




CHANGE MAGIC 

The evolutionary approach to change engineering and 
organisational problem solving 

Peter Freeth 

Published by 

Communications In Action 

2008 



CHANGE MAGIC 

First Edition March 2003 
Reprinted March 2005 
Reprinted October 2006 
Reprinted October 2007 
Second Edition April 2008 

ISBN 10: 0-9545748-2-6 
ISBN 1 3: 978-0-9545748- 2-6 

Communications In Action 2008 

© Peter Freeth 2000 to 2008 

Peter Freeth has asserted his rights under the Copyright, Designs 
and Patents act 1 988 to be identified as the author of this work. 

All rights reserved in all media. This book may not be copied, 
stored, transmitted or reproduced in any format or medium without 
specific prior permission from Peter Freeth. 

Published by: 

Communications In Action 
49 Fishponds Road 
Kenilworth 
Warwickshire 
CV8 1 EY 
United Kingdom 

www.ciauk.com 
peter@ciauk.com 
0870 1 620802 
+44 870 1 620802 

More Communications In Action books, available from 
www.ciauk.com and all good book shops: 

NLP - Skills for Learning 
978-0-9545748-0-2 

Six Questions 
978-0-9545748- 1-9 

NLP in Business 
978-0-9545748-3-3 

The U nsticker 
978-0-9545748-4-0 

A practical handbook for increasing 
learning potential using NLP. 

An everyday guide to creative 
problem solving. 

A practical handbook for using NLP 
easily and professionally. 

The world famous interactive 
problem solver. 



INGREDIENTS 

Change Magic .......... ................................................................................. 1 

About this book ....................................................................................... 4 

Problems, problems ............................... . . . . . . . .......... ..................... . . . ......... 5 

Useful ideas ........................................ ....................................................... 6 

Parts . . . ........ . . . . ........ . . . . . . . .............................................. ... ....... . . . . . .............. 1 1  

Information and patterns ...................................................................... 2 1  

Collecting data ........................................................................................ 27 

Dead ends . . . .. . . . ......... ........... ....................... ............................. . . . ............ 34 

Companies .............................................................................................. 38 

Systems ............. . . ............ .. . . . . . . . . . . . . . . . . . . . . . . . .. . . . . . . . . . .. . . . . . . . . . . . . . . . ......... . . . . .. . . . . .  40 

Systemic change . . . . . . . . . . . ............... . ....... ................................................... 46 

The company made me do it ...................................... ......................... 48 

Balance ............. .............. . . . .... . . . . ....... .............. .................................. ....... 49 

Simple solutions ..................................................................................... 50 

Culture ..................................................................................................... 56 

Structures ... . . . ......... . . . . . ........... ................................................................. 61 
Growing pains ..................................................... ................................... 77 

Interference ...... ....................................................................................... 79 

Reorganise ....... ..................................................... ................................... 80 

Too many chiefs? ... ................... ............................................................. 85 

Evolution ....... . .......... ...................... ..................... ................................... 86 

Think Different! ........ . . . . . . ............. . . . . . .... . . . . . . . . . . . . . . . . . . . . . . . . . . . ........... ..... . . . . . .  98 

Catalysts .... . . . . . . . . . . . . . . . . . ............................................................................ 1 02 

What's it all about? ............................................................................... 1 03 

Perception ............................................................................................. 1 06 

Communication ......... ...... ..................................................................... 1 1 1  

Ideas ............................................... ............... . ........................................ 1 20 

Motivation - amongst other things .................... ................................ 1 24 

Sales ....................................................................................................... 1 33 

Change ............ ............. .......................................................................... 1 37 

Wave functions .................................................................................... 141  



Be positive ..... ....................................................................................... 1 45 

Mind your language ............................ .......................... ....................... 151  

Changing minds ................................................................................... 1 53 

Alignment ........................................ ................... .................................. 1 6 1  

People, Place, Program ..................................... ............................. ..... 179 

The People Cycle ............................................................. ......... ........... 1 86 

Identity .................................................................................................. 193 

What's it like? ............................... ................................... ..................... 197 

Modelling performance ...... ................... .............................................. 207 

Get it out! .... ................. ......................................................................... 228 

Questions ................... ................... ........................................................ 233 

Stories .................................................................................................... 245 

It's behind you! .................................................................. ................... 256 

Workshops that get results ................................................................. 262 

Getting to the heart of it.. ................................................................... 271 

Limiting beliefs ......................... ............................................................ 264 

Delega tion ............................................................................................. 282 

It's time ................. .................. ............................................................... 286 

Leave those poor problems alone ..................................................... 299 

Possibility .............................................................................................. 300 

Interactive Magic. ......................... ........................................................ 301 

Culture Change ............................. ........................................................ 303 

Taking charge ....................................................................................... 304 

And now, the end is near . . ... ............................................................. 308 

Appendices ........................................................................................... 31 0 

Summary of useful beliefs ................ .................................................. 31 1 

What is Change Magic? ............... ........................................................ 3 1 5  

Evolution .................................................... .......................................... 323 

References ..................................... ............................... ............ ............. 374 

Further information .................... ......................................................... 376 

The Author ........................................................................................... 377 

Acknowledgements ............................................................................. 378 

The End .......................................... ............... ..... .... .............................. 379 



CHANGE MAGIC 

Change is an illusion. Close up magic, when performed wirh a high 
degree of skill and dexterity, has rhe power to amaze, to take your 
brearh away. And yet, underlying rhe performance are a set of 
simple, timeless, elegant principles which tap into our most 
fundamental human processes and can be assembled by skilled 
magicians into an infinite repertoire. 

And no sooner have rhe audience uttered their "oohs" and "aahs" 
of wonder, rhe question on rheir lips is, "how did you do it?" 

Great magic is based on a simple premise - rhat people only notice 
what they notice. Magicians use this to divert attention away from 
rhe secret pocket or palmed card. You can use this to effect change 
rhat is an elegant evolution of what works best in your organisation. 
By focussing your attention on "change", you are drawing people's 
attention to it and giving rhem something to worry about. By 
focussing your attention on results, outcomes and continuity, you 
allow change to go unnoticed. 

Of course, rhere's more to it rhan rhis - Change Magic is also about 
effecting elegant, systemic change. Complex systems, including 
companies and people, have many interdependent parts. When 
problems occur, the cause is often in a different part to rhe effect. 
The effects, or symptoms, are often visible across rhe system, 
giving rhe impression rhat rhere are many problems. In fact, rhere is 
often just one single part of a system rhat needs a litde drop of oil. 

Change isn't something you do - it's somedung you notice after it 
has happened. As a Change Magician, you will learn how to put 
change where it belongs - in rhe past. Change is just what you 
perceive when you notice a difference in your sensory perception 
over time. You look at something, then you look at it again an hour 
later. If it's different, it has changed. This means rhat people tend to 
notice some differences and not orhers. Some d1ingS change and 
orhers stay rhe same. In fact, everyrhing changes and everyrhing 
stays rhe same, depending on what you notice. This has a very 
important consequence for rhat corporate habit known as change 
management, and we'll talk about it later. 
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Change is a perception, not a process. We can look back at a period 
of history and call it the Industrial Revolution, but did people at the 
time call it that? We are in the midst of a revolution now, as society 
shakes off the bonds of industry and moves towards a more people 
centred way of building companies and business processes. We 
don't know what to call it, because we don't know what age it will 
lead us into. As hard as the futurologists and science fiction writers 
try, their predictions of the future are always constrained by the 
past. 

One of the most important things about change is that people -
and therefore companies - make it much bigger and louder than it 
needs to be. They make something out of nothing. 

When Change Magic happens, you must be prepared for people to 
notice ... nothing at all. There may be no elaborate project names, 
no logos on mugs, no ticker tape parades and no thanks. As a 
Change Magician, you will just perform your magic and move 
quietly on. 

You don't need to follow the 6 step change process or the 19 stage 
coaching model. You don't need to learn any number of other 
people's habits, even though they may have been effective for other 
people, somewhere else, in a different situation. Change Magic is 
concerned with results, not process. Some people don't like this. If 
they can't see the steps of the process, they can't figure out what 
happened. The fact that they're living happier, eaSler, more 
successful lives is not enough. They need proof. 

As Groucho Marx said, "Who are you going to believe? Me, or 
your own eyes?" 

Change Magic presumes that you already have the means to change 
your systems and business processes, products and manufacturing 
methods, office furniture and stationery. 

Change Magic therefore takes over when you have changed all of 
the things typically addressed by change management consultants 
and you find that there is still something missing. Change Magic 
takes over when change involves people, because you generally 
won't change people just by putting an activity in your project plan 
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in between 'rearrange furniture' and 'order new business cards'. 
Consultants are often telling me that changing business systems is 
easy, the bit they always get stuck on is getting people to welcome 
that change. 

Magic is also concerned with effect. No matter how the trick is 
really done, the audience wants to believe in magic or mind reading 
or levitation, or whatever the trick is designed to create the illusion 
of. Therefore the magician's greatest challenge is not to learn the 
mechanics of the trick but to perform that trick in a way that 
engages, surprises and delights the audience. In business change, we 
have the same challenge because the reality of successful businesses 
is much simpler than the management consultants would like you 
to believe. And yet simple things can still be difficult. 

Change doesn't exist. Over time, we notice that things are different. 
We call it change, but a change never really happened. Things are 
different but change does not exist as a thing in itself. You can't put 
change in a wheelbarrow. You can, however take some things out 
of a wheelbarrow and put different things in it. 

Change Magic is not only about change. It's about magic. It's about 
people waking up one day and finding that things are bigger, 
stronger and better. It's about constant evolution. It's about people 
looking on in amazement and asking, "How did they do that?" 

Reading this book once and then leaving it on a bookshelf to gather 
dust is not the way to get the best from it. Read this book and then 
take action. Don't sit around and think. Don't read another book. 
Go out and start making a difference, right away. 

Why are you still reading? Go and do something! 
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ABOUT THIS BOOK 

Some books irritate me because they comprise just one good idea 
padded out to make something that's worth a good essay into 
something they can sell as a book. It's a shame, because it spoils the 
one good idea for me. 

This book is packed full of ideas. So many ideas that you might not 
take them all in at once. You might find that these ideas start to 
change the way you see things, and when you come back to the 
book again, you'll notice new ideas and new significance as a result 
of that changed perception. 

The other problem with many other books is that they reduce 
knowledge down to a checklist. So many habits, or a list of things 
to do, nice simple mnemonics. Easy to remember, but impossible 
to put into practice. 

If you're thinking that a mnemonic makes an idea or process easy 
to implement because you can remember the steps then I'll explain 
later why this is not the case. In order to really be able to do 
something, you have to learn it in a particular way, and fortunately 
humans are exceptionally good at that. I'm not saying that you 
shouldn't have a list, but just like the list of ingredients for a cake, 
it's not enough. Even the recipe isn't enough. You need to work a 
few things out for yourself. 

So th.is isn't a book that will give you answers on a plate. Plates are 
for cakes, not answers. 
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PROBLEMS, PROBLEMS 

Many traditional problem solving methodologies have one major 
drawback - they concentrate on the problem rather than the 
solution. You are required to gather information about the problem 
to find out "why" it happened. 

Looking in your rear view mirror may have some h.istorical interest, 
but looking out of your windscreen is far more useful. 

Learning why you have a problem is not useful. Learning how to 
solve that problem is very useful. If you use a process to uncover 
why you have a particular problem, then you will simply end up 
with excuses - reasons why the problem exists - justifications for 
the problem. If you want to look for excuses, don't read this book. 
If you want to learn new ways to create solutions that go over, 
around and beneath the problem - if you want to create solutions 
that are genuinely well balanced, involving all of your natural talents 
and experience - if you want to learn to think differently, then this 
book is for you. 

Albert Einstein famously said, "You cannot solve a problem with 
tl1e same thinking mat created the problem." 

The question for many people is, "Everyone keeps telling me to 
tlunk differently, but exactly how do I learn to tlUnk differently?" 

The ans\ver, of course, is by reading tlUs book! 

So, your first task is to declare the problem irrelevant. If your 
reaction is "But I can't do thatl!" men tlUs is not the book for you. 
If your reaction is one of relief, then read on. Problems are a 
signpost to tl1e past. They point to where you have been, and to 
where you do not plan to go again. Problems are useful in that mey 
allow you to tule out one course of action from me infinite variety 
of possibilities mat lie ahead. 

Problems don't define me solution any more than the past defines 
me future. If you want to get different results, do something 
different. 
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USEFUL IDEAS 

In order to get the best out of this book, I suggest that you bear in 
mind a few thoughts: 

Nothing is true 

The concepts of true and false, right and wrong are of no use to us 
in solving organisational problems. It doesn't matter who is right. It 
doesn't matter which idea is true. The world is full of people telling 
you that their idea is 'right' and all the others are 'wrong'. These 
beliefs only lead to arguments because everyone is right, from their 
point of view. Everything is true, depending on what you believe. 

Instead of words like 'true' and 'false' think about ideas as being 
'useful' or 'not useful'. You will then stop worrying about what is 
right and instead concentrate on what will get you the results that 
you want. You will also find that you can evaluate new ideas more 
easily as you no longer have to keep their owners happy. All ideas 
are valid, and they may or may not be useful in the current 
situation. 

Once you accept that all ideas work, given the right context, you 
have to shift to a completely new evaluation criteria for deciding 
which idea to put into practice. 

Nothing in this book is true either, it's all made up. Yet even 
though none of this is true, you might find that it's exactly the way 
things are. You might find that everything in this book works in the 
real world. The important point is that you will find it works by 
putting it into practice, you won't just take my word for it, and you 
won't confuse statistics and research witl1 your own experience, 
which is far more important for you. 

There are many other change management methodologies around, 
and what makes Change Magic different is that it admits freely that 
it isn't right, true or tl1e only way that works. The problem with 
many other approaches is that their advocates try to convince you 
that they are true, so you end up with unrealistic expectations. All 
of these approaches are just generalised models of reality. 
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This is a very important point to bear in mind, so here it is again: 

All models are generalised interpretations of reality. Whilst 
they may be useful, they are not true. 

When a model airplane becomes complete and accurate enough to 
fly and carry passengers, it's not a model anymore. It's an airplane. 
The corporate development world is full of the latest management, 
leadership, coaching, creativity and change models as if someone 
have finally found the answer - an answer that only they have been 
clever enough to discover, through their painstaking research and 
desire to make lots of money. You have to remember that a model 
is never a replacement for the real thing. A coaching model cannot 
be used to coach. I know that's an awful shock for the people who 
love their favourite model that they learned on the training course. 
Equally, a recipe, in itself, isn't enough to cook something. 

One example is the popular GROW coaching model, which most 
people think was created by Sir John Whitmore but which seems to 
have been created by Graham Alexander. Coaching schools teach 
people to coach using the GROW process, but the problem is that 
a real coach would never use GROW. It's like saying that you can 
get from Manchester to London by going via Birmingham. Yes, you 
might go through Birmingham on the way, but if those are the only 
directions you give someone, they will quickly find that Manchester 
is not next door to Birmingham, they have to go through some 
other places too. And it depends on what you mean by 'through' 
and 'Birmingham'. Which parts of Birmingham? Which roads? 
Therefore, GROW may form part of a much bigger and richer map 
of a coaching interaction if we choose to look at the interaction in 
that way. These models are not actually 'true' in any real life 
situation, although they are useful for popularising an approach 
through an easy to remember and appropriate sounding acronym. I 
doubt if the FAIL model of coaching would have been as popular. 

Language is itself a model of experience, so the word apple can 
create a very rich sensory experience inside your head, but you can't 
eat the word. The same goes for change models, organisational 
models and behavioural or personality models. The models are only 
useful when their generalised version of the world makes it possible 
for you to comprehend a complex situation. Aside from this, you 
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should not rely on models to predict the future, as they only hold 
true in a generalised version of the future. 

Chaos theory tells us that complex, iterative models are useless in 
predicting individual events. In English, this means that in any 
complex system we have no way of knowing how events will 
conspire against us. Therefore your survival depends on your ability 
to adapt, not your ability to predict. You cannot predict the future 
from a business theory, but you can learn to adapt to it. 

Theories are a generalised model of the past. They cannot tell us 
anything useful about the future. As the people who look after our 
hard earned money are keen to remind us, "Past performance does 
not guarantee future results". 

Conversely, the question in the minds of business leaders and 
shareholders is, "What does the future hold?" 

When our daughter was born, all the doctors and nurses wanted to 
predict exactly what was going to happen. They told us to the day 
when the baby would arrive, how it would arrive, how big it would 
be and so on. Unfortunately, as that day got nearer, the baby had 
other plans and so the medical staff kept on revising their 
predictions. At no point did we need reassuring, yet the doctors 
acted as if their job was to know exactly what was going to happen. 

Prior to the birth, the medical staff have no way of knowing what 
will happen, how big the baby will be or which way it will come 
out. However, once things start to happen, doctors and midwives 
come out of secret tunnels and respond quicker than a quick thing. 
Even when they don't know what's going to happen, they know 
exactly what to do once it does, and they do it even quicker than a 
really, really quick thing. 

We were not reassured in the least by their random speculations. 
What reassured us was their capability to respond to any 
eventuality, and their clear focus on the well being of the baby and 
the mother to the exclusion of everything else. 
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When your shareholders or employees ask what will happen, you 
can be honest and say, "I have no idea, but when it does happen 
we'll be ready for it. For now, we'll focus on what's important". 

So, don't worry too much about truth or accuracy, as both are 
highly subjective. Only concern yourself with what you want. 

So much money is spent by companies trying to decide what is the 
'right' thing to do that they never get round to doing anything. So 
much time is spent trying to find out what is 'true' that the question 
no longer matters. 

Only do what works 

Take action. Stop thinking and start doing, and take the trouble to 
notice if what you're doing is working. If it isn't, stop doing it. 

Most of this book contains information that is useful or relevant 
for most people. If you find yourself reading something that isn't 
useful for you then stop reading it! Read something else instead! 

If you find yourself trying harder and not getting any further, then 
consider that what you're doing isn't working and do something 
else. By doing the things that work, you will conserve all of your 
energy for being successful. 

This might sound obvious, but you would be surprised how many 
people just carry on trying harder without ever trying something 
different. Many of these people make matters worse by trying too 
hard, and that becomes a problem all by itself. 

It can be difficult to let go of a habit, so I suggest that you stop 
from time to time to ask yourself the following question: "Am I 
doing this because it's the right thing to do, or am I doing it 
because I'm doing it?" 

There is no substitute for knowing what you want 

It may be useful to point out the things that are wrong, the things 
that are missing, the things that don't work. Unless you know what 
you want instead, that information is academic at best. Knowing 
what you want can make your goals clear and easy to achieve. 
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Many people go through life knowing exactly what they don't want. 
That gives them no useful information for getting what they do 
want. If you're in any doubt, call a decorator and ask him to paint 
your bedroom 'not blue'. 

Many companies talk about 'lack of focus' or of 'not having a clear 
strategy'. Knowing that you don't have these things is not useful. 
Take time to decide what it is you do want before you take action. 

Words like 'focus' and 'strategy' are so vague that they are useless as 
a way of directing behaviour. You need to be very specific about 
what it is you want someone to do, which implies that you first 
have to know yourself. Often, companies and individuals are 
motivated to change by a situation that they do not want to stay in, 
so the incentive to change is there, but not the direction. Change 
motivated by moving away from something tends to be random, 
directiooless and ultimately unhelpful. So, first acknowledge the 
situation and then ask, ''What do we want instead?" 

Finally, don't be shy about what you want. If it turns out to be 
something that you think otller people might not like then hiding 
that will only make matters worse. So be honest - what's the worst 
tlnt can happen? Are you afraid of getting what you wish for? 

Remember - all of these ideas are neither true nor false. They are 
merely useful in helping the people in an organisation to change. 
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PARTS 

English Law recognises the rights and responsibilities of a company 
as if it were a person. The similarity between an organisation and a 
company does not end there. 

When an entrepreneur starts a new company, he or she 
undertakes all the functions of that company. If he is 
starting a plumbing firm, he buys raw materials, he fills out 
tax returns, he visits the bank, he markets his business, he 
finds new customers and occasionally he does some 
plumbing. 

As his business grows, he hires an office administrator, more 
plumbers, buyers, finance staff, sales people, marketing people, 
managers, and finally a board of directors. Not bad for a plumbing 
firm! 

So, a company grows by adding people since there's too much 
going on for one person to cope with. The person who founded 
the company is capable of doing all of these jobs, he just doesn't 
have the time. We can say this because he performed all of these 
tasks when the company was small enough to allow him the time to 
do so. 

Let's take the case of someone setting themselves up as an 
executive coach or consultant. Their skills might include: 

D Empathic D Flexible 

D Gains trust D Good questioner 

D Gives feedback D Objective 
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It's important to add commercial and business skills to this list. We 
focus on the technical qualities of the coach, but the coach needs 
some other skills to get into a position to use their technical skills. 
First, the coach needs to be able to find clients and form 
professional relationships with them. Even a coach operating 
within a company with a 'captive audience' needs these skills -
perhaps even more so, to overcome the resistance of buyers who 
believe they have no choice and will therefore resist it. 

You could think of a coach's skills as operating in layers, with some 
skills needed before others can be employed. 

Networking 

Self discipline 
Accounting 

IT 

Organised 

Sales 

Empathic 
Open Flexible 

Good questioner 

Objective Confident 

Can be directive 

Non judgemental 

Gives feedback 

Marketing Gains trust 

PR 

Writing 

Negotiation 

Web design 
Public speaking 

Personable 

You'll recognise that there are skills in the outer layer which are 
common to anyone running a business, and this is a mindset that 
successful coaches have. Not all coaches, or people running 
businesses, have accounting or marketing skills, so some of these 
skills are often outsourced to people like accountants, lawyers, 
marketing consultants and so on. 

In the way that we see small businesses grow, either d1e coach can 
focus on coaching and outsource the outer layer, or the coach can 
concentrate on building the business and outsource d1e inner layer, 
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by hiring employees or associates. Both types of business model 
function well to give the business owner more of what he or she 
wants from it. A lot of coaches do a bit of both, outsourcing a 
function like accounting or web design and also working with a 
small number of associates or partners. 

You could also think of people as being made up of parts. 
You have a creative part, a reflective part, a kind part, a 
mean part, an energetic part, a part that wants pizza and a 
part that wants to go to the pub - and so on. 

So, a company is made up of many interdependent parts 
and a person is made up of many interdependent parts 
too. 

There are many tried and tested models for working with personal 
coaching and change. The most useful models treat the person as a 
whole. They recognise that you cannot change part of a system 
without affecting the whole system. If you change part of a person, 
those changes propagate throughout the whole person. 

Similarly, if you need to make changes in an organisation, you 
cannot change one part without that change having wide reaching 
effects throughout the organisation. 

We can summarise this with a useful belief: 

Changing one part of a system changes the whole system. 

The changes may go unnoticed if they are neutral or beneficial. We 
only tend to notice the changes that occur elsewhere in the system 
if they have a detrimental effect on individuals. Remember, it is not 
companies who notice these things - it is people. 

Many approaches to organisational problems attempt to seek out 
the cause of the problem and implement a 'cure'. After the 
management consultants have moved on to their next project, the 
employees are left to live with the long lasting effects of the 'cure' 
as they ripple throughout the organisation. 
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When you break the handle off your favourite mug, it's not a mug 
anymore - it's a penholder. Think of the mug as being part of a 
system which includes you, the mug and some hot tea or coffee. 
You can't pick up the mug when it's full of hot liquid anymore, so 
the system breaks down. It's easy to say that the mug is still a mug, 
because the particular application means that we generalise our 
sensory experience. It still looks like a mug, therefore it must still be 
a mug. Taking this a step further, when you drop the mug on the 
floor and it smashes into pieces, is it still a mug? 

Our comprehension and use of language is interwoven with our 
entire experience, and software programmers have a hard time 
replicating it. You can teach a computer to recognise that a table is 
both "a table" and "wood". When you smash the table up, you 
know it's still wood, it's just not a table any more. Programmers 
can't teach computers this concept, and I think there's a simple 
point they're missing. Up to a certain point of smashing, people still 
think it's a table too. If you go down to your local council tip on a 
Sunday morning, you'll hear people say, "Look! There's a perfectly 
good coffee table that someone's thrown away. All it needs is three 
new legs and a new top". 

At what point does an organisation change beyond recognition, and 
up to what point do you hang onto to the way things used to be, 
because things still look the same? All the company needs is a few 
more customers, and some new products, and some new 
employees, and it will be as good as new. 

Change tools are readily available which treat a person as a balanced 
system - an ecology. They result in long lasting, positive change. 
They avoid the unforeseen side effects of a 'cure' which is only 
directed at the 'problem'. In short, they work. 

Just as there are many models for personal change, there are also 
many models for organisational change. What is wrong with these 
models is that they assume there is a problem that needs to be 
fixed. They assume that the problem lies with a particular function, 
part or process. 
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What is different about Change Magic is that it assumes the 
following as a useful belief: 

Companies are not broken. 

If companies were broken, they would no longer be compames. 
They would no longer be in business. 

When working with people, it is useful to believe that they are not 
broken either. They already have all the resources they need to 
make their own changes. When people have difficulty, it is usually 
because the resources they need are not available to them in the 
context of the problem. For example, someone who has no trouble 
managing conflict with a customer cannot use the same skill with 
their manager. 

Think of the worst problem you have ever had. Were you 'broken' 
at the time? Did you need fixing? How could you move past this 
problem if you had been broken? If the problem once seemed 
impossible to solve, how did you deal with it? The answer is that 
you found a way that worked for you, and that the passage of time 
may have played a part in changing your perspective of the 
problem. 

If we translate this into an organisational model, a company has all 
the resources necessary to make the changes it needs. It cannot be 
lacking any major parts, otherwise it would never have grown to its 
present size. Its parts must be working in some sort of balance, 
otherwise they would not be working at all. If it were broken, it 
would have no way to function without external intervention. Some 
sort of mechanic or engineer would have to fix it. 

There are many government funded organisations that only survive 
because they are heavily subsidised or given grants. We could say 
that these businesses are on life support. If we pulled the plug, 
would they survive? And don't worry, I'm not talking about the 
social infrastructure of the country - I'm talking about businesses 
that are set up for the sole purpose of siphoning off funding that 
the government makes available for schemes such as careers advice 
and work placements. I've seen a couple of these organisations very 
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close up, and what I found was that the people there wanted to 
'sell' their services far more than anyone actually needed them. 

When an organisation is surviving on life support, we might have to 
ask the tough question, "is it providing a service that people need?" 

Assuming that you accept this for a moment, what can be the cause 
of organisational problems? We'll come on to this later. When 
working with individuals, another useful belief can be applied to the 
concept of 'parts'. 

Every behaviour has a positive intention. 

Positive doesn't necessarily mean good or morally acceptable. It 
simply means that every behaviour is motivated by an intention to 
achieve something. So, in this belief we have two meanings. Firstly, 
people don't waste energy for no reason. Secondly, people take 
action to get things, not to lose them. When people lose things it's a 
side effect - an accident. It's not the original intention. 

Sometimes, a person may alternate between different patterns of 
behaviour, as if one part gains control, then another, then another. 
This is a very useful analogy for what happens when people try and 
fail to give up smoking or lose weight. Smoking has advantages, 
otherwise the person would never have started. Therefore, if the 
person gives up smoking those advantages will be lost. If the 
person doesn't consider this, there will be a constant battle between 
the parts that benefit from different aspects of smoking or not 
smoking. A common side effect of smoking is state control, so 
some people smoke to calm their nerves. If this person gives up 
smoking, how will they control their emotional state? In a 
therapeutic context, this is known as secondary gain. In an 
organisational context, I've heard it called all sorts of names but it 
really comes down to the same thing - that habits or situations that 
we call "bad" and want to avoid have some positive benefits too. 
As a species, we can easily adapt to exploit these positive benefits, 
making it much harder to avoid the "bad" situation. 

When these parts communicate effectively with each other or with 
some central control part, the person will be aware of all of their 
conflicting needs and will manage their time and resources 
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effectively. Good dieters can manage their meals and still allow 
themselves treats. Organisations that have effective internal 
communication tend not to have much internal conflict. 

When parts are not in communication with each other, problems 
arise because each part adopts behaviour which satisfies its own 
needs. Many dieters will fast for a while then go and indulge 
themselves, leading to another fast. Self employed consultants 
describe a 'feast and famine' market situation because they do not 
communicate with each other about the real, ongoing state of the 
market. Companies with poor internal communication generate 
conflicting information and appear to be badly coordinated. This is 
not malicious or intentional - it is simply the most reasonable way 
for each part to act when it has no or limited communication with 
other parts. 

A part that is unaware of its relationship to other parts can 
only act in its own self interest. 

If you thought you were the only person in a burning building, you 
would run for the door. If you knew there were other people in the 
building, you might behave differendy. The parts of an organisation 
are no different. 

Asking 'why' will lead to reasons, justifications. Asking 'why' will 
not help solve the problem. There is no useful information in a 
person's motivation, because we can generalise all motivations into 
"whatever makes a person take action". Therefore, whatever the 
reason was, we can be certain that it was a good one. 

Why do we ask why so much? I have a theory, as you might expect. 
As we grow up, one of the most important things we use language 
for is acquiring rules about the world. When you ask someone 
"why", the answer is expressed as beliefs or behavioural rules. 
When we ask "why" we are learning other people's behavioural 
rules. As a child, this is very important and is necessary for our 
survival in any society. As an adult, we have enough of our own 
rules without needing to learn other peoples'. In fact, as a business 
coach, the thing I spend most time on is getting people to forget 
rules that are no longer useful. 
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Asking "why" tells you absolutely nothing about real cause and 
effect, it only tells you about mental processes and behavioural 
rules. These are very useful things to know about, but for different 
reasons. 

Knowing the cause of the problem will not help solve it. 

Knowing why a thing motivates someone is not useful information. 
Only knowing how that person gets motivated will help you. Let's 
say the same thing in a different way. If you want to motivate 
someone, you will need to know how to motivate them. Knowing 
why you want to motivate them will not make it happen. 

So, it's pointless to try and understand why a person did what they 
did. We only need to accept that they had a good reason for doing 
it. If you can't find the good reason it's either because you're not 
looking properly, or because you have different values to them. If 
you start to question and contend their justification for a particular 
decision then this is a good indication that your values do not 
match up. Fundamentally, the information and criteria that you 
gather to make a decision are different. When you say that they 
made the wrong decision, what you are really saying is "Y ou made a 
decision, but you arrived at it in a different way to me. By not being 
able to read my mind, you have failed to meet my expectations". 

How many past arguments would have been resolved more easily if 
you had said this instead of "You're wrong, that was a bad choice". 

What is important, above all else is this: How do you help this 
person to do something different? Often, we get into a rut of 
behaviour and when we don't get our own way we just try harder 
and harder and end up feeling very frustrated. 

Let's apply this whole group of new ideas to an organisational 
model. Every part of an organisation acts with a positive intention. 
That intention may not be immediately obvious to a casual 
observer, especially one with different values or motives. 

For example, the sales department sabotages the marketing 
department's aims to launch new products by not talking to 
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customers about them. Is their intention to harm the marketing 
department? No - that's a side effect. 

Their intention is more likely to be to protect their own interests. 
They simply haven't given any thought to the way that their actions 
affect the marketing department - and why should they? These two 
parts are not connected well enough to permit the transfer of this 
kind of information. 

Remember - A part that is unaware of its relationship to other parts 
can only act in its own self interest. 

Therefore, the sales department will take action to preserve sales 
success. A new product might as well be a competitor's product 
because it takes the customer's attention away from what the 
salesman needs to sell. Therefore the sales department is acting in 
the best interests of the company, because it is unaware of its 
relationship with the other departments, who are also taking action 
in the best interests of the company. 

In this example, the marketing department may be blamed for 
failing to bring a new product to market. They may in turn blame 
everyone else for obstructing them. Everyone does the wrong thing 
for the right reason. We tend to observe other people's actions and 
infer their intentions from what we observe, so based only on what 
they can observe, marketing would be right to think that everyone 
else is obstructing them. Whether they are right or wrong is, of 
course, irrelevant. The issue here is how to change the situation. 

If the only time the sales and marketing people meet is at new 
product launches, then you can see how their distorted view of each 
others' roles is to be expected. 

Remember that watching what someone does will not necessarily 
give you any information on how they do it. This also means that 
watching people and observing their behaviour gives you little 
insight into their mental processes. Firstly, they are not the same as 
yours, even for similar behaviour, so your own experience is largely 
irrelevant. Secondly, if you want to influence people'S behaviour in 
order to effect change, you must influence those mental processes, 
not the behaviour itself. 

Change Magic Parts 1 9  



Finally, in certain situations, enquiries and detailed investigations of 
what went wrong are very, very important. Where safety or 
mechanical processes or components are concerned, Change Magic 
is not an approach I would advise you to use. Where a problem is 
mechanical or procedural in nature and you want to stop the exact 
same problem from happening again, Change Magic will not help. 
Change Magic is not designed to help you find causes, only to help 
you get different results than you are getting now. 

Change Magic works where the components of a business process 
have free will, are autonomous and communicate with each other 
freely. In other words, Change Magic is an approach that works 
well with people and not very well with machines. 

On the other hand, many companies (and consultancies) try to 
apply business process methodologies to people, and that doesn't 
work either. 

In this context, Change Magic can help you to easily introduce the 
new attitudes or procedures that are necessary in order to solve a 
mechanical problem. It's really just a simple case of using the right 
tool for the job. 

Talking about tools, it's worth thinking for a moment about 
purpose. A screwdriver and a hammer can both do the same job, 
but they are not the same thing. A chisel can be used to hack up a 
lump of wood, in the hands of an amateur, or it can be used to 
create a beautiful piece of sculpture, if in the hands of a craftsman. 

