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It is not about you. This is something everyone often
forgets when helping a client. Unless you frame the conversations
around the client, you will never demonstrate clarity, confidence,
and capability. I have asked The Dan Sullivan Question hundreds of
times, from priest to multi-billion-dollar investors, and I always
get the same response: “What a great question!”

John Culbertson, Cardinal Partners

Charlotte, NC

The foundation of our entire business is the D.O.S.
Our associates do not begin client meetings with anything but this
approach. One client commented, “... I came in to the room assuming
you were going to try to ‘sell’ me on your company. Two hours
later, I had discussed the core issues and aspirations I had in my
business future. I told you things I later couldn't believe I had
discussed.”

Bruce Thorne, Corporate Protection Group

Belleville, ON

Dan's question has simplified my approach to helping
others achieve their goals, simplify their lives, and put them on a
never-ending path of continual growth. It is the simplest and
fastest way for them to gain clarity about their future. Dan has
captured the essence of our being with this simple question.

Gary Klaben, Coyle Asset Management

Glenview, IL

Integrating Dan's question into my conversations with
prospects and clients has radically changed the perception of my
professional practice in the marketplace. Departing from the
traditional approach of focusing on data, the question enables me
to quickly create a relationship that is deep and meaningful,
helping our clients to become instantly clear, confident, and
capable. Asking this question has radically changed the way my firm
operates.

Mindy Jones, Mindy N. Jones CPA, P.C. and Scottsdale
Strategy Group

Scottsdale, AZ

Building meaningful relationships in today's highly
commoditized world is increasingly challenging. True relationships
are built through creating value, expanding trust, and helping
develop bigger futures. Dan's D.O.S. Conversation is an essential
component in creating any relationship. Dan's wisdom and insights
are amazing!

Doug McPherson

Reston, VA

Asking this question communicates that you are
interested in your client's future and not only their future
relationship with you. My closing rate with this strategy is around
95 percent, but my anxiety level in the initial meeting has been
reduced by about 150 percent.

Dan Taylor, Advisor Freedom

Charlotte, NC

When you can know in the first 15 minutes of a
conversation how a person feels pain and aspiration – and,
therefore, whether you can lead them out of one and toward another
– that's the kind of nourishment that can cure anything.

Jennifer Summer Tolman, Second Summer Inc.

Pacifica, CA

The Dan Sullivan Question is a brilliant tool. It
allows us to have an initial meeting with prospective clients and
automatically makes the meeting all about them. This question has
become an integral part of our business for creating value for our
clients. It's not unusual for prospective clients to ask us why
their previous advisors haven't asked them these questions before.
At that point, they realize that we are all about them and not
us.

Ron Rogé, R.W. Rogé & Company Inc.

Bohemia, NY

D.O.S. has made a dramatic difference in our sales
process and allowed us to differentiate our organization. We are
able to build stronger relationships with our clients, as we have a
better understanding of their needs, desires, and motivations. This
question has directly resulted in the development of new products
and intellectual capital, growing our revenue by an additional 40
percent last year.

David Engel, Innovative Graphics Group

Toronto, ON

Simply put, Dan's question transforms the way my
clients think about their circumstances. It helps them quickly and
easily transition from a preoccupation with their concerns to a
positive mindset where they also recognize new opportunities. Most
important, this tool can be used over and over again. Any time a
concern or issue arises, this question is an effective tool for
bringing about clarity and certainty. It's ideal for breaking
through the paralysis that exists when opportunity is obscured by a
myopic focus on the dangers one faces.

Elizabeth G. Norman, CFP, Retirement Specialists,
Inc.

Brea, CA

Twenty years ago, my sales training taught me to open
the relationship by talking about me and why I am a person of value
and have an idea worth sharing. Using this method, I was reasonably
successful, performing in the top ten percent of professionals in
my field. When I learned this powerful question, my income
quadrupled, and I am now in the top one percent in my field.
Learning that it's not about me, but, rather, about them,
revolutionized my business. The great part is everyone gets more of
what they want.

