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~Learning Objectives For: ’ N

CLEAR AND CREATIVE THINKING

The objectives for Clear and Creative Thinking are listed below. They have‘been\ N
developed to guide you, the reader, to the core issues covered 1n this bbok\;\

THE OBJECTIVES OF THIS BOOK ARE:

O 1) To explain how clear thinking can open the reader s mlnd
to new ways of looking at problems and opportumtres

O 2) To explore creative and analytical techmques for
generating fresh possibilities o -

A 3) o illustrate the role that Values Culture, and goals have mn
resolving an issue successfully ) N

Q 4) To help readers understand and select approprlate strategres for
implementing decrs1ons ;

ASSESSING YOUR/PRGGREss

In addition to the learnmg ObJCCtIVCS above, Course Technology has
developed a Crrsp Series assessment that covers the fundamental
information presented in this book. A 254tem, multiple-choice and true/
false questionnaire allows the reader to ‘evaluate his or her comprehension
of the subject matter. To buy the assessment and answer key, go to
www.courseilt. com and search on. the book title or via the assessment
format or call 1- 800 -442- 7477

Assessmmts slzould not be used m cmy employee selection process.

\
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Introduction

Why didn’t I think of that!?

Do opportunities escape your attention? Do proposals have unexpébted adverse
consequences? Do problems go undetected too long? It isn’t easy to step out51de :
your own thinking, and even harder to see where your thlnkrng went awry )

That’s where clear th1nl<1ng comes in. Clear and creative, thmklng precedes effec
tive and cornpasswnate action, advancing what you Value Pract1c1ng clear thlnklng
enables you to improve your performance by: ! o /

»  Drawing useful conclusions from limitea information

» Tapping your creativity to generate fresh \f)\\@s\sibilitie\s\\/’/

» 'Translating promising opportunities mnto \(\lesired\butcomeé/

» Using logic and 1 1ntu1t10n as alhes to ant1c1pate and resolve problems

So what exactly is clear thinking? Let’s look at thlS term in relatlon to others used
throughout the book in dlscussmg creatlve and analytlcal thinking.

» Thinking is C/Q\gmtlon and emotion that enables you to understand and
appreciate the reality you and others perceive

» Clear th1nl<1ng nnnlmlzes the 1nﬂuence of dlstortlng filters such as
rnlnclﬁsets attachments asSumptlons and expectations

> Creatwe th1nk1ng adds Value by discovering or inventing new ways of
leokmg at. the familiar

> /_Crltlcal thlnklng 1s the use of analytical reasoning to draw useful
/ conclusmns from llrmted information and to verify the truth of a claim or
" assertion

NOT FOR PRINTING OR INSTRUCTIONAL USE



Based on hundreds of skill—building workshops, this book offers practical sugges :

tions and helpful exercises for clear, effective thinking. Participating in this book’s
exercises will help you to make the concepts your own. As you work through the

book, you will be learning how to: /S \
» Judge the soundness of proposed ideas /N T

Avoid crises S A .

Heighten your awareness of bias NS SN

Resolve ethical dilemmas AL

Yy Y VY Y

Start now by identifying a real-life issue of concern 0 yau—somethmg about your
work, a disagreement, or a career question. Write' your issue below: "Think about
this issue as you work through the book. Some of the exercises will have you refer-
ring to this focal issue as you apply clear- thlnkmg concepts toward its resolution.
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Opening Your Mﬂ'ﬁd
to Clear Thmkmg

\
é........ £
~ Nothing })as such pow/ to broaden the mind as the ability to
mves@zt/e/systemmzcally and truly all that comes under thy
{ \obserz}a on in everyday ly/

O\ AN —Marcus Aurelius, Meditations
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Developing a Whole-Picture Perspective

In a famous quote, Woody Allen once said, “More than at any time in history,
mankind is at a crossroads. One path leads to despair and utter hopelessness, the
other to total extinction. Let us pray we have the wisdom to choose corree(;ly

Allen was poking fun at “either/or” ways of thinking—choosing k between two
undesirable alternatives. But too many people get bogged down n Just such a
quagmire with seemingly no way out. / )

Clear thinking helps you to break free of such a limited perSpecuVe

That’s because clear thinking skills require looking at the whole Wstem in Wthh )
problems and opportunities occur. Except in the sp1r1tual realm, everythmg is
part of a larger system. By identifying a larger context, you open your mind, o
multiple possibilities rather than feeling compelled to choose the lesser of two
evils. ¢\ . .

When you look at the whole system in whlch problems and opportunltles occur,
you are receptive to new ways of thinking and respondlng !

Clear thinking helps you identify hidden assumpuons and quest1on unchallenged
beliefs. It helps you break free of mind-set condltlomng, the ways you have been
conditioned to respond. ! \

As you review the issue yow recorded in the 1ntroductlon ask yourself:
What is l‘/ze system or larger pza‘ure of which dhis issue is a part?

"Two tools for whole plcture thmkmg are 1ncremental and transformational strate-
gies. /

Supjury |, 2AneaI) pue Ied)
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Incremental Thinking

Incremental thinking is appropriate when you feel essentially satisfied with the
status quo and simply want modest improvements. In an orgamzatlonal context,
incremental thinking is the core of continuous improvement programs. japanese
manufacturers, masters of incremental improvement, call thlS k1nd of thlnkmg
kaizen. S

Incremental change is step-by-step movement along’ the pafh b}/r\which you
mntend to reach your goals and realize your values. Each step ’Wlthm the
current system aims at an improvement in degree : S

Most people are able to think incrementally as they plan to do more of the same
and do it better. Incremental thinking works for deahng with “maze problems n
which step-by-step movement along a path will get you to your goal It 1s when
incremental changes fail to adequately advance your goals that a shift to transfor-
mational thinking 1s in order. Then it 18 t1me to " knock down maze walls” and
rebuild. \ ) !

PLAN YOUR WORK
SRR e T
w -/ (OO~ — >
.::.- 10 S i A= GOAL
o o= T
= et ] [ [1f---® ¢
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Transformational Thinking

Rather than merely taking incremental steps toward change, transformauonal
thinking involves forming a new concept of the current system. This resultsina
break in thinking. Transformational thinking is radical in that it changes estab-
lished procedures. It challenges the assumptions underlying such statements as,
“We’ve always done it this way.”

Y;ansfomatwnal change is based on a new parad1gm, a different Wéy of think
ing. It replaces an established framework and aims at renewal rather than
refinement. Transformation is a change, not in degree (asin- !
incremental thinking), but in Aind.

Transformational thinking requires a cognitive leap and the emouonal will to r1sk

not knowing what’s next. You land in unfarmhar terr1t0ry Transformatlonal
thinking “breaks the mold.” /N \ N

Management consultants Michael Hammer and]ames Champy adV0cate trans-
formational thmkmg, Wthh they call reengmemng “At the heart of business
reengineering,” they say, “is d1scont1nuous th1nk1ng—abandomng outdated rules
and assumptions.” / \

lncremental vs, Transformatlonal Thmkmg

Incremental Tran Sformatl Ona].