Actually, that's not entirely true, because that judgement requires us 
to compare the end results to some frame of reference and decide 
that one has more merit than the other, and that doesn't make 
much sense. If what I wanted was a hacked up lump of wood then 
the amateur's attempt is more fit for purpose. So I mention this 
because tools such as coaching tools and psychometric tools are 
not, in themselves, useful in the same way that a screwdriver is not, 
in itself, useful. It becomes useful when combined with a screw and 
someone to screw it. So any tool needs a purpose and an operator, 
and every part is a part of something else. 
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INFORMATION AND PATTERNS 

Since we're covering a lot of basics here, we should chat about 
infonnation for a moment. It's a very fundamental idea, especially 
to someone who is interested in making change easy. 

Just take a moment to look at this page - don't read every word yet, 
just look at the page overall. When you have done that, turn to any 
other page in this book. What differences do you notice? 

Lots of scientists and philosophers have pondered the location of 
your personality. Is it in your brain? Your whole body? Perhaps it's 
even somewhere outside? Perhaps it exists only in the perceptions 
of the people who know you? Anyway, let's just pretend for a 
moment that what you regard as your 'personality' is a series of 
decisions and perceptions that emerge from activity in your brain. 
A scientist might observe that someone could lose an ann or a leg 
in an accident, or even have an organ like their heart transplanted 
and still retain their personality, whereas if they lose their head, 
their personality seems to disappear too. 

Anyway, the famous Nobel prize winning physicist and all round 
cool dude, Richard Feynman, said something in one of his books 
that relates to our purposes here. In ''What do you care what other 
people think?", he talks about the idea that the atoms in our brains 
are constantly decaying and being replaced. We know that our skin 
and blood, for example, are being replaced, but doctors usually tell 
us (probably incorrectly according to new research) that nerve 
tissue does not regenerate. But what Feynman is talking about is 
not the nerve cells but the atoms within them. The atoms are being 
replaced, yet the connections that represent our memories are still 
there. Your whole library of experiences, your very identity and 
personality reside, not in any physical place but as a pattern, an 
organisation of connections. 

This is the fundamental idea that you need to understand - the 
difference between medium and information. 

This page differs from the other one you looked at in that the 
physical medium IS organised differently. It's made of tl1e same 
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kind of paper, it has the same kind of ink on it, and it probably has 
about the same amount of ink on it. And yet it is not the same. The 
difference does not lie in what the page is made of, it lies in how 
that material is organised. That organisation forms a pattern that is 
recognisable by a human, and that pattern conveys meaning. The 
information resides partly in the page and partly in your mind, 
where your pattern recognition "software" can be found. 

Do you see how this is a vital idea for us to understand? Even the 
biggest and most challenging change is not really a change in 
medium, it is a change in information, a change in the way the 
medium is organised. 

Here's another way to get your brain working on the idea. Which 
came fIrst, the chicken or the egg? Neither, because they are the 
same thing. They are both physical manifestations of the same data 
- the instructions carried within the chicken's DNA. The egg has a 
chicken in it, the chicken has an egg in it. Therefore, we should fIrst 
ask "which chicken, and which egg?" Unless you mean "the egg" as 
a generic concept, in which case there were eggs on the planet long 
before there were things that we would recognise as chickens. 

If you mean an egg that a chicken hatched from then clearly the egg 
came fIrst. If you mean an egg that a female chicken laid then 
clearly the chicken came fIrst. Except there was a time when the 
chicken wasn't a chicken - it was a ball of cells dividing. Some time 
later it would become a chicken, with an egg inside it. 

If you mean any chicken and any egg then 1'm afraid that's too 
general a question. Negotiators would call this a 'One Truck 
Contract'. In other words, you sign a contract to hire 'One Truck' 
but what you end up with is not the truck you saw when you signed 
the contract. It would be like buying a house - and not getting the 
one you looked at. 

How does this relate to information? Because if we only look for 
material differences then we may be looking in the wrong place. 
The egg and the chicken are made using the same information, and 
represent the same information applied at different times. The body 
of the chicken didn't come from the egg - it came from the 
sunshine, the air, the water and the corn. The information to turn 
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sunshine, air, water and corn into chicken is the thing we should be 
interested in. 

We are, in part, pattern matching and meaning making machines. 
We are able to seek familiar patterns in randomness; faces in rocks, 
animals in clouds, familiar music and voices in a crowded room. 

We don't look at a chicken and say, "There's a pile of sunshine, air, 
water and corn", even though the atoms are all the same, just 
arranged differently. We label the way that the components are 
organised, the pattern. 

Here are some shapes for you to look at: 

• •  

Do you notice anything familiar? 

What if we take the same content, the same elements, and arrange 
them in a different pattern? 

It's a Space Hopper! Or an engagement ring? Or a leafs view of a 
slug? 
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Let's rearrange the components again: 

e e  

It's tempting to say that what you see is different, yet what you're 
seeing is the same, and the changed relationships imply a new 
meaning. The shape you see arises from the pattern, not from the 
components. It's obvious when you think about it - what you see 
as an eye now still isn't an eye, it's still a black circle. In fact, it's not 
even a black circle, but now we're getting picky. 

The two pages you looked at are the same, if we think generally 
about their physical construction. Yet the physical medium's 
organisation is very different, and that's where the information lies. 

It's easy to look at the world around us and just label things as they 
"are" rather than how they "seem". This is a problem, because we 
then confuse things with their labels. You know that you can't eat a 
menu, yet some people act as if an agenda will guarantee a 
successful meeting. We can call a part of your body an arm, but that 
doesn't mean you could easily separate it from the rest of you -
even accounting for a very vague definition of where your arm ends 
and the rest of you begins. 

If you're with me so far, you're looking around you and thinking, 
"Ah! Of course! This explains so much!". 

If you're still struggling to understand what this means, it's OK, it's 
a tricky thing to get a head around, because it's the same head that 
created this mess in the first place. 

Before you learned to understand and use a symbolic language e.g. 
English or any other spoken or written language, you lived in a 
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world of raw sensory information. You didn't need to label 
something as a lollipop to know it tasted good, and you didn't need 
to label something as cabbage to know that the best place for it was 
all over the kitchen floor. 

As soon as you started building a map of the world outside of your 
senses, you started adding symbolic labels to that map. You learned 
what things are called, and you learned how to organise those labels 
into hierarchical categories. As you got older, you began to interact 
more direcdy with the map and less direcdy with the sensory world 
that it represents. 

Recendy we were driving in Spain and my wife was navigating. The 
road numbers on the map bore no relationship to the roads we 
were driving on. My wife was getting frustrated because we should 
have been on the N something and I was saying we were on the M 
something. She was looking at the map, confused, telling us what 
we should be seeing - a lake - and the road we should be on. 

I pointed out that road numbers can, and do, change, and they 
might not be accurate anyway. But towns tend to be in the same 
place, so rather than telling me the road numbers to look for, she 
should tell me the towns to head for, because I was fairly certain 
the Spanish government wouldn't have moved them. And finally I 
suggested that instead of telling us what we should be seeing, she 
look out of the window at the beautiful view. 

Have you ever looked at a map in that way? 

Maybe you have heard, "He's in a world of his own!" 

The words you are seeing on this page only make sense to you 
because you have learned to identify patterns of ink on paper and 
you have learned to assemble those patterns into some kind of 
meanmg. 

If we change just one aspect of the physical medium, like this: 

That says, "It becomes unintelligible". The information was the 
same, but the physical medium changed. 
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We can change it the other way, too: 

By standing far enough away from the chicken and the egg, we can 
no longer tell the difference between them. By looking closely 
enough, we can no longer see the difference between them, or the 
sunshine, air, water and corn that they came from. The atoms look 
much the same. We can only form a collection of atoms into a 
pattern that we can call 'chicken' or 'egg' if we look from exactly 
the right distance. 

Are you following? It means that you exist as a pattern of 
information. Everything you see and attach meaning to is a pattern 
of information. It isn't "good" or "bad" - it's a pattern that you 
have attached those labels to. Even the good and bad feelings that 
go along with those perceptions are labels that you have learned to 
attach to a particular set of nerve impulses. To others, you have 
attached the labels, "headache", "ice cream" and "love". 

As soon as you start to see the world around you as the world 
within you - the world of labels attached to a map that are as 
arbitrary as Spanish road numbers - you can see how easy it is to 
change those labels and in doing so change the world. You might 
be thinking that changing the map doesn't change the world, but 
what if everyone has the same map? If they all make the same 
change in that map, and they start behaving as if that new map is 
correct, doesn't that change the world? 

So you see, we create the world as we know it by projecting our 
map out onto it, so by making changes in those perceptions and 
projections, we begin to change the world itself, we make our 
wildest dreams come true, because as Willy Wonka said, "We are 
the music makers, and we are the dreamers of dreams". 
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COLLECTING DATA 

One of the most important 'head office' activities in a business 
seems to be turning data - numbers on spreadsheets - into an 
internal representation of business activity in the local office, store 
or supply chain. 

Since every number in every system is gathered from an activity in 
the business, this involves turning those numbers back into a 
mental image of the original activities. 

This is essentially the same process of deletion, distortion and 
generalisation that is present in human sensory perception where 
the stores or branches are analogous to the body and sensory 
organs, and the head office is analogous to the brain. Internal data 
capture and communication systems are analogous to the nervous 
system. 

Reception Perception 
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• 
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..... 

Behaviour 

This metaphor is important for two reasons: 

1 .  There is always a time delay between data, decision, action 
and feedback. Shortening this time enables higher quality 
feedback, more accurate behaviour and therefore better 
decisions that increase the organism's chances of survival. 
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2. The process of deletion, distortion and generalisation means 
that the organism responds, not to reality, but to an 
approximation of reality that is only as accurate as the 
organism's ability to handle the amount of data generated. 

If we view an organisation as a large scale organism, we can see that 
the same two issues of information handling exist. 

1 .  It's not the big that eat the small, it's the fast that eat the 
slow. Response time is critical in a changing environment. 

2. Simplifying data makes it less accurate, so you can either 
hire more people to process more data, or invest in more IT 
systems to process more data, or base decisions on the most 
useful generalisation, accepting its limitations. Believing the 
data to be 'true' is probably the greatest risk of all. 

A notable generalisation is that of a company's typical customer - a 
generalisation produced by market data which seems to drive 
decisions and strategy. The question is therefore not how to gather 
more data on more customers to create more accurate typical 
customers, but what the ideal customer will be in the future in 
order to achieve the business strategy. Whilst this is still a 
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generalisation, it is one which guides organisational behaviour 
towards the future rather than into the past. In other words, if you 
accept that your market data is always out of date and inaccurate, 
you can either spend lots of time trying to gather more accurate 
data, or you can organise your behaviour around what you would 
like the market data to tell you. 

For example, if you want to figure out if you would make money by 
selling product X, you might go and ask the finance people to do 
some analysis. You might find out who else sells X and how much 
money they make, you might find out what other products are 
available like X and how big the market for X is. They all seem like 
sensible questions, don't they? They sound like every company's 
market analysis approach. The problem? By the time you gather the 
data, it's already out of date. 

Of course, if your competitors aren't selling X, or if they already 
have the market for X stitched up then that's valuable data, right? It 
saves you making a costly mistake. 

Unfortunately, the most costly mistake is in making a decision 
based on what other people were doing last time you looked. 

Our sensory organs respond to change. Press one of your fingers 
onto your hand with firm, constant pressure. After a few moments, 
your experience of the pressure fades as your nerves cease 
transmitting information, because there's nothing new to report. 

And if that wasn't bad enough, not only do your nerves cease 
transmitting, your brain stops receiving. As something else distracts 
you, your ability to perceive becomes very selective. In extreme 
cases, you injure yourself in a dangerous or exciting situation and 
don't notice until later. 

Our ability to perceive difference is the foundation of our ability to 
gather information. Difference is the basic unit of learning, because 
in order to learn, we must perceive difference. If there's no 
difference, then what we're experiencing is something we already 
have experienced. No difference = no learning. 
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Furthermore, since our point of reference is in the past, we tend to 
compare the future to the past and find the past to be better only 
because it is more familiar. 

Feedback in an electronic system seeks to maintain the current 
state, and since feedback gathers information about what was 
created in the past, the system will tend to resist change. 

Therefore, a useful approach is to change the perception of the 
current state in order to engage that feedback mechanism in using 
the future as the point of reference rather than the past. 

Let's look at that another way. Let's compare the question, "Could 
we sell X?" to the question, "Could we redecorate our living room 
from green to blue?" 

Could we sell 
X? 

> Do we sell X 
now? 

> No > No, we 
couldn't then 

You might be thinking, "But our market research is more accurate 
than that, because we have control groups, and proper trials and we 
collect data objectively" 

Could we paint 
our room blue? 

> Is it blue now? > No > No, we 
couldn't then 

Strange, isn't it? So many businesses pride themselves on data 
collection that it would be unthinkable for that data to be 
misleading. After all, the data should accurately reflect reality, 
shouldn't it? And therein lies the problem. Data is not reality. Even 
reality isn't reality. As John Lennon said, "Reality leaves a lot to the 
imagination" . 

Data is a cut down, simplified, distorted approximation of reality, 
and if you base major decisions on that then your actions will never 
be quite what's needed to get you to where you want to be. 

Some of the biggest companies in the world base key strategic 
decisions on historical data analysis. I know because I have worked 
for some of them, and seen the effects. Here's one example. 
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Company A wanted to find out if it could sell product X. The 
marketing people made a big list of all the manufacturers of X. 
They then set about a lengthy due diligence investigation to make 
sure they would make the right decision to work with a reputable 
supplier. After six months, they had still not approved a supplier, 
even though a customer was ready to take the service and .. wait for 
it. . .  even though one of the suppliers already supplied product X to 
company A for its own internal use, serving about 1 00,000 users. 

The marketing people concluded that there was no market for this 
product, even though they were using it themselves every day. 

You want another? How about this: 

Company A supplied a service to one company B, who added some 
other bits to it and sold a packaged service to its customers. 
Company A's sales people sold the service to company B and hit 
their sales targets. Meanwhile, company A failed to deliver the 
service, so company B couldn't deliver its service to its customers. 
Company A still insisted that company B pay the huge bill. This 
created cash flow problems that put company B out of business. 
The service people said that they were right not to provide the 
service after all, because company B was obviously not stable. 

One more for luck: In the 1990s, mobile telephone operators said 
there was no future in text messaging because no business user 
would want to type a text message instead of making a call, and 
with messages limited to only 160 characters, what could you send 
that would be of any importance? In 2005, the SMS market in 
Europe alone was worth around €l SBillion. One of the side effects 
of SMS was that, because it only allowed 160 characters, it created a 
new form of language - txt me ISr mS, rook, grS and so on. 

So, if the mobile operators had instead asked, "How do we make 
money out of SMS?" then one answer might have been, "create a 
new shorthand language so that the 1 60 character limit isn't a 
problem". But since the question was, "Can we make money out of 
SMS?", the answer was, "No", because the answer was based on 
data gathered from the billing systems that gathered data from 
voice calls. If no-one was sending text messages, how could the 
data have answered the question? 

Change Magic Collecting data 3 1  



"I think there is a world market for maybe five computers" -
Thomas Watson, founder of IBM, 1949 

"Some day, every town in America will have one of these" -
Alexander Graham Bell, speaking about the telephone. 

"There is no reason anyone would want a computer in their home" 
- Ken Olsen, founder of Digital Equipment Corporation, 1977 

"The Americans may have need of the telephone but we do not. 
We have plenty of messenger boys." Sir William Preece, chief 
engineer of the General Post Office 

"It does not meet the fundamental technical requirements of a 
motorcar." Lord Rootes, on taking the Volkswagen factory and 
designs as war reparations in 1 946. Over the next 58 years more 
than 21 million Volkswagen Beetles were sold. 

"Everything that can be invented has been invented." Charles 
Duell, Commissioner US Patent Office 1899 

"This "telephone" has too many shortcomings to be seriously 
considered as a means of communication. The device is inherently 
of no value to us." Western Union internal memo, 1876 

"Airplanes are interesting toys but of no military value." Marechal 
Foch, Professor of Strategy at the French War Studies College 

"Louis Pasteur's theory of germs is ridiculous fiction." Pierre 
Pachet, Professor of Physiology at Toulouse, 1 872 

"The wireless music box has no imaginable commercial value. Who 
would pay for a message sent to nobody in particular?" David 
Sarnoff's associates in response to his urgings for investment in the 
radio in the 1 920s 

''We don't like their sound and guitar music is on the way out." 
Decca records rejects the Beatles,1 962 

''Who wants to hear actors talk?" HM Warner, Warner Brothers, 
1 927 
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You might be thinking that I obviously have no understanding of 
business strategy or market data. You might be thinking that this is 
too simplistic a view, that you can't just base business decisions on 
where you want to be, you have to look at the facts. 

Well, looking at the facts, to come back to the opening concept of 
this chapter, means looking back in time - always. Looking at your 
aspirations means looking forwards in time. 

The past always seems safe, because you remember it and therefore 
you're certain of it. It might have been tough, even horrible, but at 
least it's behind you. The future, on the other hand, is always 
uncertain and must therefore be regarded with caution. 

But what if, and you might think it's a big what if, you had more 
influence on the future than you thought possible? What if you had 
the ability to commit to a course of action and, in doing so, increase 
the probability of success? 

Don't worry, I'm not about to get my crystals out. History books 
are full of companies who were successful in spite of the rules and 
the data - Virgin (can't compete with the traditional airlines), 
Disney (no-one wants to go to a theme park), Nokia (should stick 
to making rubber boots) and so on. 

Just remember that when someone says, "That won't work 
because . . .  " they are telling you that it won't work in the future 
because (cause and effect) it didn't work in the past. If you didn't 
do it in the past, that's probably why it didn't work. Every new idea 
that becomes reality changes the world and the environment that 
makes new ideas possible, so it's not quite fair to say that 
something won't work, only that you don't know how to make it 
work, based on what you currently know. 

Every significantly new invention, by definition, must create a new 
market for itself. Therefore, neither data nor dreams hold the 
answer; they merely reflect your attitude to risk. 

''Will this work?" versus "How do we make this work?" - choose 
your question carefully before you take the answer too seriously. 
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DEAD ENDS 

Problems set a framework which constrains what you are able to 
think about. If I ask you to tell me your favourite colour, you are 
unlikely to answer "haddock" because I have framed your range of 
responses by my question. Questions are phrased using an 
interesting linguistic structure called a presupposition. In fact, all 
language contains presuppositions - they are the unspoken truths 
that make the language understandable. The question ''What is your 
favourite colour?" presupposes that you know more than one 
colour and that you have a favourite. 

You would be unlikely to answer 'haddock' because 'haddock' is 
not a linguistic label that we might associate with the sensory 
experience that we label 'colour'. In short, haddock and colour are 
not part of the same branch of our mental hierarchy. 

What about 'coffee'? Or 'blueberry', or 'cinnamon', or 'cream'? 
They are in the same category as 'haddock' - edible things - as well 
as being labels we could use to describe colours, particularly if 
you're choosing a new colour to decorate your living room. 

We'll come back to this later, where you'll discover that linguistic 
labels are key to changing our ell."perience of the world. 

You may have heard in the past that you can ask open or closed 
questions, and that some questions are "leading questions". Well, 
here's a surprise for you, so make sure you're sitting down. All 
questions are closed, and all questions are leading questions. It's a 
matter of how much they lead, and in what direction. Since your 
questions are going to lead people anyway, you might as well make 
them useful. 

Sales people are taught on sales training courses to ask 'open' 
questions such as "tell me about your furniture requirements for 
the new office". This is still a closed question, because it defines the 
answer. It's broader than "do you want some chairs?", but the key 
to getting people to really open up does not lie only in the way you 
phrase the question. 
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Our everyday language contains presuppositions which are often 
interpreted by people unconsciously and randomly, leading to 
unexpected results. It's quite common to hear, "you look nice in 
blue" interpreted as an insult and, "oh, you're still here" interpreted 
as a confirmation of impending doom. A colleague of mine used to 
say things like, "I've been thinking about how we should reorganise 
ourselves in the team" which sent some of my other colleagues into 
frenzies of panic about the latest reorganisation that they knew 
nothing about. 

I heard a great story from a dental nurse about parents who don't 
take their children to the dentist because they are scared 
themselves. One mother finally plucked up the courage to take her 
daughter to the dentist. The girl was naturally open minded and 
curious and, as she sat in the chair, her mother said, "don't 
worry . . . . .  . it won't hurt". 

I can almost hear you thinking, "hang on . . . . WHAT won't hurt?" 

Because language is a simplified, distorted, shorthand version of 
what we are thinking, we leave out all the important stuff that must 
be true in order for the sentence to make sense. The mother 
probably made some awful picture in her head, crossed it out and 
told her daughter not to worry. That picture never existed in the 
girl's head until her mother put it there. 

Sometimes, you end up telling people things that they don't need to 
know. Stop it immediately! 

So, language can direct your attention to a particular subset of your 
overall experience and thereby constrain your ability to think freely. 
Since Change Magic requires that you have access to all of your 
experience and talent, you need to be able to recover yourself 
elegandy from the confines of problem thinking. 

When you're locked into a particular pattern of behaviour, the 
question of the behaviour being an appropriate response just 
doesn't occur as it's outside of the framework of the problem. The 
behaviour has become part of the environment and the only 
question that remains is, "how hard do I need to do this to get 
results?" Of course, no frame of thinking is truly open because it's 
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always constrained by the frame 'things that can be thought about 
by a human mind', however some frames are more open than 
others. We often refer to people as being 'open minded' or 'closed 
minded' when what we are really referring to is whether other 
people agree with us or not. 

As we get more constrained by problem thinking, the frame that 
constrains our thoughts becomes smaller and smaller. When you 
start thinking about a problem, your end goal becomes fixed. You 
could continue trying to solve the problem without ever realising 
that the end goal is no longer important, or is no longer what you 
want, or has already been achieved by someone else. 

So as you progress through a problem in this linear way, ruling out 
certain courses of action and devoting more energy to what you 
think will work, you become more and more constrained by the 
problem until you are unable to think of anything else. You have 
boxed yourself in to the problem, locked yourself into a cage and 
excluded any alternative ideas that may work more effectively. 

There is always a lot of pressure on people in organisations to 
"think out of the box". It's perhaps reassuring to realise that you 
don't need to think out of the box. You just need a bigger box. 

In order for you to solve problems efficiently, effectively and easily, 
you must open up your thinking, not allow it to be closed down. 
That may be easy for me to say, as I don't have your problems. 
That's very true and fortunately for you, you won't have your 
problems for long either. 

Before we go on, I should explain what I mean by "efficiently, 
effectively and easily": 

o 

o 

o 

Efficiently - using only the time and resources necessary to 
solve the problem 

Effectively - solving the problem so that it stays solved 

Easily - making it look effortless to a casual onlooker, to 
develop your reputation as a Change Magician 
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To continue opening up your thinking, here's another useful belief: 

If what you're doing isn't working then do something else. 

Let's think about that for a moment. It is contrary to the popular 
belief that if what you're doing isn't working then you're either 
doing it wrong or you're not trying hard enough. Does speaking 
louder at a foreigner make your native language more 
comprehensible? Does repeating a running argument get you any 
closer to an agreement? 

Years ago, my brother bought my parents one of those realistic fake 
family history documents where they look your surname up on the 
Internet and then tell you your family history, coat of arms and 
motto. Apparendy, our family motto is "We succeed against 
adversity". We joked that our family motto, according to our 
father's example, should be, "We succeed by hitting it repeatedly 
with a hammer and shouting 'Jesus wept!' " 

So, it's quite normal to get stuck down a dead end when you're 
working on a problem. Fortunately, you are learning many new 
tools to get different results in the future. 

I realise that this may be a dilemma for you, whenever you can't 
think about doing something else because you're too busy doing 
something that isn't working. Fortunately, there is a deceptively 
simple solution. Your thinking is only constrained by the problem 
when you're thinking about the problem. 

Imagine yourself standing on a mountain top. You can see forever, 
over all the kingdoms in the world, over all the oceans and over all 
the peoples. You can see, laid out beneath you on the rich plains, all 
of your experiences, skills and abilities. As you stand and look out 
from this position of total vision and clarity, you can ask yourself a 
simple question: 

"Am I doing this because it's the right thing to do, or am I just 
doing it because I'm doing it?" 

Since you're doing this in your imagination, now is as good a time 
as any to be honest with yourselfl 
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Before we go any further, it's just worth pointing out a simple yet 
often overlooked fact about companies. 

Companies don't exist. 

We take some pieces of paper filed in a vault somewhere, some 
magnetic patterns in a computer and a building with a word written 
on it and we call this collective hallucination "a company". 

Why mention this? Because we can't blame companies for anything. 
We can only blame people. 

When someone says, "the company wants me to do this", then ask, 
"Who specifically wants you to do that?" 

When someone says, "the company says this", then ask, "Who 
specifically says that?" 

You get the point. Companies don't make decisions, and neither do 
people. A person makes a decision which other people may or may 
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not then agree with. A company does not support an idea, people 
do. 

You can't change a company, but you can change what a person 
does. When you change a number of people, and they all feel 
motivated to make the same change in their working lives, that's 
Change Magic. 

It's an important point to bear in mind. We all hear phrases such as 
'culture change' or 'reorganisation' or 'restructuring', but in every 
case what it boils down to is changing what people do. 

Culture change is an interesting example, as people involved in 
culture change are often heard to say, "it's not what people do, it's 
how they do it that's important". So, as  an example, the customer 
service people may operate a functional customer helpdesk, but 
they don't look happy while they're doing it. We just need to clear 
up this simple mistake right now. In culture change situations, you 
are not changing the way that people work, you are again changing 
behaviour. Talking to a customer with a smile is a fundamentally 
different behaviour to talking to a customer with a scowl. It's not 
just a different 'way' of talking to a customer, it is fundamentally 
different and is driven by totally different mental processes. Culture 
change is just another euphemism for behavioural change. 

You can avoid falling into this trap simply by being honest with 
people. What makes this hard for companies is that they rarely, if 
ever, tell people what their jobs are. Receptionists are told to 
answer the telephone and make sure people sign the visitor's book, 
yet that's not their job! The job of a receptionist is to embody the 
company's brand image and to know everyone in the company and 
how they can help the people who call and visit. Take a look at your 
own job description - did anyone ever tell you what you were really 
supposed to do, or did you have to learn that by trial and error? 

Later on, we'll be looking at ways to influence what people think so 
that they choose to change what they do. 

For now, think of the word 'company' as a collective noun meaning 
"a group of people working together for mutual, commercial 
benefit". 
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SYSTEMS 

A system is a collection of interconnected parts that together 
produce a specific outcome. Every system from the Amazon 
Rain forest to your washing machine has the same basic structure: 

I N P UT --.... PROCESS ----. OUTPUT 

So that's quite easy. You are a system. Your inputs include food, 
oxygen and water and your outputs include heat, motion and 
children. You could call your process "Living". 

Most systems are highly complex, in that the overall system has 
many inputs and many outputs, not all of which are obvious. Most 
importantly, man made systems such as washing machines and 
companies seem to generate many new outputs which are not part 
of the original design. 

A washing machine could have the following process structure: 

I NPUT PROCESS OUTPUT 
Clean water • � Combine inputs • Dirty water 

Detergent Agitate Clean clothes 
Electricity Add more water Heat 

Dirty Clothes Drain Vibration 

The designers of the machine intend the output to be clean clothes, 
but some other outputs are unavoidable (dirty water) and others are 
unintentional (vibration). The output of heat is something the 
designers try to design out of the system, as excess heat production 
equates to inefficiency. 

As a process, the washing machine uses heat, detergent and motion 
to transfer dirt from clothes to water. 

What about companies? Well, we could spend the next 1 00 pages 
listing all the inputs and outputs of a typical company, so here are a 
few to illustrate the point: 
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I NPUT 
Time 

Money 
Energy 

Raw materials 

PROCESS 

........ 
Make products 

........ 
Sell products 
Fulfil orders 

Service & support 

OUTPUT 
Money 

Products 
Waste paper 

Heat 
Stress 

TV adverts 
Pollution 

Information 
Electronic data 

Dirty clothes 
Curtailed holidays 

So, in the process of setting up a company to make washing 
machines, print money or sell furniture we end up with a large 
number of outputs which weren't intended and which don't 
explicitly contribute to tlle core business process. 

If a washing machine is a tool for removing dirt from clothes, you 
could say that a company is a tool for removing money from 
customer's pockets. This is a good thing, because if your company 
did not remove money from your customer's pockets, it would end 
up in the washing machine and be no good to anyone. 

Many consultancy firms exist to make your business more efficient 
by taking out excess waste, heat, pollution and people. By reducing 
the production of these unwanted by-products, more of your 
company's energy is devoted to core business processes. 

Not as many consultancies concentrate on the other by-products 
such as stress and lost weekends. These by-products are sapping 
your company's resources as surely as stationery theft, yet they are 
frequently ignored by the business process re-engineers as being 
"soft issues", because they don't know what to do about them. 

Many people focus on the "big things" of organisational change -
the processes, contracts, procedures and environment. Fewer 
people realise tllat these things don't really matter at all because 
they are incidental to the real organisation - the people. It's too easy 
to think of tlle people as being part of the business when in fact the 
people are the business. 
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Consider these words: 

0 Business 0 Partnership 

0 Organisation 0 Association 

0 Company 0 Team 

0 Corporation 0 Department 

0 Firm 0 Division 

And think about how those words describe entltles that exist 
independendy of the people within them. Now tear that thought 
up, throw it away and replace it with this idea: 

Those words are simply collective nouns for groups of people. 

Just like a herd of cows, a flock of seagulls and a murder of crows, a 
company of people is just a way of describing a group of 
individuals with a common interest in a way that tells you 
something about the way that they behave collectively. Imagine 
some fish. Now imagine a shoal of fish. Different? 

Coming up with new collective nouns is a seriously fun way of 
pinning down intangible behaviours. How about an empowerment 
of coaches? A confusion of middle managers? A slick of 
salespeople? The collective nouns you come up with say a lot about 
your preconceptions and are a very useful tool for flushing out the 
beliefs and values of individuals in a team. 

For example, how do you imagine a team operating differendy than 
a division? It's an interesting word, isn't it? 

How does a confusion of managers behave differendy to a group of 
individual managers? By coming up with collective nouns, you are 
unconsciously noticing the behaviour of group dynamics - a very 
useful thing to do in an organisation. 

A while ago, I ran a competition for people to come up with their 
own collective nouns in order to win copies of this book. I thought 
I would share some of my favourite entries with you, to 
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demonstrate how useful this idea is. I just want to point out that 
these are not necessarily reflective of my personal opinions! 

0 A babble of partners 

0 A conspiracy of support staff 

0 A sabotage of IT staff 

0 A squabble of female teachers 

0 A scribble of art directors 

0 A seizure of support workers 

Try it with your own team and see what happens. 

There's a business process model which works by removing the 
barriers that limit a system's performance. The basic premise is that 
cutting inefficiency is limited by the number zero, so you can't have 
any less than no inefficiency. On the other hand, there is no limit to 
the amount of money that you make so it's better to have an 
inefficient business that makes huge amounts of money than an 
efficient business that makes quite a lot of money. 

Of course, neither approach is 'true'. If we take the model past its 
common sense limitations, we could say that a washing machine 
that has a drum that can wash all the clothes in the world, but 
which vibrates so much it changes the rotation of the Earth IS 
better than a normal size washing machine that doesn't vibrate. 

My belief is that most people want washing machines that are 
practical, efficient and quiet. The model works within the bounds 
of common sense - for example, if you can afford a Ferrari then 
you shouldn't be worried about its fuel economy. If you can afford 
to shop in a designer store, you don't need to ask the prices. 

As a business, if you're making lots of money, you shouldn't be too 
worried about waste. When profits fall, that's the time to cut costs. 
Every business should be efficient all the time. A fall in profits 
should be tackled by more aggressive marketing or new product 
launches. However, this isn't a perfect world. When you're feeling 
well off, you buy luxury goods like home cinemas and those 
product lines that the supermarkets sell that seem to be standard 
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products in a shiny wrapper with an exclusive sounding brand 
name. When you're feeling a bit short of money, you buy only the 
basics. You may even buy those product lines that the supermarkets 
sell that seem to be standard products in a plain wrapper with a 
basic sounding brand name. You could say that the sales of luxury 
goods are a side effect of the economic system rebalancing itself so 
that people have no more or less money, whatever the economy is 
doing, within the limits necessary to sustain a lifestyle. 

People like to splash out when they're feeling flush. Businesses like 
to splash out too, and for the same reason. Waste isn't a sign of 
inefficiency. It's a sign of prosperity. 

I've worked in many companies that went through hard times. The 
same signs told me, each time, that it was time to move on. The 
rented plants went back. The coffee machine was no longer free. A 
memo was sent out asking people to use both sides of photocopier 
paper, which might be interesting after the office Christmas party. 
For most of January, letters would go out to customers with 
someone's bottom photocopied on the reverse. Still, these short 
term measures make good business sense, don't they? 

I have one concern about this, which is that one of the resources 
that gets wasted in an inefficient business is human energy. No-one 
likes to feel that their contribution isn't valued. We all like to think 
that we are important in the scheme of things, and that we make a 
difference. If your manager said, "you're useless, but the company 
is so rich I can't be bothered to fire you" then you may be quite 
within your rights to feel demoralised. Ultimately, companies don't 
make money - people do. Therefore, it is important that companies 
are efficient where people are concerned. 

You may be surprised at how many companies work hard to move 
people away from what they love doing - turning engineers into 
sales people or managers, for example. Career progression seems to 
be based on your manager's own criteria rather than your own. Of 
course, if no-one ever told him that not everyone is motivated in 
the same way, why would he do anything else? 