Jeff Huston, Freedom Solutions

Buffalo, MN

Since we have begun using the question consistently,
we have seen a tremendous impact on our business. When working with
new clients, it immediately separates who wants to do business in a
transformational way from who is just looking for the cheapest
price. Our relationships have strengthened to the point that we
virtually eliminate the competition because no one else is like us.
Our hit ratio on new business opportunities has increased from the
50 percent range to the 90 percent-plus range. Our client retention
is almost 100 percent. This question may be the most powerful
question ever asked.

Bill Kliewer, BKCW Insurance

Killeen, TX

If there is any secret behind my success in being
named one of the top wealth advisors in the country, it is that I
really get to know my clients well. It is The Dan Sullivan Question
that has given me this great skill and advantage.

Joseph Janiczek, Janiczek and Company Ltd.

Greenwood Village, CO
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A Note To Start.
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Throughout this book I refer to a “program” for
entrepreneurs. It's called the Strategic Coach® Program, and you
can read about it on Page 85. The Program develops and expands from
the continual asking of the “special question” that is described on
the following pages.

I had a college professor 40 years ago who said,
“Answers are a dime a dozen. What's rare in this world is a
really great question. What's yours?”

I came up with my mine in 1982 and loved it from the
very first moment. Since then, I have built my life and my business
around it. Along the way, I discovered that thousands of other
individuals have found the “special question” equally motivating
and useful in building theirs.

None of this would have occurred without the
encouragement of my partner, Babs Smith, who always tells me that
this is a really big deal.














The 23-Minute Answer.
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One day in August 1998, I answered the phone,
“Hi, this is Dan Sullivan.”

The person on the other end said, “Dan, thanks
for taking my call. Could you tell me more about your
Program?”

One of my sales team had asked me to talk to a “hot
prospect,” a referral from a long-time client. The man was almost
sold but just wanted to have a brief talk with me. He would make up
his mind after I explained how our Program would work for him
specifically.

“I'm 90 percent there. I just want to hear it
from you. I'd like you to explain it before I decide.”

I replied that before explaining anything about the
Program, I'd like to ask him a question:

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?”

When I finished, there was a long silence. It was
uncomfortably long, but I didn't say anything else.

Then he answered: “Well, three years ago, I was a
complete and total alcoholic. Nothing in my life was working. I had
dug myself into a deep hole. So it's taken me three very hard and
long years just to get back to ground zero. And over the next three
years, I have to make some amazing progress — not only in my
business, but in every area of my life.”

When he started to talk, I looked at my watch. He
talked for 23 minutes straight, without me saying a single
thing.

When he finished, he said, “Well, Dan, your
Program sounds pretty good. You've answered all the questions I had
on my mind. I'm ready to sign up.”

Whenever I recount this story, especially his final
comment, I always get a big laugh. At first hearing, it seems like
a weird, almost nonsensical thing for him to say.

Most people shake their heads when I ask, “Did I
tell him anything about the Program?”

“No,” they say. “He did all of the
talking. It was all about him.”

But, then, invariably, someone will say something
like this: “No, you told him everything he wanted to know about
your Program. Namely, that it was going to be about him, not you.
That's the biggest thing he wanted to know.”

People want clarity, confidence, and capability.

I tell this story because it illustrates a truth
about today's world and the marketplace: People want the
conversation to be about them. They want to be asked about
what they want.

What they want, I've discovered, are three things:
clarity, confidence, and capability. Clarity about their future
direction, confidence about what they've already achieved, and the
capability to achieve bigger goals.

By asking a question — a special question — and
listening for 23 minutes, I provided this man with all three of
those benefits. Because I asked him the right kind of question and
listened to what he had to say, he felt clearer, more confident,
and more capable. And because he felt that way, he wanted to sign
up for my Program.

My contention in this book is that the question I
asked is the most important question you can ask of anyone. I
believe it's the most important question in the world. Again,
here's how it goes:

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?”

In order to convince you to use this question for
yourself, I'd like to analyze the conversation I just related.
There are many important things to learn from it. By grasping what
happened with this man on the phone, you can transform your
approach to your whole future.

