Fair Process

“Individuals are most likely to trust and cooperate freely with systems — whether they themselves win or lose by those
systems — when fair process is observed.” (Kim & Mauborgne, 2003)

Fair process is a values-driven decision-making approach that include the 3 E's in the following order:
1. “Explanation” -Determine and share what value will drive the decision
2. “Expectation Clarity” -Share process, decision and next steps
3. “Engagement” -Hear all voices that will be impacted

The following queries can assist you in implementing fair process (with or without shared decision-making):

Explanation Queries
e What values drove the decision?
Why did the decision need to be made and why have you made it now?
Who did you talk to and what did you talk about with them?
What were the options you considered?
What was the criteria you used to make the decision (include company values or operating principles if
relevant)?
What tradeoffs were considered?
What are the perceived risks associated with the choice and how will you mitigate them?

Expectation Clarity Queries

Who's responsible for implementation?

What is the timeline staff can expect this to happen on?

What are the follow-up meetings that will be held?

What are the changes to goals, targets, and milestones?

What are the documentation changes (i.e. SOPs, Job Descriptions, Skills Matrix, Salary Bands, Org Chart)?
Who can support staff during change?

Engagement Queries
e Who's responsible for this decision?
Who is impacted by it? Who is most negatively impacted by it?
Who has the expertise to be helpful in making the decision?
Who might bring a different perspective to the problem? Who might see risks or gaps that you might miss?
What's an outcome you think we should avoid? Why?
What's your controversial “take” on this problem?
One idea on the table is [idea]. What are some potential issues with that solution?
What's an alternative you can think of?
What support is needed, knowing this is coming?
What else?

Impacting educational culture and outcomes with Trauma-Responsive, Restorative & Equitable
Practices that systematically promote wellness, safety & community support for all.



https://hbr.org/2003/01/fair-process-managing-in-the-knowledge-economy

“What to say when you can’t say anything.”

Reflection:
Think of a situation you were involved in where shared decision making wasn't possible (or fair process
wasn't utilized) and create a statement for each of the following that could have been used in that situation:

Share facts
e “Beginning next month, we will no longer be implementing...”
e ‘“Laura has resigned. We are not at liberty to share the details of her departure, but we will be as
transparent as we can about the process and work to support you during this transition.”
e Your statement:

Share process

e “We will be sending out an email with specifics regarding these changes. Each department will work
in their teams to learn the new policy and strategize how to support each other through this time.

e “We will be posting the opening next week. While we work to hire someone for Laura’s position,
Thomas will be filling in. He will be meeting with your team on Monday week to understand what
support you & your colleagues need during this transition.”

e Your statement:

Share values
e “We understand that some of you may be shaken up from this experience while others do not feel
impacted Remember, no matter what, we put kids first, take care of each other and are innovative in
our process.”
e Your statement:

Share what you don’t know or can’t share
e “At this point, we aren’t sure how long this new process will take to fully implement.”
e “We cannot share any details about Laura’s departure and we don't know how long it will take to fill
her position.”
e Your statement:

Other suggestions:
e Use short & clear sentences
e Repeat yourself
e Putitin writing
e Take the time to gather the information and follow up
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