One thing I often hear said is, "people are our greatest asset". What 
does this mean? Does it mean that the majority of a company's 
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working capital is tied up in the cost of people, and that they will be 
depreciated over three years, after which time they can be written 
off against tax? 

When a person's talents and abilities are being fully exploited by a 
company, the company is getting maximum value for money, or 
return on investment. When the company stretches the person 
beyond their personal boundaries, the person grows or learns, so 
the company gets even more value. In other words, the asset 
appreciates in value. 

This isn't all one way. When a person is given the opportunity to 
develop and grow, he or she is able to fulfIl intellectual needs that 
lead to a sense of fulftlment, satisfaction and personal growth. If 
you're familiar with Maslow, you'll recognise this as the highest 
human need. Whilst you may think that Maslow's hierarchy of 
needs is outdated, it's diffIcult to deny the observation that hungry 
people tend not to spend time in libraries, unless they're trying to 
eat the cookery books. 

There's no particular trick or amazing piece of advice in this 
chapter, only a hint that your business is itself a complex process 
with many unintentional outputs. You can either choose to 
reorganise the company to reduce those unwanted outputs, or you 
can fInd value in them like the companies that make offIce ceiling 
tiles out of the ash from power stations. 

A good way to start is to think back to the day the business started 
and ask, "what is this process designed to do?", in other words, 
what is the company designed to do? 

Maybe the business was designed to produce a house in Florida, or 
more time with your family, or to bring your passion to the world. 

Everything else, no matter how important it seems, is superfluous. 
Stress, pressure, lost weekends, late nights preparing reports and 
presentations are all just unnecessary by-products of your business. 
You can stop producing them if you want to, and that will lead to 
greater improvements in business effIciency than reorganising the 
sales team again. Best of all, these improvements are entirely under 
your control. 
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SYSTEMIC CHANGE 

So, when one part o f  a system changes, the whole system changes. 
This is obvious with small systems because it's easy to see how any 
one part is connected to the other parts. 

Here are some metaphors to help you understand the idea of 
systemic change - how one part changing changes the whole 
system. 

I f  you change just one of the little ridges on your front door key, it 
becomes a different key. It doesn't fit your front door anymore, but 
it may fit someone else's. There's nothing wrong with it, it's just a 
key to someone else's door. 

When someone wins the lottery, their life does not change. Imagine 
the typical story of someone living in a council house with huge 
debts winning £1 0 Million. They spend the money on things that 
they know how to spend money on - things that are framed by their 
experience. They buy a big house, a sports car, go on holiday and 
take all their friends, then realise that the money's gone and they 
don't have the long term income to support the big house and the 
sports car. One year later, they're back in the council house because 
their lifestyle has not adapted to the money available. In fact, their 
lifestyle has corrected the imbalance by removing the money. 

Imagine you live in a three bedroom house in a nice part of town, 
and that you do as much as your can given the salary and free time 
that you have. You go on two holidays a year and you have a 
relatively new car. You get promoted and your salary doubles. The 
first thing you do is adjust your lifestyle, maybe shopping 
somewhere more expensive, maybe eating out more, so that your 
lifestyle can correct the imbalance. At some point, you'll probably 
move to a bigger house so that you end up with as much free 
money as you had before. Your lifestyle has adapted to the extra 
income. You don't just have more money, you have a bigger house, 
a newer car, you eat out more, you have more "stuff" around the 
house and you might even spend time with different friends in 
different places. Your lifestyle has adapted, as a system, to the extra 
income in order to restore balance. 
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This example also shows that systems - and therefore systemic 
problems - have an element on which they balance. In this example, 
it's the amount of disposable income. 

Imagine someone who wants to go on a diet. Over the years, they 
have dieted successfully and then put weight back on. The process 
is that one day they decide to go on a strict diet and enforce it 
rigidly. After this, they won't eat with other people or go out to a 
restaurant for fear of temptation. These lose weight to the point 
d1at they feel happy with themselves, then have a treat to celebrate. 
Having had one treat, they've broken the diet and they start to gain 
weight again. As you know, losing weight isn't just about reducing 
your calorie intake. This person has made no systemic change to 
their lifestyle - they haven't taken more exercise, they haven't 
started walking to work, they haven't started evening classes to fill 
the time they would be tempted to snack in front of the television. 
Eventually, the system takes over and restores balance. 

This example shows that balance does not necessarily mean happy 
emotional states for the people involved. 

Any complex system has a constant - an element which will remain 
the same regardless of what else changes. You can think of this 
constant as being the point around which the system balances or 
revolves. 

All the examples also show that maintaining the system requires 
action and energy. People spend time and energy maintaining the 
system that they believe themselves to be part of. People in an 
organisation will spend time maintaining the balance of that system 
so that they perceive nothing is changing. In fact, everything is 
changing. 
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THE COMPANY MADE ME DO IT 

We model the world through our senses, and we attlibute lifelike 
qualities to inanimate objects. In fact, hypnotherapists use this 
ability as a means of communicating with the unconscious mind. 
For example, you might be sitting in a relaxing chair. Is the chair 
relaxing, or are you? At the unconscious level, we take the quality of 
the object and apply it to ourselves, in the same way that you make 
any story you hear about you. 

Anyway, we anthropomorphise (make into human shape) 
companies too, and concepts, and ideas, and groups, and lots of 
other interesting things. The p oint is that you hear people say, "The 
company is doing this" or "The culture here doesn't like change". 

By now, you have realised that we're talking about individuals, not 
companies or cultures, so we can't change a company or a culture, 
but we can change a person, or rather we can set up the conditions 
within which a person can change their perception, and thereby 
their behaviour and results. 

But let's not be too hasty. What if, for a moment, we treat the 
company or the culture as an entity, like a herd of sheep or a shoal 
of fish or a flock of birds? There certainly does seem to be a group 
behaviour that arises out of the behaviour of individuals which is 
different to the behaviour of any one individual? 

When that group behaviour is destructive or resistant to change, 
people complain about the culture as a barrier. When the group 
behaviour is enabling and supportive, do people even notice it? Do 
we notice what holds us more than what frees us? 

Whilst we can't interact physically with an idea or a collective entity, 
we can act as if it is real, and that gives us another interesting idea 
to explore as Change Magicians - the possibility of creating a 
collective entity that guides individual behaviour just like the 
invisible force guiding a shoal of fish or a flock of birds. 
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BALANCE 

There is one very important thing to bear i n  mind about the idea o f  
systems. In order for a system to exist, it  must b e  in balance. I f  you 
change one part of a system, you will change the whole system. For 
example, if you try to stop the unwanted output of 'vibration' from 
the washing machine system, then an equal and opposite vibration 
will be required as a new input. If you encase the washing machine 
in concrete, the system will require more electricity to balance the 
load on the motor. Constraining the machine's vibration in such a 
way will destroy the machine as its internal components fail under 
the stresses imposed. 

Some environmentalists say that this is a common misconception 
about ecosystems, that in fact they are not necessarily balanced. I 
would simply say that any system needs an equilibrium or balance, 
otherwise it will eventually spiral one way or the other, which seems 
to be the main concern with global warming - that it indicates a 
spiralling out o f  control rather than a small part of a much longer 
cycle. 

In a complex system such as a company, change in one area will 
ripple through to affect every area. You may find that the change, 
however well intentioned, has side effects that you had not thought 
of as the system rebalances itself. 

In fact, unplanned or unwanted side effects are really the best that 
you can hope for if you introduce change into one part of a 
company. Side effects are a strong indication that the system is 
rebalancing itself and is continuing to function. I f  there are no side 
effects, the system could be about to grind to a halt, so learn to 
think of side e ffects as useful, positive feedback rather than a sign 
of failure. 

Remember the useful belief: 

Problems and side effects are a sign of the system restoring its 
natural balance. 
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SIMPLE SOLUTIONS 

People are forever solving p roblems. You're hungry, s o  you get 
something to eat. You're thirsty, so you make a drink. There's no 
milk in the fridge, so you go and fetch some milk. 

People in companies solve p roblems too. The sales people don't 
sell enough, so we need some sales training. We spend too much 
money, so we need to cut costs. We have too many people, so we 
should get rid of some people. 

This is a common side effect o f  the relationship between the worla, 
our perception and our language. Language is a coding system for 
translating our perceptions into a communicable symbolic format, 
and the problem with language as a form of communication is that 
it restricts what can be communicated. 

Think of the concept of 'colour'. How many colours are there? And 
remember, colour is not an intrinsic property of an object. You 
might say that your office is green, or these words are black, or the 
sky is blue, but these attributes exist in our perception, they are not 
an inherent property of the object. 

Some of you will understand this right away and be familiar with 
the concept. Some of you will say it's rubbish, because the paper 
you are reading these words on is quite clearly white, and that is a 
universal property of the paper. In fact, the chemical makeup of the 
paper means that it scatters light across the visible spectrum, and 
when your eyes detect that light, you perceive what you have seen 
as 'white'. Our understanding and representation of the paper as 
'white' is the result of an interaction between the paper, light and 
your eyes. 

How is this relevant to organisational change? 

Well, it is relevant in that it is important to understand the 
underlying process by which people perceive problems, half solve 
them and in doing so, create a bigger problem. 
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Think again of the concept of 'colour'. First of all, you are thinking 
about a range of electromagnetic frequencies in the range that we 
call 'visible light'. At one end, we have Red, and beyond that, Infra 
Red, which we can feel as heat but not see. At the other end, we 
have Violet, and beyond that, Ultra Violet, which we can feel as 
sunburn and the greenhouse effect but not see. In between, we 
have the infinite variety of frequencies which we label as 'colours'. 

So the range of perceptions which we call 'colour' is infinite. There 
are no distinctions, no categories inherent in the field. By splitting it 
into Red, Blue, Yellow and Green, we impose categories. Imagine 
you are choosing a colour for your new kitchen, and you are only 
able to communicate your choice using those four labels. Do you 
think you'll get a colour you're happy with? 

So to get round this problem, the paint manufacturers create 
arbitrary labels for the intermediate colours, so that you can get a 
colour card and test pot and decide on "Willow Green" or "Dark 
Lavender" or "Bumblebee" and know that your kitchen will end up 
roughly as the colour you intended. 

Trouser G rey Cloud Grey 

Ra ind rop Grey Si lver G rey 

B lack Gre Ra bbit  G re Dorian  Grey 
Our living room is painted 'Jungle Drums 5'. That's not even a 
colour! It's a random phrase allocated to a colour as a means of 
coding it in something approximating to human language. Our 
hallway is 'Hebridean Mist 3'! 

Change Magic Simple solutions 5 1  



So we can refer to colour as a 'unified field'. It has no inherent 
categories or distinctions. We impose categories upon it in order to 
communicate about it. I t  is a set of analogue data. Language codes 
that data digitally. 

Now let's take another unified field - money. When I look at my 
bank account online, whatever number I see I convert into one of 
only two values; 'enough' or 'not enough'. Therefore, I always have 
either enough money or not enough money. When I have enough, I 
spend it. When I have not enough, I stop spending it and worry 
about how to get more of it. 

So what do you do when your bank account is running low? Cut 
down on shopping? Stay at home more? Maybe, if your income has 
fallen for a long time you might get rid of the cleaner, the gardener, 
the person who does your ironing. 

Enough 

Assuming that my income is reasonably constant, the only way to 
control my bank balance is to increase or decrease my rate of 
spending. Therefore, if I have enough money I can spend, and if I 
have not enough money I cut back. It's only one or the other. 

By splitting the unified field o f  money in this way, you will always 
have either not enough or enough money. There are no other 
alternatives. This creates something that therapists call a 'double 
bind' which is like a dilemma, but bigger. A double bind restricts 
your behaviour, so you bounce back and forth between two 
choices. A compulsive dieter is either overeating or starving 
themselves. This is the pattern of addiction. 
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And what do compames do when there 1S 'not enough'? 
Redundancies. 

Look at the graduated shaded bar above. 

Where would you say the following shade of 
grey appears in the graduated bar above? 

1 

2 

Did you just say, "It's around here somewhere" whilst pointing at 
the middle 0 f the shaded bar? Very good. 

Now let's categorise the shaded bar into two parts; black and white. 

Black: 

White: 

5 

3 

4 
Now, in which half would you place this 
shade? (5) It's different from number 2. Is  
i t  black or white? 

If you think you know, then try this. Show a friend or colleague 
only the first complete shaded bar (1) and then describe the solid 
colour above (5) to them so that they can fmd where it is on the 
shaded bar. You are not allowed to describe it using any 
comparative references, so for example you are not allowed to say 
"it's about half way between black and white" or "it's a bit darker 
than my shirt". You can only describe it by reference to itself. Of 
course, you have a language for colours like Red and Yellow, and 
even Cyan and Magenta, and even Pantone 1 64 or HTML 
#CCFFFF if you are that way inclined. But a middling murky grey? 

This may seem like an abstract example. I'm even confusing myself. 
By dividing the unified field o f  data into two sets, we create a 
problem that didn't exist before. The problem is one of coding and 
categorising data, not one of defining a colour. 
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To put you out of your misery, the box number 2 would be 'White' 
and the box number 5 would be 'Black' according to our arbitrary 
definitions. 

Consider a person who says, "I'm disorganised". They have already 
perceived their problem and told you their solution - to be more 
organised. Now think about the way that a workplace might be 
organised. One piece of paper out of place? Ten? A small 'to do' 
pile? A big pile? How much or your desk has to be visible? So 
'organisation' is a broad continuum, a unified field. 

A sales team is not pulling in the volume of sales that someone in 
the organisation would like them to. They're either performing or 
they're not. Someone else, tasked with improving sales, goes to look 
for sales training. They look for sales training providers and then 
select a course based on very different criteria than the original 
problem. They end up with a sales training program that fails to 
address the original need, and in doing so have exacerbated the 
problem by spending more money, thereby reducing profits and 
increasing the need for sales. 

So faced with the problem of not enough money, the managers of 
an organisation will look for either more income or less 
expenditure. Increase sales targets and make redundancies. But it is 
not that simple, because the problem is not that simple. In fact, it's 
trying to simplify the problem in this way which creates the 
problem. 

So if you don't have enough money, the solution may not be as 
simple as spending less or earning more . When you watch life 
makeover programs on TV, you'll see that the solution is not that 
simple. It's usually simpler, because people get caught in the trap 
created by their own dilemma. 

So, the moral of this chapter is to avoid the temptation to solve the 
obvious problems, because often the problem has been created by 
the need to define something as  a problem. 

Defining colours as black or white creates a problem if you had a 
different colour in mind but now lack the language to communicate 
that. So be wary of people who tell you the solution to the problem 
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as being the converse of the problem itself, because that is a 
solution defined only by an arbitrary symbolic language, it is not 
really a solution at all. 

In the old days, you could only buy the colours that the paint 
manufacturers wanted you to buy. When 'off whites' were 
fashionable in the early 1980s, everyone wanted Daffodil White, or 
Bluebell White, or Apple White. But what if you wanted a colour 
that they didn't sell? Tough. Now, you can choose from thousands 
of colours, made to your exact specification. 

So you expect to choose the colour of your kitchen to your exact 
requirements, you should expect the same of solutions offered to 
your business problems. 

At a recent meeting, a client told us that her company needed 
customer awareness training because their staff are not sufficiently 
customer focused. So, the perceived problem is a lack of customer 
focus, and therefore the solution is customer focus training. Simple. 

Except it isn't. The staff are perfectly capable of caring about 
customers. I bet that if you were to ask them individually, they 
would be quite upset at the though that someone believed them to 
be not customer focused. 

By defining the problem as 'customer focus' there are only two 
options; there either isn't enough customer focus or there is. You 
might agree with that. You might think that customer focus is 
important, and that if you have enough then you have enough, and 
L�at's that. But here's the problem. The problem has nothing to do 
with the staffs ability to focus on the customer. Therefore, that 
solution will not fix it. The problem is a function of perception, it is 
not inherently a part of the way the business operates. 

What can you do about it? If you need help to solve a problem, 
either internally or externally, you need to know who to ask, don't 
you? You need to know whether to call a plumber or an electrician. 

Just be wary of anyone who offers to give you exactly what you ask 
for without backtracking to check the conclusions that you may 
have jumped to. 
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CULTURE 

What is culture? 

I s  it an ethereal feeling that you get in one working environment 
that is different to another? 

Certainly, some people say that culture is something that cannot be 
created or changed, it's just an intangible quality of a particular 
environment. Well, you can change it, but only with a long drawn 
out culture change program that involves sending everyone in the 
company to focus group meetings and covering the walls with 
posters bearing the slogan of the change program, something like, 
"Embrace the future!" (or else). 

Let's define culture, simply, as "language + rules". 

By defining it in that way, we can see how to change it more easily. 
Traditional change programs certainly do focus on changing 
language, redefining problems as breakthroughs, and old habits as 
rackets. 

Is that enough? 

Changing rules might be harder, because it seems that for most 
organisations, changing rules in fact means relaxing rules. Instead of 
people sticking to rigid business processes, what is now required is 
for them to think outside of the box, be creative, work harder and 
take responsibility for their own development. 

If you went into the zoo at night and unlocked the cages, I imagine 
that most of the animals would stay in there. And many would 
actually be more scared with the doors open. So relaxing rules isn't 
easy, because many people like those rules, because they're 
comfortable. 

Have you ever been for a walk in the countryside and seen a field 
full of rabbits? Have you noticed how, when they sense a predator 
such as you, they all dive for the nearest rabbit hole? And have you 
noticed that you have to stay still, and downwind, for quite a long 
time before they will come out again? 
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And they don't all just charge back out, they will tentatively have a 
peek and see if the coast is clear. A few will put their heads out first 
and look around. 

Well, people are very much the same. After getting used to a culture 
and then being told that there is now no blame, ideas will be 
cultivated and anyone can challenge working practices, it takes a 
long time for people to want to test the rules. 

There are many urban myths of experiments with monkeys where 
successive generations inherited the same fears, even though they 
hadn't experienced the original punishment. 

You might remember, or you might find out later on (I forget when 
I've written these things) that I worked for a very lovely Canadian 
telecoms manufacturer once. The first time my mobile phone rang 
in the office, a number of people pounced on me and told me to 
turn it off. I asked why, and they said that the sales manager hated 
the sound of mobiles ringing in the office. 

I was curious about how he could tell the difference between a 
mobile and a desk phone ringing. The sales manager used to sit in 
his office at the end of the building like a short tempered dragon, 
waiting in his lair. The main characteristics they shared were that 
you would imagine him to be a mythical creature as we hardly saw 
him, and when you did see him he would lunge out of office, 
breathing fire as he yelled at someone about something. 

One day, in the kitchen, I bumped into him and asked him about 
his mobile phone phobia. He said, "I just think it's unprofessional 
to talk to customers on mobiles in the office, we should call them 
back from a landline. I also think that if you're on the phone to a 
customer, you shouldn't have your mobile ringing and disturbing 
you". Seemed like a reasonable explanation to me, it was just that 
no one had ever asked him before. 

I wonder how many of the people in the office had actually 
witnessed, first hand, the incident where he shouted at a salesman 
to turn his mobile off. I suspect that the majority were like the 
rabbits, hiding in their holes because someone had said there might 
be a fox about. 
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I wonder if it takes a certain kind of person to ask obvious 
questions like this? 

In any case, it is something that managers in organisations often ask 
for - 'out of the box thinking'. You'll find out later that I think that 
out of the box thinking is another illusion. 

Many years ago, during one corporate change program where the 
company I worked for built a huge tent on a car park at a national 
exhibition centre and sent all 1 0,000 employees on a 3 day training 
program, one of the facilitators drew this diagram on the flipchart: 

• • • 

• • • 

• • • 

He asked someone from the audience to come up and connect all 
nine dots with a single line, so that the pen didn't leave the paper. 
A fter an embarrassing silence, someone put him out of his misery 
and drew this: 
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Do you see the point he was making? Well, he spelt it out for us 
anyway. To be successful, to make a real breakthrough, you have to 
think outside of the box. 

I think that this was the point at which the engineers started 
doodling and playing hangman, drawing a little stick hanging man 
that looked oddly like the facilitator. 

Now, you might be using this demonstration in your own 
workshops, in which case I am sure you handle it far more elegantly 
and with none of the patronising delivery of the person I saw. 

Anyway, the point is this: telling people that the culture has 
changed and that they are now allowed to think outside of the box 
does not mean that they will. 

At the same company, the next CEO scrapped the program and 
introduced his own, about a year later. He put suggestion boxes in 
all the offices. When you submitted a suggestion, it was reviewed by 
a committee who would write back to you after a few weeks and tell 
you why it would never work. 

Are you beginning to see a pattern? And does any of this resonate 
with your own experience? 

We're talking here about the components of culture; the behaviours 
that imply the presence of rules, a rule such as, "Do not make 
suggestions" . 

This particular company was fast growing and thriving. I think at 
one point, it was the fastest growing company in Europe. And 
people loved working there. It had a buzz. As a start up, it had 
attracted people who were frustrated in the incumbent, monopoly 
telecoms suppliers of the day. People with initiative and 
determination. And with such a promising start, the CEO decided 
we needed a culture change program. The result was that in every 
office, people were seconded from their day jobs into breakthrough 
teams who were tasked with coming up with wild ideas. One of the 
craziest was a team who envisaged a device that would fit into the 
palm of your hand and give you wireless access to people, 
information and entertainment. You would be able to access 
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databases, book theatre tickets, read emails, talk to people, watch 
TV and so on. Back in 1 992, the technology to make this happen 
was barely emerging, so whilst this was a groundbreaking idea, the 
short term result was a huge number of key people no longer doing 
their day jobs. Guess what happened to the company? 

So coming back to what I said at the beginning of the chapter, that 
culture could be defined as language + rules, this means that in 
order for someone to integrate with a culture, they must speak the 
language and comply with the rules. 

Perhaps you have experienced this yourself? Perhaps on joining an 
organisation, you have found some unique language or jargon? 
Perhaps you started to get a sense of the unwritten, unspoken rules 
that people are expected to comply with? 

For example, Friday is officially 'dress down' day, but actually we 
expect people to dress as usual in case a customer comes in. Or 
perhaps there is a work life balance policy, but actually we expect 
people to work late. Or perhaps we give people remote access to 
work from home, but we know that people who work from home 
are actually watching television. 

These rules are all too often overlooked in culture change 
programs, and I think there are two reasons for that. Firsdy, they're 
hard to measure and secondly, no one wants to admit to them. 

Well, someone has to come out of the rabbit hole first, so it might 
as well be you. 
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STRUCTURES 

Most organisations today are organised in some sort of hierarchy. 
Usually, people are grouped by similarity of job function but 
sometimes they are grouped by geography or by the type of 
customer that they work with. They might even be grouped 
together by a cornmon interest such as a project and reorganised as 
ne\v projects arrive. 

When you look at a typical organisation chart, you'll see that 
everyone has a job title. Whilst these may sound descriptive, they're 
usually far from it. All sorts of people have j ob titles like consultant 
and executive, and so you could instead ask a question which the 
organisation chart does not answer for you - ''What do all these 
people do?" 

You will then find that some of the people in this organisation are 
doing jobs very similar to people in other parts of the organisation. 
People are administrating processes or managing other people in a 
number of places in the organisation. You might say that you only 
have one marketing department, or one customer service 
department so instead look at the behaviour of someone in the 
marketing department, and in particular, think about how their 
behaviour and skills are similar to those of people elsewhere in the 
organisation. Someone in marketing might process information, 
make decisions and talk to customers in much the same way as 
someone in customer service. The process is similar, yet the 
difference in content is what we notice most. We confuse what 
people do with what they fan do. 

When growing an organisation, it can be useful to think about 
whether you are adding capacity or capability. Whenever you add 
capacity (by hiring more sales people) you also add capability 
(because they all have different experiences and skills). Sometimes, 
that extra capability doesn't get fully utilised because the focus is 
only on capacity. 

This replication of behaviours that we 
something that we do not see reflected in 
evolved to be extremely energy efficient. 
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You have very few redundant components. Whilst you have two 
lungs, two kidneys etc remember that under normal operation these 
organs load share - they each do half of the work. They do not 
overlap. One lung does not process air that the other has already 
processed. 

With respect to the analogy of 'parts' that we have used to describe 
the organisation of your brain and your capabilities, there is again 
little overlap. You will find that you have many ways that you can 
achieve something, but that is not the same as overlap - it is what 
we call "behavioural flexibility". Overlap is when you have lots of 
competing activities that achieve the same result. Flexibility is when 
you have choice over those activities. 

You are at your most powerful and potentially successful when you 
have behavioural flexibility. I f  you always drive to work and the car 
breaks down, you are stuck. Your behaviour is likely to be restricted 
by the frame of the problem - you might call the breakdown 
company, you might go and try starting the car again, you might 
kick it. I f  you are focussed on the outcome (getting to work) 
instead of the strategy (getting the car started) then you will have 
access to a huge repertoire of behaviour - walk, get the bus, call a 
taxi, phone a colleague, work from home, cycle, skateboard etc. 

This behavioural flexibility is far more useful in helping you achieve 
your goal than focussing on the problem with the car. 

Let's have a look at an organisation structured by job titles. 
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By focussing on what people actually do (and this is quite a 
simplification) we can start to understand how this organisation 
survives and we can also recognise some areas of overlap. 

We might tactfully use the word synergy instead of overlap if we 
were talking to the CEO, but it amounts to the same thing. Overlap 
means wasted resource, time, money and increased frustration for 
the people involved in the overlap. 

You may or may not already know this, but here's a little history of 
why the fmance departments in many large companies are so big. In 
the old days, HR was called the Personnel Department. They hired 
people (which involved filling in forms), paid people and then fired 
people (which involved more forms) so originally, Personnel was a 
Finance function. It's only recently that companies have thought 
about developing people and caring for them. Back in the old days 
again, companies bought computers to do payroll and finance 
spreadsheets, so the IT department was originally the person in 
Finance who knew how to switch the computer on, and where to 
kick it when it broke down. Of course, all the administrators that a 
company needed in the old days were the ones who did payroll and 
filled in forms, so they ended up in the Finance department too. 

In those days, companies didn't really put much effort into 
marketing. They didn't have PR strategies or branding focus 
groups. The marketing people just asked customers whether they 
still liked beige and then told the factory to make more beige things. 
The sales people were totally separate to marketing because they 
just went door to door, asking if anyone wanted to buy beige 
things. The marketing people were responsible for finding out what 
customers might want, the sales people were responsible for 
making customers want whatever the company made. Or, more 
likely, the sales people were responsible for standing in the vicinity 
whenever a customer wanted to buy something, and for then 
buying the drinks afterwards. This situation is very different today, 
where there is much more alignment between sales and marketing 
and where the sales people only buy drinks if they really have to. 

In any case, the point is that organisational structures are often 
rooted in ancient history, much like the sales peoples' expense 
accounts. The kind of organisational problems we see today often 
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occur because organisations break one of the first rules of Change 
Magic - they do things because they are doing them, not because 
they're righ t. 

Let's view the company organised by the order in which certain 
activities take place: 

Support people (HR. line managers) 

Support business infrastructure (IT. FM etc.) 

Support business processes (Admin) 

Support business lifestyle (Finance) 

From this point of view, we end up with an approach which will be 
familiar to anyone who knows about supply chains or business 
process re-engmeenng. 

Both of those methodologies are fine for dealing with areas of 
simple overlap or practical ine fficiencies within a single part of the 
company. Neither of those approaches works well with the 
complex situations we are working with here. Those approaches 
have a useful place, somewhere else. 

That may sound harsh, so remember that it's based on the 
assumption that there's nothing specifically broken in the 
organisation, therefore an approach which seeks out problems is 
doomed to find them, fix them and cost a lot of money in the 
process. 

The problems are, in a sense, caused by the belief that there is a 
problem. Have you noticed that itch yet? Or that ache in your leg? 
Or that noise that your car makes occasionally? 

A business process approach also has a tendency to try to force 
departments or job functions into a supply chain that they may not 
fit into. As you can see, the IT department isn't actually part of the 
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supply chain at all, or it's integral to it, depending on how you think 
about it. Here's a different way to think of a supply chain: 

Functions like sales and manufacturing are links in the supply chain. 
Functions like IT, Finance and HR are the fabric of the chain itself. 

Methodologies such as Business Process Reengineering, TQM, 
TOC, Six Sigma etc. are fliters. They are designed specifically to 
help you find a particular kind of problem and deal with it. Whether 
you knew you had this problem before or not, and whether this 
particular problem is relevant or not, you will now be overrun with 
consultants who can fix it for you. 

we: HAD o� of- ""THOSE 'T�'HoOre� I� • 

fk; WAS 71Al� $'0 "If: �7' H'''''' . . . 

Now, you may say "How can this be true? Sometimes, there is 
definitely a fault in a business process" and yes, that's true. A piece 
of paper may go to the wrong place and get lost and a customer 
order is not fulfilled. The question is, how does a persistent fault 
arise? In a machine, faults usually arise because a component 
breaks. Components break because of loads placed upon them. 
There are two possibilities - either the component has a flaw, or it 
was not designed to cope with the load placed upon it. 

Electronic and mechanical components have a useful service life, 
during which their reliability can be predicted. At the beginning and 
end of a component's life, it is more likely to fail. At the start of its 
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life, it will fail because of factors like manufacturing defects. At the 
end of its life, it will fail because of wear and tear. 

Engineers represent a component's lifespan with a graph like this: 

(/) 
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.... 

..=! 
.i\; 
u.. 

Time 
It's called a bathtub graph. Who says engineers have no sense of 
humour, eh? Anyway - a component is more likely to fail early in 
its life, like a person who is getting used to the job, or perhaps 
hasn't had their proper induction training. It is also more likely to 
fail at the end of its life, like a person who is getting bored, or 
whose skills are not being updated with new learning. In the middle 
there is a useful service life. 

You may still be thinking that there are real, physical problems that 
must be analysed and processed. There was recendy a TV program 
in which business owners are sent to work on the factory floor for 
a week. In one program, the CEO of a bakery went to work with 
the people on the production line. Time after time we saw the 
production process grind to a halt with causes ranging from 
machinery failure to a packaging machine having been installed 
incorrecdy so that it had never worked properly. A gap between 
two parts of the machine meant that packs of buns fell into the gap 
and jammed the machine. 

These are clearly physical, business process problems that you can 
only solve with the help of consultants. Not so. The maximum 
period of downtime was about a minute. In every case, the team of 
production staff fixed the problem and carried on. When the dough 
mixing machine broke, they took the dough out and mixed it by 
hand. They taped a piece of cardboard over the gap in the 
packaging machine. Clearly, there are other problems here - the 
gang of middle managers knew about certain problems and lied 
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about them to the CEO. When challenged, they offered to set up 
working groups to look into the problems. In other words, they 
saw their job as insulating the boss from bad news and were just 
trying to keep the lid on long enough for someone else to sort it all 
out. 

In the case of the packaging machine, the middle managers had 
spent a huge amount of money on a new machine that had never 
been set up properly. The original, functional machine sat next to it, 
switched off. The CEO asked the middle managers if they could 
just switch the old machine back on to maintain production, and 
they said they would set up a working party to look into it. A 
working party! To walk over to a machine and press 'start'! 

The point is this: When properly aligned and motivated, people will 
naturally resolve the most complex and potentially show stopping 
problems, all by themselves. When people are misaligned and 
demotivated, there's a major calamity whenever the photocopier is 
out of paper. Therefore the smooth running of any business is 99% 
down to people being left alone to sort problems out and only 1 % 
down to business processes. When people know what they need to 
do, they just get on and do it. They don't sit and plan or set up 
working groups. They just get on with it. 

When business processes break after a long period of perfect 
operation, we might say that a person has made a mistake - either 
because of high workload or because they have a flaw. Perhaps they 
always make a certain mistake, but the system corrects for it under 
normal loading conditions. 

When a particular business process gradually increases the load on 
the system over time, perhaps as a result of growth, there comes a 
specific moment when a component breaks due to excessive load -
just like in a machine. Is it possible to predict this and change the 
component or the process before it breaks? In the case of 
machinery, this is called stress testing. Excessive load is simulated, 
although as far as the machine is concerned, the load is quite real. 

Therefore, when stress testing a business process, the load must be 
real in order for the people involved to perform as they would in a 
high load situation. 
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Bear in mind that, up to a point. business processes may be 
inefficient but they do work. The issue here is one of overlap or 
failure caused by growth. If you address that situation then you will 
never need business process tools. I'm sure you already have a 
method for stress testing your business processes, and this is not 
really the subject of this book. The problem under discussion here 
is the overlap between parts, not a fault in a single component. 

O ften, these process methodologies are based on fault finding 
procedures for production lines. They have evolved from 
procedures that were applied to mechanical components that did 
not have free will, were not creative and did not communicate with 
each other. 

The root of the problem for our discussion lies in the 
communication between parts, not within the parts themselves. 
When these business processes contain people, the system becomes 
self correcting. Communication between the parts of the system 
allows for information about faults and potential problems to be 
shared. You don't really need to make this happen. You don't need 
an employee suggestion scheme - you just need to pay attention. 

For example, if a customer tells you that it would be much easier 
for them to place orders if your order forms had a box for their 
reference number, just let the person who takes the order make the 
change. You don't need a change management project for this. The 
layout o f  the order form is totally arbitrary, it's only a way of 
gathering information from your customers. There are some pieces 
of information that you need, but aside from that, why make it a 
big deal? Just listen to the information and act on it straight away. 
This is the kind of gentle, iterative change that leads to the 
evolution of Cheetahs. 

Millions of years ago, a bunch of cats didn't get together and create 
a working party to analyse the best ways to run faster. They didn't 
hire consultants. They didn't have a steering committee. They just 
changed slowly and randomly and let their customers decide which 
modifications worked and which didn't. Humans thrive in every 
climate on the planet. When the environment changed, we adapted 
to it by paying attention to the information that was all around us. 
We watched other animals and we learned the best places to find 
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food or shelter. Some cultures still know where to find water in the 
desert by watching and paying attention. 