Let's break the conversation down into five parts.
Each part contains a powerful psychological and practical lesson.
Each lesson represents a lifetime capability that you can easily
and quickly master.


Part 1: I provided an answer that was a
question.

The lesson here is that you shouldn't answer someone
else's question unless you've first asked the special question that
I asked in my story. Here's why:

The prospective client was expecting me to answer
his question with a sales pitch because that's what everyone
expects. And, invariably, the answer that people get is something
that has been completely rehearsed.

In fact, the whole world today is about rehearsed
answers. Everyone is competing with everyone else to have the
cleverest, most persuasive “answer.” Billions of answers every
moment, everywhere on the planet, are all competing for everyone's
attention. The shouting keeps getting more insistent, and the
volume keeps getting higher.

So in a world where everyone is competing with their
answers, how do you differentiate yourself from everyone else?

With a question.

But not with just any old question.

The question I asked immediately and permanently
differentiates you from everyone out there who is competing with an
answer — which gives it a unique power.

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?”

This is the basic way to ask the question. It always
has a powerful impact because it makes the person asked think in a
way they most likely haven't before.


Part 2: I asked the question and then shut
up.

This is absolutely crucial. Ask the question, and
then don't say anything else until the person answers.

It's an unusual question, but it's easy to
understand. I've never had anyone say, “I don't understand what
you're asking.” Over the past 15 years, I've asked it thousands
of times, and everyone grasps what it means.

The special question is very visual. It asks people
to imagine a point in the future. Then it asks them to visualize
what the next three years are all about for them. It asks them to
see what's most important to them over this coming period.

All you have to do is ask the question, and their
imaginations will take over. Their natural ability to visualize
will do all the work. If you say anything more before they answer,
it interferes with their imagination. Just ask the question;
they'll do the rest.

Many people respond, “Wow, that's a really great
question.” A successful trial lawyer told me, “That's the best
question anyone has ever asked.” Frequently, people will say, “This
is really a deep question. Boy, that really gets me thinking.”


Part 3: Jack answered the question.

In doing so, this future client, whose story I tell
at the beginning of the book, probably gave me the best answer of
his life. That's because it was the best question he had ever been
asked.

Actually, I've discovered that there are three
different ways people respond to the question. The best way to
describe these three are as Users, Confusers, and Refusers:

Users: These are the 85 to 90 percent of
people who answer the question pretty much the same way as Jack did
in the story I recounted. They don't all talk for 23 minutes, but
they do provide a substantial answer. Many people who have mastered
this question report that the ensuing conversation can last an hour
or more. And it's a great conversation, one of the best that you
can have with anyone.

Confusers: These are individuals who do not
have a future that they can imagine. Their minds either don't work
in a visual way, or they are so confused about their past, present,
and future that they can't create any answers. In some cases, the
question helps them to break out of this. If not, asking the
question at the beginning of a conversation helps you to recognize
that there is nothing you can do for them.

Refusers: In my experience, up to five
percent of the people will never answer a question like this. I
call them Refusers because they do not really want to tell you
anything about themselves or their future. This is fine because it
saves you a lot of time that would be wasted attempting to create a
relationship where none is possible.

It surprises many people that only one out of 20
individuals — at most — refuses to answer the special question. But
these same people, when I ask them the question, always
answer. In fact, they are eager to do so.

The vast majority of people immediately see the
question as a unique and valuable opportunity to think about things
in a new, better, and different way. It's rare that they get to
think and talk in this way.

The person who asks them the question is creating
great value for them. For many people, there's nothing that could
help them more.

If you're the one to ask this question of a person
who understands its worth, you automatically become one of the most
valuable individuals in his or her life.

And even those who refuse to answer the question, or
who are confused by it, will never forget the question. It stays
with them. I remember one man in particular who was hostile when I
asked the question, saying, “I don't even know you. Why would I
ever tell you anything about my future?”

My approach when this happens is to thank Refusers
for their time and say, “I appreciate the opportunity to ask
this question. I wanted to see if there was any way I could be
useful to you in your future. Since you don't want to tell me
anything, there's nothing that I can do for you.”