» Works vvithir},//t/’}/ie currentsystem ) Replaces established

framework
> Step-by-s’te}; lrﬁproﬁeﬁlehts " > A different way of thinking
> Changes n degreesf,,, o » (Changes in kind

) @)
> More of the same, only better » Challenges assumptions ;g;
o
5
> lee Workmg through a maze » Like knocking down walls and g
\ \ rebuilding 5
> Lower risk » Higher risk 8
5
o
5
(i
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CASE STUDY: A LESSON FROM HISTORY

Although the term transformational thinking may have been unlq{ wn a
century ago, it was being practiced, as the following hlstorlcal ek%mplé;“\\\
illustrates. I \\\ \\ A
Durmg his 1912 presidential campaign, Theodore Roosevelt plannea a
train trip to speak with voters and to distribute informative pamphlets
The pamphlet cover presented an impressive ph tog};;> oosevelt.
Unfortunately, no one from Roosevelt’s staff e —uu{iloﬁﬁe million ™
copies were printed—the words under the photo tiézzéd “Moffett Stu-
dios, Chlcago Campaign chief George P klns was horrified to learn that
his campalgn literature featured unau%nze opyright teri
the going rate for reproduced photos was one doﬁiaQ)er copy.

If the copyright holder demanded the full fee, the campaign would be
bankrupt and the candidate’s f}vfanqal acumen brought inte question. On
the other hand, if the copyright issue were i sevelt’s ethics
could be discredited. Instead of “elther(or” thi nip}(oosing between

h

two negatives—Perkins tmnsﬁmed\a potehtlal catast e by looking at the
larger picture. / \\ \\

/ \ \ \
He wired Moffett: ~ ~ \

“Planning on giving atiéﬁél\publicity t:)n?z‘{r studios with three million
pamphlets bearing your photograph of Theodore Roosevelt. Will you

help defray the cost of pamphlet printing?” The publicity idea appealed to
the Moffett Studios pre /fent replied: “All I can afford is $250.”
Perkms@ccepte
What mlg\ht\b\anoth% you could have transformed the situation?
SN
/J Vg
N NN

Y%
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TRANSFORM THE PROFIT MARGIN

Try your hand at transformational thinking with the following scenarip_

~

Assume you are CEO of a sporting goods company and you are dissatis-
fied with profit margms for the baseballs you manufacture. Your proﬁt
goal during the coming two-year period cannot be met by incremental
changes such as lower costs through more efficient use of supphers }e\
duced inventory, and altered production sequences. ’

You need to knock down some “maze walls.” What is your thlnkmg abgut
a transformational possibility? /

This scenario actually occurred in the Rawlings Spoft:ing Goods Company
in 1998. Its thinking was to Ldentlfy a new sporting goods market that was
largely untapped. The eompany proposed a new product that would
monitor the speed of a pltched baseball. This market had been dominated
by radar equipment prleed between $1,000 and $1,500. Rawlings research-
ers embedded a m1croch1p proceSsor and liquid crystal display in baseballs
to show how fast the balls traveled from the pitching mound to home
plate. Prlced at less than $40 each, the pfoduct was an instant success.

Sunjury [, 2Anea1n) pue xed)
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Timing a Strategy Shift

It is one thing to understand the difference between the two whole-picture think-
ing strategies. But when do you know it is time to change from incremental to
transformational thinking? One way is to map the rate of growth of a a desued
outcome. \ )

For example, you can plot proﬁts on a vertical axis aﬁd \tlme ona horlzontal‘f}
axis. When profits are increasing at a healthy rate, mcremental Improvements are’
appropriate. All you need are refinements within the present system. Before you
reach the point where profit growth tapers off, however you shOuld be hatchmg
creative ideas for the next transformational change S /

Although transformation is the more challengmg strategy—reqmrmg creat1v1ty
and a supportive organizational culture~the two thmklng strategles are comple-
mentary allies as suggested in the dlagram below

hlgher level
perspectlve

¥~ incremental

transformatlonal — cren
thinking RS / thinking
to create new , X D to create
opportunities for step-by-step
major 1mprovements Improvements
(renewal) (refinement)
initial
N approach
N Trén;formationaI-Incremental Change Cycle
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Combining Reasoning and Emotion

A common misconception holds that clear thinking cannot take place in the
presence of emotion. But research now indicates that both cognitive reasonlng
and emotional involvement are essential for purposeful, effective, and satlsfylng
engagement in life and work. ¢

As neurologist Antonio Damasio concluded: “Certain aspects of emotlon and
feeling are indispensable for rationality. Feelings point us in the rlght direction,
take us to the appropriate place in decision-making, where we may put the instru-
ments of logic to good use. The emotional brain is as 1nvolved n reasomng as is
the cognitive brain.” He goes on to say: “Reductlon m emot10n is at least as’ \"
prejudicial to rationality as excessive emotion.” \ \

In other words, when we are flooded or overwhf:lmed with feehngs ratlonal
thinking suffers But by the same token, when we are not Stll’I’Cd or rnoved by
emotion, we have little impetus to engage our rat1ona1 mlnds in pursulng goals.

Daniel Goleman, author of Emotional Intellzgence adds We have two kinds of
intelligence: rational and emotional. The new paradlgrn urges. us t’o find a bal-
ance of the two. . . to harmonize head and heart ‘

In everyday language when we ask ourselves: “What do I think about launching
this project?” or “What do I thlnk about Pat getting the promotion I expected?”
we want integrated answers, from both our logical and emotional sides.

Indeed, cognitive reasonmg and emotlonal 1nvolvement are complementary skills
in clear and creative thlnklng It is on this premlse that the Thinking Preference
Profile is built. In the following, self- scorlng ‘exercise, you will be able to examine
your thinking preferences to help, you further develop your capacity for clear,
creative thlnkmg h / /

Supjury |, 2AneaI) pue Ied)
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1 0 /\

YoUR THINKING PREFERENCE PROFILE

(,luant1fy1ng your capacity to think clearly and creatively is as dlfﬁcult as B
assigning numbers to motivation, morale, or modesty Nevertheiess thlS

profile questionnaire is designed to stimulate your 1nqu1ry 1nto your \\
thinking patterns. . I

Please respond to the following questions. There are o ryghmr wrong ~
answers. Circle one number for each questlon usmg the followmg key:

= almost always 3 = frequently 2 = occasmnally 1{: al/most r)/ever

=
N

1. I use logic in reaching conclus1@ns \ 4 3 21
2. I weigh several factors when’ thmklng about mvestlng

(such as my age, budget, future earmngs) 4 3 21
3. I postpone decision rnaklng when I feel out of sorts

or tired. ) 4 3 21
4. My approach to relatlonshlps “Are the rewards likely

to be worth the effortrr’” 4 3 21
5. I consult nyy feelmgs when deciding on ‘a course

of actlom /\ 4 3 21
6. I take’ the trme to get emotronally centered before

maklng 1mportant dec1s10ns 4 3 21

7.1 support my dec1srons w1th emprrlcal evidence and
Yy e reasonably obJectlve facts 4 3 21

8 Tavoid arguments hkely to generate stressful reactions. 4 3 2 1

9.1 pproach relatlonshlps with an open-hearted desire to

< nneet w1th another person. 4 3 21
- I8 10 I dedde whether to take an expensive vacation after
e N ask1ng myself if it will add joy to my life. 4 3 21
/ . | 11. I am drawn to people who challenge my intellect. 4 3 21
/ ) /' 12. When my intuition and logic are in conflict, I rely on
/ logic. 4 3 21
\ CONTINUED
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CONTINUED

13.

