator, someone who is clear about where we are going, and
how to get there, and who values the input of others.

And maybe you are a bit of all of these at different times, and in different
circumstances!

But are you truly an influencer? Do you have the capability and skill to
leverage the thinking of others, to powerfully shift the responsibility and
accountability to those who are paid to be accountable and responsible. And
can you, in a matter of minutes, help others to have that AHA moment that
catapults them forward in terms of energy, delivery and creativity!

from arsonist to influencer
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what can we draw on to 
help us?

Supporting this paradigm shift is an
unprecedented acceleration in
our learning about the nature of
the human brain.

Recent discoveries, particularly in
the area of social cognitive
neuroscience, provide us with a
fact- based, deeper
understanding of how relationships
are built and broken; how
emotions impact us and how to
better communicate with each
other. We now understand what
an AHA moment is in terms of the
brain, and what environment we
can create to increase the
chances of such insightful moment
occurring.

We can use this new knowledge to
immense benefit in our workplace
conversations.

Having BETTER Conversations ™ will enable 
you as a leader to achieve this shift thinking 
capability in yourself, and in others. To truly 

be an influencer in this complex and 
imagination focused age.
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Above all, BETTER Conversations ™
are USEFUL. Think about how many
conversations in your workday are
actually useful in terms of achieving
your KPI’s.

When you really look into it, we
waste a lot of conversation and
meeting time in the INTERESTING
space, which feels good, but doesn't
leverage our time and productivity.

BETTER Conversationalists 
mindfully challenge the 

usefulness of their 
communication, 
interactions and 
conversations. 

are Brain-friendly – they work WITH how the brain functions and 
processes as opposed to AGAINST it

we can have 
BETTER Conversations!

BETTER Conversations …

are Emotionally balanced – they deal with the emotional barriers that can 
disrupt our ability to think clearly and logically

are Toward focused – they use our knowledge around neuroplasticity 
and neural connections to avoid the use of 'old thinking' when we 
need to create 'new thinking’

have Tested Assumptions – they are designed to cut through the 
assumptions and biases that naturally occur in humans to avoid 
misguidance and misinterpretation

are Encouraging – they focus on the positives, and on the positive 
wiring in the brain to ensure that new thinking and habits are 
sustainably embedded

challenge Responsibility – they challenge all parties to own and be 
accountable for the thinking around workplace issues and behaviours. It 
can no longer just be left up to the leader to do all the work!

B
E
T
T
E
R
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BRAIN-FRIENDLY
Humans have great capacity for complex and
creative thinking. Unfortunately we have
habitually developed ways of interacting that
interfere with that capacity.

Brain-friendly conversations are structured to
account for how our brain is principally
organised and follow a process that creates the
optimal environment for focus, insight, solution-
focus and social connection – all the ingredients
for employee innovation and collaboration.

BETTER Conversations ™ are designed to reduce
the myriad of potential threat responses in the
brain that draw precious brain fuel away from
the pre-frontal cortex, our thinking brain, to our
primitive limbic system (our emotional and
survival centre) – resulting in a literal 'logic
shutdown'.

Brain-friendly conversations also focus
deliberately on questioning techniques
designed to enable insight – the AHA moment –
which is a underused, powerful motivator in
terms of employee engagement and
behaviour.

SO….the brain-friendly mindSHIFTs™ a BETTER
Conversationalist makes are:

we can have BETTER 
Conversations!

Our brain cannot be limbic (emotional) and
logic (PFC focused) at the same time. BETTER
Conversations™ include the use of techniques
and skills to manage and capitalise on our
emotional responses to get the best from our
brain and our collaboration efforts.

SO….the emotional mindSHIFT™ a BETTER
Conversationalist makes is:

EMOTIONALLY BALANCED
You would know from your own experience that 
you cannot be really upset and think logically at 
the same time. Perhaps you have experienced 
making some less than desirable decisions in a 
moment of excitement?

TOWARD FOCUSED
Neuroplasticity is the brain's ability to rewire itself
based on response to experience. It's how we
adapt to our environment, and it is one of the
'big neuroscience discoveries'.