Your business can adapt and thrive too, just by paying attention 
and letting people make the changes they need to make. If this 
doesn't fit with your quality policy, you may need to rewrite your 
quality policy. 
In this context, quality does not mean producing something in the 
finest way possible - it means uniformity. If you are making cars 
with wobbly wheels, as long as all the wheels wobble you're 
conforming to quality standards. 

You may also have seen business models based on the belief that 
everything should be organised around its value to the customer. 
This leads to vertically oriented organisations, whose hierarchy 
comes from customer focus rather than business process focus. 

In a vertically oriented structure, you will often see different sales 
teams for transport, manufacturers, oil companies, telephone 
companies and so on. This presumes that the only people who 
need to understand the customer's business are sales people! 

Everyone has a view as to whether horizontal or vertical structures 
are right and it is the subject of many other books. 

My personal experience is that neither is right, they are both 
appropriate sometimes. This is based on many years of personal 
experience of seeing companies constantly re-organise from one to 
the other with no significant benefits arising from the change 
involved. As you will by now have realised, either structure is just a 
pattern that you might notice - just a model. Neither really exists. In 
all cases, there are people who talk to customers, and other people 
who support them. The organisational structure is just a pattern 
overlaid on the communication infrastructure of the organisation. It 
doesn't really exist at all, except as a result of us looking for it in 
order to draw nice organisational charts that make it look as if we're 
thinking about how to make the business run better. 

Constant re-organisation is wasteful as it's based on the belief that 
the success of the company depends on who people work for and 
what their job titles and cost centres are. 
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Let's stop and think about that for a moment. We are saying that by 
reorganising a company we will improve its performance. By having 
parts o f  the organisation aligned with other parts we will make the 
company more productive. What we can learn from this is that 
people who constantly reorganise their companies are starting to 
get an intuition o f  what the problem is, but they don't know what 
to do about it. Therefore they constantly change the only thing that 
is within their power - the structure of the company. 

Re-organisation is an example of a solution that's applied before 
any information has been gathered about the problem. It's also the 
favourite of many managers in large companies who essentially 
don't have the authority to do anything more useful. 

This metaphor of the customer at the heart of the business is a 
useful one for getting people in a large organisation to focus on 
what is important i.e. the person who pays the bills! 

Often, the reality of this metaphor is that the sales people should 
define strategy for the organisation. Clearly that's not the answer 
either! 

Here's another version o f  that same mode� with a small variation. 
I t  recognises that the customer is not separate to the company - the 
customer is part o f  the company, part of a process. 

The customer both generates the need for the company's products 
and is the receiver of them. 
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Is a customer's buying team part o f  their organisation or yours? Is 
an account team part of your organisation or your customer's? 

So what's the conclusion here? Management consultants could 
come in, look at your business and suggest you restructure and 
reorganise, as they often do. This might fool you into thinking that 
organisational structure actually matters. 

What reorganising aims to achieve is getting the 'right' structure so 
that people can be more effective, yet it is usually the very presence 
of a structure that prevents them from being effective. Structures 
tend to constrain communication, perhaps because of team 
meetings. The very meetings that managers hold in order to open 
communication also serve to restrict it. 

I used to request cross-representation at team meetings, so 
someone from marketing always attends the sales meeting and vice 
versa. If you're going to hold a monthly or weekly team meeting, 
shouldn't you also hold a cross-company meeting on a similar 
schedule? Otherwise, you isolate teams from each other. 

Here's another curious thing. Sales people are in a team. Marketing 
people are in a team. Designers are in a team. Managers are in a 
team. They each hold their own team meetings. And yet, if we look 
at the actual flow of business critical information, it flows sideways 
across that structure. The grouping o f  people by job title has placed 
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barriers across the organisation. And why should all these people sit 
in different teams? 

"So that it is easier to manage people, by grouping them in teams" 

Of course, that presupposes they need managing. Perhaps we could 
structure the organisation purely around workflow. Here's an idea: 

When you introduce a new product, organise anyone who is 
involved into a team. Don't waste time with dotted line 
responsibility back into their usual teams. This is their usual team, 
their only team. They spend all their time together. 

But what if sales people sell more than one product? And don't the 
ftnance people need to sit across the organisation? And doesn't this 
then isolate products just as the traditional structure isolated roles? 

Of course, any good plan has its ups and downs. The point is this: 
Don't organise teams based on the way you have always done it. 
Don't organise people so that they're easier to manage - that's 
analogous to putting them in cattle pens. Organise them so that you 
shorten business critical communication lines as much as possible. 
If getting products to your customers is business critical, shorten 
that line. If generating spreadsheets for internal circulation and 
disseminating information about the use of the coffee machines is 
business critical, shorten those communication lines. 

Here's the important point: businesses don't fail because the 
strategy is wrong - the strategy is never wrong. Having a plan is a 
good thing, independent of what that plan contains .  I know you're 
already thinking of examples to disprove that, and I'm not asking 
you to believe it anyway. The important thing for you to bear in 
mind is that business ideas don't fail because of the strategy; they 
fail because the execution of that strategy is inconsistent. 

As I said, you might point to the airline or supermarket price wars 
as being counter examples, to which I would respond that being 
cheaper is not a strategy, it is a reaction. If  it were a strategy, their 
whole business structure would have been organised around 
reducing cost of sale, and the price war wouldn't have put them out 
of business. If  the business is structured around the rule that an 

Change Magic Structures 72 



airline ticket costs $500 and the price war drives that down to $ 1 00, 
what do you think is going to happen? Reacting to your 
competitor's pace is always a bad idea. Surely you've read enough 
management books to know that by now? 

No matter how sound and considered the strategy is, if its 
execution is inconsistent it will fail, or at least not tum out how you 
had imagined. Therefore, the structure o f  the business should be 
clear - organise people so that they execute the strategy with 
decision making lines that are as short as possible. H aving short 
decision making lines speeds up decision making, which makes you 
responsive, which makes you adaptable, which makes you 
successful. Simple. 

Do you remember reading about this a few chapters ago? 

You can see that the time It takes to take actlon and process 
feedback is vital. 

On the other hand . . .  

There's an organisation in the UK who have about 70 people in 
their marketing department. They found that several layers o f  
managers delayed decision making to the point where they were 
missing significant opportunities linked to current events. So many 
levels of management had to be involved in every decision that they 
never made a decision. Consequently, they got rid of all of their 
managers. They now have 70 people in one big, flat team. 
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When it comes to day to day marketing issues, anyone can take 
action within their area of responsibility. They can act fast because 
they have shortened the decision lines. 

The problem they now have is that democracy has become a 
hindrance. Decisions that are about anything except for day to day 
marketing stuff are made by committee. When they buy services 
such as training for the department, all 70 people have to be 
involved in the decision to make sure that everyone's happy. 

So what am I saying? That there's no such thing as the right 
organisational structure? Yes - because structure is an organisation 
of perception, not an organisation of reality. Go and ask anyone in 
any business if they only do what's in their job description. Ask 
them if they only get work through their manager. Ask them if they 
ever do something they shouldn't really be doing just because they 
think it's better for the customer. 

I've just spent the morning in a bank, and the people I was with 
were saying that they all have to do bits of someone else's job, 
because those other people are lazy and don't do what they should 
be doing. Well what should they be doing that they're not because 
they're busy doing what someone else should be doing? 

Do you think it might be a good idea to get rid of job descriptions, 
or at least move the boundaries? The situation is causing 
unnecessary frustration simply because of some words on a piece of 
paper called a job description which is in conflict with what these 
people believe is right for their customers. 

We are a social species, so left to our own devices we will organise 
ourselves into some kind of structure. Some people took their 
particular need for a particular structure and imposed it on some 
other people who didn't care and called it an organisation, which is 
itself a collective noun or a nominalisation. We'll revisit these ideas 
later on, for now let me explain briefly. 

A collective noun is a word to describe a group of something. And 
not just a group, the collective noun implies behaviour. A murder 
of crows, a shoal of fish and a crowd of football fans. An 
organisation of people? It implies a behaviour. 
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Nominalisations are verbs turned into nouns; stopped actions, still 
pictures, frozen moments in time. To organise - that's a verb, a 
moving process. An organisation - that's stuck, a thing. 

As a social species, we will organise ourselves somehow. As a social 
species with a collective commercial purpose, we will find roles for 
ourselves, see stuff that needs doing and get on with it. 

Business psychologists have observed human behaviour around 
roles in groups, and they have observed the processes of groups 
becoming established. Well, dogs sniff each other out, why would 
you be surprised that humans have the same social rituals? Go to 
any bar on a Friday evening to see mating rituals in action, and go 
to any job interview or business meeting to watch the same thing 
happening but without the sex and alcohol. Although, having said 
that, I have been to some interesting business meetings . . .  

In large businesses, especially in regulated markets, rules and 
procedures dictate what people do. Except they don't. The rules 
and procedures dictate what people write down in reports, but 
those people still organise themselves around what they believe 
needs doing for who they think is the most important person. 

This creates two structures, one appears in the organisation chart 
and relates to job titles. The other is informal and relates to lines of 
informal communication and influence. 

I know that I should fill in these three forms to get a new pencil 
signed off by finance, but if I go straight to Fred and ask him over 
lunch I can save myself some time. 

I know that I should fill out this documentation, but if I go to Sally 
and make her feel really guilty and stressed, she'll do it for me. 

Influence is not all about cosy friendships and golf, you see. 

Jim Holden wrote a book and created an approach to sales called 
"Powerbase Selling". Guess what the powerbase is? It's the real 
decision making hierarchy in a business rather than the one that's 
written in the organisational chart. And if you want to sell big 
complicated stuff, you have to understand it. 
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What I'm saying is that any business has a formal structure and an 
informal structure. The formal structure defines how things should 
work, the informal structure defines how things do work. 

People, mosdy, need a sense of purpose in what they're doing. 
When you hire good, well meaning people who need a sense of 
purpose, they will look for work that they believe is important. 
They will quickly learn the unspoken rules, because that's what 
we're all really good at, and they will get on with something that 
they think they should be doing. After some period of time, left to 
their own devices, they'll start to wonder if they're doing the right 
thing, and they'll ask someone who they think will be able to help 
them. And so if you leave people to their own devices, they figure 
things out for themselves. They figure out what it is you really want 
them to do, regardless of what their job description says. 

So why bother with the formal structure at all? Instead of putting 
effort into getting people to go through the proper channels, 
overlay the proper channels onto the way that it really is. Sure, Fred 
and Sally end up doing all the work, but they do anyway! Isn't it 
better that you no longer have people who sit around doing 
nothing all day just to fill out your headcount budget? 

It's all very well for everyone to go through Fred and Sally but as 
the business grows you need more of them, they can't do it all 
themselves. If  you are hiring people who are generally amiable, then 
just by the laws of nature, their workload will spread out evenly as 
each person gravitates to the person they like best. 

This isn't rocket science, you already know the score. The point I'm 
still making is that the way it is is the way it's supposed to be, not 
the other way round. Not least of all because it evolved that way, 
naturally, and evolution is an ongoing dance between an adaptable 
organism and its environment. 
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GROWI NG PAINS 

What we typically see in organisations that grow in a n  organic way 
is something like 'growing pains'. There doesn't appear to be an 
obvious event such as a merger or acquisition, yet many issues are 
the same as those faced by organisations facing 'step change' as a 
result of a merger. Scaling a business puts strain on people, and 
those people will respond in whatever way they naturally and 
individually respond, which makes it inherently difficult to plan or 
provide a solution for. 

Traditional change management approaches are designed to work 
with a change event such as a merger, where differences can be 
benchmarked between tl1e two organisations and a roadmap put in 
place to integrate the two. 

The merger date is known in advance and the board can set a 
timetable for business integration so that managers can prepare 
meir teams. This makes it easier to provide an off the shelf solution 
for change management, business integration and people 
development programs. 

When a business scales organically, we need a higher degree of 
individual focus, and a much greater capacity to handle the human 
dynamics of change within those individuals and their managers. 

As businesses grow, pressure is typically exerted from me people 
who carry targets, often in a sales capacity, and is transmitted 
through me organisation. The different lines of pressure converge 
on a small number of people who then suffer from two 
simultaneous problems; greater focus on the importance of their 
role and greater demands on their time. Everyone is looking at 
them, and they have to perform better and faster. 

Therefore, tl1e simplest approach is to remove one of these 
problems. Traditionally, managers would do this by hiring more 
people or offloading work, either within the organisation or 
externally to an agency or outsourcing provider. Rarely are the sales 
people told to sell less. 
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By the way, this implies a scarcity mentality - we have to sell more 
while we can because it might all end tomorrow. 

Essentially, the structure of many organisations is based on a 
risk/ reward rule. The greater the risk, the greater the reward. If you 
are willing to carry a target, you get paid more. If you are happy to 
beaver away at the bottom of the pile, you get a smaller reward but 
lower risk. The problem with this comes when the workflow for 
each individual becomes real-time. 

A manufacturing business would need the production people to 
make something for the sales people to sell. It wouldn't matter how 
fast the production people worked as long as there was a sufficient 
stock of products. Production and sales are disconnected in time. 

In a bespoke manufacturing business, production and sales are 
connected in time. The sales person needs the specific product 
being built, so there needs to be a much closer relationship between 
sales and production, or through the whole supply chain. 

One approach is to organise horizontally by team rather than 
vertically by function. The advantage is a close connection between 
the people who each play a part in serving the client. The 
disadvantage is that it can become parochial, so sharing resources is 
less likely to happen and you lose the benefits of mass production. 

The options are fundamentally to structure the business for mass or 
bespoke production, depending on whether you need the different 
functional components to be direcdy connected to each other. 

Coming back to the idea of growing pains, when companies grow 
organically, they suffer from all the same problems as are 
experienced during inorganic growth, but since there's no specific 
event causing the growth, it's hard to get managers to treat it 
seriously and devote resources to it. 

If you were to compare your organisation now to how you want it 
to be in, say, 5 years' time, you would see a difference, I presume. 
And if you regarded that difference as a merger or acquisition, you 
could start planning for change. So how about that? Instead of 
letting people struggle on until something gives, plan to change. 
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INTERFERENCE 

If  you remember your science lessons from school then you may 
remember Interference, or Moire patterns. Whenever two signals of 
different frequencies are mixed, an interference pattern emerges. 
With light, you see bands of dark and light. With sound waves, you 
hear a regular 'beat'. The pattern wasn't there in either original 
signal, it's there as a result of the interaction between the signals. 

Neither original signal 'caused' the interference, it's just there. 

When these two Signals are combined 

This new signal is 
created 

-

-

The pattern is there because of our sensory ability to detect it. We 
hear the beat because our ears work that way. We see the stripes 
because our eyes work that way. We notice the patterns that arise 
from the difference between the original signals. The new 
interference pattern is only a function of our sensory perception, it 
doesn't exist in itself. 

You could say that when two sources of information are combined 
a third source is created which is different to the original two and 
totally unique. Neither original signal 'caused' the interference, it's 
just there. 

Keep this idea in mind for a moment. 
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REORGANISE 

All of this organisation and structure is part of the way that we 
notice patterns. We see shapes in clouds, faces in trees and hear 
music in the wind. It's all part of our human need to organise the 
world - to simplify it so that we can understand it. Of course, if you 
have a number of people all performing a similar task and working 
in parallel to increase output, you might as well have them all 
working for the same manager. Assuming, of course, that you think 
you need managers. 

It's important to realise that there are some basic economies and 
efficiencies to be realised when you group people together by job 
function. For example, the members of a design team all need the 
same kind of basic information and support, so it makes sense to 
group them together for administrative purposes. My point is that 
you should group people together because it makes sense to do so -
not because that's what companies do. 

In other words, do it because it's useful, not because everyone else 
does it. There are many times when it would not be useful to group 
people by job function. For example, if you give people 
responsibility to develop and deliver a product or project, you must 
also give them the ability to communicate effectively about its 
progress. 

When you work on a practical problem you will tend to seek 
info=ation which is directly relevant to the problem. For example, 
if your car breaks down you will tend not to want to hear stories 
about other cars breaking down when you speak to the mechanic. 
You may regard this information as irrelevant. In my experience 
teams who are organised to deliver a specific project tend to be 
pulled back into job function teams for regular meetings. 

At some level, stories about other projects may be relevant if the 
meeting is called for the purpose of knowledge sharing. I have 
rarely found this to be the case. These meetings are more often 
called so that the team's manager can keep hold of people who he 
perceives are moving out of his control. 
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I f  you're one of those managers, here's a surprise for you. They 
never were and never will be under your control. People are 
creative and self determined. When they follow someone else's 
instruction it is because they choose to do so and because they 
believe it to be in their best interests. 

Here's a typical employee, represented as a system diagram: 

I N PUT PROCESS 

Information "my job" 

. � 
OUTPUT 

Product/Service 

Often, reorganisations happen because middle managers in 
organisations don't know what else to do, or don't have any power 
to make the changes that will actually change anything. The only 
thing that middle managers can change is the apparent shape of the 
organisation beneath them, so they keep changing it. 

By middle managers, I mean anyone with managers both above and 
below them - and that definition could include board directors, 
depending on the balance of power between the board and the 
CEO. 

Here's what happens to the employee when a reorganisation takes 
place that has him or her doing the same basic job but somewhere 
else in the company: 
r - - - - - - - - - - - - - -
I : 

• 
I 

I I 
, - - - - - - - - - - - - - _I 

PROCESS 

"my job" 

r - - - - - - - - - - - - - -

: : 
•�-I"� 

I 
of I 

I : 
� - - - - - - - - - - - - - _I 

What has happened here is that the reorganisation has disrupted the 
employee's input. The employee is still performing his or her job 
but with no input or raw material, there will be no useful output. 
After a period of time, the employee will reorient himself and will 
learn the process by which he acquires new raw materials or 
information. At this point, output will resume. 

How long does it take for an individual's output to resume a fter a 
reorganisation? As with everything in life, it depends. 
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Here are some of the contributing factors: 

Extent of change 

The more people who are affected, the more processes are 
disrupted and the longer it takes for information to flow from the 
first undisrupted link in the chain to the last. Perhaps more people 
being affected creates a wider social context for change. 

Adaptability of the individual 

Some people will naturally seek out new information or input 
following a change. Others will wait for it to be given to them. If 
someone who naturally waits for information from the outside 
world is put into an autonomous position, they will wait a very long 
time for the information they need. 

Adaptability of the individual's manager or team 

When people rely on someone else to give them work, a manager 
who acts decisively in implementing change will encourage normal 
processes to resume quickly. A manager who acts as if it's 'business 
as usual' will tend to generate more business, as usual. Note that 
acting this way is not the same as going to lots of steering group 
meetings and then saying, "it's business as usual". 

The amount of autonomy that the individual has 

If an individual has to wait for input to be re-established, it will take 
longer for the normal process to resume than where the individual 
normally seeks out information and input as part of his job. A 
process driven job such as sales order processing will therefore take 
longer to resume than a self driven job such as sales. 

The frequency of change 

Frequent changes lead to a "wait and see" approach, so more 
frequent change can lengthen the time it takes for people to recover 
from change. If change is initiated before an individual has fully 
recovered from the previous change, the individual may adopt a 
"never change" approach in which change is perceived as a 
constant, therefore the best choice is to do nothing. 
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Many management psychology books refer to people who actively 
embrace change and people who resist it. Are people born this way, 
or do organisations make them this way because of the way that 
change is introduced and handled? 

Remember - people will adapt to their environment. They do not 
cope with it or put up with it, they learn to exploit it and thrive in it. 
Resistance to change is a learnt adaptation to change when the 
frequency or extent of change makes resistance a more effective 
choice than flexibility. 

What I'm suggesting is that flexibility and resistance with respect to 
change are both strategies for adapting to a changing environment. 
When a public figure stands his or her ground to fight unwelcome 
change, he is regarded as a hero, or she is regarded as protecting 
our heritage. When an idea comes before its time, such as human 
cloning, the supporters are derided. Therefore, flexibility and 
resistance are neither good nor bad, they are both adaptive 
responses. 

We could even say - and some people will hate this - that the 
people who resist change are actually the people who are changing. 
The people who move with the times are actually staying the same, 
when you consider the relationship between the individual and their 
environment. It all depends on context. 

When the leaders of an organisation want to make changes, the 
people who go along with it are called change agents, innovators 
and pioneers. When the leaders don't want to change, these same 
people are called malcontents, revolutionaries and activists. 

Here are some new words for you to learn that describe the people 
in your organisation who fear, resist or sabotage change: 

o Reliable o Consistent o Loyal 

This is all part of the change that you must make in your own 
thinking that allows you to gather information impartially and 
respond effectively, rather than simply judging right or wrong, good 
or bad, true or false as you may have done in the past. From now 
on, you only need to think about useful and not useful. 
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Finally, if you or a manager in your organisation wants to 
reorganise part of the company, here's a useful question to ask to 
test if reorganisation is the real answer or if it is just the only option 
available. 

"If you had complete and total control and authority for everything 
in the company, would you still reorganise, or would you do 
something else?" 

Many managers in large companies reorganise regularly because 
that is the only aspect of change that is under their control. They 
can't dictate product sales or profit margins, they can't set 
marketing strategy and they can't change the way the company 
operates in its market. In some of the biggest companies, even very 
senior managers have surprisingly little authority to make changes. 

In one company I know very well, divisions of hundreds of people 
are reorganised at least every six months. Teams of fifty people find 
their jobs changing completely overnight. The topic of 
conversation at every coffee machine is the next reorganisation -
who's going to replace who and when. Political affiliations drive 
change and the people who do the real job of working with 
customers are left to fend for themselves. 

Of course, the end result is that the customer suffers because all the 
employees are too busy wondering what lies around the corner. The 
change culture absorbs time and energy that could be used to win 
business and satisfy customers. The managers want to succeed and 
they believe that if they make one more reorganisation, they'll get it 
right. They fail to recognise the simple fact that the organisational 
structure is irrelevant. It's stability that matters. Of course, in large 
organisations, change is often driven by political pressure and the 
need to promote your friends and isolate your enemies and this is a 
different subject altogether. 

It seems a great pity that some people use the rich resources of an 
organisation to further their own short term interests. You can help 
to stop them and make the world a better place to work in. 
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Too MANY CHIEFS? 

Years ago, we used to hear the phrase that a top heavy organisation 
had "too many Chiefs and not enough Indians", referring to the 
hierarchy of a tribe of native American Indians. 

I just had a funny thought, and it doesn't really have a message for 
you, but I thought I'd share it with you just to brighten your day. 

You know, being a Change Magician sometimes means that you 
dunk of brightening someone's day, just because you can. 

Anyway, I was looking at some company information and it struck 
me dnt companies used to have Managing Directors, and then a 
few years ago we seemed to be invaded by job titles such as Chief 
Executive Officer, Chief Technology Officer, Chief Finance 
Officer, Chief Operations Officer, and so on. And it suddenly 
struck me. Get out an organisation chart - yours if you have one -
and count the Chiefs. 

Now on d1e same organisation chart, count the number of job tides 
wid1 the word "Indian" in them. 

So after all of these years of business re-engineering, we finally h ave 
too many Chiefs and not enough Indians! 
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EVOLUTION 

This may seem like an odd time to bring up Charles Darwin, but his 
theory of evolution by natural selection is very important to 
understanding how people cope with change. 

I f  you believe in the creationist theory o f  life on Earth then you can 
regard this chapter as a metaphor for organisational development 
rather than true. In that case, you might accept that evolution 
doesn't happen, therefore survival of the fittest is irrelevant. Since 
the species that exist today are here as a result of  the intent of a 
higher authority, the same must apply to companies in which case 
you shouldn't be reading this book. You should just accept that 
things are they way they are because that's the way they're meant to 
be. Like all beliefs, this can be very useful as it means that if your 
company ever goes out o f  business, it wasn't your fault. 

In my opinion, the creationist theory seems plausible when you try 
to get your head round the immense periods of time required for 
Darwinian evolution. It's easier to believe that someone else put us 
here than it is to understand the slow, random, evolutionary path 
that led to me writing this and you reading it. I f  you think there is 
any truth in the theory of evolution by natural selection, or if you 
just believe that evolution is possible, then read on. I do of course 
accept that many creationists believe that evolution does take place 
under the watchful eye of a higher power, a bit like tile Inland 
Revenue or IRS. 

Essentially, we have evolved into the dominant species on Earth -
inhabiting every continent and ecosystem on tile planet - because 
we have a very special capability that other animals do not have. We 
are able to adapt to our environment within the space of a single 
generation. When habitats change, either as a result of natural 
disaster or human intervention, many species are unable to sUlvive. 

Most animals on Earth have evolved to exploit an environmental 
niche, which makes them specialists. Humans are not specialists. 
We can climb trees, but not as well as Monkeys. We can run, but 
not as well as Cheetahs. We can swim, but not as well as Sea Lions. 
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However, we can climb, run and swim in the same day better than 
any of them. 

I should just say that Humans are not necessarily superior to or 
more intelligent than other species on Earth, we're just more 
popular. Some would say we're better at taking advantage of things. 
Either way, our knack for survival is a very good thing for you and 
your loved ones. 

One thing that Humans do really, really well is communicate. Our 
ability to communicate powers our ability to adapt because we can 
share information with other Humans about our environment. Not 
only can we communicate, but we can also write down our 
communication so that it leaps over time and geography. 

When a Chimpanzee invents a new tool, other Chimpanzees watch 
closely to see how to use the tool. When Humans invent new tools, 
we can write the instructions down and pass them to our children 
or to Humans on the other side of the planet. Symbolic language 
allows us to acquire knowledge faster than any other species. 

So we, as a species, are where we are today because we are able to 
adapt quickly to a rapidly changing environment. We can eat almost 
anything, live almost anywhere and acquire new knowledge quickly 
from many different sources. 

If you worry about how people will cope with change, stop it 
immediately. Your biggest concern should be how to give people 
enough change to keep them interested. 

Darwin's theory of evolution by natural selection has some 
absolutely critical lessons for organisational change. Here are those 
critical lessons: 

o 

o 

Successful species do not suddenly evolve a huge 
competitive advantage. This requires a lot of energy and a 
generous helping of luck and is only a short term advantage 
as it is quickly copied by other competing species. 

Successful species evolve by generating a huge number of 
design variations and letting the environment choose the 
most useful or appropriate designs. 
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o 

o 

o 

o 

o 

o 

Successful species are only marginally more effective at 
surviving than their nearest competitor, however they are 
consistent in applying this small advantage so the effects are 
cumulative over time and generations. 

Successful species adapt quickly to environmental changes, 
so the most successful are those that can adapt within a 
single generation to those changes. 

Most species are highly specialised in exploiting a particular 
environmental niche. 

Man, as a species, is highly specialised for adaptation. 

Mass extinction affects those species that are reliant on a 
single environment which changes as a result of climatic or 
geological change. 

Species do not evolve towards a specific goal. They evolve 
randomly and are selected in or out by other species 
(predators) or by the environment (food and climate) . As we 
look at highly specialised species today, we say that they 
have evolved "to" exploit a particular environmental niche. 
It's more accurate to say that the environmental niche has 
shaped the species that occupies it. 

So, let's translate that into the language of organisational change: 

o 

o 

o 

o 

Don't waste time and money trying to predict what will 

work. Try anything and let your market decide for you. 

Don't waste time and money trying to jump way ahead of 
your competitors. They will copy you almost instandy and 
use your investment to better exploit their own market 
niche. Instead, invest in the development of what works and 
be prepared to act quickly if a particular idea proves 
popular. One step ahead is as good as a mile. 

Just do the basic things consistendy well. As a consequence, 
doing the basics well also leads to cost and time efficiency -
a double bonus! 

Decide what you are good at and then just get on with it. 
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Successful companies are not tied to a particular market or 
customer. No-one can predict massive global change so successful 
companies thrive in both good times and bad times. They are 
naturally adaptable, just like human beings. Fortunately, companies 
are made up of groups of human beings and so are naturally 
adaptable, given the opportunity. 

A Cheetah will hunt any of the species of Antelope that inhabit the 
African plains. Do you know how much faster a Cheetah can run 
than an Antelope? Have a guess - 10 miles per hour faster? 20? We 
know that the Cheetah is the fastest land mammal, able to run at 
over 60 miles per hour. Next time you're driving on the Motorway, 
imagine looking out of the window and seeing a Cheetah running 
alongside you to get an idea of how fast that is. 

A bird of prey called the Lanner Falcon can fly at 80 miles per hour 
as it dives for its prey. With gravity on its side, the Lanner Falcon 
can sustain this speed much more easily than the Cheetah. 

So, how much faster than an Antelope does a Cheetah run? The 
answer is . . .  just a tiny bit faster than the youngest or weakest 
antelope. The Cheetah is not trying to win a race. It is not trying to 
prove anything to the Antelope. It is not trying to dominate the 
Antelope herd. It's just trying to catch lunch. 

From wildlife programs, you may have this image of a Cheetah 
outrunning an Antelope and leaping onto its back, like a lion. In 
fact, the Cheetah has a small claw on its 'wrist' that it uses to trip 
the Antelope. Once the Antelope is on the ground, the Cheetah 
goes for its throat. 

A Cheetah is not a long distance runner - it will stalk its prey until 
it is close enough to sprint. The moment the Cheetah starts its run, 
its heart rate, blood pressure and body temperature soar. Many 
Cheetahs actually die while hunting as they over-exert themselves 
and suffer heart failure. 

Fortunately for all of the big cats, once they catch something, they 
don't have to eat again for a few days as protein takes a long time to 
digest. Big cats are permanently on the Atkins diet. 
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This is all very interesting, but what does it tell us about success in 
business? 

Firstly, the Cheetah is not trying to prove its superiority over the 
Antelope, it's just trying to eat one. It's not trying to run faster than 
the herd, just faster than the slowest Antelope. In business, are you 
trying to change the world? Are you on a mission? Or are you 
simply finding enough people to work with? Or perhaps you're 
putting all your effort into getting from one meal to the next? 

Secondly, the Cheetah isn't trying to outrun the Antelope and 
pounce on it. It just wants to get close enough to trip the Antelope 
up. Are you trying to give your customers too much? Or are you 
doing just enough to get their attention? 

Thirdly, do you put so much effort into the chase that you risk 
everything? Or do you take it easy, avoiding the risk of a big chase 
and miss the really big kill? 

Finally, once the Cheetah has caught its prey, it will only eat until it 
is full, and it will not go back to that kill after it has finished eating. 
Do you find that right balance of fully exploring the relationship 
with a new client and not over-relying on that customer? Can you 
make the most of the opportunity and still move on or diversify? 

Being the fastest land mammal does not make the Cheetah the 
perfect metaphor for business success, because the Cheetah is only 
successful in exploiting its niche. 

In fact, the most successful hunter in Africa, besides man, is the 
wild dog. A wild dog is about the size of a Labrador and they hunt 
in packs, very efficiently. Some hunt while others protect, some 
attack while others defend. They all share in the rewards of that 
strategy. The wild dog is the most efficient hunter on the African 
plains. It's also the rarest and is in real danger of extinction. Even 
success does not guarantee longevity for you. 

One of the most important contributions that Cheetahs make to 
the world is to make faster Antelopes. In turn, faster Antelopes 
make faster Cheetahs. Nature corrects any imbalance in order to 
maintain the performance of the system. If baby Cheetahs are too 
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much faster than their parents, they will hunt until the Antelope 
population in their area is diminished to the point where the 
Cheetahs can no longer survive. The environment that the animals 
exist in creates the parameters for performance improvement so 
that the whole system evolves over time. 

There's one other thing that Humans can do that is very different 
to what most other animals can do. We can create solutions that are 
fundamentally different to their problems. For example, if you can't 
get your new sofa through your front door you can take your 
window out. Most animals just apply more and more force to the 
problem. They tend to think linearly by extending the problem. 
Humans can think abstracdy, creating solutions that are different to 
the problem. 

A perfect example of this is Trevor Bayliss' invention of the 
clockwork radio which was inspired by a news article about the 
spread of AIDS in Africa. No doubt you will have heard this story 
many times before. A linear solution would have related to new 
ways to distribute batteries. Trevor Bayliss' solution was to ask 
himself, "do we need this problem?" or, more specifically, "do we 
need batteries?" 

In short, human creativity and problem solving is possible because 
we are able to think outside of the constraints of the problem. 

Incidentally, I often wonder if Trevor Bayliss' idea worked because 
people were able to listen to health information on the radio, or just 
because it gave them something else to do in the evening. 

Successful companies are not tied to a particular market or 
customer. No-one can predict massive global change so successful 
companies thrive in both good times and bad times. They are 
naturally adaptable, just like human beings. Fortunately, companies 
are made up of groups of human beings and so are naturally 
adaptable, given the opportunity. 

Every business column and expert seems to be advising companies 
to specialise. We can see that animals and plants that exploit an 
evolutionary niche by becoming highly specialised enjoy a rich and 
predator free environment. Unfortunately, when the environment 
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changes, the niche vanishes and the species dies out. Sometimes, 
no-one could foresee the change in environment such as the arrival 
of an ice age or a large meteor impact. More often, specialist species 
are wiped out by an environmental change caused by a more 
successful species - usually man. 

Species that are highly specialised face extinction when: 

o 

o 

o 

Their natural habitat or food source changes (think of the 
removal of hedgerows in Britain, or rain forests) 

A more generalised species moves in to their habitat (when 
the grey squirrel displaced the native British red squirrel) 

A predator is introduced to their habitat (when ship's cats 
started breeding on islands that the sailors visited, or when 
humans first arrived . . . . pretty much anywhere) 

The environment that companies survive in is mostly created by 
other companies. When they change, the environment changes. 
Some companies have a large environmental impact, and this 
doesn't necessarily mean large companies. If you exploit a niche, be 
careful. For example, when Apple faced extinction, the mass PC 
market would not have noticed. The specialised media market relies 
almost entirely on Apple Macs and so the loss of a relatively small 
player would have changed the whole market environment. 
Companies would have emerged to service and restore used Macs, 
Mac software suppliers would have expanded to move their 
software to the PC platform and training companies would spring 
up to retrain users. So, when you think of it this way, it might make 
you wonder how Microsoft benefited from rescuing Apple. 