14.

15.

16.

I pay close attention when I “know” something “in
my bones” or when I experience chills or other body
signals for no apparent physiological reason.

I reject conclusions of others when they are not AR
supported by facts. Y, 4/ 3 21
/ / Y,
I decide whether to take an expensive vacation after // / \
asking myself if I can afford it. /S / 3 21
/ AN / / /
. . / N/ / /
I get creative ideas from dreams, hunches, or other Yy, )
N / /
unexpected sources. . N 4321
/ \\\ AN - /

Y, N
/ AN AN

AN
AN

key : \\\\ \\\\

4 = very strong mfluence on how | behave

3 = strong influence on* how | behave

2 = moderate influence on how I behave

1= negl|g|bfe influence on how | behave

//A\\ //
// ) T . [ .
17. Concepts ~ \ 26. __— Emotions
18. Emp/ath // S/ 27.. Logic
/ \\v/ // // \>
19. Intfﬁtion << // 28.// Reasoning
20. 4 UndeTstandmg / 99. Appreciating
“ \\ /// .

21. /] Facts Y 30. Instincts
22\ Compassion 31. Objectivity
230 Practi\c\aL 32. Experimental
|24 Passionate 33. Analytical
“25 / Gut Feelings 34. Rationality

4321

/
/

. . // h . h . /
For every term in both columns below, insert a number using the following
A h ™ AN //

11
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12 /A\
/ \
VAN
Q N
AN
\ N\
S . I~ \ \\
corin /T \
9 / \ N\
Transfer the numbers you circled and inserted from the previous pages in the
appropriate spaces below. Then, add the numbers in each column. N
AN \
(Note: Numbers do not follow in sequence.) /N \ \ ~__/
4 N\ ‘
A~ N \
1 3 // \\\> ™~ . \\\
// // ~ N //
/ / ~ .
2 5 . ﬁ;ﬁ/ // \ T~ ~_ //
/ // /// /
/ / h
4 6. S/ : ya : // AN
) ~ Y, // //>
\\ // / /
7 N < / /
N + N4 ///
// \\ \\\ ) /
11. S99 /
. N /
A O AN AN /
/ \ h AN \\ /
1 2 / \\ \1 O N V/
- / \ e
/ \ N
< \\ \\ \\>
14 13 .
\ \ . N
I — \ U
\\ \\ V4
15 / 16
/ / AN \
/ - f\\ \\
17. T - 26._
VRN Vi
27 [/ 18
— -
/ : / : / \
28. / /// VAN 19
/ { / // / AN
) / \v/ / B Y, >
20. VA / 29.
N AN // //
AN N Vi
//2 | / 30.
\ AN /
/ AN /
/ 1 | \\\ / 29
/// /3 w - \// f—
/ ) S
// / 1 /7
S 28 Y, 32.
. o /
\\ /'/ T/
33 24.
T N AN
. - . N
AN AN >
I 84 25.
/ - \ AN /
/// // \\“ | \\//
&/ / Total Total
./
N/ /
L / = Cognitive Preference = Emotional Preference
AN
AN
AN \\
N N . . . . .
AN Refer to the chart on the next page to guide you in interpreting your scoring.
/
\\ / Y
Y
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Cognitive Reasoning
LOW HIGH ~
HIGH Seeks Precedents Experlmental
and Guidance and Creative,
- from Others, Perspnal/and
E g Acts Dramatically ~ Empathic ~
) 4
= LOW Seeks Routines, " Seeks Factual
Neglects Evldence, Logic
Searching | . and Objectivity,’
Inquiry \ ImperSQ{lal

Chart: Cognitive and Emd;fignal T hinking

Scores above 50 reflect a

a of highly developed thinking preference.
ea for further thinki g-skill development.

%moderately developed

The intent of y0ur T/kamg Pre ference Proﬁle is to suggest where to focus your
energy to further develqp your Capac1ty for clear, creative thinking. The parts
that follow W1H gu1de you in this pursult

Scores below 35 suggest an

Scores between 35 and
thinking preference.

Copyng/i%;g 002 by Herb Kindler. All rights to Your Thinking Preference Profile are reserved. For
\\\\\\\zf(y?)rmation,\\Zm;\l\‘act HerbKindler@aol.com.
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Alternative Ideas

%yfbe beginnerWd there are many possibilities; in the
ert’s there @efew.j;

N —Suzuki Roshi, Zen Mind, Beginner’s Mind
\

- \\‘ |
/ ) /'/
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Sparking Your Creative Imagination

Creativity breaks existing patterns to clear space for original thinking geared
toward achieving valued outcomes. Whether the desired outcome is a product
services, research, humor, advertising copy, a strategic business plan, presenta-
tions, or professional and personal relationships, exercising your creat1v1ty will
help you break free of the usual, standard ways of th1nk1ng and move toward
new ideas and opportunities. a >

How can you think in ways that generate creative transformatlonal pos51b1htles9
This section will cover five techniques for sparklng your creat1ve 1mag1natlon

> (Constraints > /,Dramatr;atloh\
>  “What If” Scenarios /,,/}”ziRe\frgming
> Dialectic Thinking

Each of these techniques has its place in the creatlve process dependmg on the
problem or issue to be explored. What they all have in common is that they
stimulate your 1mag1nat10n to, develop new ways of resolvmg the problem.

Constraints

A constraint imposes tmszon between hm1tat10n -and possibility that stimulates
your imagination to- resolve the ten51on

Newspaper and magazme ‘writers commonly deal with a space constraint. Ini-
tially, writers’ may insist they cannot be constrained to a specific word count, that
they cannot cover the subject in less space. But for seasoned writers, the tension
1mposed by the space constraint 1nvar1ably stimulates deeper thought, richer
express1on or clearer phrasing as'a way of resolving that tension.

Another type of constramt suggested by Edward de Bono, one of the world’s
foremost authorities on creative thinking, uses randomly selected words as a

" creative stimulus, His hypothesm “Any two Inputs cannot remain separate to the
human mind. No : matter how unconnected, they will establish some sort of link.”