Hebb's Law tells us that 'neurons that fire
together, wire together'. We create and
strengthen neuronal connections and pathways
through attention and focus. The more attention
we give to a particular pathway the stronger it
becomes and the more prevalent it will be in
our thinking, particularly when under stress when
we have less executive brain (logic) to control
where our thinking goes.

Creating new thinking means creating new
neural pathways, and that happens via
attention. BETTER Conversations™ deliberately
focus on the Toward State – where we need to
go and how we need to get there. So many of
our work conversations focus on where we have
been, and the issues at hand…which is
interesting, but not particularly useful!

SO….the focus mindSHIFT™ a BETTER
Conversationalist makes is:

Logic Limbic

Useful Interesting

Vision Problem

Ask Tell
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TESTED ASSUMPTIONS
If there is one thing that I would say creates the
greatest barrier to creative thinking and
effective collaboration, the assumptions we
make. Of course, assumptions are merely our
brain's way of using its energy effectively. We
save energy by accessing past memories and
hardwiring to make sense and meaning of what
is occurring in the present. Unfortunately, that
information may not always be the most useful
or appropriate for the situation.

Our brains are also biased, again, a survival
mechanism. BETTER Conversations™ are curious.
They take the time to examine our assumptions,
to test the possibility of bias and to bridge the
gap between one person's reality and another's
allowing for leveraged productivity and
outcomes.

SO….the assumption mindSHIFT™ a BETTER
Conversationalist makes is:

we can have BETTER 
Conversations!

RESPONSIBILITY IS CLEAR
And finally, BETTER Conversations are clear
about who is responsible for doing the thinking
in an interaction. We pay our people to think,
but we often end up doing the thinking for
them. Instead we need to support them to
engage in their own effortful and insightful
thinking.

Instead of asking 'How can I help you with this
problem?' and ending up with the problem
squarely in your court, you can ask 'How can I
help you think this though?' As a leader, your
role is to facilitate great work, rather than always
being the consultant and driver of that work.

BETTER Conversations make it clear that people
are responsible for their own thinking, and
skillfully support them to do that thinking as well.

SO….the responsibility mindSHIFT a BETTER
Conversationalist makes is:

ENCOURAGING
Taking time to encourage the right thinking, and
the hold attention on the right brain wiring can
fast- track behaviour change. Carol Dweck's
work 'Mindset' suggests that we can operate in
either a Fixed Mindset or a Growth Mindset.
BETTER Conversations™ are great at creating
Growth Mindsets, and people with growth
mindsets….grow!

SO….the encouraging mindSHIFT a BETTER
Conversationalist makes is:

Are you a BETTER Conversationalist? Do you
play in the ‘Influencer’ space? Or are you a
closet Arsonist?.

Powerful conversation is a skill, and a skill that
can be learned…after all our brains are
designed to make new connections and to
learn and grow. Becoming a BETTER
Conversationalist may require you to rewire
you brain around how you engage with your
people…but it’s worth it for the leverage,
productivity, engagement and connection
you will create in your team.

We’d love to talk to you about how we can
assist you and your organization to be having
BETTER Conversations!

Facilitator ConsultantCuriosity Assumption

Growth 
Mindset

Fixed 
Mindset
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rewiring the way humans think, lead and behave

want to know more about what we do?

team@leadinghumans.com.au
0488 031 012
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Copyright
Copy this the right way.

You have permission to post this, email this, print this and pass it along for free to anyone you like, as long as you make no 
changes or edits to its contents or digital format. Please pass it along and make as many copies as you like. We reserve 

the right to bind it and sell it as a real book. Leading Humans is a trademark of Michelle Loch Global Pty Ltd.

Disclaimer
We care but you’re responsible.

So please be sure to take specialist advice before taking on any of the ideas. This book is general in nature and not 
meant to replace any specific advice. Michelle Loch Global Ltd, employees of Leading Humans Pty Ltd and brand 

derivations disclaim all and any liability to any persons whatsoever in respect of anything done by any person in reliance, 
whether in whole or in part, on this e-book.
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