With that, I end the conversation and leave. This is
a shock to the other person because I am actually rejecting them,
not the other way around. In many cases, they try to get me to come
back, but I never do. They get one chance, and that's it. There are
thousands of great people in the world who would want the
opportunity to answer the question. I want to get on to them.

In the case of this particular man, I encountered
him several years later at a business conference. He came up to me,
all smiles, and shook my hand. He said, “Do you remember when
you asked me that question and I refused to answer? I couldn't get
it out of my head for six months. The fact that you just got up and
left really jolted me into realizing what a jerk I was. I just want
to thank you. It really turned me around.”

One way or another, the question always does good
things.


Part 4: The question answers many
questions.

After Jack had talked for 23 minutes, he said that I
had answered all of his questions about the Program. In actual
fact, I had created the opportunity and framework for Jack to
answer his own questions.

I believe that's what everyone is looking for.

The biggest challenge for everyone living today is
how to adjust to a continual increase of complexity in every area
of life. There are always more things to think about, and
everything is speeding up.

There are many reasons for this complexity,
technological change being the biggest. But, whatever the
particular reasons, all of it causes three problems for most
people. They are in danger of experiencing greater confusion,
isolation, and powerlessness as the world around them continually
changes.

For many people — even the most successful and
advantaged — much of what happens that is new doesn't make any
sense. Compared with how they remember previous times, today's
world is much more confusing.

At the same time, they feel more isolated with this
growing confusion. There is no one around them who can clarify
things and make the changing world understandable.

The combination of growing confusion and isolation
makes many people feel powerless to change their lives in a
positive way. It's a vicious cycle. As things change and life
speeds up, the compounded sense of confusion, isolation, and
powerlessness deepens. This doesn't happen all at once, but rather
by degrees. One way to measure the increase in the problem is by
the number of questions individuals have about their future that
they can't answer.

And no one else in the world can provide the answers
for them.

For a growing number of people today, there are no
“answers” from the outside that solve these three problems of
confusion, isolation, and powerlessness. This is why there is a
general “crisis of leadership” in most areas of life. Those who are
in charge don't have answers — cannot have the answers — that
people find useful for what lies ahead in their lives.

More and more, in a complex world, the answers that
people find valuable will be their own. These will come from the
inside, in response to the right kind of question.

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?”

The question provides a framework that enables
people to simplify their personal complexities.

Confusion is transformed into clarity when
they answer what has to have happened for them to be happy with
their progress.

Isolation becomes confidence when they
realize that they can clarify their own future. The moment that
people have a sense of personal direction, they immediately feel
connected to the world around them.

Powerlessness transforms into capability as a
result of their new clarity and confidence. In the case of Jack, he
made an immediate decision and an investment.

All of these personal transformations begin to occur
whenever individuals answer the question. There are no external
answers in the world that have this effect.

But the special question always does.


Part 5: The question leads to decisions
and achievements.

Jack had recovered from the worst effects of his
alcoholism by not drinking. But he was now stuck, not knowing what
to do next. Freedom from doing something bad does not automatically
translate into greater freedom to do something good.

As soon as he answered the special question, he
signed up for my Program. Once in the Program, he made a long list
of improvements he wanted to make. Over the next three years, he
did make amazing progress, and he's made even more since then. As
usually happens, his actual progress was greater than he envisioned
when he answered the question.

When I saw him over those three years, he always
said, “I can't thank you enough for that discussion.” A
discussion where I only asked a single question.

This has happened with thousands of other people who
have answered the question. Many of them, in turn, have learned to
ask it of others. This single question has led to millions of
decisions and achievements in many places over the past ten years.
In every case where people have answered the question, they
immediately gained a sense of clarity, confidence, and capability
that was missing before.

None of these answers came from me, or from other
people who asked the question, because the special question creates
the framework for individuals to create their own answers. It leads
to a powerful discussion that can be created in no other way.

The framework for the discussion actually has two
separate dimensions. The first relies on people's imagination. The
second relies on their emotions. Everything I've related up to this
point is the result of asking the first dimension of the special
question.

In the next section, I'll explain the second
dimension of this framework, but before doing this, I'd like to
explain the crucial factors that make the “special question” work
so well.