"\:*Even if you doubt the validity of de Bono’s theory, connect a real issue with a
randorrﬂy chosen word to see if it stimulates fresh, useful ideas. Try the following
. “Constraints” exercise.
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EstABLISH A LINK

Identify a problem of interest to you using a minimum of. words such as

college tuition, car safety, affordable housing, marital i 1nt1macy, 1nforma—

tion overload, career advancement. A

Your issue: .

Open a dlctlonary and record the 13th word on tlre opened page; Or, for
this exercise, choose one of the following words selected at random
salmon, pliers, microphone, charter, JOSth pel\ac sincere, ¢ crown shther
decipher. /

Your word: N N

Let your mind freely connect your 133ue and the arbltrarﬂy selected word.
Without judgment, write your connectlons in the foll@wmg spaces.

\

VAR § /
/ N - /
/// // .

For example 1f my ZSSZM%S “car safety” and my random word was “char-
ter,” mY COnnectlons mlght bc

> Charter a bus to pICk up and deliver persons too drunk to drive

\ AN / /

> Charter a citizen’s club whose members share the common

interest of alerting | government officials to post traffic speed signs

anﬂ install speed bumps

\‘ /Encourage all students at charter schools to enroll in driver
<;educat10n courses

_]ust as 1rr1tan/cs stimulate an oyster’s pearl-producing activity, constraints

j animate. creat1v1ty They open fresh vistas, break worn patterns, and help

you escape cliché thinking.




“What If” Questions

The fundamental issue for innovators is adding value. But such a serious intent

taps loglc more than it stimulates imagination. That’s where “what if” ' questions

come in: They open you to playful possibilities. Creativity blossoms in thellght
of playfulness. 4 \

Alex Osborn, co-founder of one of the world’s largest ad agenc1es suggested that
child-like questions glve you access to your inherent creativity. Applymg logic
can come later when it is time to shape the ideas in practlcal ways that add Value

For now, just consider all the “what if” questlons you ¢ could ask if you needed to \;;;,

brainstorm new product ideas. Begin by asking, “What if th1s product were
and fill in the blank with these possibilities: N N N/

Insulatedp

» Larger or smaller? >
» Reversed? )‘ quueﬁed’r)
» Vocal? >COlderolf w armer'r’
» Combined or Splltp > More coidrful or less colorful?
> Tluminated? > Looser o;/fi;hter?
> Softened Olfhardencd9 ~ » More frdgrant or less fragrant?
> Heavierfi;r hghterﬂ ) \:S;ihtionary or mobile?
> Custormzed? N /,)‘/Priced lower or priced higher?
>E1‘J'CtmﬁedD » Guaranteed?

) thw(/)rked':’ » Thinner or thicker?

19
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The following examples show how asking “what if” questions{ed two
major companies to expand their product lines. \ N~

NG \

CASE STUDY: NEW PRODUCTS FROM
“WHAT IF” QUESTIONS

Adhesive bandage strips were, for decades, designed to be unoJot}usweﬁ
presumably to keep others from noticing that wearers had clumsily ¢ cut
themselves. But Johnson & Johnson started asking /w/};c? bandages were
more colorful and eye-catching? As a result, the comp

pany ened a new
market with garish colors festooned with cartoon c rac/e?;Ehildren o
loved these bandages and wore them with p 1de

Cassette tape players were not easily porta&i{en So y W

expand its market share. A senior manager asked, “What ifwe made these
devices much smaller?” He tossed a small
told a design group, “Make it this size.” (He combined what yf thinking
with a constraint.) The resultant /pfroduechnc\orporat

miniaturized electronics, culminatmg\ln the ﬁ\st Walhnan portable

stereo. N\ \ \ /
\\ \\

In what way would youl like to improve the way yoﬁ do business? Brain-
storm “what if” questions that would get you thinking in new ways. Write
the possibilities below no matter how trivial 'or unworkable they might

seem right now. > /
“\What |f"%|o

Resultlﬁg poss%l{les

Iégy’(ting possibil?&@:

“What if” question:

/

A1
( /|| Resulting possibilities:

\v
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Dialectic Thinking

F. Scott Fitzgerald observed: “The mark of a developed intellect 1s that 1t Can

accommodate two contradictory ideas at the same time.” Surely he was speakmg X~

about dialectic thinking!

The dictionary describes dialectic thinking as juxtaposing contrad1ctory ideas and
seeking to resolve their conflicts. Think of bringing together opp051tes and -
overcoming what appear to be irreconcilable differences.

It is in the resolving of the conflicts that creativity happens Indeed dlalecuc
thinking turns rationality on its head! To integrate opposites requires movmg
from linear logic (sequential reasoning) to more creatlve thmkmg .

Dialectic thinking involves three steps:
1. A premise is presented: the thesis ~ ~
2. An opposing premise is identified: the antlthe31s

3. The effort to reconcile both premlses—the synthe51s—st1mulates
creative ideas \ \

Articulating and working through these three steps forces you to glve adequate
thought to alternative ideas. Otherwise; it is too easy to compromise too quickly.
To embrace both the belief you | hold (the synthesis) and its opposite (the antith-
esis), you have to break your current mind-set. And domg that is what often
ignites unexpected 1ns1ghts ! !

The dialectic thmkmg tool makes your assumptlons explicit. Then you and
others can openly Judgc the soundness of your conclusions. Now exercise your
dialectic thinking skills 1 in the followmg scenarlo to check your conclusions and
explore new 1deas N /

21
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MoTIvATING EMPLOYEES

A corporate president considers launchlng an awards banquet to recogmze
outstanding performers. She asks your opinion about i 1mt1at1ng such an
annual event. »

Let’s examine this request using the step-by-step dlalectlc thlnklng tool.
The first step is presenting the tkesis: A public awards ceremony, particu-
larly involving financial incentives, will help motwate employees to be
more productive. \ >

The second step 1s identifying the antzt/zeszs Changlng our own behaV10r is
exceedingly difficult; hoping to change the performance behaV1or of
others is at best a temporary fix. < N \ ’

The third step is reconciling both these premlses to develop the synthess.
Write below your synthesis that integrates the intent of the president’s
thesis with the difficulty 1dent1ﬁed n the antlthe51s

Author‘s suggestlons/ / “ /

\ \ / //
?O/Ss1ble Synthe\s*is Everyone/{s mnately motivated. The challenge 1s not to
~design events to mmvate others but to create environments that support

1n;zhv1duals and teams m/domg their best work.
Reﬂ;%ctmg on this S}gathesm stimulates these new ideas and possibilities:

> \lmtlatlng a corporate fellowship or sabbatical program is likely to

— [ sUpport motivation. Such a program would offer outstanding

N N perﬁdrmers the opportunity to lead challenging projects of their

\oy/n choosing for a specific time period with adequate resources.