By supporting Apple, Microsoft are able to exert more control over 
consumer choice - until Linux came along. Alternative operating 
systems have been around for decades, so why was Linux so 
popular? Perhaps, by supporting Apple, Microsoft created an 
environmental niche for Linux to evolve in. If the Cheetah wiped 
out the Antelope, something else would move in to exploit the 
Antelope's old habitat. This raises interesting questions about the 
power of the consumer, and whether Bill Gates created Microsoft, 
or we did. 
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The constant in the computing system is choice. When someone 
removed choice from the system, someone else put it back again. 

Essentially, any system will either rebalance itself or destroy itself. If  
a system isn't balanced then it  is  either spiralling out of control, 
consuming resources faster than it generates them, or it is spiralling 
downwards, failing to sustain itself. In a complex system like a 
market economy, there are enough individuals with a vested interest 
that the system will rebalance after even the most significant 
setback. 

No matter what state you think your business is in, if it is trading 
then it is working. The people within it are adapting to the 
situation, not coping with it. 

My wife's father is always talking about buying a new car - he has 
been for about the past 5 years. My wife takes him car magazines, 
adverts out of news papers, offers to take him for test drives and so 
on. She gets frustrated that he keeps talking about buying a new car 
but can't make his mind up. 

Do you see what's happening? Because he is talking about it, she 
assumes that he wants to do it. In fact, what he wants is not to buy 
a new car, but to talk about buying a new car. There are lots of 
reasons for this, but it's important to pick out a relevant point for 
us - that people are very good at getting exactly what they want. If  
you assume that they don't have what they want, or that something 
isn't working properly, then you risk spending a lot of time and 
energy chasing around after people who don't actually want the 
thing they say they want anyway. What they want is to talk about 
wanting it, and that's exactly what they are getting. 

I have observed that people have no trouble at all getting what they 
want. What they have trouble with is wanting the right things. 

Don't try to decide what your customers will want in five year's 
time. If, in 1 995, you had told the mobile phone companies that a 
large chunk of their revenue would come from teenagers sending 
each other short, plain text messages using a strange new coded 
language, they would have laughed at you. The future was 
multimedia, and only corporate customers could afford it. SMS 
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would never be a business application. Don't restrict your strategy 
to what you can see in front of you as you will deny yourself 
opportunities that lie around the corner. 

Business plans are very important for many reasons. Just try not to 
confuse planning with knowing what to do. By all means, write a 
nice glossy business plan that will impress the bank manager, CEO 
or shareholders - just keep this simple alternative business plan in 
your mind which, coincidentally, is the model for successful 
evolution and also the mental model used by any successful person: 

o Decide what you want 

o Do anything 

o Notice what works and what doesn't 

o Keep doing more of what works 

Is that it? Yes! This isn't rocket science - just Change Magic. 

Oh, in case you're wondering what my business plan looks like, 
here it is: 

eXCe"erat� 
Bus iness P l a n  

1 .  Be Curious 

2. Take pride 

3.  Share the Ie arlling 

There is an old rumour that scientists once claimed that bees 
should not be able to fly because their wings are too small to 
generate enough lift. This is a great example of thinking that is 
constrained by a problem. It turns out that bees' wings don't work 
like aeroplane wings. Their mathematical model did not fit the case 
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of the bee, therefore their deduction was that bees can't fly. Of 
course, we know that bees do fly very well, so we know that there is 
something wrong with the model. To be fair to the scientists, they 
probably realised that too. The whole story seems to have started as 
a conversation at a dinner party which a journalist turned into 
something with a slightly different meaning. Fancy a journalist 
doing that. Fancy it even being possible. Hmm . . .  I wonder if that 
would be useful for a Change Magician? 

Anyway, the first clue is that the point of reference is a model - a 
generalisation of something that was true once, somewhere else. If 
your model doesn't fit what you can observe you may be inclined to 
think that either a) your observations are flawed or b) your model is 
flawed. In fact, there is a third choice - your model is fine but just 
doesn't apply in this case! 

For viewers watching in black and white, here's that insight again. If  
what you measure does not fit your model, i t  does not necessarily 
mean that either your measurement or your model is wrong. It 
could just be that you're using the wrong model. When you're in 
that problem mindset, it's easy to fall back on what you think is 
logic. Logic does not help when you don't have all the choices you 
need. 

As with all generalisations, business models are statistically valid, 
meaning that they may apply to all companies some of the time or 
some companies all of the time. They don't help you to pinpoint 
which companies they apply to at which times. 

Trial and error is a logic tool for selecting logic tools. Trial and 
error is not a good way of choosing the best way to work with 
people, because they have good memories, so the situation is never 
the same twice. 

Knowledge becomes a constraint when it replaces possibility with 
certainty. When a problem lies unsolved you don't know what 
solution will work because it hasn't happened yet, so you take a 
gamble based on previous experience. This is another example of 
generalisation at work. If I only gave you one piece of advice for 
problem solving, it would be to resist the temptation to be certain. 
Embrace doubt. 

Change Magic Evolution 95 



Oh, you might be thinking that my business plan is actually a vision 
or a mission statement. If you're not, well done. If you are, go to 
the back of the class. Haven't you been paying attention? 

With the bees, it turns out that they rotate their wings in a special 
way, a bit like a helicopter. The scientists who claimed that bees 
can't fly didn't know this because they weren't looking properly. 
Does this mean that if your business is working, you shouldn't 
worry why, you should just make the most of it? No! It means that 
if the reason why your business is working isn't staring you in the 
face, you're not looking properly, or perhaps you don't want to 
admit it to yourself? 

By the way, the story about the bees probably arose from someone 
paraphrasing what someone else said. In his excellent book 'The 
Barmaid's Brain', Jay Ingram suggests that a scientist said 
something like "science can't explain how a bee could fly" and a 
journalist paraphrased it as "scientist claims bees cannot fly" 
because it sounded more interesting. Either way, it's another good 
example of our tendency to seek certainty. 

Cheetahs don't have sharper teeth or better camouflage than other 
big cats. They can, however, run a great deal faster. The reason for 
a cheetah's success if obvious. It's simple and true that the simplest 
answer is usually true. 

The Cheetah is an interesting example to use because its numbers 
in the wild are diminishing rapidly. The Cheetah hunts alone and 
needs a lot of wide open space to hunt in. Farmers are planting 
crops and putting up fences which limit the amount of hunting 
space available. Lions hunt in packs and will often chase Cheetah 
off their kills. Leopards drag their kills up into trees to protect their 
lunch from lions and hyenas. If a Cheetah is chased off its kill, it 
won't return to it. Man is disrupting the Cheetah's natural habitat 
and since the Cheetah is a highly specialised hunter, it is having 
difficulty adapting. 

The ecological balance of African big cats is an interesting 
metaphor for corporate behaviour. Is your company a lion? A pack 
hunter that relies more on power and reputation than performance? 
Is it a leopard? An ambusher, protective of its prey? Is it a cheetah? 
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A high performance niche player being driven out of its market and 
unable to change? Is it a hyena? Happy to pick up the leftovers? 
Perhaps it's man? Dominating the landscape and adapting to 
exploit the environment? 

If the reason for your success isn't glaringly obvious, your vision 
may be blurred by too much knowledge and not enough curiosity. 

Coming back to Darwin, or Lamarck, or the other people who had 
the same realisation but without the publicity, the most important 
thing to bear in mind is that evolution is a dance between the 
organism and its environment. The environment exerts the pressure 
to change, the direction, and the organism adapts randomly. 

Here's another way to think about it. Have you ever sifted flour, or 
sugar, or soil in the garden? Or perhaps you've tried to get sweets 
into a jar? Anyway, a situation where you shake something to get it 
to settle. What's happening? You're agitating the jar or sieve and 
what's inside is jiggling around randomly. With no gravity, it would 
float off in all directions, but the force of gravity exerts a steady 
downward pressure and you get sieved flour or a jar of neatly 
packed sweets. 

If you don't believe me, get a jar or jug of some sort, put some 
stones in of different sizes and some sand on top, then jiggle it and 
see what happens. In this instance, gravity provides the direction, 
just as water or temperature or altitude provide the direction in an 
environmental niche, and just as technology, cost or knowledge 
might provide the direction in your environmental niche. 

So there, in a nutshell, is the secret of success in a competitive 
market: jiggle. 
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THINK DIFFERENT! 

The manager o f  a well known professional sports team delivers a 
lecture on change management and team building to corporate 
audiences. He probably delivers the same lecture every time, 
although I've only seen it once. In it, he tells a story of a 
businessman driven to the limits of endurance. He only turns his 
life - and his business - around by learning to think differently. 

The message of the lecture is "Think Different!" 

The question on the listener's mind is "How?" 

From birth, your thoughts have been confined to the inside of your 
skull. Apart from those people cursed with the gift of telepathy, you 
have only ever experienced your own tl1Oughts. Language gives us a 
glimpse into the thoughts o f  other people, and it is but a fleeting 
glimp se. Language cannot convey the rich experience o f  your inner 
world, and this leads to a great deal of misunderstanding. 

Does your front door open in to the left, or in to the right? How do 
you know the answer to that question? Did you see your front 
door? Maybe you moved your arm as if opening your door and 
watched which way your arm moved. Ask your friends or 
colleagues this question and fmd out which they do - or maybe they 
do something different altogether. 

What's the point of this? Well, watching how people recover 
memories is part of learning how people think. By learning how 
people think, you are learning how to motivate, influence and 
communicate far more effectively than ever before. 

Don't be too concerned with pro@es and categories. It doesn't 
really matter who is a what. It only matters that you understand the 
myriad, breathtaking ways that people's inner worlds can be 
constructed. 

Here is an illustration of this idea, for those of you who readily 
absorb information conveyed in pictures. 
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Here is a map. 

You might easily think this map 
represents the whole world, yet it is really 
only a small part of it. 

The words you choose to label this bit of 
the map are irrelevant. 

What might be more 
important is knowing 
how that part fits into 
the complete map, 
and how learning 
about other people's 
maps can help you to 
reach your 
destination 
easily. 

more 

If you don't know how big the map is, you'll forever believe that 
the part that you can see represents the whole world. This 
constrained thinking was prevalent until people started sailing 
across the oceans and discovering new lands. Almost every 
language on Earth uses a different string of letters to represent the 
same place. For example, the English say England and the French 
say Angleterre. The label is unimportant, we are both referring to 
the same place. What's important is that we both know that the 
world is bigger than just England. 

The more interpretations that you build into your map of the 
world, the more complete and useful it will become. This won't 
happen if you continually judge other people's maps as being wrong 
because they're di fferent to yours. A fter all, two different maps 
can't both be right can they? 

Think of a street map of London and a tube map of London. 
Which is right? I f  one is right, the other must be wrong! Of course 
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not, and by using both you get twice the useful information. Think 
of maps of experience in the same way and you'll find things much 
eaSIer. 

How does this apply to learning how people think? Well, we won't 
dwell on all the different, proprietary psychometric profiling 
techniques . Labelling how people think is not always important. It 
is more important that you simply appreciate that there are 
different ways that people can think, and that other people think 
and process information differently than you do. 

We all think in different ways, all of the time. You don't have to sit 
down and learn a new way to think - you are already capable of 
thinking in different ways to suit different occasions. You will 

typically have a preference - a default thinking mode - and that is 
what these test tools reveal. 

Labelling someone as a Pragmatist, a Critical Parent, an ENFP or a 
Red-Blue is meaningless in itself. 

I used to work with a marketing manager who would begin a 
meeting with suppliers by saying, "I'm an EST] so I'm very 
judgemental" and then go on to use that as an excuse for being 
rude and arrogant with the suppliers. Another huge British 
company put everyone in a particular group through a profiling 
exercise and then ran training courses to help people understand 
their profiles and interactions with other people. What happened 
was that all the people who hated each other now had a legitimate 
reason for the politics and back-biting, so relationships actually got 
worse as a result of people knowing they could never get on with 
people of certain types. You might say, "it was just implemented 
badly" whereas I would say, "People will adapt to make the 
situation useful to them, and that's exactly what happened." 

Is there any point in labelling people with an arbitrary name for a 
thinking mode? Is it more useful that you learn the skills necessary 
to influence their thinking modes to support your desired outcome? 

Some people insist that there is no such thing anyway, and some 
people are absolutely certain that their profiling method is "true" 
and that all the others are "wrong". What we can learn from this is 
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that all of the published profiling tools are simply fliters - ways of 
thinking about thinking. None of them is complete or true, they are 
each designed to filter a particular aspect of that strange thing that 
we call "personality". If you are looking for four different kinds of 
people, you'll find them everywhere and prove your model "true". 
If you look for 6 billion different kinds of people, you'll find those 
too. It's like they say - there are two kinds of people in the world -
those who think there are two kinds of people and those who 
don't. For the most part, profiling in this context is about 
generalising, and that is only useful as a way of making data easier 
to understand. It doesn't make the data "true", it just makes it less 
complicated. Personally, I'm always generalising. 

Profiling tools tell you more about the author or proflier's views of 
the world than about the people being profiled. 

Now, don't get carried away with thoughts of hypnotic influence. 
You already influence the way that other people think, all day, every 
day. The language that you use affects the way that other people's 
brains process information. You are changing the way that people's 
brains interpret information all the time. The point is that you are 
possibly doing this randomly. By learning to do this constructively 
and in a more organised way, you will become a far more effective 
communicator. 

So, the challenge is not to "think different", but to recognise that 
you already can and do "think different". It's what you think about 
that makes the difference. 
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CATALYSTS 

For those of you without a scientific or chemisu), background, I 
should just explain what a catalyst is. Probably the most familiar 
application of a catalyst is in the catalytic converter of a car, which 
helps turn toxic carbon monoxide into slightly less toxic carbon 
dioxide. 

A catalyst is a substance, often a precious metal, that accelerates a 
chemical reaction. It doesn't seem to take part in the reaction, 
although it may exchange parts of itself Witll the substances directly 
involved in the reaction on a second by second basis. I f  you look at 
a catalyst over a long period of time, it does not change. The 
catalyst can work by lowering the temperature necessary for a 
chemical reaction to take place. The reaction would happen 
naturally without the catalyst, it would just take much longer. 

So, the interesting thing about a catalyst is that it doesn't appear to 
be involved in the reaction, yet it clearly plays a very important role 
in it. The catalyst may exchange parts of itself to help speed the 
reaction along, but it doesn't give anything away permanently. The 
catalyst is no different at the start of the reaction to at the end of it. 

A catalyst accelerates change without becoming involved in it. 

Bear tllis in mind as you help people to change. 
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WHAT'S IT ALL ABOUT? 

As a species, we have evolved a tremendous capacity for processing 
sens01Y information and organising, storing and communicating it. 
We have developed a complex symbolic language that continuously 
evolves new components (new words, computer icons, logos etc.), 
new meaning (bad, cool etc.) and new fo=ats (mobile text 
messaging, email, music etc.) to share our filtered sensory 
experience with other members of the species. 

Part of the way that we resolve the incredible volume of sensory 
data into language is by equating our ongoing experience with 
stored, generalised experiences. This is the process by which we 
extract meaning from the events in our lives. 

So, the human inclination to find meaning isn't just a recently 
developed need - it's an evolutionary demand, driven by the way 
tl1at we code and label experience in order to generate language. 

Sometimes, our ability to instantly find meaning in events is a 
conscious process, so we are aware that it is happening. More o ften, 
it is an unconscious process and so in a changing environment, it is 
the meaning that we must change, rather than the event or 
experience itself. 

Sometl1ing that you may hear very often in office gossip i s  that 
someone is being favoured by "tl1e company". I f  you ask, "how do 
you know?" you may get an answer like, "because they've just 
moved the photocopier". 

When you get to the chapter on logical levels, you will learn more 
about these amazing leaps of logic that make complete sense to the 
speaker yet are totally confusing to the listener. I f  you now dig 
deeper, you may find that the photocopier move is just one of a 
sequence of events that proves that the company is making changes 
that favour a particular employee, such as taking the tomato soup 
option out of the vending machine, or making Fridays a casual 
dress day. 

In between our sensory organs and our conscious awareness lies a 
filter that works in three ways. It deletes by sin1ply ignoring 
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information that is not relevant, such as the sound of a telephone 
ringing when you're lost in a book. It distorts information so that it 
becomes more familiar, so a restaurant where you spent a romantic 
evening doesn't seem as good when you go back. Finally, it 
generalises information to make it less complicated, like when 
people say, "you're always doing that". 

Here's the process by which we all create mearung from the 
patterns that we notice: 

Sensory 
input 

Program filter to find more examples 

Hold in 
'pending' 

file 

i No 

Familiar? 

Yes l 

Store 

Find more -+ 
examples 

- Dream 

Maybe 

.---J 

Create 
new 

meaning 

So, there are a number of elements that will cause you a problem if 
you try to directly challenge the meaning by saying, "no, x doesn't 
mean y". Firstly, the sensory data has been filtered and now only 
represents a simple, diminished version of the real sequence of 
events. Secondly, each example that supports the meaning 
strengthens it and also programs the filter so that the person 
notices more and more examples. This is what happens when you 
buy something that no-one else has, only to then f1I1d that everyone 
has one. You can use this same process to be more successful by 
programming the filter to select opportunities for you to achieve 
your goals. Thirdly, as the new meaning gets stronger, it embeds 
itself not just into long term memory but into the person's belief 
system. The new meaning becomes "uue" at the same level as "the 
sky is blue" or "I do a good job". 
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How long will someone hold a suspicion in their mental 'pending 
ftle' before it is deemed to have been proven? How many examples 
do they need to verify their suspicion? The answer is that there is 
an answer, and that it's unique to each person. If you know 
someone who always gets three quotes before buying something, or 
who will always take two weeks to make a decision then you know 
the answer for that person. 

So, if you try to challenge the person's interpretation of the 
situation directly, they are quite likely to say, "I don't believe you 
because . . . . . " and then they'll list why their interpretation is true. 
Their reasons will be so convincing, you may even start to believe 
them yourself. Why is this? Because they didn't sit down and write 
those reasons, they were created by a mental processing system. As 
they list their reasons, they sound plausible because they are 
expressed in a form of language that feels comfortable to your 
brain. It's hard to resist this, so the good news is that you can use 
this to your advantage. If other people can do this to you randomly 
and unconsciously, it must follow that you can learn to do it 
consistently and consciously. There are examples of how you can 
do this throughout the book, but you should pay particular 
attention to the chapter on logical levels. 

Sleep is a very important part of the problem solving and learning 
that you do each day. In the past, psychoanalysts tried to assign 
meaning to dreams and thought they were an expression of 
subconscious, suppressed desires. Your dreams don't mean 
anything, they're just part of a learning process. Learn to use sleep 
as an important resource. 

All too often, people in companies sit around meeting room tables 
trying to force decisions. They say things like, "this is really 
important, we have to make a decision before we go home". If a 
decision is really that important then it's worth sleeping on. 

And if you are going to sleep on it, remember the old Polish saying, 
"Sleep faster, we need the pillows". 
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PERCEPTION 

A few minutes ago, I mentioned perception and sensory filters, and 
this is a very important subject for us. 

The world is not the way you think it is. There's the first surprise. 
This relates to the useful belief that nothing is true, in that nothing 
is the way it seems, and therefore it can only be tlue for you based 
on the way that you currently think the world is. 

Here is the scary part. You create the world around you so that 
your beliefs are confirmed as being true. 

When you walk into a meeting room, expecting to see 
confrontation, you will see the body language and feel the 
atmosphere. You will think, "I knew it". When someone else walks 
into the same room expecting a group of people to work together 
to resolve some thorny issues, they will see, hear and feel something 
very different. 

Their eyes and ears will receive the same information as yours, but 
something will happen inside their minds that leads to a very 
different result, and this is the process of perception. We don't 
respond to what the world is, we respond to what it means. 

You don't feel prickly or fuzzy because of a loved one's words. You 
feel that way because of what those words mean, because of what 
they imply. We respond to what people don't say rather than to 
what they do say. We read between the lines. We know what 
someone really meant to say, even if they didn't say it. And all of 
this we do so that people behave in the way we expect them to. 

This has some very important and fundamental implications for 
what we're talking about here. 

Do you recall that I said that people only notice what they notice? 
Their sensory filters remove anything that isn't worth noticing and 
it is thereby removed from the process of creating meaning. 

Just last week, my mother said, "No one came to visit us over 
Christmas". Over the course of the next ten minutes, she told us 
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that my brother had been the week before, and also Uncle Ron, and 
also my sister. 

"So no one has been to visit you then?" 

"No one except us, and Jeff, and Kathryn, and Ron" 

"That's right" 

So she excluded those minor details from her experience because 
they contradicted her belief, which in turn was driven by her need 
for us to feel sorry for the fact that no one ever visits her. Apart 
from everyone. 

It's important to bear in mind that she isn't doing this consciously. 
Her unconscious is protecting its map of the world by only 
reporting information to her conscious mind that conforms to that 
map. 

No doubt you have had similar conversations, and when you 
provided counter examples, you were told, 'CY eah, but that doesn't 
count because . . .  " 

We literally build a world around our beliefs, and we are completely 
unaware of any information that may contradict them. Like a 
computer virus, OUI beliefs hide by masquerading as reality. 

Reception Perception 

Behaviour 
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To make matters worse, the beliefs that we form reprogram our 
sensory filters to confirm our beliefs, which in turn create meanings 
that lead to behaviour that perpetuates our beliefs. 

Imagine that you are terrified of walking into rooms full of 
strangers. As a consequence, you never go to business networking 
events. When you walk into a room with people in it who you don't 
know, you delete the ones who you do know, distort the ones who 
are looking at you out of interest into ones who are glaring at you 
and then make their reaction apply to everyone, so that everyone in 
the room glares at you or ignores you. You walk out of the room 
having talked to no one, and as a result you make no new contacts. 
This behaviour supports your belief that networking doesn't work 
for your business, because you never make any new contacts at 
networking events. You make this true by making sure you never 
talk to anyone! 

Now imagine that you look forward to these events. Imagine that 
you're the kind of person who is naturally open minded and chatty. 
You don't go out of your way to meet people, you don't start 
talking to people on the train or anything like that, but in the right 
environment you do enjoy meeting a few new people. 

When you walk into that same room, you see a few people glance in 
your direction as they naturally would when they see someone new 
come in. Perhaps they're a little curious? Perhaps their current 
conversation partner is really boring and they're hoping you'll come 
over and rescue them? As you look around the room, you see a 
couple of people you recognise and make a mental note to say hello 
to them and quickly catch up, although you don't want to get stuck 
with them as you're here to make new contacts. You get a drink, 
and a conversation starts up with a couple of people waiting to get 
coffee.  At the end of the event, you walk out with a few new 
business cards in your pocket and you feel quite good that you have 
the ability to network and meet interesting new people. This 
behaviour supports your belief that networking does work for 
people who are prepared to make an effort. 

Finally, imagine that you love meeting new people. For you, a 
networking event is a golden opportunity to expand your network 
because you know that the most important thing is the number of 
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people who you are in contact with. Spreading your net wide means 
you have a far greater chance of meeting the few people who will 
be most valuable to you. When you walk into the room, your goal is 
to get a business card from everyone in there. You spend a few 
minutes with each person, gracefully closing the conversation or 
pulling in someone you had been talking to a few minutes before. 
By the end of the event, you have spoken to most people and have 
quite a handful of business cards. You go away to sort through 
them, follow up with a quick email saying how much you enjoyed 
meeting them and make a note to keep in touch with the ones who 
were most valuable to you. Your behaviour supports your belief 
that networking is the only way to develop your business, and it's 
something that you can be really good at if you relax and enjoy it. 

Different beliefs drive three quite different patterns of behaviour 
within exacdy the same physical environment. 

I imagine you can see how this is relevant to change. People 
perceive their current situation in a certain way. Their sensory filters 
become accustomed to seeing things that way. Their beliefs lead to 
their behaviour which tends to keep things the way they are. When 
someone comes along and says that things have to change, it means 
that something has to change in their perception, belief or 
behaviour. 

Traditionally, companies will go straight for behaviour change. 
They will write out new business processes and print them on mugs 
and posters. They will offer incentives and bonuses. They will even 
punish non conformity through performance reviews and below 
average pay rises. Trying to change behaviour direcdy in this way is 
quite tricky, because people will be aware of the change and will be 
aware that what you want them to do is wrong, because it 
contradicts their perceptions and beliefs. This is exacdy the 
approach that gets people all tied up in change management theory 
and resistance to change. 

If, on the other hand, we focus on changing beliefs and 
perceptions, we will find that behaviour changes naturally, because 
the constant in the system will be maintained; namely that people 
always do what is 'right'. 
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Out of perceptions and beliefs, which is easiest to change? 

We could say that changing perceptions will lead people to change 
beliefs which will change behaviour. 

We could also say that changing beliefs will lead to a change in 
perception which will change behaviour. 

So we could probably change either and get the same result. 

An essential part of Change Magic is an approach to changing both 
perceptions and beliefs, depending on which is easier to get at in a 
given situation .  Both will have the same effect - a change in the 
meaning derived from that situation and therefore a change in the 
behavioural response to that situation. 

At no point do we need to worry about people's behaviours. If 
what they are doing works, then what they do will continue to work 
because it is appropriate to the situation. When the situation 
changes, their behaviour changes. 

Remember that we could define culture as 'language + rules' and 
we could use the word 'rules' interchangeably with 'beliefs'. 
Therefore, we could define the culture of an organisation by 
mapping out people's beliefs, which is exactly what happens when 
we model a culture, as you will discover later on. 

We could also therefore change the 'culture' by changing the rules 
or beliefs that define that culture. Traditional change management 
consultants think that changing beliefs is hard, so they don't try. 
Instead they introduce new processes and mission statements. In a 
way, printing posters with the organisation's new values is an 
attempt to change the language, which is part of the culture. But I 
would suggest that without changing the underlying beliefs, that 
change in language won't stick. 

And since changing beliefs is easy for a Change Magician, we don't 
have to worry about printing posters. 
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COMMUNICATION 

Communication networks are made up o f  two types o f  elements -
nodes and links. Nodes are points where something important 
happens and links connect nodes together. 

Communication links have, for the purposes of network design, 
two important characteristics. They have delay and they have loss. 
Something goes in at one end and, some time later, some of it 
comes out of the other end. Despite the time and money spent by 
researchers trying to reduce loss and delay, it's still there. 

It turns out that you cannot change the laws of physics. 

What happens in the case of human communication? Well, there 
are nodes (people) and there are links (words and other forms of 
communication such as symbols and computer interfaces). 

In the case of corporate communication there are nodes 
(companies, customers, markets) and there are links (adverts, sales 
people, brochures, web sites). The more intelligence we give the 
nodes, the more decision making we can delegate to them. In a 
network like the Internet, we no longer need one fn;:ed, central 
point of command as each node can make certain decisions about 
the routing of traffic itself. In this case, we can no longer predict 
the route that traffic will take. 

It turns out that intelligent nodes will satisfy their desire to 
communicate, regardless of any plans that the network designer 
might have. This can lead to unexpected results but on the whole is 
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a good thing as it allows the network to heal link and node failures 
without any external intervention. The network can recognise 
problems and adapt to them. 

When a communication network is designed, we generally aim to 
limit the means by which nodes communicate. The ones with links 
between them communicate directly, those without communicate 
indirectly. The network itself introduces loss which is compensated 
for with components such as amplifiers and repeaters. The more 
nodes and links a particular message travels over, the more the 
delivered message differs from the original. 

If we use the example of a telephone network, what comes out of 
the far end is usually close enough to what went in to be intelligible 
by another human being. We can decipher speech, even though we 
say the line is of 'poor quality' or is 'noisy' or has ' echo'. 

We can also translate communication between different media. In a 
telephone network there are different types of cables as well as 
radio and fibre optic links. With spoken language, we can translate 
it into text or even into forms such as diagrams. 

Does delay and loss in a human communication network lead to a 
decline in signal quality? If you've ever played the game of 'Chinese 
Whispers' then you know the answer is 'Yes'. If you've ever heard 
and passed on a rumour then you know the answer is 'Yes' and if 
you've ever given a customer what they asked for instead of what 
they needed then you will have learned that answer the hard way. 

It turns out that the laws of physics apply to humans too. 

As communication nodes, we hear something and we pass it on to 
other nodes. In doing this, we change what we pass on and time 
elapses before we pass it on. Many things can happen during that 
time. In the time it takes a company to communicate a new strategy 
to all of its internal parts, the marketplace can have evolved, 
creating the need for a new strategy. 

Of course, people have talked about effective communication for a 
long time. What is often less explored is why, and how, 
communication IS important. Surely, if all the parts of an 
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organisation had a clear strategy then they would not need to 
communicate with each other. If people knew what they should be 
doing they wouldn't sit around all day chatting. 

Every second of every day, you are making decisions. Sometime 
you make good decisions and sometimes you make bad ones. If you 
are now thinking about the assumption that there's no good or bad, 
right or wrong then well done - if not then you may want to think 
about a bad decision you made recently. Did you set out with the 
intention of making a bad decision, or did it seem right at the time? 

Here's another useful belief for you: 

People do not make bad decisions. They make good 
decisions with bad, or insufficient data. 

Well, that's easy to say in hindsight, which is simply a source of 
data. When you buy a sandwich and then wish you'd ordered 
something else, you have new information that you didn't have 
previously. If you had your time again, you wouldn't just make a 
difference choice - the whole decision would be different because 
the information it's based on would be different. 

When you make a decision and then, at some later time, think you 
should have chosen differently, you may also be aware that your 
intuition turned out to be right. Your intuition is not a vague, fuzzy 
feeling that can't be rationalised - it is one of the most powerful 
and specific decision making tools you have. 

Your intuition is not fuzzy - it delivers a specific yes/no output 
which you are aware of as a 'gut feeling'. When you get the feeling 
of oscillation, or churning, or butterflies, that's your intuition 
cycling between yes and no - a sign of conflicting information. 

Taken at it's most simple level, your gut reaction is like the oil 
warning light in your car. Many years ago, cars had oil pressure 
gauges which displayed the actual oil pressure. The driver had to 
figure out what to do about that, in much the same way that you 
make a conscious decision now. Today, the car's computer 
monitors the oil level and only tells you (via a warning light) if you 
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need to take action, in the same way that your intuition keeps quiet 
unless it's either reinforcing or contradicting an important decision. 

If a decision feels right, it probably is right. If it feels wrong, it 
probably is wrong in some way, or has unexpected side effects that 
you have not yet considered. Your unconscious mind has collated 
and summarised far more information than you can be consciously 
aware of and summarised as a simple feeling - in the same way that 
your car's computer collates data from hundreds of sensors and 
then summarises that data with a few warning lights. 

If you could travel into the future, would you always make good 
decisions? This depends entirely on the consequences of your 
decisions. If you could see every future event affected then maybe 
the answer is 'yes', however you may then change your decision and 
then you'd have to go back in time and warn yourself. 

You've no doubt seen a ftlm with this basic idea in it and you've 
probably realised that, half way through the script, the writer got 
very confused and gave up. The solution is normally to leave all the 
complicated stuff out and instead focus on the antics of the time 
travelling killer robot. 

So, instead of trying to see into the future (the hard way), simply 
gather more information in the present (the easy way) . 

Whenever someone communicates with you, they are transmitting 
information over many channels. Normally, we pay attention to 
only one of them, and we only half pay attention to that. 

Here are a few examples of the components of communication: 

0 Words 0 Eye movement 

0 Rate of speech 0 Mouth movement 

0 Pitch 0 Head movement 

0 Volume 0 Hand movement 

0 Change in pitch 0 Shoulder movement 

0 Eyebrow movement 0 Breathing in or out 
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You may think to yourself, "raising eyebrows adds something to a 
conversation but there's no way it says as much as words" and this 
is certainly true. The point is that unless you pay attention to 
everything, the words are meaningless. Let's take the example of 
two opposite meanings for a sentence - a compliment and an insult. 
Clearly, it is vitally important to get this right and so we will choose 
words carefully so that the meaning conveyed IS totally 
unambiguous. Here are the words we will use: 

"That's a nice hat" 

So, is that a compliment or an insult? If  you answer, "Impossible to 
tell" then you have recognised that there is insufficient data. If you 
answer "Compliment" or "Insult" then you have unconsciously 
recognised the lack of information and added it in from your own 
experience. You have taken something from your memory and 
added it into the decision as if it were real time sensory data. 

This is a very natural and usual aspect of communication. When we 
read or hear language from a source other than its origin, 
something is missing and so in order to reconstruct the original 
meaning we substitute information from our own imagination. 

Perhaps you've read a newspaper story and heard a particular tone 
of voice used? Perhaps you've listened to a radio debate and 
imagined the speaker's facial expressions? This is all part of the way 
that we naturally process language. Our brains need far more 
information than just words, so if anything's missing we add the 
missing information from our own experience. You could call it 
'intuition' if you like. 

So, to get back to the question about why and how people 
communicate, one answer is this: 

People communicate to gather more information about the 
world to make better decisions 

How do we know this? Because we know that the converse is true -
people make bad decisions when they do not communicate 
effectively. 
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Or, in other words: 

People who do not communicate as effectively as they are able to 
are often unhappy with the decisions they make. 

So, effective communication could be important to good decision 
making. In turn, paying careful attention to other people's 
communication gives you more information. If you only ever listen 
to words, then you are missing out on 93% of the overall 
transmission. Does this mean that only 7% of your decisions can be 
good ones? 