Four ingredients that have to be there.

Over the years, many people have heard me say the
special question when I was giving speeches. They immediately went
away and tried to use it based on their memory — but they often get
it wrong. Then they tell me that the question doesn't work.
However, it was their version of the question that didn't work.
They had left out one or more important things.

The special question always works if you are careful
to include four crucial ingredients. Each one has a powerful
psychological and emotional impact. When all four ingredients are
included in the question, the impact is transformational.

• “If we were having this
discussion”: If they agree to the idea that you are having a
meeting and discussing things at some point in the future, it also
means that they are okay with having a relationship with you. In
other words, they are agreeing right up front that the two of you
can be working together — on something — in the future.

• “Three years from today”: This
takes them out of the present to a specific point in the future.
The moment their mind goes there, to a specific time period, they
immediately gain a new perspective. Right now they are surrounded
by complexity. But three years from now, in their imagination, they
are free and clear of their present circumstances and issues (see
question 8 on page 78).

• “Looking back over the three
years”: Now you are having them look at the present from a
superior future vantage point. When people do this, their thinking
immediately simplifies in a dramatic fashion. They quickly see
what's important in the present and what's not.

• “For you to feel happy”: The
biggest thing that everyone is striving for is their own
custom-designed happiness. Everything we want to gain, everything
we want to leave behind, is for the sole purpose of increasing our
happiness. And we want this to happen in every area of life. We
have many measuring sticks in our brain. “Feeling happy” is by far
the most important and permanent one (see question 9 on page
81).

As you go through the book, you will read about
different examples where individuals are modifying the question for
specific situations. In every case, these modifications only work
if they include these four crucial ingredients. And when they are
included, these modifications always produce great results.

Now let's jump to the next level.














The Great Conversation.
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The second dimension of this discussion is called
The D.O.S. Conversation®. Here, there is the possibility of a great
ongoing discussion that can continually transform how people
organize their lives for the better.

I've discovered that it is easier for people to
create their most important answers if they can do their thinking
inside a particular structure that makes use of their most powerful
motivating emotions.

Dangers, opportunities, and strengths.

The acronym D.O.S.® stands for dangers,
opportunities, and strengths. Here's what the whole question, both
dimensions, looks like:

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?

Specifically, what dangers do you have now that need
to be eliminated, what opportunities need to be captured, and what
strengths need to be maximized?”

This second question taps into deep and powerful
emotions. We all experience life emotionally before we make sense
of what we are feeling. Even the most rational individuals start
their thinking process on the level of their most powerful
emotions.

Making use of fear, excitement, and confidence.

Three emotions, in particular, motivate most of our
thinking and achievement. Over the past 30 years, I've experimented
with other possibilities but these three provide the most positive
and motivating answers:

The first is fear, the fear of losing things
that are important to us. These are the dangers.

The second is the excitement of gaining new
things that are important to us. These we call opportunities.

The third emotion is confidence, from
capabilities and resources that we already possess. These are our
strengths.

The raw material for everyone's daily thinking and
activity consists of these three emotions — fear, excitement, and
confidence — as they relate to our existing dangers, opportunities,
and strengths. The D.O.S. Conversation uses these motivating
sources to create motivating answers. It's how our emotions and
minds naturally work together.

The D.O.S. Conversation builds a framework around
this motivating process inside each of us, so that our emotions and
imaginations, in alignment, enable us to create increased clarity,
confidence, and capability.

Every time the special question and D.O.S. are used
in combination, they provide personal simplicity in a world of
complexity.

What most occupies all of us every day.

When people think about their future in terms of
D.O.S., everything becomes simpler. These three categories, tied to
powerful emotions, cover most of what concerns the majority of
people on a daily basis. They fear the possibility of losing
important things. They are excited about the possibility of gaining
new things. And they feel confidence from the things they have
already achieved and possess.

They are already thinking in terms of three years
into the future because of the special question. Now they can think
about these three years just in terms of dangers, opportunities,
and strengths.

When this simplicity takes hold, they become focused
and truthful. All the mental clutter and noise disappear. There are
just a small number of issues that they see as important.