» A team could take an idea they developed and be supported in
creating a new enterprise in which these innovative performers
~ and the company would jointly retain stock options.
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Dramatization

From the time we were children, we have engaged in role- playing in one form or ‘

another, and it is a common teaching tool in adult training seminars. Dramat1za
tion 1s a form of role-playing developed by Jacob Moreno, widely reconged as
the father of psychodrama. RN \

Dramatization gives a “voice” to each element of a problem or potent1al opportu
nity as individuals play the parts of people and inanimate objects The r%;l
playing draws out perspectives that might be missed in standard 1rnpers

analysis. /

What makes dramatization more than just playlng around'r’

» Using role-playing to generate alternauves moves beyond zdmz,‘wn mnto
the practical arena of doing. For example if you think an. apology is
appropriate, act1ng out the apolog1z1ng to a real person is a‘skill-
building experience. Role- playlng narrows the gap between a
hypothetical situation and a real- l1fe 1nteract10n

» Role-playing offers direct, 1mmed1ate feedback It brmgs into play not
just mental reactions, but also how others feel about how you interact
with them. Role- playmg is a learning VClllClC for emotional skills.

> Dramauzatlon presents x&lﬂple perspectIves that often trigger fresh
th1nk1ng

23
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CASE STUDY: ELEVATOR BLUES A

A newly renovated 20-story office building was quickly leased\'é down-

town Philadelphia. But as the building filled, complaints mounted. People
were annoyed waiting in the lobby for elevators. The cost of cons uctan
new elevator shafts was prohibitive. What to do? 4 ~\

~ ~_ \\

A problem- solvmg meeting usmg dmmatzzatzon was conves ed mt;h three
” itself, and

S~

Elevator “What's all the fuss? I knock myself out picking up passengers. [
don’t take breaks. Instead of appreciation, people spill coffee on
my new floor. And does ¢ e have to arrive during the same
peak hours?”

Passenger:  “What if some of you \élevato s were to stop only on alternate
Sfloors? That way you would cut your travel time, and we could
easily walk down\xne ﬂngt of stairs.”

\

Elevator: “Tbc?’/not fmrto\[gqnb(zcappeai people.”
e \\\\ \ \\
Lobby: “

out and say it—syou hate me. People want to get away from me

) di&gustedwifb this comi?s/ﬁon. Why don’t you just come

“Tve go ]

‘ @mlogue could continue, but you get the idea. From the day the

mirrors were actually installed in the lobby, no complaints about elevator

o l delays were ever voiced again.
~ | -
/ //'/
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DRrRAMATIZE YOUR PROBLEM

Now it is your turn. Using a real problem or concern, identify mvolved
people and relevant objects. Invite co-workers or friends to play- Certain
roles. Do not rehearse; creativity is stimulated by spontanelty Encourage
the players to bounce off one another’s dialogue. >

The problem | will dramatize:

The roles to be played out (individuals or objects):
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Reframing

Another tool for stimulating creative possibilities is to reframe conventional
wisdom by asking yourself: “If I didn’t accept the view of reality imposed‘ by
others, how else could I define it?” In other words, how could I'look at the -
problem a different way than the way others would have me look at P

A photo snapshot includes both what is recorded on ﬁlm and how the photogra- >
pher framed the picture. Likewise, reality for people is not the actual truth de- -
tached from any context. It is the understandmg n the mlnds and hearts of those
who are perceiving. i \

The same round of golf, for example, has a d1fferent reahty to the profeSsmnal
player than to the caddy. As another example, you may give your employee a gift
certificate to a fine restaurant because you value his contributions to the team.
But he may reframe your gift g1v1ng as an attempt to “butter h1m up” to work
overtime in the coming weeks. ) \ N

The following historical example 1llustrates how through reframmg, a different
reality was created—more in harmony with' your goals : and values.

A French army commander received orders to  quell riots in Paris before the
1789 Revolution. He Was directed to d1sperse crowds by shooting unarmed
protesters if necessary As his soldiers leveled thelr rifles, the commander
shouted to an angry crowd “Mesdames et monsieurs, I have orders to fire at the
rabble (canaille): ‘But, as I see a great number of honest, respectable citizens
before me, I request that these citizens leave so I can safely shoot the rabble.”

The square emptled ina few mmutes

Reframmg also Connects w1th mcremental and transformational thinking. For
example, in the h1stor1cal SCenarlo above, opposing hostility with greater hostility
would have been incremental reasomng—more of the same. Instead, the army
commander tmnsﬁrmed the s1tuat1on opening up the possibility for a new solution
0 emerge. \/

By reframmg the problem at hand, you open your mind to a new solution more
1n tune w1th your goals, values, and capabilities.
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Tapping into Your Inner Wisdom

Inner wisdom works at a level below the conscious mind. This inner knovying
expresses itself as thoughts and feelings (intuition), body sensations (focusmg)
and dream symbols. In general, relaxation, minimal distraction, released expecta
tions, and a nonjudgmental attitude all help you tap into your 1nner w13dom S

Intuition

Surely you can recall times when an unexpected insight darted mto your aware
ness, hinting at a direction for you to take. Or, conversely, perhaps you remem-
ber when you blamed yourself with: “I knew I shouldn’t have done that Iran
rlght through the warning signals.” That direct, 1mmed1ate hohstlc inner w1sdom
is what we identify as intuitive capacity. Everyone has it. !

Consider the case of a CEO, who dlscounted her 1ntu1t10n about an open execu-
tive-level position. One candidate, Tom, looked | prormsmg on paper and was
articulate at the job interview. Even though a little intuitive voice told the CEO
that Tom wasn’t a leader, logic convinced her. otherw1$e After all, what better
evidence of leadership was there than Tom’s serving as an army maJorD But the
CEO’s gut turned out to be better attuned than her brain. Fortunately, in time,
she found a mutually satlsfymg match by transferring Tom to a technical staff
position. SN /

Although intuition may be on target its validity cannot be proved definitively. In
the example of Tom’s madequate leadershlp? other factors may have influenced
his poor performance at the new job. Perhaps the CEO didn’t provide enough
training or support, or maybe Tom got depressed hstemng to his family’s unre-
lenting complalnts about belng uprooted to’ another city.

Still, intuition isa powerful tool that stlmulates creative possibilities. Your intui-
tive sense, can glve you clues to exarmne and directions to explore.

Gettlng into a state of gentle recept1v1ty will help you attune to the guidance your
Intuition offers. leet your everyday mind-chatter with deep relaxation. Allow
yourself to “let go”‘and be attentive to your subtle intuitive voice.