Body posture 
and facial  

expression Voice pitch 
and volume 

I ' m  sure you've seen this information before, based on research 
that was done in the 1 960s. Communication is 7% verbal, 38% 
auditory and 55% visual. You may or may not agree with the 
figures, in which case we can at least agree that words are not the 
only form of communication that we have at our disposal. 

Some people say that the original studies were flawed and these 
numbers are rubbish. I've seen the original study data and I must 
admit, they were greatly simplifying human communication in order 
to understand the role of non verbal communication. Whilst you 
can agree or disagree with the conclusions, and other peoples' 
interpretations of those conclusions, the fact that we do 
communicate through multiple channels seems inescapable. 

When I run an exercise during training courses to test this model, 
the results correlate almost exactly for groups of as few as 4 
upwards. We get, plus or minus a few percentage points, 7% for 
words, 38% for voice tone and 55% for visual elements. The only 
departure from this is when the speaker's chosen topic is 
particularly emotive or emotionally resonant, at which point the 
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focus on the words increases. Even then, I have never seen words 
at more than 50%. What this suggests to me is that we combine 
verbal and non verbal communication channels in order to derive 
intention or meaning. 

This much seems obvious - that someone will denote a joke or 
sincerity through a facial expression or change in voice tone. Whilst 
this obviously has many implications around the office, it is also 
relevant to corporate communication. Your customers will infer 
what they thought you really meant rather than what you intended. 

Companies have non-verbal communication too, and that doesn't 
just mean the people who communicate on behalf of the company. 
For example, imagine a situation where a telecommunications 
company sponsors a charity that promotes work life balance. At the 
same time, the company's television advertising shows a father, 
working late, reading his son a bedtime story by telephone. 

When people do this, we notice that their communication channels 
do not carry complementary information. This is called 
'incongruence' or, to use the more common description, lying. We 
are all able to detect incongruence unconsciously, and that usually 
generates a 'gut reaction' that something is not right. If we are 
paying very close attention, we can specify the incongruence. For 
example, when asked, "Have you been eating chocolate?", my niece 
said, "No" whilst hiding her hands, looking down at her feet and 
swaying from side to side. My highly developed sensory acuity 
allowed me to detect this incongruity and suspect that she had, in 
fact, been eating chocolate. The fact that she had chocolate 
smeared all round her mouth was another indication. 

You don't have to be a master of human behaviour to know when 
someone is lying, but paying really close attention to the way people 
communicate is always interesting and often helpful, because lying 
is not the only form of incongruence. Other states that lead to 
incongruence include being nervous, feeling under pressure and 
being afraid to say something for fear of the repercussions. 

An important job that a leader can do in a time of change is to say 
out loud what everyone else is thinking, rather than hope they 
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aren't thinking it. This gives them permission to share their fears 
too. 

The example with the telecoms company is absolutely true, 
although I don't think anyone else noticed at the time. If they did, 
they didn't say anything to me about it. Of course, now I've said it, 
you'll all come out and say, "yes, I had a funny feeling about that". 
People do seem to trust their intuition more when other people 
speak up first. 

So, when we notice companies transmitting conflicting messages, 
we can say that they are being incongruent. To say that they are 
lying is to assume intention, and we do not have enough 
information to do that. A more accurate interpretation of corporate 
incongruence might be conflicting needs. 

When a person has conflicting needs, they often manifest 
themselves in non verbal communication. In a number of mental 
illnesses, this is greatly exaggerated and so we see people trying to 
control two or more conflicting needs that are generating mutually 
exclusive behaviours. Even "healthy" people do this regularly. If 
you know of anyone who is a serial monogamist, then you will see a 
pattern of behaviour arise that is generated by two conflicting 
needs. Either the need for companionship is dominant or the need 
for freedom is dominant. Until the person finds a way to satisfy 
both needs at the same time, they will forever ebb and flow, leading 
to a distinctive cyclic behavioural pattern. 

There was more on this in the chapter 'Simple solutions'. Do you 
remember? By categorising all possible courses of action into a 
limited number of strategies, a company can never quite find the 
right one. 

We see companies doing this too, changing strategy on a weekly 
basis because of the conflicting needs of different parts. When the 
metaphorical parts of a person have conflicting needs and those 
parts have access to the communication centres of the brain, we see 
incongruence. When the same thing happens in a company, we see 
two contradictory press releases sent out on the same day. We see 
confusion and we hear people say, "the left hand doesn't know 
what the right hand is doing". We hear customers ask sales people 
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about the press releases and the sales people reply, "Oh, that's just 
what we're telling the stock market - it's not really true". 

We also see companies telling shareholders about a takeover when 
the employees knew nothing about it, and consequently they can 
feel let down or misled. And yet, for commercial reasons, that 
information must be confidential until the deal is agreed. 

When pressed on the subject, managers say, "I can't say anything", 
which of course tells you everything you needed to know, or at least 
confirms your worst fears. 

So, in companies and people alike, conflicting needs lead to 
incongruent communication. As keen observers and listeners, we 
can easily detect this and learn a great deal of useful information 
from it. 
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I DEAS 

What do you do with ideas? Do you nurture them and let them 
become new products and services, or do you dismiss them because 
they're not what you do? Come on, be honest with yourself. . .  

It's really quite amazing how naturally creative we humans are, and 
it's equally amazing how completely demoralising and demotivating 
it is for us when that creativity is stifled. 

I f  you're about to say, "but we encourage creative ideas with our 
suggestion scheme" then I'm going to be ruthless and say that a 
suggestion scheme hinders creativity. If you have to create a 
business process to handle ideas then there's something very 
wrong, because you're effectively saying that the people who have 
ideas aren't able to pursue those ideas. 

An integral part of our creativity is being able to test our ideas and 
suggestion schemes prevent that from happening. Here's the 
sequence of events in a suggestion scheme: 

Person A has a 
great idea so they 
submit it to the 
suggestion 
scheme (person 
B) 

Person B dismisses 
the idea because it 
wasn't theirs and 

-7 testing other 
people's wild ideas 
just means more 
work. 

Person A is 
trained to 
suppress their 
creative urges. 

So if you want to foster creativity, let people develop their own 
ideas. 

Is this impractical in a large organisation? Yes, it could seem that 
way if you believe that creativity is not important. Some people 
think that success is just down to doing what you're told, harder 
and more often. Other people think that success is down to 
innovation and adaptation. I can't tell you which is right for you. 

Remember that people naturally learn by modelling behaviour - just 
as we all did as children. The most e fficient way to train people isn't 
to tell them what to do - it's to get them doing it, regardless of what 
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you think their learning style may be. Learning styles are what 
people do with their conscious brains whilst they're learning. If you 
promote an ideas scheme and then do nothing with those ideas, 
you will train people to keep their ideas to themselves, regardless of 
the effort you put into the scheme. 

Back in the 1920s, birds throughout the UK started breaking into 
foil topped milk bottles and drinking the cream. Scientists at the 
time couldn't figure out how the birds were learning this behaviour 
because their thinking assumed that birds are stupid, therefore one 
bird must have accidentally discovered that the milk bottle tops 
could be pecked through and all the other birds must have copied 
it. Cases of milk theft should start in one place and spread out over 
time, but what scientists actually saw was the behaviour emerging in 
several places at once, and they couldn't figure out how the birds 
were learning from each other so quickly. 

The answer, as with all good answers, was very simple. The birds 
weren't as stupid as the scientists had thought, and they were 
properly motivated. 

All over the UK, birds were learning to steal milk from the bottles 
on people's doorsteps because it was the obvious thing to do. The 
idea had come of its time. There was no magic, no telepathy and no 
amazing leap in creativity. 

Some people think that when some birds learned the trick, the 
knowledge went into an ethereal collective consciousness that is 
shared between all members of a species. They think that when one 
bird learned the trick, they all learned it. 

Other people think that the pattern of milk theft closely followed 
the pattern of distribution of milk bottles with cardboard tops. 
Previously, milk bottle tops had been made of metal. They think 
that the birds just did what was obvious and all that changed was 
that the cardboard bottle tops allowed them to succeed. They didn't 
have to suck seeds any more. Sorry, that's a silly joke. 

Ideas have a time. Perhaps no one person invented the wheel, or 
fire, or anything else. Darwin wasn't the first person to think about 
evolution, he was the first person to be famous for it. Some people 
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throughout history have clearly been more prolific in writing their 
ideas down, and so we often think that some people are creative 
whilst others aren't. 

I f  you look at the history of great thinkers like Darwin, Newton and 
a bunch of hungry birds, you fInd that there is often an implication 
that they borrowed ideas from a less well known predecessor or 
researcher. 

Alfred Russel Wallace developed a theory of natural selection 
before Darwin, which contributed to Darwin's work. Wallace had 
been looking for evidence of  natural selection after reading the 
work of  Robert Chambers, published in 1844, 15  years prior to 
Darwin's publication date. 

Fifty years before Darwin published 'On the Origin of Species 
through Natural Selection', there was a man named Jean-Baptiste 
de Lamarck who put forward a theory of evolution by natural 
selection. The key difference with Lamarck's theory was that he saw 
evolution as a collaborative effort rather than a ruthless battle for 
survival. 

It might be more useful to think that everyone's equally creative, 
some people just have more faith in their own ideas, and they also 
have better PR skills .  

Ideas are the currency o f  competitive advantage, and here's why: 

Right now, all over the world, your competitors' employees 
are having the same great ideas as your employees. All that 
matters is who gets those ideas to market first. 

Your employees aren't necessarily unique, but the culture in which 
their ideas flourish is. 

Creativity, as a concept, has become closely associated with the arts, 
so many of us are brought up to believe that we are not creative, 
simply because our drawings don't look like photographs. If you 
think you can't draw then let me ask you this question: "are you an 
artist or a photocopier?" 
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Therefore, businesses often value a handful of 'creative' people and 
demonstrate the belief that creativity is something unique, special 
and rare. Since only a few people are creative, only those people can 
develop innovative ideas, right? What if you were to believe that the 
majority of people in your organisation are creative? What if 
everyone is creative? What would that mean? 

Getting an idea to market means developing an idea to the stage 
where it positively impacts your business performance. It may be a 
new product or it may be a business process or even a new office 
layout. What's important is that it creates advantage. Sooner or 
later, all your competitors will have the same idea, so all that 
matters is the lead you have over them, and how you make the 
most of that lead. 

Remember - your survival depends on you being just one small step 
ahead, all the time. 
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MOTIVATION � AMONGST OTHER THINGS 

It's important to admit that, in the real world, people will conspire 
against you. Doubters and saboteurs will place obstacles in front of 
you, whilst zealots and activists will come up with so many wild 
ideas that's impossible to get anything done. It's useful to 
understand how this happens, and that it's not personal. 

As you already know, using psychometric profiling tools to 
pigeonhole people is not useful, because they're not like that all the 
time. Remember the marketing manager who would sit down in a 
supplier meeting and say, "I'm an EST], so I'm very judgemental"? 
He could use that as an excuse to be rude to people, because it 
wasn't his fault - he was just born that way. 

Sometimes, I'm very judgemental too, and I'm an ENTP. Some 
days I'm an ENFP, depending on what mood I'm in. How can this 
be possible if the profile is absolute? How can it be possible to 
change? 

We change in every fleeting moment depending on our mood, our 
environment and in response to the people around us. Therefore, 
the results of a test administered years ago are not useful in 
understanding behaviour - what we need is a tool that can be 
applied in real time, conversationally to help us to understand a 
person better and communicate with them more effectively. 

Fortunately, there is such a tool, based on the relationship between 
language and behaviour, that you can use to proftle someone either 
by listening to what they say or watching what they do. Hang on -
am I saying that there's a profile tool that works by watching how 
people behave? I know it sounds too easy to be true. Surely there 
must be a multiple choice test involved somewhere. Just remember 
what Harry Hill says - "you can tell a lot about people from what 
they're like". 

If you want to read more about these proftles, they're called 
"Metaprograms". You can ftnd a description of them at 
www.nlpinbusiness.com or by using any Internet search engine. 
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There are quite a few metaprograms, but for our purposes I'll just 
mention the ones that are important in a change situation. 

Remember that these proflles are dynamic, so you cannot use this 
to say, "Fred is a xyz" (although a lot of people do). Instead, use 
this to respond more precisely and effectively to Fred at the specific 
moment you need his support or commitment. 

Finally, the profile is a spectrum, not an either/or result. The 
examples illustrate the ends of the spectrum so that it's easier to tell 
the difference. In real life, people lie somewhere along the spectrum 
and move their position depending on circumstances. 

Motivation direction 

This is probably the most important one for our purposes. Are you 
motivated by goals or by avoiding problems? Do you avoid 
unpleasant situations or do you know what you want and go for it? 
Are you good at identifying all of the potential drawbacks of a plan 
or do you dive in and find out about the problems later? 

The direction of motivation is simply this: do you move towards 
good things or away from bad things? 

At the towards end of the spectrum, people say things like To get, 
To have, To become, I want. 

At the away from end of the spectrum, people say things like To 
avoid, So I don't have to, To get away from, I don't want. 

This is useful when motivating a person to perform a task or for 
changing behaviour. It's pointless telling a towards person that by 
doing something, he can avoid problems later. It's just as pointless 
telling an away from person that by doing something she will 
achieve great things. 

An 'away from' motivation is not negative, it leads to just as much 
satisfaction and personal reward as 'towards' motivation, it's just a 
different way of filtering information about the world. 
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Reference s ource 

Have you noticed how some people just know what it is they want 
whereas other people are always asking if what they're doing is OK? 
Some people just don't seem to take any notice of the world around 
them whilst others are always checking that everything is OK. Do 
you instinctively know when something is right, or do you like to 
keep 'to do' lists so you can be sure that everything's finished off? 

If you ask people how they know things, such as how they knew to 
make a certain decision, people at the highly 'internal' end won't 
really understand the question and their answer will be something 
like, "I just know". At the 'external' end of the spectrum, people 
will check with their managers, see certificates, read reports and tick 
off 'to do' lists. 

This is useful when gtVlng reasons as to why someone should 
perform a task or change behaviour. If you tell an 'internal' person 
that they should do something because everyone else in the team 
does, they will say, "so what?". If you tell an 'external' person that if 
they think something's right then that's good enough, they may get 
quite frustrated. 

Here's another interesting observation - 'internal' people tend to 
hear instructions as comments, whilst 'external' people tend to hear 
comments as instructions. When you have to get people to change 
their behaviour or complete parts of a project, you'll often find that 
they seem to act and respond randomly. Sometimes, people go off 
and do things that you didn't ask them to do and sometimes people 
just don't do what you tell them. If you really think back, you'll 
vaguely recall making a suggestion or floating an idea past someone 
who acted as if it were an instruction. On the other hand, you 
tactfully suggested a course of action to someone who seemed to 
respond as if that were an academically interesting observation 
which they didn't need to do anything about. 
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Sensory preference 

There are many different ways to keep track of how someone is 
thinking - in pictures, sounds or feelings - and this information is 
very valuable if you want to communicate efficiendy and effectively 
with that person. Essentially, a person's entire physiology and state 
is interwoven with their preferred sense and it influences almost 
everything they do. Different senses are better suited to processing 
different types of information, so it's very important that you can 
use this information to communicate far more effectively with 
people. You'll hear and read sensory words like these in people's 
language: 

Visual Auditor}': Kinaesthetic 

See Listen Feel 
Picture Hear Touch 
Look Sound Grab 
Watch Noise Hold 
Perspective Loud Contact 
Vision Quiet Push 
Oudook Amplify Embrace 
Bright Tell Warm 
Clear Resonate Cold 
Focus Hum Sinking 
Sharp Whisde Down 
Background Whine Ache 
Shine Roar Gut reaction 
Reflect Silent Queasy 
Dim Rhythm Steady 
Hazy Melody Stable 
Short -sigh ted Harmony Solid 
Blinkered Talk Firm 
Colour Language Soft 
Envisage Volume Grasp 
Overlook Wavelength Handle 
Imagine (from Image) Call Forceful 
Clarify Say Smooth 

As a professional communicator, the ability to move between 
different sensory processing modes is very powerful. During a 
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speech, you can draw the audience into your vision, enthuse them 
with ideas that resonate with them and finally have them embrace a 
sense of commitment to your ideas. 

When you're presenting information to people about change, show 
them what's happening, tell them what's happening and give them 
the time they need to know how they feel about it. In other words, 
since your audience will be thinking in a combination of sensory 
modes, you need to present your information using all three in 
order to convey that information effectively to everyone. 

Choice 

Some people never seem to do things the same way twice. Others 
seem unable to innovate or create and will continue to do 
something the same way until external events force them to change. 
Options thinkers are good at being creative and thinking up new 
ideas and ways to do things. Procedures thinkers are good at 
finishing things and following routines. You wouldn't want 
procedures people in creative jobs and you wouldn't want options 
people in jobs that are heavily regulated. To find out if a person 
likes to have many options available at each decision point or if that 
person needs to follow a set procedure, you can ask, "Why did you 
choose this job / car / house / etc . . .  ?" 

Options thinkers answer why, very quickly with well defined 
reasons. Procedures thinkers answer how the choice came to be, 
often by telling you a story. Essentially, the options thinker can 
answer instandy because they did make a choice. Procedures 
thinkers did not make a choice, so the question doesn't make sense. 

This is useful in understanding how a person will react to rules and 
work structures and in predicting how a person will react to 
obstacles .  It indicates how a person will set objectives and what 
path will be taken to reach those objectives. An options thinker 
would need to always have choices and would be frustrated by rigid 
procedures and agenda. A procedures thinker would find choice 
and indecision frustrating and would seek out procedures and rules. 
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Sorting 

This simply relates to whether people first notice the differences or 
similarities between two different concepts or situations. If you're 
good at 'spot the difference' puzzles, you have a difference bias. If 
you're good at making connections, metaphors and analogies, that 
indicates a similarity bias. To find out, ask, "How do you compare 
this job/ carl etc? and your last one?" 

Someone with a difference bias would begin their answer with, 
"one was . . . . " whereas someone with a similarity bias would begin 
with, "they both were". The majority of people seem to be about a 
third of the way along the spectrum, closer to the similarity end. 
What this means in practice is that most people will notice what's 
the same first and then notice what's different. 

This metaprogram is vital in the communication of change. If you 
tell the employees of a company that everything will change 
radically, you will appeal to the minority of extreme difference 
biased people but really upset the great majority of people. Always 
start with what's staying the same before talking about what will 
change - typically the guiding principles or past success of the 
company or team. 

Often, the managers of a company are under a lot of pressure from 
shareholders, the government, fund managers and other groups 
with an interest in the running of the company. Managers of 
companies often respond to pressure from the City by talking 
about 'radical change' in the business, which is exactly what the 
fund managers want to hear. Unfortunately, it's exactly what the 
employees and customers don't need to hear. Once again, the 
customers and employees are the most important people. If they're 
happy, the shareholders are happy. 

Recently, the CEO of a large company made an announcement to 
City fund managers which said, "keep your noses out of my 
business". He told them to leave him alone to do his job and stop 
telling him how to run his business. Good for him! The fund 
managers are interested in short term gains that make their 
performance look good over the course of a year. The shareholders 
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may not have the same goals as you, so you need to bear in mind 
what is most important to you. 

Scope 

Do you like to see the big picture, or is the devil in the detail? Can 
you easily work out complex relationships or do you like things to 
be neatly packaged and described? 

This relates to how someone communicates the content of a 
message - do they talk about overviews, missing out all of the detail, 
or do they assemble the picture starting from the detail and 
working up? 

In order to determine someone's scope, just listen to the things that 
they say. General people will start at the top and work down. 
They'll give you short, generalised answers and when giving 
directions will start at the destination and fill in major landmarks. 
General people cope with complex information easily, sorting it 
and organising it in a way that specific people find difficult. Specific 
people start at the first point of detail and work forwards, so in a 
complex situation they can get lost. When giving directions, specific 
people work forwards until they reach the destination. Specific 
people are good at working through plans and developing details. 

There seems to be a preconception in businesses today that 'big 
picture' thinking is a good thing, especially for managers. Being able 
to understand strategic intent is not the same as being a big picture 
thinker. I've seen some incredibly detail driven people proudly call 
themselves big picture thinkers, and perhaps in relation to someone 
else they are, and herein lies the importance of this metaprogram. 

Someone recently asked me how I accounted for the success of a 
mutual acquaintance in building a successful global business. I 
thought about this for a while, and then realised that it is his 
attention to detail. He chooses the furniture and layout for all of the 
offices, worldwide, and he is often criticised for being too pedantic. 
Yet it is this attention to detail that ensures the vision he has for his 
business is translated into reality. He doesn't settle for 'good 
enough'. In this example - and this is a very common approach 
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amongst entrepreneurs - a specific bias is the key to success. Seeing 
the big picture is really not so important after all. 

I have a suspicion that many corporate managers focus on the big 
picture because they actually have no idea what the details are. It 
would be better if they were honest about that, so that other people 
could help out by providing the details. 

On a recent training course, one of the delegates (we'll call her 
Julie) asked for directions to the shopping centre. One of the other 
delegates (we'll call him Colin) said, "you go out the front door, 
turn right, then left, then down to the roundabout, then right, then 
left onto the dual carriageway, then straight over . . . . .  " As Julie's eyes 
began to glaze over, Colin started drawing a map. Seeing Julie reach 
information overload, I stepped in, pointed out the window and 
said, "it's that way". The high level, big picture version was much 
more useful than the detail, because Julie could follow her nose and 
then pick up signs for the shopping centre, which is exacdy what 
she did. 

When Julie came to leave the shopping centre, she found that all 
the road signs pointed to nowhere she had ever heard of. If you've 
ever been lost in Milton Keynes, you'll understand her panic at this 
point. Fortunately, she still had Colin's map with her, and she was 
easily able to find her way back to the training centre. The moral? 
Neither big picture nor detail are useful in themselves - they are 
only useful if they enable people to take action and get what they 
want. 

Remember; metaprograms are a generalisation that change for a 
single person from one moment to the next. Probably the most 
practical application of your knowledge of metaprograms is to 
appreciate how people process information differendy. Some 
people are just wired up to notice change, some are just wired up to 
look for drawbacks or obstacles. They're not sabotaging your plans 
- they're helping you by applying their natural talents and giving you 
more information with which to make better decisions. 

You might find it useful to see a summary of these meta programs, 
and how they relate to change. This information will also help you 
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to communicate more effectively with a wide group of people in 
the context of change. 

Motivation Towards Looks towards the future, interested in 
direction plans and developments. 

Away from Looks to the past, notices drawbacks or 
obstacles to a plan. 

Reference Internal Self directed so responds less to changes 
source around them. 

External Responds to changes around them 

Choice Options Creates more choices, come up with lots 
of ideas. Easy to change direction. 

Procedures Follow processes and want to do things 
the right way. Harder to change 
direction. 

Sorting Similarity Looks for what is the same, what is 
common in a changing situation. 

Difference Notices what is changing, seeks change. 

Scope Abstract Needs to understand the 'big picture' but 
not interested in detailed implementation. 

Detail Needs to know detailed changes to their 
job or environment, not interested in 
strategy. 

Predicting a person's behaviour is not as simple as picking the 
'right' metaprogram - firstly because these will change with the 
context and secondly because a person's behaviour depends on a 
combination of metaprogram elements. A difference bias with a 
towards focus is typical of someone called a 'change agent', yet the 
same difference bias with an away from focus is typical of someone 
who resists change. 

Use this information to communicate effectively with people and 
your change programs will be much more successful. 
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SALES 

I'll mention sales because it's important to most businesses and 
because we've just been talking about motivation which often is 
thought about most in the sales context, perhaps because it's easy 
to see a direct and short term connection between motivation and 
results. 

Whilst many sales people carry sales targets and are focused on 
results, that's not always the case. Some sales people are measured 
on the number of calls they make, on reading the script correctly or 
on filling in the right forms. 

Other sales people are measured on what they achieve, regardless 
of how tlley achieve it. 

A focus on results relies absolutely on a management culture that 
trusts individual excellence. It relies on very clear direction from the 
top. It relies on tlle business having a clearly communicated 
strategy. 

A focus on actIVlty relies on getting everyone doing the same 
things, because the systems and processes are valued more highly 
than the abilities of the sales people. The activity focus 
compensates for variations and changes in sales teams by making 
sure everyone does the same thing, regardless of their individual 
experience or potential. At one of the spectrum, we have volume 
B2C sales such as home improvement and financial products, 
where tlle high turnover of staff means that it's easier to systemise 
tlle sales approach, even down to having a scripted sales call. At the 
other end of the spectrum, when selling regulated products, the 
organisation clearly has to make sure that all the sales people stick 
within those regulations. 

A large telecoms company I worked for focused on actIvIty. 
Although account managers had sales targets, those targets were 
wrapped up in pay plans that were so complicated and changed so 
frequently that people were never actually paid against plan but 
instead against subjective decisions of who had been a good chap 
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and kept his/her customers happy, so the account managers were 
actually paid to be service managers, contrary to the pay plan. 

Another company I worked for had an interesting culture; focus on 
activity but measure results. So the sales managers wanted to see 
everything the sales people were doing to make sure they were 
doing it right, but they held people accountable to results. Do you 
see the problem? The sales people aren't in control of what they do 
to achieve the results they are paid on, whereas the sales managers 
aren't in control of the results they're trying to dictate activity for. 

The result was that sales people always looked busy, but many of 
them were working on deals that were never going to close, because 
it was easier to follow the rules and look busy than to break the 
rules and risk not hitting target. Do you follow? I am certain I can 
do what my manager tells me to do, even if it doesn't result in a 
deal. I am not certain I can break the rules and win the deal by 
myself. Therefore if I follow the rules it's less risk to me, and if I 
miss target at least I did what I was told. The overall management 
culture at the company was "If I can see you then you must be 
working". 

If you want to track what your sales people are doing by making 
sure they follow a prescribed process then training a rigid sales 
system is the answer. This is common in activity focused sales 
cultures, where the management strategy is: 

"If we make sure people do the right things in the right order then 
they will get the right results". 

The alternative that I'm suggesting is a focus on results all the way 
through the organisation, so the management strategy becomes: 

"If we focus people on the right results, they will do the right things 
in the right order". 

We can add another layer to this which is the rare opportunity to 
build a culture, so the strategy becomes: 

"If we build the right culture then the right people will do the right 
things, delivering the results we want", and that 'right culture' 
includes the results focus. 
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Of course, this isn't a rigid and exclusive focus; more of a bias that 
impacts on strategy, qualification, resource allocation, 
measurement, reward and recognition etc. 

I f  you focus only on results and ignore how people achieve them, 
you might worry about developing a 'wild west' culture where the 
end justifies any means. Certainly there are companies that operate 
like this. I would suggest that a results focus needs absolutely clear 
strategy and boundaries, whereas an activity focus needs a clear 
sense of purpose and feedback of what that activity achieves. 

In other words, if you focus on results, you need to be clear on 
what your overall business strategy is and how that has been 
translated into sales targets. This is vital in enabling sales people to 
qualify prospects. Activity focused sales people will work on 
anything that comes their way. Results focused sales people will 
work on what they can win. I f  you don't tell them what the clear 
strategy is they will apply their own c riteria and you'll end up with 
inconsistent results across the sales organisation which means 
inconsistent use of supporting resources which means that your 
cost of sale increases. 

If you focus on activity, the sales people need to know what the 
output is so that they understand their role in the system. If you 
worked on a production line where you assembled part of a 
product but you never knew what the whole product was, how 
would that feel? Would it be better i f  you understood what the final 
output was, what it is used for and who uses it? In manufacturing, 
this improves quality through greater personal responsibility. 

I'm not here to tell you which is right for you; I can only tell you 
what the consequences of each approach are. Personally, I favour a 
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results focus, but it does have consequences for the way you 
manage and motivate the sales people. I think that an activity focus 
works better in sales environments where there are fewer variables 
in the sales process. For example, if we're talking about inbound 
financial services sales, you either want a loan or you don't and you 
either pass the credit check or you don't. In IT sales there are many 
more variables, from technology and service design down to 
corporate politics and individual desires. 

Inbound sales actually isn't that easy, I'm simplifying it a bit. To be 
honest, even in a highly regulated environment, I still can't really 
understand why anyone thinks that scripts that have to be read 
verbatim are a good thing. I suppose it means that you can get 
people to sell who aren't sales people. They don't have to 
understand what they're doing, or understand the product, or care 
about the customers, or want to sell, because the script has all that 
in it. No, I still don't get it . . .  

If  you want your people to be able to navigate around obstacles, 
they have to know where they're going and that they are allowed to 
make changes to the route they take. 

If you're modelling excellence, as I'm suggesting, you will find that 
another consequence is constant evolution in pursuit of excellence. 
This is ideal for a results focused organisation, but not ideal for an 
organisation that likes things done a certain way and only that way. 

For an activity focused organisation, 'excellence' means 'doing 
things the right way', whereas for a results focused organisation, 
'excellence' means 'finding a better way'. 

Constant evolution means always finding better, faster or more 
efficient ways to reach the goal rather than sticking with the best 
way that you know right now. The alternative is that you carry on 
doing what you know how to do, and after a while the rest of the 
world overtakes you. If you're lucky, you'll lurch from one massive 
culture change program to the next as you run to catch up. If you're 
unlucky, the market environment will select you out. 

I say we choose our own luck. 
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CHANGE 

Change can be defined as difference over time. You may think 
that's obvious, yet it raises two important points: 

o 

o 

For a change to take place, things have to be different 

For a change to take place, time has to elapse 

Still waiting for the rocket science? I met a rocket scientist once. He 
was a very nice man, and his hobby was exploring the railway 
systems of the world. It turned out that rocket science wasn't that 
difficult after all. Back in the 1 970s when flexible working practices 
were pretty much unheard of, he worked out a personal deal with 
his employer. He didn't have much of a social life, so he would 
work for most of his waking hours in return for being able to take 3 
month holidays to ride on trains in Malaysia or South America. This 
was in America, where his colleagues were allowed 1 0  days holiday 
a year. This is just unthinkable in the UK where we expect between 
20 and 30 days. So even 30 years ago, he figured out a way to get 
what he wanted whilst giving his employer and customers what they 
wanted too. 

Anyway, I digress. 

How do people know to respond to change? By noticing difference 
over time. 

Does that mean that people respond to objective or subjective 
change? Well, since there's no objectivity then the answer is 
obvious. People only respond to what they notice changing. People 
notice things that: 

o 

o 

Are important to them 

You draw their attention to 

This simple premise lies at the heart of Change Magic, which is why 
it's in the middle of the book. If you don't want people to get upset 
by change, don't tell them about it as they probably won't notice 
an}'\vay. Of course, your change managers want all the glory so they 
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will tend to draw attention to what they're doing with slogans, mugs 
and focus groups. 

In reality, you may have to change things that are important to 
people, but you would only ever change them for the better, 
wouldn't you? 

The key is to stop telling people what will change. Tell them what 
will be the same. Actually, the simple yet powerful structure to 
communicating change is this: 

Tell people first what will stay the same and then what will 
stay the same whilst getting better. 

Big IT change projects are interesting because the people who resist 
the new systems seem to be afraid of change and seem to reject or 
sabotage it. In fact, this is a good example of the need to identify 
the right problem. 

Here's a useful IT change belief for you: 

People aren't afraid of change. They're just reluctant to spend 
more time learning how to work complicated computer 
software. 

And be honest, who isn't? Twenty years ago, I used to pride myself 
that I could work any piece of technology without ever reading the 
manual. Twenty years later, two things have happened - technology 
has become more complicated and I've become less interested. I 
just want to take pictures with my camera - I don't want it to tell 
me the time or print 'Happy Birthday' in Japanese on all my photos. 
Consequently, the clock is wrong for six months in every year 
because I can't remember how to change it and I'm really not that 
bothered as I have a thing on my wrist that already tells the time. 

So, large IT projects are very complicated, which is why companies 
employ IT experts and consultants. For the meek end user, the 
computer system is a tool for their job. 

If you're involved in IT change then you might be thinking, "he 
doesn't know what he's talking about - IT change is not just about 
new computer software" and you would be half right. 
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Company car drivers know that, every 3 or 4 years, they get a new 
car. Some look forward to it, some resent having to clear out all 
their maps and sweet wrappers and most are happy to go with the 
flow. Why not tell your employees that they have to have a new 
computer system every 3 years? I've seen so much academic 
research about change that suggests people accept change when 
they expect it, yet everyone seems to be missing the simple point -
just tell people to expect it! 

In most big companies I've worked for, an unofficial rumour 
system was used to soften the impact of organisational changes. 
Trusted employees would be given confidential hints of upcoming 
changes. They would tell their trusted friends who would tell 
everyone else. Everyone would respond to the news which would 
be denied as rum our, thereby allowing the people who were upset 
by the change to get upset by it and then forget about it. Some 
weeks later, the change would happen and everyone would feel a 
sense of smugness that they secretly knew the change was coming. 

Anyway, the point about change is this: people only notice what 
they notice. If you don't tell them about change, they will not 
notice the majority of what changes. If you tell them about what is 
staying the same, you are giving them a context or framework for 
the change that puts it into a realistic perspective. 

Companies always seem eager to tell their shareholders that the 
company is going to change radically in order to meet the 
challenges ahead. When the same message is given to employees, 
it's really no wonder that they get upset. 

Shareholders, particularly institutional shareholders such as 
investment banks, want to see things change. If the new CEO 
hasn't made them a big pile of cash in his first year they want him 
out. Just this year, the institutional shareholders of a big mobile 
phone company ganged up at the AGM and tried to vote out the 
CEO for this reason. It didn't work. 

I wish I could remember who it was, but I can't so I'll tell you the 
story anyway; a few years ago a corporate CEO addressed 
institutional shareholders at a press conference and basically said, 
"Stop poking your nose into my business and trying to tell me how 
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to run It. I'm the CEO, and I'll run my business the way I want to, 
and that means I'll generate lots of profit for you". I liked it. It 
came at a time when many CEOs were under pressure from 
shareholders to make certain decisions that were good for short 
term profits, which make the fund managers look good. He publicly 
stood up for himself, and I like that. 