I have experienced the focused truthfulness that
emerges in The D.O.S. Conversation hundreds of times. Others who
have mastered the conversation report the same thing. It always
occurs when people focus on their most important dangers,
opportunities, and strengths.

It seems that the opportunity is too important for
them not to tell themselves the absolute truth about their
situation as they see it. It is the special question and the D.O.S.
framework that sets up this opportunity for them. They don't want
to misuse or waste it.

All progress starts by telling the truth.

The moment people tell the truth about their D.O.S.
issues, their progress starts. No matter where they are, they start
moving forward with a sense of enthusiasm. The progress starts
first in their minds: Their imaginations are engaged and their
emotions are focused. Then it translates into their decisions to
move forward, followed by actions and achievements.

Once D.O.S. is added to the special question, it
creates a multi-dimensional discussion.

“Specifically, what dangers do you
have now that need to be eliminated, what opportunities need to be
captured, and what strengths need to be maximized?”

People feel a sense of clarity, confidence, and
capability regarding their future that had been missing.

Dramatically transforming how business is done.

Over the past decade, I've taught thousands of
people — both directly and through other coaches — to use D.O.S. in
their businesses. It is a skill that can be grasped conceptually in
the time that it takes to read this book. It can be mastered in
practice after a month of frequent use, after as few as ten
experiences.

This new capability has dramatically transformed how
these individuals create value for their own clients and customers.
It works in every kind of business, with every kind of
clientele.

Once they've mastered both the special question and
The D.O.S. Conversation, their business relationships and
organizations undergo a productive and creative change. Within a
matter of six months, they're operating in a fashion that makes
them immune to competitors in their marketplace.

Here's the difference: As one of the entrepreneurs I
coached to use The D.O.S. Conversation said, “I've never had
discussions like this in my previous 20 years. Before, I was just
getting information. Now, I'm getting the real deal. Every
time.”

Another entrepreneur told me this: “They've never
told anyone these things. They've never even told themselves that
these were their central issues. It's amazing to see how surprised
they are with their own answers.”

A third reported: “Just having this conversation
is worth tens of thousands of dollars to them in terms of their
ideas and the actions they are able to take. And they want to pay
me for my questions!”

The three entrepreneurs I quoted were surprised by
this response. But it happens so predictably that I consider it to
be normal. I sense that people respond so powerfully to D.O.S.
because the answers that emerge liberate their emotional power.

Emotional freedom in a complex world.

The three impacts of growing complexity in the world
— confusion, isolation, and powerlessness — deprive many people of
their emotional freedom. This deprivation occurs gradually, by
small degrees, over many years. But when they enter the D.O.S.
framework, the sense of emotional freedom comes back suddenly.

The combination of the special question and D.O.S.
gives them a focused emotional power that many associate with being
happy. Based on hundreds of D.O.S. Conversations that I have
participated in, it certainly is what most people experience as
excitement.

Before, they were feeling blocked, stuck, and
frustrated for any number of reasons — all related to varying
degrees of confusion, isolation, and powerlessness. Now, after The
D.O.S. Conversation, they feel freed up in a way they have never
experienced. Before, the thought of the future was worrisome and a
burden. Now, it is buoyant and motivating.

Just the special question on its own produces a
uniquely valuable experience. In my discussion with Jack, I had not
yet developed the D.O.S. question and framework, but he still
remembers the simple question I asked him, and his answers to it,
as a life-changing breakthrough.

Using D.O.S. to create a strategic plan and
path.

The addition of D.O.S. creates not only answers, but
a strategic plan and path. For most people, it is the best plan
they've ever had. It provides the best possible track for them to
make both personal and professional progress.

I'd like to describe how I help someone create this
strategic capability. My experience is that it can be done in a
single hour, two at the most. It happens so quickly because the
individuals already have all of the answers they need.

I start by asking both questions, one right after
the other:

“If we were having this discussion
three years from today, and you were looking back over those three
years, what has to have happened in your life, both personally and
professionally, for you to feel happy with your progress?