\\\\

Supjury |, 2AneaI) pue Ied)

NOT FOR PRINTING OR INSTRUCTIONAL USE



28

Focusing

Developed by University of Chicago psychologist, philosopher, and author
Eugene Gendlin, focusing is an effective tool for eliciting inner w1sdorn that might
otherwise be maccessible. The technique depends on bemg sensitive to subtle
body-feeling messages. \ ‘

Here’s an abbreviated scenario adapted from Gendhn S book Focusmg to illus-
trate how focusing works. ! s

Fred, a sales executive, feels a constant tightness i in h1s stomach (hls body- feehng
message). Company sales have been declining and Fred’s reorgamzatlon ‘plan was
turned down by his manager. Fred beheves his boss doesn’t, respect hlm or his
ideas. - ) /

Take Fred’s role, or any problem you are facmg, and experlment w1th the follow-
ing focusing steps: AN N "/

1. Clear your mind. See what comes into your consciousness when
you ask: How am I feehng rlght now? What about this issue keeps
me from feehng wonderful'r’ What else? Anythmg else?

2. Sense the totallty Ask: What does the whole situation or problem
feel like? Screen out demeaning self- lectures. Focus on the single
feehng that most touches everythmg that seems awry or off.

3. Identlfy a label or handle. See 1f you can find words that get to the
heart of the problem—Words that tell you: “Yes! That’s what it is all
«zfi\about NS /

A Check ‘your label Is thlS really the crux of the issue? If it is, you will
g sense a release (in. Fred’s case, a release of the knots in his stomach).
If not, con51der another round.
) Let s see ‘how sales manager Fred might have dealt with his issue at each step in
the focusmg process.

\*Fred is worrred about his career and angry with his boss. He is also angry with
\ hlmself for not presenting his plan with more compelling logic. As Fred probes
| more deeply, he feels a lack of self-confidence and chooses the label “insecure.”

/ The knots in his stomach seem to be related to sadness, covered over by anger,

that at his age, work is still such a struggle, and he feels so vulnerable.

‘:ia\\\\\lfocusing helps you direct your attention to identifying what really matters and
understanding what needs to be addressed.
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Dream Processing

The expression, “Let’s sleep on it,” reflects the nocturnal process that reorganizes
information in ways that can be 1llum1nat1ng Thus, dream processing involves
decoding symbolic information found in your dreams and nlghtmares )

Nobel prize physicist Niels Bohr, after dreaming of horses rac1ng w1th1n marked
lanes, suddenly grasped what was to be his basic thesis of atomic structure
Electrons must remain in fixed orbits around the nuclei of atOms

Inventor Elias Howe, stymied and frustrated with his 1nadequate demgn for a,
sewing machine, had a dream. Cannibals captured and started boiling him in
preparation for dinner. Each time he tried to escape from the bubbling cauIdron,,
the natives poked him back with sharp spears—each oddly fashioned with a hole
near the point. Howe awoke in a sweat with a rush of 1n51ght ‘He “knew” that the
thread transport needle of his sewing machine needed a pierced hole not at the
blunt end-where it was located during centuries of hand sewmg—but at the sharp
point. The sewing machine needle was born' :

Dreams often have multlple messages. Howe for example could have felt sharp
prodding because he was in “hot water > with lnvestors—whlch ‘indeed, was the
case. . ‘ ~

Einstein dramatized the power of dreams for problem solvmg when he said that
his entire scientific career was a meditation on his dream of sledding down a hill
under a star-filled sky, gamlng momentum until he reached the speed of light.

Research concludes that everyone unless sedated with pills or alcohol, experi-
ences the rapid eye movement that accompames dreaming. About 20% of total
sleep time every night is spent in a dream state This adds up to four years of the
average person s life span ’ .

To gain 1ns1ghts from dreamlng, the ﬁrst challenge 1s remembering. Iry the
followmg strategles } "/

> Set the intention to recall your dreams

) Just befOIi? falhng asleep, program your unconscious with a specific
. issue for it to tackle

»  Place penand paper or a recording device at your bedside
Dreammg is partlcularly effective in breaking new ground because dreams do not

~ heed cultural constraints or any need to be logical. You are free to be creative
\\*w1thout concern for propriety or worry about looking ridiculous.
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Using Analytical Reasoning

Analytlcal reasoning is a useful tool for checking the validity of tentatlve conclu
sions and stimulating further creative thinking. Also called critical thmkmg; it
uses inductive and deductive reasoning to draw useful conclus1ons from llmlted
information. ‘ ~ *

Before examining everyday, practical, ambiguous issues that permeate our work >
and personal lives, let’s look at the rare problem that has only one correct solu
tion. , y

This diagram shows ﬁve equal squares made by laying out matchsticks of equal
length. Your task is to move just two sticks to new locations and reduce the
number of squares from five to four cach the same size as the original squares.
Use all matchsticks as sides of s squares. Do not discard any sticks or place any on
top of or next to other matchsticks. This problem will be solved when—by mov-
ing only two stlcks——you have constructed four squares using all matchsticks as
51des of complete squares

/,/Try it! You may attempt a trlal and-error approach, but it is rarely successful.
" Instead, creative 1mag1nat10n and analytical reasoning are the dual partners that
w1ll release you from this puzzle’s perceptual trap.

' -\Tap into your intuition, a function of your creative imagination, for this clue:
Count: the Sthl(S*lG Loglcal analysis, then, should trigger your solution strategy.
To use the: 16 sticks in just four squares, all four squares must be freestanding.
That is, they can touch each other only at the corners.

Try the four-freestanding-squares strategy before checking the key at the end of
~ this book. Which two sticks must be moved?
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Inductive Reasoning

When examining all data would be impossible or impractical, inductive reasoning
leads to a generalized conclusion from particular instances. You start with evi-
dence about some members of a class or category. This becomes the ba31s for your
conclusion or theory about a// members of that class.

Because extrapolating from a limited sample to reach a general conclus1on n-
volves uncertalnty, inductive reasoning generates only hypotheses or working -
assumptions. If additional information continues to support your predicted
pattern, it strengthens the hypothesis. But even one well-founded contradlctlon
suggests the need to modlfy or develop a new theory. The march of science’is
recorded in the rejection of one theory (such as assurmng electricity t to be a ﬂuld)
and the creation of another that better explains new evldence

People with a vested interest in theorles-ln-vogue may 1ntent10nally avoid
disconfirming evidence. A 17th-century example was the refusal of clerics to look
through Galileo’s new telescope because it mlght reveal the truth that the earth is
not the center of our solar system. \ ~ N

Example of Inductive Reasonmg

In the organizational world, an 1nduct1ve claim could be ‘Because managers
Mario, Susan, and Dao have’ pr1Vate offices;it follows that all managers in similar
positions have private ofﬁces

Because the reasoning, moves to a generahzatlon about all managers, the conclu-
sion has been reached mductlvely The evidence—three managers have private
offices—contributes to a level of probablhty that the hypothesis is true. With each
new supporting fact, the- conclusion gains cred1b111ty But even one valid contra-
dictory case can refute. a generahzatlon Thus, in this example it would be advis-
able to check the work area of more than three managers before making a claim
about all managers N
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To evaluate the credibility of any conclusion drawn using 1nduct1ve reasomng, )
consider: \

Sample Size—The larger the number of people or events studled the
more confidence you will have in the conclu31on Adequate sample size -
can be determined statistically. .