When our daughter was born, my wife suggested I should drive 
more slowly as I was now responsible for more than just myself in 
the car. I suggested that there was nothing wrong with my dtiving 
and we then had a rational discussion on the subject, as you can no 
doubt imagine. My wife told me that she would be changing her 
driving habits and so should I .  As my wife reached critical mass and 
I saw a mushroom shaped cloud looming, I asked her how many 
accidents she had had in the last ten years. "None!" was her reply. 
All I said then was, "and you think now is the time to change your 
driving habits?" 

You see the point, of course. Having driven perfectly for ten years, 
she perceived a change in circumstances that required a change in 
driving habits. Would that be more or less likely to lead to future 
accidents? 

So change in itself doesn't exist. We become aware of a difference 
in our perception o f  sometlUng or someone. In change 
management, we aim to control that change process. In Change 
Magic, we aim to control the outcome and let the process take care 
of itself, with a little gentle guidance from a friendly Change 
Magician. 
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WAVE FUNCTIONS 

Do you know what this is? 

i\ /"\ / r', \ 

/ \ ! \ / \ 
\ /  \, ./ \ /  \ I \ j \. / 

'-.../ "'-.'" 

It's a wave, A wave is a construct used in physics to represent the 
flow of energy. If you were to look closely at a violin string, you 
would see it taking up this kind of shape when vibrating at a certain 
frequency - producing a tone that we can hear. So a wave is a 
physical position of a medium at a moment in time, The violin 
string appears in that position at a single instant in time, but a 
microsecond later it will be somewhere else, We know that the 
string's position is limited by it's flexibility, so at any moment in 
time we can't predict exactly where the string will be, we can only 
know the area that it will be in, and that area is a wave function, 

For years, physicists talked about elementary particles like protons, 
neutrons and electrons, They behaved like particles, You could fire 
one electron at a phosphor screen and see a brief flash of light. 
When you fire enough electrons at a phosphor screen you get a 
reality TV program, or at least something of equal entertainment 
value, But then, in other experiments, they behaved like waves, So 
are they particles or waves? 
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Advances in our ability to observe on a smaller scale show that the 
assertion that an electron is a particle is true, or false, and saying 
that it is a wave is also true and false. A bit like saying that an 
elephant is big or small. Both true, depending on whether you're an 
ant or a blue whale. 

Quantum physics sees an electron as a probability cloud, meaning 
that its component parts are somewhere within a space defined by 
its physical properties, but we can't say where they are exactly at a 
given moment in time. So an electron has a wave function. If we 
look at its wave function, we could treat it like a particle. If we want 
to treat it like a wave, we could pick an arbitrary path through the 
space that it occupies. 

Why am I telling you this? The coach schools that tell you that you 
have to stick to their proven method, all the people that say you 
have to stick to the agenda, that you have to use GROW, or 
GONAD, or whatever their model is, are talking about wave 
functions. 

I have always said that we can guarantee the end point or the route, 
not both. And when we're talking about something as complex as a 
system of people, that means we can guarantee the outcome or the 
process, not both. I can guarantee to get the client the result they 
want, but I don't how I'll get there until I'm there. Or I can 
guarantee to use GROW, but I don't know what the result of that 
will be. 

If you look back at the sine wave, the points where the line crosses 
the zero axis are the points that we can predict given the frequency 
of the wave. These are called nodes. But once we have left the 
node, we have no idea where the energy will be until it reaches the 
next node. If you think back the beginning of this book when I was 
first talking about models, the nodes on our journey would be 
Manchester, Birmingham and London. Where we go between those 
nodes is anyone's guess, within the range of routes that sit inside 
the wave function. 

If we were defining a road journey, we could say with certainty that 
your journey would begin at your house and end at my house, at 
which point I would have to call the police and report a stalker. We 
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couldn't say what route you would take. Now some people will 
contest this by saying that you could give someone a prescribed 
route and be certain that they would end up at the right place, and 
this is a typical line of thinking in this example. 

You see, the problem is twofold. Firstly, knowing that you will turn 
left on the High Street and right at Acacia Avenue is simply not 
good enough. Where exactly will the car be positioned? When 
exactly will you turn? How long will you wait at the traffic lights? 
None of tllese are important in an everyday sense, so we have 
learned to ignore information at this level of detail. 

When we apply this tlUnking to tlle complexity of an organisation, 
typical consultants will think at a higher level of detail. Their 
thinking will be 'good enough'. They will give you a lovely proposal. 
For example, they might use Kotter's change model which is based 
on Lewin's research which goes back to 195 1 ,  and it looks like this: 

All seems fine, doesn't it? It reminds me of the sales trainers at a 
telecoms company who taught the sales people the AARDVARK 
sales model. The first step was 'Access' which meant tllat the first 
thing you do is gain access to tlle CEO. Oh! Is that all I have to do? 
It's so obvious now you've said it. I'll just ring him up and tell him 
to buy sometlling from me. 
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You'll notice a hint of sarcasm there, which is pretty much what all 
the sales people thought. 

You see, the steps of AARDVARK., or the Kotter model, or any 
other model comprising steps is a series of nodes. In between those 
nodes, anything can happen. 

We need to look at these models as a way of observing change, not 
as a way of making change happen. If you follow the series of steps 
above, you will not find it easy to implement culture change. 

One of the main problems I find with this approach to change is 
that the end result is actually hardly any different to the current 
culture. The change program makes the change seem much bigger 
and more significant than it actually is, and if you let people get on 
with it, you will find that they naturally evolve best practice anyway. 

So at the start of a coaching session or change project, we are 
sitting at a node, a fixed reference point. The client sets the 
frequency and we're then off on a journey until we get to the next 
node and can say with certainty where we are. Coaching models, 
like all models, are just models - scaled down representations. Like 
the diagram at the top of the simple sine wave, a violin string will 
never actually look like that because it's a 3 dimensional physical 
medium, and the waves can flow any way they like. It will look like 
the wave function, and our brains interpolate a simple sine wave 
because that's what we always saw on Tomorrow's World. 

We can create a probability cloud, a wave function, where it is more 
likely that we will do some things rather than others, but we can't 
predict exactly what will happen until it does. 

This is why Change Magic'S primary focus is on the end result. 
Let's not try to predict how we're going to get there, because that 
prediction will inevitably be wrong when we look at it in sufficient 
detail for it to be useful. 'Turn left at the High Street' is not nearly 
enough detail for introducing change into a system as complex as a 
business, so above all else we have to keep our focus on the end 
result, look ahead and be positive. 
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BE POSITIVE 

Well, that's easy for me to say. Every day you have 
people telling you to be positive, look on the bright 
side or sell the benefits. This is all completely 
pointless when communicating change. 

In a change situation, it is important that people 
know what is going on. If they don't they will make 
up their own version of what is going on and you can 
guarantee it will be ten times worse than what is really 
happening. Do not allow people the chance to 
hallucinate bad things. Giving people relevant 
information is not necessarily related to what you say. 
The way tl1at you say it is usually far more important. 

Communicating positively does not mean sounding cheerful while 
you make people redundant, and it definitely does not mean 
softening the impact of bad news with some positive feedback. For 
example, "Fred, you're one of our best people, you're fired, and 
that's a nice tie". 

Communicating positively means telling people what is happening, 
what they will be doing and what you will do about it. 

Here are some important ways that you can communicate 
positively: 

State the outcomes of change 

Tell people what will happen after the change has taken place. Do 
not focus on the change process itself as this will only delay you. By 
directing attention to the outcomes, you will create momentum to 
move past the transitory period as quickly as possible. Clearly state 
what the world will be like after the change process is complete. 
You'll probably find that the world is actually not much different to 
how it is today, if the change is being made to avert future 
problems. I f  the future is drastically different to the present, you 
should be very cautious. Major change often indicates impending 
doom, just like it did for the dinosaurs. 
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Just bear in mind that change, in itself, does not exist. Things 
change, people come and go, desks get moved around and the 
words written on the sides of buildings change. The environment 
changes but change is not an entity in itself. Change is just what we 
notice when things are different today than they were yesterday. 
Did you employ a management consultant to run the change 
project for putting on new underwear today? Why not? (Of course, 
the answer may be "because I'm wearing yesterday's underwear", 
which is not always a bad thing.) 

Just the facts, ma'am 

Of course, you are instigating change because it is wonderful and 
because it will only improve things. In reality, you know there will 
be downsides too. People will analyse the facts and will make up 
their own minds as to how the changes benefit them. You will be 
surprised at some of the benefits that people come up with, so 
leave people alone to make whatever connections are important to 
them. 

If people are looking for the downsides to your plans, they will find 
them. If the are looking for the benefits to them, they will find 
those too, so first you have to direct their attention towards finding 
the benefits to them. 

Probably the worst thing to do is to make up benefits that people 
can see through, so the meaning that they take away is that you are 
trying to manipulate the information in order to influence them. 

Jack Nicholson was wrong. You can handle the truth, after all. 

If you do spell out the benefits, tell them the benefit first 

Here's a neat trick borrowed from the latest old fashioned thinking 
on sales practice. If you tell people 'feature means benefit' then by 
the time you have said 'means' they will already be ahead of you 
and will have formed their own benefit before you can tell them 
yours, because the 'benefit' is simply the meaning of the raw facts. 
Whatever you tell them will conflict with what they have already 
decided, which is why sales people often lose rapport at this stage. 
People are perfecdy capable of  figuring out the meaning of things 
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for themselves. I will decide why I need a new CD player, I don't 
need a salesman to tell me. 

For example, you can carry this book everywhere with you because 
of its handy size. On the other hand, the size of this book means 
you can easily carry it with you. It's a very subtle difference that will 
have a huge cumulative impact. 

This idea is so simple, you might think it can't be true. Instead of 
saying 'feature means benefit', use 'benefit because feature'. By 
giving the benefit first, you prevent the listener from forming their 
own. By using the magic word 'because', you create a rule that links 
the benefit to the feature. Here are some examples. Pay close 
attention to what images and thoughts you create in your mind as 
you read the two alternatives in each one. 

o 

o 

o 

o 

o 

o 

"Our new IT system will be more efficient". 

"We can get more done in less time because of the new IT 
system" 

"The budget cuts mean we will use resources more 
effectively" 

"We'll be able to divert our resources to where they will 
have the most impact because of the budget cuts" 

"The reorganisation will lead to greater organisational 
efficiency" 

"You can get closer to the people you need to work with 
because of the reorganisation" 

A frequent temptation in this situation is to say something like "we 
will enjoy organisational efficiencies". That's not a benefit! It 
doesn't even mean anything . . .  

Benefits then facts? 

Taking those two last points together, we can reach an interesting 
conclusion. We gather sensory evidence in order to derive meaning 
from our experiences. If we get the evidence first, we'll derive a 
meaning based on a number of factors, including: 
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o 

o 

o 

How you feel at the time 

How you feel about the person giving you the information 

Any similar previous experiences 

So it seems that we gather evidence through our senses, we filter 
that evidence according to a number of factors, and we then 
generate a meaning which 1S the bit we actually remember and 
respond to. 

"Real Time" :> 
'----

Later on, we use a different form of language to talk about the 
eJ>..rperience, where the sequence through time has changed: 

"Language Time" :> 
This has a number of very important implications for us. 

The factors influencing the creation of meaning will lead you to 
communicate what the person eJ>..rpects to hear rather than what you 
mean to say. In the context of change, you will communicate 
whatever change means to them, not what you meant it to mean. 

The factors that in fluence the creation of meaning are all easy to 
influence. 

If you present the meaning first, you lead the person's senses to 
gather the evidence to support that meaning. 
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Just remember that presenting the meaning first doesn't mean 
saying, "I have some good news about a new reorganisation" 
because your unconscious communication will be screaming, "Run! 
Save yourselves!" Here's a little tip for you; giving the meaning first 
can be as simple as carefully choosing a single adjective or adverb, 
because those words indicate what a thing or action is like, and 
therefore what it means. 

Here are some examples. Take a moment to carefully pay attention 
to the experience that each one creates in your mind: 

o 

o 

Here's an update on the latest reorganisation 

This is our current strategy 

o We have no plans to make changes in the foreseeable future 

Hopefully, you would have picked up something like this: 

"Here's an update on the latest reorganisation" 

"The latest . . .  in a long line. It won't be the last." 

"This is our current strategy" 

"Current? Will we get a new one tomorrow?" 

"We have no plans to make changes in the foreseeable future" 

"Foreseeable?" 

So you can see that just the words latest, current and foreseeable 
are enough to imply meaning and from that create a complex 
internal situation, based also on the person's prior experience and 
current feelings . And that simulation is interchangeable with real 
life, so the person is now operating from this simulated reality, not 
from the reality that you are operating from. 

You really have to be careful, don't you? Well, no. Only if you want 
to be sure to get the right result. If you don't care how things turn 
out, then don't bother. 
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Use sensory language 

You can't put organisational efficiency in a wheelbarrow. It is a 
totally meaningless phrase because it doesn't readily translate into 
anything meaningful to me, or you, or anyone else. 

Describe outcomes in terms of what people will see, hear and feel. 
This has three advantages. Firsdy, they don't have to do any work 
to understand what you're saying, so they hear more of it. Secondly, 
this direcdy engages people's emotions, and those are amongst the 
most powerful resources that you have to help you bring about 
change. And thirdly, you are able to convey what you have in mind 
more clearly, as opposed to using vague intangible language which 
the listened will translate into a random sensory experience. 

Use all of the Logical Levels 

The chapter on Alignment explains this in more detail. You can use 
the knowledge of logical levels that you will have to guide people's 
thoughts smoothly. The last thing that you want in this situation is 
to have people making up bad thoughts to fill the gaps in what you 
have told them. Using the logical levels to guide the audience will 
ensure that you take them on a smooth journey instead of leaving 
them to ride an emotional roller-coaster. 

Use positive language for ongoing communication 

As you continue to communicate with people, state what is 
happening rather than what isn't. If you talk about what isn't 
happening then you are giving people absolutely no information to 
act upon. As an experiment, call a local decorator and ask him to 
paint your office not blue. Notice the confusion that this leads to. 
You cause this same confusion every time you tell people what they 
should not do or what is not happening. 

Remember - positive in this context does not mean good or happy. 
It means talking about what will happen and what does exist. 
There's no point telling people what they aren't doing and what 
won't happen as you're giving them no useful information at all. 
Talk only about what is happening, what will happen and what you 
are going to do. 
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MIND YOUR LANGUAGE 

The word 'change' is an interesting one. When used in the form "a 
change", it is a type of word called a nominalisation - a verb turned 
into a noun. The position of the word in a sentence indicates it's a 
noun, yet you can't put it in a wheelbarrow. Here are some 
nominalisations that are used frequently in business: 

a A meeting 

a A decision 

a A plan 

a A discussion 

a A relationship 

What is important about nominalisations is the direct effect they 
have on people's mental processing. I recently suggested you look 
to the outcomes of a change rather than to the change itself, 
otherwise you will be stuck inside the change forever. 

So, how does this relate to nominalisations? Imagine yourself at a 
meeting, making a decision about a business plan. Take a good few 
moments to think about this. Now think about yourself meeting 
with some people, deciding how to plan the business. 

What was the difference? You may not have noticed, so here's the 
difference it makes to the majority of people. In the first example, 
you imagined a still image whilst in the second example, you 
imagined a moving image. Problems, indecisions and dilemmas 
often arise from 'stuck' states. 

Imagine yourself going through a change. Now imagine yourself at 
a time when something is changing for you. Different? 

You can literally stop people in their tracks by using 
nominalisations in your language, and you can get stuck people 
moving again by changing those stuck words back into verbs: 
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0 To meet 

0 To decide 

0 To plan 

0 To discuss 

0 To relate 

You may be thinking that this is trivial and that it's just words that 
won't affect people. If that's the case then I suggest you first try it 
for yourself. Have a look through your change project 
documentation or company policies and you may even find 
nominalisations that go hand in hand with the business writing 
fashion of the recent past called "passive voice" which is used so 
that the author can avoid blame. 

Here's an example of passive voice: "a meeting was held during 
which a discussion relating to the business plan concluded with a 
need to make a decision about customer relationships." 

And here's the same paragraph using more 'active' language: "I met 
with Fred and we talked about our plans for the business. We need 
to do more work on the way we relate to customers ." 

You may think that the second version is too informal, yet it's 
certainly more informative and easier to read. We process language 
by turning it back into sensory experience. Since passive voice has 
no active verbs, our brains have to do a lot of extra processing to 
decode the language and, since there's more information missing, 
we have to add more in from our own expectations. Therefore, the 
formal business style of writing leads to more ambiguity and 
reduces the chance that people will actually read it. If a document is 
important enough for people to read it, write it so that it's easy to 
read! If it's not important enough, don't waste your time writing it. 

So, don't talk about change. Talk about what is changing - from 
what, into what and how things will be afterwards. Don't have 
meetings where committees make decisions. Meet people. Talk to 
them. Decide what to do and then do it. The language you use to 
communicate change could even be the most important factor in 
determining the way people cope with it more easily. 
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CHANGING MINDS 

During the course of any change, the most important thing you 
have to change is people's minds. Their beliefs, opinions, rules and 
attitude are all elements that can hold back the tide of change. 

In traditional ch ange management approaches, this is often glossed 
over, or approached in a rational, logical way. If you make enough 
posters and mugs, and i f  you tell people all the reasons why there is 
change, they'll come round to the idea eventually. I think the reality 
is far simper than this, and remember, the reason I say that is from 
my own personal experience o f  working in companies in proper 
roles such as being a service engineer and a sales person. I worked 
in the telecoms industry during the time when it changed probably 
more than any other industry at any other time in history, and some 
of the companies I worked for responded to this with a different 
culture change program every year. 

What I think is far simpler than most people believe is that 
companies often aim for a lofty culture change when what they 
really want is people to do things differently or work harder. I f  you 
tell someone that a manufacturing process is changing, I'm pretty 
sure their reaction will be, "OK then. Show me what to do". They 
only become resistant to change when they think it's about them, 
because someone who has seconded themselves to the change 
project tells them that they are running a racket and need to have a 
breakthrough because they don't have the kind of 'can do' attitude 
that the company needs to fulfil its strategic objectives in the 21 s t  

century. 

Since change is a response to changes in the environmental niche, 
we could say that the only time a company needs to change is when 
its market changes. Sometimes, something genuinely changes in the 
world that necessitates change. For example, tl1e increase in 
consumer use of the Internet created retail opportunities that 
simply did not exist twenty years ago. At that time, we still had mail 
order home shopping, it just meant that you shopped out of a 
catalogue and paid 1 3p a week for 26 weeks until you were the 
proud owner of a hostess trolley. These retail channels relied on 
local distributors, and the Internet has largely replaced local 
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distribution channels. The same products come from the same 
manufacturers, you're just no longer paying a dozen middle-men 
and middle-women to bring them to you. 

Let's look at a different situation when companies embark upon 
culture change programs. In a competitive market, companies are 
often rated on market share. If a company wants to get bigger, it 
has a number of options. It could buy a competitor, it could 
diversify into other markets and it could change the way it operates 
in order to outsell its competitors and increase its market share. 

There is of course the much overlooked solution of making better 
products that more people would want to buy. I'm sure that 
products such as the iPod would not have been as successful if they 
weren't any good, even in spite of the amount of money spent on 
marketing. Apple's considerable brand loyalty allowed the iPod to 
weather its battery problems that may have killed off a less popular 
product, but we have to apply Occam's razor and presume that the 
iPod is successful because it's quite good. 

So, if a company doesn't have the money to buy a competitor, or if 
the nature of its products makes innovation difficult then the next 
best way to increase market share is to have a culture change 
program - right? Obviously, if people are buying from your 
competitors, it must be because you don't have meetings standing 
up and all wear jeans on a Friday. 

Of course, I'm being somewhat sarcastic again. Having meetings 
standing up is a means to an end; the end being to make decisions 
faster. Making decisions faster makes the company more responsive 
to market changes, which makes it more adaptable to change, 
which makes it more likely to be successful. Taking the tables out 
of board rooms didn't make the company successful. Perhaps it 
would be better to take the bored out of board rooms. Or take the 
rooms out and just leave the boards. Not even carpets, just bare 
boards. Now that would be one hell of a room - no room, just 
boards. Sorry, I was channelling the spirit of Groucho Marx for a 
moment there. 

Do you remember the organisation that got rid of all of its 
marketing managers to speed up decision making, only to find that 
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it didn't? It just slowed it down for a different reason. Sometimes, 
people think they are focusing on the problem when in fact what 
they're looking at is a symptom. 

Take the common cold for example. Apparendy, pharmaceutical 
companies cannot cure it because it's a virus which mutates. When 
I have a cold, it's not the virus that's the problem - it's the runny 
nose and headache that I don't want. The symptoms are the 
problem. The problem, the virus, I couldn't care less about. 
Therefore, what the pharmaceutical industry focuses on is not cures 
as you would expect but on suppressing symptoms. Of course, the 
side effect of this is that the problem never goes away . . .  

This also hints at an interesting aspect of traditional change 
management programs. The consultants come along and run some 
focus groups to ask people what they think should change, then 
they go and do whatever they were going to do anyway and ignore 
whatever was suggested by the focus groups. Afterwards, the 
consultants go away with bulging wallets and happy faces at a job 
well done, while the staff of the company are more demotivated 
and disillusioned than ever. You see, if you're going to change the 
business, don't insult me by telling me I have a say in it when I 
don't Just get on and do it and then let me know what you want me 
to do differendy. 

Our man on the shop floor doesn't expect to be asked his opinion. 
On the other hand, if you ask his opinion, he expects you to take it 
into account. 

I suppose some people just want to turn up and do their jobs. 
These people are largely ignored by traditional change consultants 
because they're not 'with the program'. Well, they are probably the 
most important people in the organisation, because they are happy 
to turn up and do a good job, whatever it is. Other people who 
have career and political aspirations are traditionally seen as 
wonderful 'change agents' but often they cause more problems. 
They form steering committees, they come up with great project 
names. At one telecoms company I worked for, one sales manager 
renamed his team as 'PRISM' which stood for something to do 
with major accounts and had another meaning to do with the way 
that white light 1S comprised of many different colours, 
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representing the diversity of his team. Another sales manager, not 
wanting to be outdone, renamed his team as 'SIGMA', representing 
the whole being greater than the sum of its parts. When everyone 
started referring to the team as 'smegma', he quickly dropped the 
name. If you don't know, smegma is a rude word meaning . . .  well, I 
can't say, there might be children reading. Ask your mother. 

Many of the companies I have worked for did seem to think that if 
you ask people what they think, they will feel all warm and loved, at 
which point you can then ignore them completely. And you're 
right, since companies don't exist, I mean that the change 
consultants thought that if they did a survey and ran some focus 
groups, they could then go and change anything because we all had 
a sense that we were contributing to the good of the company. 
Quite the opposite was true. 

Imagine that I offer to take you out to dinner tonight. I said 
'imagine', I didn't say that I'm actually coming. Imagine that I ask 
you to dress up, and that I pick you up and we later park in the 
High Street. We seem to be walking to the most exclusive 
restaurant in town, a place you have wanted to try out for a long 
time. As we get closer, you begin to realise that we're not walking 
straight for the door, we appear to now be walking in the direction 
of the greasy cafe next door. As we walk in and I order two cheese 
sandwiches, how do you feel? 

That's how people feel after focus group meetings. 

You may have seen this change model before: 

Shock 

Denial 
Depression 
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This emotional framework is a derivative of work by Elizabeth 
Kubler-Ross in her book "On Death and Dying" which dealt with 
the phases people experience when faced with the loss of someone 
close. 

These traditional models are based on overcoming resistance to 
change, whereas Change Magic is based on harnessing and directing 
the natural and already existing process of change. Either we never 
change unless forced to, or we change every day, depending on 
which way you look at it. 

Remember one of Change Magic's key assertions? People only 
notice what they notice? When you got up this morning, did your 
thought process go something like this? 

"Oh my God! I need new pants! No, I don't need new pants. It's 
not true. I can't need new pants. I hate pants! Oh I'm so miserable. 
I feel really bad about my pants. Well I just don't have a choice -
I'll put some new pants on" 

I'm hoping the answer is "no", otherwise you may find your life is a 
little more complicated than it needs to be. 

In personal change, a lot of therapists have traditionally focussed 
on 'fixing' problems such as phobias. A far more elegant solution is 
moving the threshold for the phobia to operate. For example, if 
you're scared of snakes then that is a really useful skill to have when 
you're exploring the Amazon. It's just not useful in Milton Keynes. 
It's not useful to lose the skill, just move the threshold so that it 
doesn't interfere with your life. 

"But", I hear you say, "you're still not telling me how I change 
people's minds". Patience, my young friend. I have pages to fill and 
no particular deadline to worry about. 

Let's say that a colleague or customer has a very fixed optmon 
about something that you disagree with. How do you change their 
mind? Do you present the logical sides of the argument, reasoning 
that your opinion is the right one? Do you exert emotional 
influence? Do you argue? I'm sure you can think of colleagues who 
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use those methods - and more. Which techniques are the most 
effective? 

It's a trick question, of course. No one method is effective all the 
time if we are thinking at the level of content. It's like those sales 
courses that you'll see advertised that promise to teach you the 
seven guaranteed ways to get past a gatekeeper. Those seven ways 
only work as long as gatekeepers only have six ways to say "no". 
Guess what? When the gatekeepers learn eight ways to say "no", 
you have to go on another training course. 

Let's think instead about the structure of the situation, not the 
content. It doesn't matter that you say "black" and your colleague 
says "white". What you both have in common is a state of certainty. 
Let's look at what we want to achieve in terms of content: 

Black 

And now in terms of structure: 

Certainty I -7 

White 

Certainty 

So, whilst we think we want to change someone's mind, in fact 
we're not introducing any change at all in the person's state. That is 
a big drawback. It doesn't matter whether we're changing black to 
white, yes to no or hire to fire. If we don't first bring about a state 
change, there will be no change in the person's position, and 
anything that you do to argue with or persuade them will only push 
them further into their state of certainty. 

Now, if you want to bring about a state change in yourself or 
someone else, it's useful to bear in mind that smooth, progressive 
state changes are much easier to make. You are unlikely to get 
someone to change from a state of doubt to a state of total passion 
for your idea in one step, so what would be a reasonable step on 
from certainty? How about doubt? Then uncertainty? Then 
confusion? 

Now you can see where confusion fits in - it's a very useful 
transition state to move someone from just about any current state 
to any desired state. Confusion is relatively easy to elicit as well - if 
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you already have rapport, you only need to be confused yourself 
and the other person will often follow you! 

Let's take another look at the structure of opinion change: 

I Certainty ' -7 I Confusion ' -7 I Certainty 

People generally do not like being confused as it can feel 
uncomfortable. When people are confused, they will tend to move 
towards whatever makes them feel comfortable and certain again. It 
doesn't have to make sense logically, it only has to be compelling. 

If we add our content back in to the equation, we get: 

'----_B_I_ac_k_ ...... ' -7 I Confusion ' -7 IL--_W_hi_te_-, 

Now, confusion isn't the only transition state you can use. In fact, if 
you look at natural change that is occurring all around you, you'll 
see many other transition states. 

Here are a few examples that you may have experience of: 

o 

o 

o 

Laughter 

Anger 

Love 

o 

o 

o 

Surprise 

Fear 

Stress 

There are some fairly well known 'personal development' courses 
that lead participants through pain, by confronting their own fears 
and personal experiences. You might have an experience yourself 
where fear has made you stronger, perhaps in a dangerous situation. 

Many companies use team building days to create change through 
transition states, unfortunately, not everyone finds them as much 
fun as their designers intend. As a rule of thumb, getting a barrel of 
radioactive waste across a swamp using only toothpicks and an 
elastic band in a wet field near Wolverhampton is even less fun 
than it sounds. 

You can probably recall an intense relationship that changed your 
beliefs or attitude. Finally, anger is a state that many people 
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experience in companies when they feel something is being taken 
away from them. 

An old manager of mine used to get out of people giving him a 
hard time (deservedly) by interrupting them, saying something like, 
"are they new glasses?" and then using the moment of confusion to 
run away. 

The important point is that you can use any transition state that is 
different to the start and end states. This is how you can tame the 
emotional roller coaster - by remembering Change Magic's most 
fundamental message which is to focus on the outcome, not the 
change. In this case the outcome is a state which frees you to move 
to the next outcome, which is the target belief or attitude. 

In snooping* around the wonderful Internet for facts and figures, I 
found the following in a respected HR magazine's article on change 
management models. 

"Inertia or resistance IS a major issue - particularly in more 
bureaucratic organizations - some change theorists suggest that 
logic (the facts and data presented in stage one) are not sufficient to 
move some people to change and that we perhaps need to place 
more emphasis on the emotional response to change through more 
skilled use of language, analogy, modelling the way." 

Wow! You mean to say that change management isn't just about 
logic and facts? You mean that if you show someone the company 
balance sheet they won't understand the reasons for their 
redundancy and be quite happy with it? You mean people feel 
things? And those feelings affect the way they respond to change? 

Those crazy change theorists. It's a good job there are a few change 
magicians like us around to make sure things don't get out of hand. 

* Don't worry, snooping doesn't mean I was doing any actual research 
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ALIGNMENT 

We see the world, not as it is, but as we are - Stephen Covey 

One of the key principles behind Change Magic is that we can use 
systemic personal change tools to change organisations if we 
imagine that an organisation is a community of parts, just like a 
human being. We can use tools and approaches that deal with the 
issue of Identity to work on a company's brand image, in just the 
same way that we could work on a person's self image. 

Humans understand the world through reflecting themselves onto 
it. We anthropomorphise - seeing human traits in animals, places, 
objects etc. Aesop's fables reflected human stories through the 
characteristics of animals; the sly fox, the stubborn donkey, the 
wise owl. So we project aspects of ourselves onto the outside 
world, and onto other people, in order to understand ourselves. 

Star Trek did the same thing, using fictional aliens to explore 
human traits such as aggression, avarice and logic. 

We do the same thing wid1 brands, which we could regard as the 
identity of a company or organisation. Companies like Disney, 
Virgin, Coca Cola and IBM spend lots of money developing a 
brand image - a corporate identity. And yet, we don't interpret and 
interact with this identity in an abstract way - we treat the company 
as if it were a person. We love it, hate it, blame it, trust it and fear it 
just like we would a person with those characteristics. 

And here's the important part for us: We create that 
personification, not based on what the branding consultants want 
us to see, but on our real, personal experiences. We respond to the 
sexy advert and then the reality of the call centre creates a huge 
sense of disappointment. We fall in love with the salesman but fall 
out of love with the service engineer. It's the same sense you had as 
a teenager when you realised that person you had a crush on was 
not all d1ey seemed. 

Think about your mobile phone service provider. Their branding 
consultants created a logo, a colour scheme, a font style, even a 
style of writing for their adverts. They write guidelines such as "The 
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minimum space around the logo should be no less than 5 pixels. 
Use this exact gif logo ftle in all cases. Do not resize the logo or 
place it on any background colour except White". 

The one thing they did not create was an identity. When you think 
of your mobile phone provider, your natural human processes 
create a person. For some time now, computer games and online 
chat rooms have used images called Avatars to represent the user's 
identity. Rather than have a photo of yourself, you have an image 
of a warrior, princess, alien, king or whatever represents the way 
you feel on the inside rather than the way you look on the outside. 

So going back to your mobile phone supplier, do you see a man or 
a woman, or even a child? What colour hair? How tall? How do 
they dress? How do they speak to you? What is their relationship to 
you? What are their hobbies? 

Branding consultants will describe their target market in these 
terms, but not the brand itself. Well, let's take this natural human 
process and use it to create a personality. Let's take a company's 
target market and ask, "what kind of person would they fall in love 
with?" 

Many products create such feelings in their customers; VW Beetles 
and iPods create more than a market, they create a following. We 
might call them brand leaders, but they are more than that. If they 
have followers then they are leaders in the same way that Ghandi, 
Martin Luther King and Adolph Hitler were created by their 
followers, not by their image consultants. 

Leaders have a vision, and they communicate this vision through 
their actions and commitment. 

So think about your own company now. Man or woman? Age? 
Personality? And are those aspects reflected in the projected brand 
image? If not, we have a conflict. In people, this conflict manifests 
itself as balding middle aged men looking in the mirror and seeing a 
virile young hunk, and beautiful, average teenagers looking in the 
mirror and seeing someone who is ugly and overweight. In extreme 
cases, theses conflicts become diagnosable illnesses such as 
anorexia. In less extreme cases, these conflicts are laughed at. 
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"Mutton dressed as lamb" or "Doesn't he know we can see it's a 
wig?" are the unkind observations you might hear. And if your 
company's projected image isn't supported by your behaviour then 
people will say the same things about you. And when those people 
are competitors and potential customers, you're in trouble. 

So how can we use this information to our advantage? What if we 
start with the current personification and give it a TV makeover? 
Give it a personal shopper and some cosmetic surgery? Have its 
teeth whitened? If you watch those programs you'll see that the 
people who have a successful makeover are the people who have 
'let themselves go', and the makeover is really just revealing what 
was already within them. In a way, the makeover reveals their inner 
beauty. If they don't have that to start with, they end up looking a 
bit silly. 

God created man in his own image, or perhaps man created God in 
his own image? Either way, what if we personify our target 
customer? We do tend to like people who are like us, so what if we 
become what we seek? 

Marks and Spencer personified their target customer perfectly, and 
then they found that their target customers were dying off, and 
younger generations were not taking their place. 

Do you believe that people can change? I mean, really, 
fundamentally change? Sure, they can change their looks, learn new 
ideas, change their behaviours, but can they change who they really 
are inside? 