Specifically, what dangers do you have now that need
to be eliminated, what opportunities need to be captured, and what
strengths need to be maximized?”

This requires memorizing the questions, which most
people can do in an hour or so. With a few weeks of use, the
questions sound as natural as normal conversation.

For years after developing the D.O.S. framework, I
would just ask the special question and let people talk for five to
ten minutes. But asking the two questions together gets a much
better and faster result.

Many people are not used to talking about the future
in a focused way. They live in situations where daily conversations
are almost entirely about the past and present. Few people they
know can talk usefully about the future. This, of course, is one of
their biggest frustrations.

D.O.S. gets to the central issues and truths.

When I add D.O.S. immediately after asking the
special question, it focuses their thinking much better. They get
to the truth of their situation — both what they want and don't
want over the next three years — more quickly. Their answers are
much more valuable and useful to them.

After asking the two questions — both special and
D.O.S. — I focus first on their dangers.

What existing dangers do you need to eliminate in
order for you to be happy with your progress over the next three
years?

Some people don't like the word dangers, so I
substitute problems, worries, or concerns. It's a
personal preference, and I want to use the language that works for
them. But for most people, dangers is fine.

One tip here: It's crucial to stress the
possibility of loss, regardless of what word is used. The
emotion underlying dangers that we want to utilize is fear: the
fear of losing something that is very important to them.

When people are confused by complexity, fear is a
great paralyzer. But when they become clear, fear becomes the
greatest of motivators. The D.O.S. Conversation transforms fear
into a great resource for achievement.

Always be recording and repeating back.

When the person starts to answer the danger
question, I ask if I can record their answers for them. It's
important to do this in order to capture their language, and so you
don't miss any part of their answer.

When they finish answering to their satisfaction, I
use my notes to repeat back to them what they said. My role here is
not to offer any advice, suggestions, or solutions. My role is
simply to let them hear all of their answers clearly and
quickly.

Usually — especially with the danger issues — the
result is that people feel more relaxed. They are relieved to have
told themselves the truth. Until I asked the question and recorded
their answers, their dangers were confusing to them, which always
makes people feel tense and anxious.

Once I've repeated back to their satisfaction, I ask
them to put their dangers in order of priority. Which is number
one? Number two? Number three? I circle the written dangers and
number them. Again, after doing this, I repeat back the order that
they have given me.

Often, after this first stage of identifying and
listing their top dangers, they will say something like, “Geez,
that feels good!” And, of course, it does. When we go from
confusion to clarity, it is a great feeling. When fear is
transformed from a paralyzer to a motivator, it feels wonderful. In
all of the D.O.S. Conversations I've participated in, my sense is
that the other people are feeling a big boost of emotional freedom
and power. And none of this has come from any answer that I
provided. It has resulted from the answers that they have created
for themselves in response to my special question and the D.O.S.
framework.

Gaining something new and important.

After the three top dangers have been noted and
ranked, I go through the same process with the opportunities and
the strengths.

What are the three biggest
possibilities of gaining something new and important
that need to be captured? What are the three
most important existing capabilities and resources that need to be maximized?

It's important to be reading back what the
individuals are listing as their key D.O.S. issues. This enables
them to make a continual series of judgements and decisions related
to what represents their best progress over the next three years —
the progress that is going to make them the happiest with their
improvement and achievement.

When completed, the D.O.S. framework consists of the
three top dangers, three top opportunities, and three top
strengths. These issues are best written on a sheet of paper that
can be saved for reference. In many cases, I've had people hold
onto this sheet for years because they consider it to be so
valuable.

Transforming nine issues handles many others.

I am often asked, “What about the other D.O.S.
issues, the ones that don't make it into any of the top three
categories?” My experience is that if the top three issues—nine
in all—get transformed through decisions and actions, all the other
issues also get transformed. And a great many things also get
handled that weren't even identified.

What matters most here are not the issues
themselves, but the increased clarity, confidence, and capability
that come from identifying and transforming any one of them. What
is occurring in this whole process is an imaginative and emotional
transformation. As this occurs, all sorts of remarkably good things
happen, many of them complete surprises.
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