Selection Criteria—Are the people or events rej)resenmz‘we of the whole
class under study? Were they chosen mma’omlyD Does the sample have the
same mix proportions as the populatlon under study’ regardlng relevant
variables such as gender, race, income level health, 10cale and educatlon?’

Researcher Bias—Are the researchers hkely to be mﬂuenced in favor of
or in opposition to a particular outcome'r’ Has relevant information been
ignored or discounted? Does the physmal presence of the researchers
distort what they are observmg'p \

Cause-Effect Relatlonshlp—The p0331b111ty of a relatlonshlp masquerad-
ing as causal 1s an important aspect of critical thinking. Explore the likeli-
hood of a partlcular event cau;mg an observed result.

For example:
> Does sizéc Jize\abredict intelligence? Very/low probability
> Does t/ze contgnt (f your rgﬁtgeml‘or predict stress level? Low probability

> \Does a bolt o hg/ztnmg cause ﬂw thunder that follows some seconds later? Very
high probablhty (experlmental evidence confirms that hghtmng heats
the air through which it passes, creating a sudden expansion that
generates SOund waves)

Even a strong correlatlon does not ensure a causal link. A fascinating and amus-
< ing study once found support for the claim that babies were brought to mothers
\by storks—at least Swedish babies. A correlation of 0.9 (about as close to a perfect
~ 1.0asis feasfble) was shown to exist over a period of years between the number
of stork nests in, Stockholm and babies born there! As noted earlier, inductive
reasomng generates only hypotheses!
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Deductive Reasoning

Just the opposite of induction, deduction takes a general statement that makes a
claim and applies it to one or more specific situations, events, or people. The
purpose of deductive reasoning is to draw reasonable 1nferences from avaJlable
information. \

Example of Deductive Reasoning

Because all managers have private offices, it follows that Pablo newly promoted\
to a managerial position, should be a551gned a private ofﬁce \

A good way to identify deductive reasoning is to note movement from gcneml to’
specific—in the example, from “all managers” to “Pablo N /

When considering the validity of deductive loglc explore the hkehhood that the
general principle or policy under consideration helps create a sound basis for
future decisions that will be based on it. ‘ \ -

For example, in considering managerial Work areas, do some managers need
privacy while others need to better interface with product1on9 How does the
policy affect use of home offices?. Does the pollcy send a signal that the more
responsibility you gain in this orgamzatlon the more c101stered or aloof you are

expected to become?

EVALUATE THE Poucv DEcision

You have been asked to serve on a comrnlttee to make recommendations
that will improve the quality of newly hired employees. Your committee
reaches the followmg conclus1on “All job candidates should be evaluated
on How Well they match the att1tudes and skills of the organization’s most
effectlve employees !

The cOmmlttee beheves th1s pol1cy will result in better performance and
less’ turnover In your Judgment, is this policy recommendation sound and
) hkely to serve: corporate needs? Why or why not?
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Author’s suggestions: L\

Using deductive reasonmg—movmg from a general statement to its spec1ﬁc
application—let’s examine whether the recommended pohcy 1s appropnate .
to the situation. S N

~_\ \

Proposal Strengths ~ -

» The organization would review patterns, perhaps E(Kthe first
time, that contribute to effective Job performance

» Teamwork might be fostered among employees Who have sumlar
attitudes \ / /

Proposal Weaknesses

» This type of screening nnght unfalrly dlscrlmmate and might
even lead to litigation by reJected job: apphcants

»  Workforce homogenelty mlght generate rmnlmal disagreement,
but fail to spark the creative ideas that emerge when people with
diverse backgrounds respectfully confront one another

> Employees who currently are most productlve might not be the
best role m0d61\1£ circumstances were to change radically

We could take an elther/or or accept/reject approach to this committee’s
findings, but a more produx:tlve position would be to consider what as-
pects of the study have merit. For example, the committee’s recommenda-
tions mlght not serve corporate hiring needs in their present form. But
_ compiling a list of effective attitudes and skills, periodically updated, could
e/USeful m de51gn1ng employee training programs.

/
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Understanding Systems Thinking

A special type of thinking helps you understand how purposeful systems func-
tion. Systems thinking helps you focus on dynamic wholes and how components
interact. Then when problems occur you can c/zcmge the t/zinking that cansed the .
problems in the first place. Again, as in the previous sections, the alm is to gener—
ate alternatives.

Clearly, systems thinking is helpful to engineers designing manufacturmg plants
for pharmaceuticals, power generation, or water purification. But some apprecia-
tion of systems thinking is helpful to anyone with orgamzatlonal respons1b1ht1es

The actions you take, such as outsourcing subassemblies. or initiating’ new proce—/
dures, are never isolated. When you change one variable, yeu effect a change
elsewhere in the system. Such changes will not always be apparent to you k be-
cause they might be local or distant, 1mmed1ate or delayed s

The following terms are useful in understandmg how systems funct1on to im-
prove performance of individuals, teams, and orgamzauons

> System. A network of 1 1nteract1ng elements that worl( together to
carry out an obJecuve /purpose, or 1ntent10n

> Input. People—wn:h the1r ideas, reasonmg skllls and talents—plus
money, material, equipment information, work space, and such
envxronmental resources as clean air, water, the Internet, roads, and
power / c D

> Processmg Capac1ty The system s ability to transform mputs to
desired pmducts serV1ces and knowledge
> ,,Output What the system delivers that becomes the input to other
systems or that is recycled to the environment

s Feedback Informat1on about how well outputs match intentions

$\\Contrdl\:\:lf he system’s ability to sense deviations from desired
N éutput and\to‘ act on this feedback to minimize such digressions.

To see how these system elements function and how they could affect your
respons1bil1t1es consider the following case study.
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CASE STUDY: SERVING THE CUSTOMER
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CONTINUED

'To gain perspective, let’s examine system elements relevant to this C&S\/
~ \\ \\\\\*\
> Input. For Cosmo Electronics, relevant inputs are customer lzx{ier\sj\\ \\ \

staff skills, raw materials, and financial investment. Management ™

special-design options to gain sales- LﬂQCntlve rewards could have
further exacerbated the company s prolilems \

> Qutput, feedback, and ¢ ntrol Feedback relate& desired output to
actual output so that appropriate control can ensure on-target
processing. But honest feedback can be gameci&iﬁ; by building

trust and minimizing employee vulnerablhty en Cosmo

personnel said “ ) ” only privately, they deprived
management of the thinki e most knowledgeable about
what is awry‘n the system. If incentives are used, they should be
based on profit cover all employees whose
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Systems Thinking Lessons

The previous customer service case study illustrates the i 1mportance of thmkmg
with a whole-picture perspective, covered in Part 1, and of con51der1ng the inter-
action among system components to generate alternat1ve solut1on& Rev1ew the
following lessons about systems thinking: < ~ .

