
Practicing the Art of the 
Question

Richard Pennington



Art?



o Help the Team Keep Purpose in Mind

o Use Just Enough Structure to Help 
Organize Thinking and Action

o Use Questions Effectively to 
Help the Team Learn

o Help Promote Collaboration and 
Feedback by Stepping to Their Side 
Ofteno Help the Team Engage by 

Committing Your Time and Attention

Lead Laterally: Choose to Help



Gyroscope



Balance advocacy and inquiry 
– Peter Senge 



Silent

Listen



The Open-Ended Question



Ask real questions

Think there’s hidden 
agendas here?



Why?



How will we know we succeeded?



What was a procurement experience that worked well?
What from that experience can we learn about the 
procurement system today?
What would the procurement system be like if it were 
perfect?





Forming Brainstormed to create the 
team

Storming
Off track initially trying to solve all 

disaster issues 

Norming Stayed focused through use of a project 
charter;  Discussed “commitment”

Performing
Mapped processes; developed intuitive 
procurement guides tested though table 

top exercises; revisited charter, goals often

Oregon’s Disaster Preparedness 
Workgroup



Do you put ‘?’ on your agendas?







What information do your 
stakeholders need?



What measurements help reduce 
uncertainty in decision-making?



Five why’s?

First ask how? Then why? 
Then decide



What did we expect to 
happen?

What 
actually 
happened?

What are the 
reasons for the 
difference?

What did 
we learn 
that can 
used in 
the future?



From: David Nash 
Sent: Friday, September 29, 2017 5:15 AM
Subject: ? of the day - Sep 29 CPPO

1.  What is the difference between a
specification and a scope of work?



Onboarding and Mentoring in 
Cobb County School District, Georgia

• Tailored topics
• Invited review of more 

senior professionals’ 
work

• Found opportunities 
for experience, e.g. 
pre-bids

• Patience
• Staff meeting mini-

training



What if?



What did you do when you were at 
your personal best as a leader?  

– Kouzes and Posner



How can I help?



What’s one thing I can do or stop 
doing to help you succeed?



Richard Pennington

General Counsel
rpennington@naspovaluepoint.org
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