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Developing Givens for 

an Organization 

Defining the Expectation Zone 

During the readiness stage of organizational development processes, we recommend that 

formal leaders need to define the expectation zone within which the work of the organization 

occurs. This expectation zone is defined by developing clarity about the givens, about what 

is not negotiable in the organization. 

• People do amazing work within this expectation zone when it is made clear to them 

• They come to an understanding of the space that is created, the space for creative 

thinking, innovation, solutions, collaborations 

• The defined non-negotiables simultaneously define the space that is open 

• Sometimes the space is very small, sometimes it is quite big, and of course 

everything in between 

• This gives definition to the expectation zone. What is vital and non-negotiable. 

 

Clarifying the givens clarifies the expectation zone. Within this expectation zone, the 

participants in a process have the experience of maximum choice, maximum freedom 

• Maximum choice, maximum freedom is a principle of the Genuine Contact Way of 

working. What this means to us is that we work to clarify the givens, to clarify the 

expectation zone to open up as much space as possible in the process for people 

to do their best with what they bring of themselves, their knowledge, their creativity, 

their innovative approaches, their best contributions 

• With the givens noted explicitly, people no longer restricted their contributions due 

to assumptions that the contributions weren’t wanted 

• With the givens noted explicitly, people no longer waste energy developing 

solutions for what was non-negotiable, what was fixed and could use their energy 

within the zone created for their contributions 
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When working with this tool, start with the center, with recognition of the freedom to operate, 

the freedom to get the job done and done well. When the freedom to operate is sufficient, 

people are creative, innovative, take responsibility and engage in decision making.  

 

Your task is to clarify the givens for the organization, thereby clarifying the amount of 

space staff have for creativity, innovation, the taking of responsibility and any 

decision-making.  

Givens are necessary to support highly participatory facilitation methods at work, processes 

designed to stimulate creativity, innovation, calling on responsibility, and figuring out the best 

path forward while catalyzing a culture of development.  

As leaders, it is important to know and be clear about how much space you are actually 

opening up. Think of the givens as defining the space to make a difference, without closing 

it. For organizational success, it doesn’t matter how big or small a circle around the space is 

created. What matters is that it is truthful and clear. Some leadership teams that we have 

worked with say that getting to the clarity needed is the hardest work they have ever done, 

and they also say that thinking in this way is something they wished they had done earlier in 

their careers as they experienced a lot of benefit from this in leading their organizations.  

Think of the givens for the organization as defining the expectation zone so that people can 

move forward together, knowing the parameters that their leaders have set. 

To assist you in coming up with the givens, we have provided common categories for givens 

and some hints, considerations, and questions are offered for guidance.   
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Purpose 

(is the purpose of the organization a given or is it open for change?)  

 

 

Vision 
(is the vision of the organization a given or is it open to change?) 

 

 

Strategic Direction 

(is the existing strategic direction of the organization a given or is it open for change?) 

In a larger organization, consider the levels of leadership that offer strategic direction. For 
example, an organization might offer strategic direction and then each business unit 
develops strategies for how they will achieve their part of the objectives. There could be one 
given for all of theses levels of strategic direction or there could be multiple givens if the 
expectation zone is different from one level to another. 

 

 

 

Structure including policies and procedures of the organization  

(is the existing structure a given or is the structure open for change?)  

Please note when answering that structure includes the hierarchical structure which is often 
the reporting structure, the functional structure which may be different from the reporting 
structure in organizations that need cross-cutting work to be accomplished, policies, 
procedures and job descriptions so the answer of what is given here may differ based on 
which component of the structure. 

 

 

 

Laws and regulations that apply to the organization.   

The answer may be that it is a given that the organization must abide within the laws of the 
country within which the organization operates. It could also recognize that the organization 
will invest in lobbying for changes to laws and regulations. When an organization operates in 
multiple countries, how is this addressed? Is the organization responsible to any regulatory 
bodies? 
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Information  
(what will happens to information generated during the course of work?)  

The given about information is usually that it will be read by others who are not directly 
involved in the work. How is this information shared/published? What considerations are 
there around confidentiality and intellectual property? Does the organization have a policy 
that describes this that is mentioned in the given?.  

 

 

Decision making  
(how decisions are made within the organization)  

What is the chosen decision-making method? Who makes what kinds of decisions and what 
authority do they have to do so? When someone needs to seek a decision from another 
person, what is the timeline within which decision-making happens or how is the timeline 
communicated if the timing is on a case-by-case basis? Is there a policy that describes 
decision making that can be referenced here?  

 

 

 

Resources 

(what is the given pertaining to resources needed to get work done?)  

How are resources (time, materials, office space, and other resources) allocated to get work 
done? Once they are allocated, is it possible to request additional resources when they are 
identified as necessary to get work done successfully? If so, how? 

 

 

 

Financial considerations  
(what is the given regarding financial considerations that the people in the organization must 
be aware of?)  

Must work happen within the approved budget? If additional budget can be requested, how 
does that happen? If it cannot be requested, does work have to happen within the approved 
budget or can resources be raised in another way (e.g. increasing sales revenue)? 

 

 

 

Intellectual property 

(what is the given regarding intellectual property?)  
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Future accountability  

(what is the process for follow up on chosen work packages, key performance indicators (or 
whatever progress measurement tools are used), strategic objectives, etc. to ensure that the 
work was completed?) 

How do people receive information about work to be completed? How is the work tracked? 

What is the framework for monitoring work, having accountability, celebrating 

accomplishments, and making adjustments as necessary to achieve the strategic direction? 

 

 