Systems vs. Linear Thinking. Addressing a problem W1th sequentlal strarght-
line thinking, such as “Sales are down; promote sales,” is llkely to engender
future concerns more challenging than the short term dllemma 1t Solves

Collaborative Inquiry. Systems problems are most productrvely addressed in
dialogue with people of diverse perspectives, no matter what their orgamzauonal
position—including key customers and suppliers. Aim at uncoVermg any unin-
tended consequences of implementing current thmkmg

Introspectlon When problems that affect you escalate or recur ( Here we go
again”), assume you are part of the problem N

Z
o,
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Sharing Perspectives with Others

Thomas Jefferson once observed “Too many are afflicted with impatience for
any logic that is not their own.” But sharing perspectives with others can enrich
clear thinking of the issue and potentlal alternatives. The idea is not to debate
thinking with others is mutual inquiry, a conversation, a dialogue without ego. -
The goal is to bring together multiple viewpoints into a coherent whole. -

Multiple views are helpful when participants:

» Have a common intention and understandmg of the 1ssue or problem\

to be addressed
Think independently about feasible sdidiii@ns B\e\fere shariﬁé ideas/

» 'Trust and respect one another—so that each contrlbutlon 1 expressed
without a hidden agenda ‘

»  Seek the best thinking w1thout creatlng a competmve wm/lose
environment \

» Do not get attaehed to or identified Wlth speaﬁc outcomes, but
instead, remain open to fresh ideas ’

Dlalogue Is a strategy for thmkmg together creatlvely It requires remaining
curious, tuning in to your inner wisdom and the wisdom of others, and staying
open to possibility. The assumption. throughout the dialogue should be that each
person possesses some 1n51ght and that brlngmg these together will allow a fuller
picture to be revealed N\ /

39
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Dialogue for Organization Development

Group dialogue gained acceptance as an organization developmeﬁt tool at the
end of World War II with the advent of two communication laboratory experi-
ments— [avistock Study Group in England and National Tralmng Laboratory
(NTL) in the United States. The programs were called Tgroups sensitivity
training, and laboratory learning. Initially they were alrned at business executlves
interested in leadership and personal growth. At the tralnmg labs, participants
typically spent 10 days together in an isolated settmg without much structure or a
preplanned agenda. Their central message remains apphcable today

» If you speak candidly without equ1vocatlon and 1f you take
responsibility for the consequences of ch01ces you make, you will be
a more effective leader N /

» Thinking with others depends on galmng an understandmg of how
your behavior is seen by them \

» What you learn in the laboratory will ﬂow prlmarlly from
experiences you share with other part1c1pants

Charles Handy, professor at the London School of Business, tells of his experi-
ence at one of the early NTL programs in the Umted States.

I'was nervous, apprehenswe and on my best behavior—concealing my alarm to
learn that the entire first week would be unstructured—no agenda, no leader, no
timetable: T was an out51der from abroad and decided to keep quiet and watch
the others. discuss a plan At one pomt someone suggested that we check impres-
sions. ThlS was the instruction:

) “Put your name on a piece of, paper and pass it around. We each will write a
word or phrase descrlbmg how we see you. When all the papers have gone
around we will each- unfold our own and find the comments.”

\ I had nothmg to lose. 1 had said nothing and expected to get back an empty

sheet of’ paper. ‘But T had a full complement of comments: “Snob, Patronizing,

\*Stuck Up, Unapproachable Superior,” and more. I realized they had dumped all
their stereotypes of the British onto me. I jumped to my feet, red-faced and

| furious, stung into speech ending with: “ ... and, I'm not even British. I'm Irish.”

" They laughed. I forgave them. It was me speaklng, not a silent stereotype.

,W,,/Nouce how people tend to project onto others impressions based on experience
- and expectation. Note also how forgiving and cooperative people are when you
reveal who you really are and allow yourself to be vulnerable.
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Four Principles for Group Dialogue

Encouraging people to feel safe enough to be candid is a leadership challenge.
Creating an environment that supports authenticity brings out the most produc-
tive thinking because people say what they know and how they feel. They don’t
feel the need to hide behind roles. Follow these operating prmaples to help N
promote a productive group dialogue: \

Clarify Ground Rules and a Common Purpose

When you convene a dialogue group, identify common’ interests worthy of the

considerable time required to think together effectively. The purpose’ may be

strateglc issues at WOI'k or issues that concern CVCI’YQDC such as

» How can we create an env1ronment that better supports personal and
professional renewal? 7\ v

»  What assumptions are we makmg that hrmt performance and
satisfaction?

Be Fully Present to Your l)lrect Experlence

Presence requires sensitive, self: awareness and attuning’ to what is happening in
the moment. You detract from your presence when you try to 1mpress others;
avoid feelings, 1r1c1ud1ng your OWn and rush to fill what you perceive to be an
awkward silence. / / o

Ask yourself, Do I a\l\l\\Ow\ myself to(\say/whatis/true for me:
> /,/Wrthout\k\eoncerh\for what /,,irﬁ/pression I am making?
) Without feeling the neea for mental rehearsing?

) Withogt'assuranee/’/’from others that I am “right”?

41
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Listen with a “Third Ear”

Consider the advice of management pioneer Elton Mayo: “Listen to what others
want to say, listen to what they do not want to say, and hsten to what they can-
not say without support.” / \ \

Don’t distract yourself with expectation, judgment, or thlnklng about a rebuttal
Listen with the attitude that you don’t have to prepare’ any response. When you N
listen with the sole intent of understanding what is and isn’t bemg said, you non-
verbally communicate respect for the speaker, respect that paves the way for ~
productive collaboration. / ¢ /

See Yourself in the Experience of Others

As much as you are Wllhng to expose your vulnerablhtles others are hkely to see
some of their own issues in your experience. And, When others speak their
eXperience may Serve as a mirror to reﬂect and clar1fy your own issues and
creative possibilities. ‘~ \ \ ’
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GATHER THE GROUP’S INSIGHTS

Answer the following questions to identify how you would apply the. fOL;i‘\

operatlng principles for group dialogue to a real issue on which ; you want

to gain further insight. A

Who else 1s involved in the issue and should be mvited to. partlc{pate in
thinking together?

What is the common purpose that will motlvate part1c1pants desne to
draw out the group’s best thinking? \ D

\

What ground rules will you want to adopt to ensure dlsclosufe of sensi-
tive information? S~ \

\

What traps do you need to av01d9 Blas ‘based on parochial interests?
Desire to “look good”D Fear of uncertalntyf’ List the traps that apply to
your situation. < /

HOW can you create a safe meetmg environment, free of distraction, that
supports part1c1pants in listening to each other with full attention?

~\
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