Paul Hunting developed an approach to leadership coaching based 
on the psychology, or philosophy, or both, of fear, and the way that 
fear transforms who we really are into who we want to be seen as. 
This projected image gets in the way and we achieve success in our 
lives, not because of it, but in spite of it. 

A well known IT company has a reputation in the industry for 
being arrogant. At a job interview, a manager there told me that 
they're not arrogant, they're paranoid. I believed him until the 
second person interviewed me, a technical consultant. I didn't see 
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any evidence of paranoia as he asked me a question and then read 
his emails or looked out of the window while I answered. 

Let's take this approach for a while. What is your company afraid 
of? Let's say it's 'not being credible, being ignored'. What behaviour 
would you see in someone who had this fear? Perhaps 
overcompensating, making too much noise, too many bold claims. 
Perhaps trying to prove credibility, almost shouting, "We're 
credible, honest!", yet in doing so making potential customers 
question that credibility. If you're credible, you don't have to say so, 
people just know it. In many years time, the company will have 
earned its reputation, and enough people will have been through 
the organisation to accept that reputation as a constant. The people 
who work for Hewlett Packard now don't question its reliability in 
the way that the Brst employee may have done. The reputation has 
been earned, and now the employees only have to live up to it. 

What reputation has your company earned? You cannot develop a 
reputation by talking about it, people will only take heed of your 
actions. My driving instructor used to say, "Do as I say, not as I 
do". Did that make him a good role model? 

Another way to look at it is that their conscious minds will try to 
respond to your words whilst their unconscious minds will respond 
to your behaviour, so any conflict on your part will lead to 
confusion and conflict on theirs, and since they won't like those 
feelings, they will decide that they don't feel good about your 
company. We're talking about congruence, about alignment. When 
a person is congruent, we regard them as being honest, trustworthy, 
reliable. When they are incongruent, we interpret their mixed 
messages as confusion or dishonesty. 

So what to do? Firstly, don't bother asking your customers about 
their brand impressions, service, quality and so on using standard 
questionnaires. Ask them to describe the person they see your 
company as, and what feelings that identity elicits in them. 

Secondly, Bnd out what the projected personality is, and if it's 
different from the true personality. If this is the case, the projected 
personality is operating out o f  fear, and since that's the case for 
most humans, we can presume it's also the case for compames. 
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Fear of going out of business, fear of being ignored, fear of failure 
and so on. 

Thirdly, what makes a credible makeover? What can you do to 
release that true spirit? What can you do to let the inner beauty 
shine through? The simplest way is to let go of the fear. It's simple, 
yet simple things can be difficult. When you let go of fear, there is 
no stopping you. 

Here are Paul Hunting's seven questions that he uses as part of the 
coaching process to identify and move through the fear barrier: 

o 

o 

o 

o 

o 

o 

o 

Who are you afraid you are? 

Who do you pretend to be? 

How do you seem to gain from this? 

What price do you pay? 

What do you really want? 

Who are you really? 

How could you be more true to yourself? 

So thinking at the organisational level, what does your company 
behave as if it's afraid of? Competitors? Not being big enough? Not 
being fast enough? Not being fashionable enough? 

At a human level, there are some basic fears such as rejection, 
failure, ridicule and worthlessness that drive higher level 
behaviours. Drivers such as a need for recognition, love, 
acceptance, safety or belonging also drive behaviours. We can see 
these needs manifested in the behaviour of teams and companies, 
where the leader projects her or his need onto the team. A manager 
who needs to belong builds a team around this need, where other 
people in the team just want success or recognition. 

Let's look back at the organisational level and see what we have so 
far. 

The reason that we become afraid of our true selves is that, as 
children, we are told that there is something wrong with being who 
we are. We hear "no" or "don't" when we do the things we are 
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naturally drawn to, for example curiosity or play. An organisation 
faces rejection from its potential customers and the press every day, 
so it is not hard to imagine that an organisation learns to deny its 
true self. 

A typical example of this is where sales people, tasked with 
introducing a new product, report back that customers don't want 
it, that competition is too fierce, that the price is too high, that the 
market isn't ready, that marketing have got it wrong. If the 
organisation believes those lies, it will learn to be cautious rather 
than innovative. I say lies because they're not true, they are 
rationalisations for the fear of rejection. 

Even in starting my own business, excellerate, I had a utopian 
vision about the way that organisations will work in the future and 
the way that a team can be built and rewarded. Many people, 
including those in the team who would benefit from this, told me it 
would never work, and there were many times when I found myself 
slipping into being something else to try to keep other people 
happy, to be what other people expected. Fortunately, enough 
people shared the vision to help me stick to it. But if it's easy to 
become what other people want you to be, what causes that and 
how can we protect ourselves against it? More on this later. 

This fear of rejection creates conflict, and the conflict leads to one 
of two outcomes. Either the marketing people give up trying to 
innovate, or the sales people go back out and face their fears. When 
I say marketing people or sales people, what happens is that the 
people who personally don't like the pressure will leave, and the 
people who succeed are the ones who support the cultural role of 
their department. If the marketing department exists to serve the 
sales people, it will tend to attract less innovative people. If the 
sales department exists to realise the dreams of the marketing 
department, the sales people will tend to be more tenacious in 
opening up new prospects. 

These are two extremes of course. Many companies operate with a 
cool distance between sales and marketing, and engineering, and 
admin, and senior management. Others have more cohesive teams 
where everyone knows they are on the same side. 
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The problem for our purposes is a conflict of intentions. The sales 
people, generally, want to sell more. The marketing people, 
generally, want to innovate. These two intentions may be in 
conflict. The engineers, generally, want to maintain quality. This is 
often in conflict with the need to innovate and sell more. 

Some people see sales as an enabler for people's lives. As a 
salesman, I let you know about products that really enhance your 
quality of life, therefore I am doing you a service by ringing your 
doorbell . .  Other people see sales as a nuisance. I have to force stuff 
on you that you don't really need, because if you needed it, I 
wouldn't have to sell it to you. 

The second example is operating out of a fear of rejection, and 
rationalising it by saying that people don't want to buy stuff, which 
means I ring fewer doorbells, which means that I avoid rejection. If 
I am employed as a sales person, I eventually get fired for not 
selling anything - so I didn't avoid rejection after all, but at least I 
confirmed the fear that sales is tough and I'm no good at it. 

Thinking back to the first paragraph about personal change tools, 
what we need is a tool that creates alignment, or at least highlights 
misalignment within a system such as a person or organisation. 
We'll use a model called Logical Levels. There is some debate over 
who created this, and what it was created for. Whatever its history 
is, we can say that it's useful now, and we can certainly relate to the 
hierarchical nature of change using this simple model. 

Perhaps you remember sets and Venn diagrams from school. Set 
theOlY is a way of categorising elements into groups to make logical 
calculations easier. 

M usicians 
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Here, you can see that two girls are musicians and three aren't. One 
boy is a musician and four aren't. Not surprisingly, there are no 
musicians that are both a girl and a boy and there are no musicians 
that are neither a girl nor a boy. 

This is a visual representation of a senes of logical express10ns 
which include: 

o 

o 

o 

Boy AND Musician = 1 

Girl AND Musician = 2 

Boy OR Musician = 5 

o 

o 

o 

Girl OR Musician = 5 

Boy OR Girl = 1 0  

Boy AND Girl = 0 

Which is easier for you to understand? If you just want a single 
piece of information, it might be easier to read it from a table or 
spreadsheet. If you want to see the whole situation, the big picture, 
then the diagram might be easier. 

Different methods of coding information are useful at different 
times and for different purposes. Human spoken language is one 
way of coding information, but it's not the only one. You will also 
find that you have a natural preference for one way of representing 
data, regardless of the information you need to extract. 

Here's a way of visually coding hierarchies of information: 

Farm a nima ls 

Pig H o rse Cow Goat Hen Cat 

Jersey Dairy Sacred Cash Stu pid Ermintrude 

You can see that "cow" falls into the category "farm animals" and 
that 'Jersey" falls into the category "cow". I'm afraid I'm not an 
expert on cows so some of them may not be farm animals in the 
strictest sense. 
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So, you get the idea because you naturally do this when you're 
sorting and organising data. I f  you ever put pieces of paper or 
computer files into folders, you are using your natural ability to 
compare and sort using levels of abstraction. Hearing the levels in 
language gives you an indication of how other people sort data and 
at what level they are thinking. 

If you listen to comments that people make about themselves, 
you'll be able to categorise them into the levels shown above. 

For example: 

I'm not a salesman Identity 

I 'll never be a good salesman Belief 

1 can't sell Capability 

I don't sell Behaviour 

I'm not selling this Environment 

Can you tell the di fference? (capability). So that you can get the 
hang of this, I 'll categorise each level that 1 use (behaviour). 1 know 
you'll understand the relevance of this, once 1 explain it (belie f) and 
that by the end of this book you will be a fabulous communicator 
(identity) . 

If someone says "I can't do this" then you can choose to stay at the 
same level r.y es you can, what can you do?) or you can move up a 

- ---
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level (I know you will be able to do it) or down a level (What are 
you doing now?) . The reason for this? To apply some structure to 
the way that you explore a 'problem'. 

If you choose to remain at the same level, you will constrain your 
thoughts within the problem. You will probably not generate any 
new ideas at this level, as the problem itself sets the boundaries for 
the solution. However, you may want this to happen, so it may not 
be a bad thing. 

If you move up a level, you are able to think about other examples 
of this problem, and you will have better access to similar 
experiences to draw from. You will have better access to your 
experience by moving to a higher level than the problem. You will 
lead people to be more abstract in their thoughts and they will be 
able to think about structures, theories and concepts more easily. 

If you move down a level, you are becoming more specific. You are 

requesting or giving more detail and you are converting possibilities 
into certainties. By moving down through the levels, you will force 
decisions and create motivation. By moving up, you are 
encouraging creativity and the generation of options. 

The ability to move your level of thinking up, down and sideways in 
this way is amazingly powerful and it's something that the best 
facilitators and negotiators do intuitively. The concept of Logical 
Levels gives you a simple linguistic framework to influence the way 
that people think - including yourself. If you want to finish 
something and the voice in your head says, "I should finish that" 
then this is unlikely to motivate you to take action. If the voice says, 
"I will finish that" or, "By the end of today I will have finished 
that" then you will generate genuine motivation. Remember - the 
voice in your head is your voice. It can say anything you want it to. 

So, the Logical Levels model is just one application of your ability 
to change your level of thinking, and it's a very powerful model in 
the context of communication and change. Just bear in mind what I 
said earlier about models. 

If you jump levels, you will create confusion. I'm not saying "don't 
jump levels", only that you should be aware of the results so that 
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you can use this knowledge wisely. If I said, "I'm a plumber, I can't 
live here" then you will start to imagine all kinds of things in order 
to add the missing information that you need to make sense of the 
statement. Perhaps this place is too good for me, or not good 
enough? In fact, the answer is that there is nowhere to park my van, 
but you had no way of knowing that. We can call this a 'leap of 
logic'. 

Whether we use the logical levels model or not, the important point 
to bear in mind is this: if we think in logical sequences and then 
simplify those sequences in language then we can misinterpret 
thought processes and intentions. 

For example, I need to go to the bank today, but it's raining so I'll 
take an umbrella, but then I got delayed so I'll take the car instead 
of walking by which time it has stopped raining. 

If you only observe my actions, it wouldn't make any sense that I 
took an umbrella to the bank in the car when it wasn't raining. Yet, 
as a logical thought process, it makes perfect sense. If we only look 
at the parts of the thought process that someone gives you in their 
language or behaviour then you will be missing all of the important 
information. It's not surprising, then, that we can so easily jump to 
conclusions about what people thought or intended, based only on 
the observable result. 

If you want people to make up missing information, jump levels. 
For example, you can say, "Only leaders do this" and people will 
start to imagine all sorts of things about leaders in order to make 
sense of the statement. Alternatively, you could try, "Moving 
offices is easy for professionals". The effect is the same - the 
listener will unconsciously insert the word "because" and create 
reasons that support the statement. 

Notice that the statement is accepted automatically as true, leaving 
the listener to create a connection that is true and meaningful for 
them. Each listener may create a completely different connection 
and so it is very important that, if this is your goal, you do not spell 
out the connection for them but instead leave it for them to create 
their own. The statement is accepted as true because you haven't 
said anything that anyone can explicitly disagree with. Their focus 
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of attention isn't on the part of the sentence where the change takes 
place, so they have to accept it in order to understand the language. 

This is very powerful, so you need to be careful with it. Let's take 
the statement, "moving offices is easy for professionals" and accept 
this as true for a moment. The problem is that this is not one 
statement but two joined together. Based on our expectations and 
state of  mind, we might infer one of two meanings from this; either 
we're professionals so this must be easy, or this isn't easy so you're 
saying we're not professionals. 

You can see how using this without care could get you into more 
trouble than when you started! You might wonder why I mention 
this, as it seems to suggest that these ideas are dangerous. I'm 
telling you this because people say things like this naturally without 
thinking about it. They cause harm and influence the outcome of a 
situation with the language they use - accidentally. You have the 
choice to take what you are learning here and use it purposefully. 

Here's another example. In order for you to understand the 
sentence ' 'When did you decide to change your mind?" you must 
accept certain ideas as true, namely that you changed your mind at a 
specific moment and that it was your choice. If  you make the 
statement too far removed from the person's own experience, the 
result will be confusion followed by disagreement. This moment of 
confusion can be useful too, but hypnosis is not a subject I'm 
planning to cover in this book. 

If we put the statement inside the boundaries of direct experience, 
there is no real impact, so "when did you decide to read these 
words?" is only a question about an experience that can be directly 
inferred. By stretching the structure slightly you will start to bring 
about gradual change, so the question "When did you realise that 
these words are changing you?" will achieve something different. 

If your goal is common understanding, lead your listeners through 
the levels smoothly and slowly. For example, "Moving offices is 
something that is done by people who can easily adapt to new 
situations. We are all naturally adaptable and I know that this is 
what makes you the professionals that you are." 
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Health warning: The words I am giving you here are designed to 
demonstrate concepts. They are not a script. If you said exactly 
those words to a team on your organisation, they would probably 
think you were winding them up. Look through the words to the 
underlying structure, and use that structure to create your own 
communication. 

When you come up against a problem that you think may be down 
to conflicting maps of the world, it may be useful to think in terms 
of scale. If you open up a street map of your home town, you'll see 
a level of detail that helps you find your way to a specific street -
such as Acacia Avenue. The map doesn't show you where number 
27 is, though. Now open up a road map of your country and see if 
you can find Acacia Avenue. Finally, have a look at a world atlas or 
globe. 

An argument over conflicting maps is a bit like two people arguing 
over the best way to get to 27 Acacia Avenue, Birmingham. They 
can argue and argue until they're blue in their faces until you 
consult your world atlas and see that one of them has a map of the 
West Midlands, UK, the other has a map of Alabama, US. There's 
no way either of them could have known that, because they each 
thought they knew what the other was talking about. They thought 
they had a common frame of reference, but they didn't. You helped 
them - and resolved the situation - by moving up to a higher level 
frame of reference where the disagreement lost its meaning. 

Of course, this raises another important point. We can only agree 
over the best way to get to 27 Acacia Avenue if we're both starting 
in the same place. With different maps, we can't be. I know that 
you understand the significance of that point, so I'll get back to the 
idea of scale, or levels of hierarchy. 

If, when you are explaining something, you jump over levels, you 
are demanding that your audience makes a leap of logic to fill in the 
missing levels. A nice, smooth progression through levels guides 
the listener's brain on a journey. They will pay more attention to 
you because they are not 'inside' creating missing information and 
they will find information easier to absorb. 
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When explaining a new idea or concept, the name that you give this 
idea is expressed as an Identity level statement. A smooth 
progression through levels would be something like this: 

o 

o 

o 

o 

o 

The name of the concept 

What it is good for 

What it can do 

An example of how you might use it 

When and where you would use it 

If you are the kind of person who likes to build knowledge up 
rather than start with abstract theories and work down, then try 
this: 

o 

o 

o 

o 

o 

A situation you might find yourself in 

What you would normally do in that situation 

All the things that you could do in that situation 

What is true to say about that situation 

A name for the concept or idea 

Of course, in order to fully communicate with your audience, you 
would use both approaches. 

In order for a person's natural language to shift from one level to 
another - from "I know how to drive" to "I'm a good driver", for 
example - specific internal processes take place. We have names for 
most of these processes, for example, if someone shifts from 
talking about what she can do to what she is doing then we might 
call that either motivation, or making a decision, depending on the 
context. If someone shifts from talking about what they are doing 
to what they can do, then we might call that process 'learning' . 

You can hear these shifts in language as you take people through a 
change experience. They are a very important indicator to you that 
your audience members are rearranging their internal organisation 
to integrate whatever you are helping them to learn. 

Change Magic Alignment 174 



It's not only your audience's language that can shift during a change 
experience - yours can too. You can intentionally shift language 
patterns at specific points in time to effect change in your audience. 

By listening to how people talk, you can understand how they 
think. The reverse is also true, so people will switch thinking modes 
depending on how you talk. 

Think of motivation as being the mental process that takes place 
when a person naturally moves from thinking at the Capability level 
to thinking at the Behaviour level. Therefore, by changing the 
structure of your language you can directly influence people to take 
action. 

You may hear something like this during a change situation: 

What you hear 

I don't like the 
new office 
(Environmen t) 

. I'm not doing 
that (Behaviour) 

I can't do that 
(Capability) 

This won't work 
i (Belief) 

: I'm not the right 
person for this 

, 
(Identity) 

Example responses 

What improvements can be made? 
What happens in the new office? 

What do you want to do instead? 
Is there somewhere that you will do it? 
What else can you do? 

What can you do? 
How is it different to what you are doing now? 
What would it take for you to be able to do 
that? 

What will be needed for this to work? 
What can be achieved with this? 
Who can make it work? 

How can you become the right person for 
this? 
What makes someone 'the right person'? 

In asking questions to change minds, you can avoid asking "Why 
not?" Typically, you will hear a list of very logical reasons to 
support the initial statement which will make change harder. 
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''Why?'' gets people to search for, or create, reasons where there are 
no reasons. The original objections are emotional, not rational and 
when you ask people "why?" they will defend their position - not 
useful if your aim is to help them change it! 

When people change easily, the change moves through the levels 
quickly. When people resist change, it gets stuck at one of the 
levels, and eventually the change is undone. 

In helping people make changes more easily, it's important to find 
out what level the change is stuck at. By asking the right question at 
the right level, you can free up change so that it moves easily 
through the remaining level and becomes permanent. 

It is vital that you ask questions which focus attention on positive 
outcomes - what you want, rather than what you don't want. 

So having talked for a while about maps and how they relate to 
these logical levels, let's get back to the issue of alignment, 
remembering always that the idea of logical levels is just a model, a 
concept. It isn't true, but it can be a useful means for exploring 
certain types of problem. 

We can say that a person shows a high degree of congruence - of 
relaxed confidence, natural strength, health or however else you 
define it - when we see alignment through the levels. This includes 
a higher level that we haven't talked about yet, which is the system 
that the individual is a part of. For a person, that system may be a 
family, a culture, a society or a set of religious or spiritual beliefs. 
For a company, that system might be a market, an economy, a 
culture, a society or a different set of religious or spiritual beliefs. 
There really are companies that give their marketing people the job 
title of Product Evangelist. 

So for us to help a person or company become congruent, healthy 
and fully effective, we must create alignment through these levels. 

Think about it, if you're doing the right job but the working 
environment is terrible, how can you be at your best? When your 
natural talents are stifled by a restrictive job, or when you are good 
at your job but it doesn't really represent who you are, or when 
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you're just in the wrong place with the wrong people, how can you 
perform at your best? 

If you have every been in a situation like this, you'll know that the 
misalignment of levels just saps your energy. There's nothing 
intrinsically wrong with the environment or job, it's just not right 
for you. You know it, you feel it, and the more you ignore it, the 
worse it gets. 

The greater the misalignment, the more of your energy gets 
absorbed by friction. Your ability to act is diminished, sometimes 
by so much that you feel totally ineffective and just give up. 

Have you ever experienced this? 

When there is alignment, when you feel that you are 'on purpose', 
doing the right thing, working in an atmosphere where there is a 
real buzz and a sense of shared purpose, your energy is directly 
connected to the world. You can see the results of your actions, 
you feel more motivated and you can overcome any barriers the 
world places in front of you. 

Change Magic Alignment 177 



Have you ever experienced a time like this? Perhaps on holiday, 
perhaps with your family, a sense that you were exactly where you 
needed to be? 

Imagine, if a team or company were aligned like this, what could it 
achieve? 

The $64,000 question is, of course, how to achieve this alignment. 
Is it something that you can create purposefully, or do some 
situations just have that spark, that magjc that can never be 
recreated? 

The fact that we can produce a model of alignment suggests that 
we understand something about it, and we can therefore create 
some tools to achieve it. 

You could think of this book as one of those tools. 
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PEOPLE, PLACE, PROGRAM 

A few years ago, a rather tall man squeezed into a rather small 
airline seat on an internal flight from Istanbul to Izmir told me 
something that he had been told whilst at University, serving on a 
student council. He had built a global business upon this premise, 
and so I thought it worth mentioning. 

He said that there are three components to a business; people, place 
and program. 

People means specific people; people who you like, or people who 
have specific skills that you need for the business. 

Place means the working environment. 

Program means what it is that you actually do and how you do it. 

He asked a simple question: In starting a business, would you focus 
first on people, place or program? 

Stop reading. Think about this question. Where would you start? 

I said 'program'. It seemed to me that first we have to know what 
we're doing, what the product or service is and how we deliver it. 
He said no. Starting with the program means that you become too 
closely attached to one way of doing business. This makes you 
inflexible and unable to respond to changes in the market and 
customer demand. You become restrained by your own products. 
You become tied to what you do, so you have to do more of it to 
make more money and it becomes difficult to step back from the 
doing as the business grows. 

I could see some truth in what he said about this. I have certainly 
seen a lot of people start businesses and then fail because they were 
too tied up in a certain way of doing things, irrespective of what the 
market demanded. They were unable to respond to new 
opportunities because they had too much invested in their own 
ideas and products. 
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Well, what about people? He said that if you start a business with 
people and those people leave, you don't have a business anymore. 
Again, I know many people who have started businesses with 
specific people, relying on their skills or contacts. One friend, an 
amazing salesman, started a marketing consultancy with a friend of 
his who was a marketing expert. After my friend had already left his 
job and set up the new business, his friend decided he would be 
better off with a nice safe office job, and suddenly, my friend didn't 
have a business. So I could see the merit in not depending on 
specific people. Of course, you need people. Just avoid setting up a 
business that depends on irreplaceable people. 

So that leaves place. Why would the working environment be the 
place to start? Surely, you just need a place to put people when you 
have enough people who need putting somewhere? John said this: 

"If you build the right place, it will attract the right people who will 
run the right program" 

Interesting, isn't it? 

He interpreted 'place' literally, so if you go to his offices in Hong 
Kong or London, they look the same. They have the same 
furniture. They feel the same. There is a sense of global belonging 
to his business. 

When I first heard this, it really made me think, and for the next 
three years I tried to figure out how to make it work. My business 
doesn't have an office because our team is spread across the UK 
and we almost exclusively work at our clients' premises. I tried to 
apply 'place' in a more cultural way, defining what it feels like to 
work here. 

What I found by doing this is that people would call me and say, 
''Your company looks like a really great place to work, can I come 
and work there?" I have also found that this has created a definite 
sense of belonging within our team. The culture has inspired our 
working values, such as freedom, choice and individuality, and as a 
result we have people in the team who simply wouldn't work in a 
traditional company. By maintaining our individuality and 
independence we have a team that no-one else can get because 
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they're people who would never be tied down 1n a traditional 
working environment. 

It's a typical situation. A company hires someone who they feel is 
the best in the market, and then the squeeze that person into a job 
specification. All of the qualities that make that person who they 
are become lost or subdued because they're not part of the job 
description. The person doing the hiring doesn't realise that the 
creativity, or the family time, or the charity work are an integral part 
of that person's expertise. Therefore, traditionally organised 
companies hire fantastic people and then turn them into average 
people, because they either have to fit into the system or get out. 

My vision, which you can read more about at the end of this book 
if you want to, is for the business to be built around the people, not 
the other way round. Yet that's a slightly different entity to what 
we're talking about here. 

This culture has also shed a few people too, who would rather not 
work in the way that we do. We have lost a few people who 
thought that someone was going to go out and find work for them 
and who didn't want to be a part of the community that we have. 

It's been quite a journey to get here, because interpreting 'place' in 
this ethereal way has had some interesting consequences, which are 
not entirely rosy. At first, we sat around and had wonderful 
meetings, sharing ideas like poets, artists and philosophers in some 
kind of post modern drug den coffee shop, but without the drugs. 
We had bacon sandwiches instead, and sometimes biscuits. 

During these meetings we discussed potential projects, ways to 
work together, branding, sales, services, and after about a year it 
dawned on me that these are the things that people talk about when 
they have nothing better to do. These are the things that people in 
large corporate cultures talk about in order to avoid work. And out 
of those meetings arose . . .  not much. Some good relationships, the 
genesis of ideas that are still around today, but nothing that bore 
any resemblance to our vision which in hindsight was essentially 
remaking the film Wall Street, but set in a kibbutz. 
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It turned out that we had started with people. So when I first 
started my business with program, that led where you would now 
expect. And when it started with people, the same thing happened, 
because the culture that we wanted to create arose from the needs 
of those people, it was not independent of them. 

Ding ding! Round three! This time I decided to strip it all back to 
the basics and just focus on building the business from the ground 
up, developing relationships and winning business that necessitated 
growing the team, albeit on an informal basis. Something 
interesting happened. With something to do, and perhaps as 
importandy, with money changing hands for people doing 
meaningful work, a team spirit and working environment began to 
grow out of that. 

At first, I didn't think about this much, certainly in relation to the 
point of this chapter. And then I met a client who had tried to set 
up a business with a very similar model. Again, he started with the 
culture, the community, and had a very clear story around this. Like 
me, he was able to describe in great deal how it would feel to work 
in such a business and how it would benefit everyone involved. 

He set up a partnership, brought in some like minded people, even 
paid them while they sat around and philsosopherised, or whatever 
philosophers do. They probably think a lot. Anyway, the same thing 
happened. It came to nothing, or at least the business generated no 
turnover other than what he brought in himself. 

I realised that culture couldn't be analogous to place, not entirely, 
because there was nothing to hold people together. Imagine you 
have a group of friends and you go out together for the night. You 
end up talking about all kinds of things that you wouldn't have 
talked about if you weren't in the same place. You wouldn't have 
picked up the phone or emailed them to have those conversations. 
The fact that you were all together did two things; it shortened the 
communication lines, and it create an expectation of conversation, 
laughter or whatever you do with your friends. Of course, take a 
group of strangers and the same conversations might not happen, 
or they might take a long time to get started. I don't necessarily 
subscribe to Bruce Tuckman's 1 965 model of team formation 
(forming, norming, storming, performing) yet certainly there is an 
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evolutionary aspect of team development, as a common mind 
emerges, a collective consciousness that we might call a culture. 

I certainly agree with John that the physical environment in the 
'place' plays a huge role in culture. I occasionally use a local printers 
where the design team are packed four into a small room with bars 
at the windows and a barbed wire topped wall just visible outside. 
What does that environment remind you of? 

Environment is important perhaps because we are a product of our 
environment. Our environment is what shaped our evolution and 
that continues to happen within our own day to day lives. As 
adaptable organisms, we fit ourselves to our environment in order 
to survive. Our environment is holding all the cards, calling the 
shots. The environment, the outside world, decides when the sun 
comes up, when the rain falls, when spring arrives, so while we 
scratch at the surface of the earth with houses and roads, on a 
bigger scale we're wired up to adapt. 

You might be wondering if beginning again with a project and 
building a team around it means that we're starting with program 
again. It's possible, because it means that the team, at first, are 
delivering a certain program with their specific skills, and the 
culture that emerges is a result of their personalities and skills and 
their interaction with the client's culture. I honesdy don't know 
what will happen, so I'll probably update this chapter again in the 
future as the situation evolves. 

If you already have a place of your own, how is the environment 
supporting the culture that you want? A friend and I met a Director 
of a small financial services company a few years ago. They ran 
adverts in newspapers which sent the message that they would take 
good care of their customer's finances, so each advert was 
connected with the theme of relaxation, and had the word 
"Relax . . . . " in large letters across the top. 

The Director thought that the sales and service people were too laid 
back, that there wasn't enough of a buzz in the office, that there 
wasn't enough activity, enough motivation, enough energy. He 
thought that training would be the solution. I suggested there were 
some other, much more effective things to do first. 
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All around the walls were the company's advertising posters, and a 
big one was placed on the wall facing the main door into the open 
plan office. 

Imagine what it would be like, every day, to walk into a large, dimly 
lit, beige room and be hit with the word "Relax . . .  " Of course, 
consciously, you would stop seeing the posters after a while. And 
that's when they become most powerfuL 

Water creates fish. Air creates birds. Open plains create Cheetah. 
Trees create monkeys. The environment shapes the organism. So 
stop reading and look around you. What is your environment 
shaping in you, right now? What kind of organism would adapt and 
thrive in an environment like that? Because remember, life doesn't 
survive, it flourishes. It doesn't just hang on, it exploits. And we are 
an undeniable part of that system. 

In his excellent book 'Surely you're joking, Mr Feynman', the Nobel 
prize winning physicist Richard Feynman reproduces a transcript of 
a lecture he gave on the spirit of good science. For bad science, he 
uses the phrase 'cargo cult science'. The idea is that, during the 
Second World War, the American military used islands in the South 
Seas as temporary air bases. The natives enjoyed having the planes 
land, bringing do thing, food and other supplies, but after the war 
ended, the planes stopped coming. They built runways in the sand, 
lit fires along them, built bamboo control towers and had someone 
sit in there with half coconut shells on his ears. They reproduced 
the conditions for the planes to come, but they never did. 

They reproduced all the external factors, thinking they were what 
caused the planes to arrive, yet they didn't understand what were 
the real underlying causes. They didn't understand what was 
necessary to make the planes come back. 

I see lots of people start up businesses as coaches and consultants. 
They get business cards, compliment slips and headed paper 
printed. They have logos designed, web sites created and brochures 
printed. Some even rent offices. And then they sit and wait for the 
phone to ring. In a way, they reproduce all of the effects of a 
business but none of the causes. 
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I heard of a survey that found that only around 2% of people who 
are 'qualified' as life coaches ever make a living from it. Let's be 
generous and say that only half of the people who take those 
courses ever want to do it for a living. That's still a very small 
number of people who succeed, commercially. 

And this doesn't only apply to sole traders and small businesses. 
Big companies also sometimes seek the appearance, the signs of 
success or high performance. Personal image experts advise you to 
dress for the job you want rather than the job you have. I suspect 
you have to have some of the right skills too! 

I know that this isn't rocket science, so you're probably thinking 
that this is all well and good, but how would you tell the difference 
between understanding the cause of something rather than just 
reproducing its effect? 

This applies to those high performing store managers too. Just 
replicating their 'competencies' would be cargo cult science. Store 
managers pretending to do the things that high performers do. We 
need to get at the underlying mental processes, which fortunately is 
very easy to do, once you know how. 

I think a useful analogy would be watching cookery programs on 
TV. When you watch your favourite chef, are you aiming to 
remember the recipe so that you can reproduce what they cooked, 
or are you aiming to work out how they're thinking so that you can 
produce something slightly different? If you're aiming to reproduce 
their recipe, it won't work for you. It won't turn out as you 
expected. If you're understanding how a professional chef 
combines flavours and textures, how they think about colour, how 
they think about presentation and visual appeal at least as much as 
flavour, then you'll create something that is your own, that is 
generated from the underlying rules rather than the superficial 
results of those rules. 

So bear in mind the wise words of John Wright: 

"If you build the right place, it will attract the right people who will 
run the right program" 
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TH E PEOPLE CYCLE 

There is a natural life cycle for the people in a business. They join, 
they do stuff, they leave. 

What can we learn from this, and how can it help us to build 
aligned, purposeful organisations? 

I'm going to suggest that there are three cycles within this, and each 
cycle has three parts to it. The three cycles are Attraction, 
Development and Retention. 

Attraction A ttrac tlcn Rec rultment " Selec tlcn , 

The right people for your business already know you exist before 
you place the job advert, because they are responding to your sales 
and marketing, thinking about what a great company you look like 
to work for. They are already sending speculative CVs and looking 
for companies like yours. This is the stage where some companies' 
marketing creates an impression of a culture which is different to 
what people experience after they have started working there. 

Once you have attracted the right people, the next stage is to get 
them into a recruitment process, where you have specific roles that 
you need to find people for. 

Traditionally, recruitment and selection focus on finding people 
with the right skills and experience for the role. Approaches such as 
competency based interviewing make it hard for managers in many 
large corporations to hire people who show promise but are unable 
to demonstrate a track record, and so these companies continue to 
hire people who keep the company the way that it is. Managers 
complain that the recruitment process actually stops them from 
following their instincts and hiring people who 'fit in', where the 
H R  people usually say that following a process is a good thing 
because it prevents costly mistakes, or at least it means that you can 
show a fair process has been followed if an applicant ever takes a 
complaint to a u-ibunal. 
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Development I n d u c tion P eriorma nce Develo p ment 

Once you have someone in the business, the next stage is to 
develop their individual skills and knowledge so that they can 
perform the job to the best of their ability. 

This starts with the induction, which overlaps with selection in that 
it's important to portray an accurate impression of the culture and 
give people an opportunity to walk away if it's not right for them. 

Managers in most large companies h ave a standardised 
performance management process to follow which includes setting 
objectives and an annual appraisal, perhaps with shorter term 
review meetings, and some managers complain that they are too 
busy to conduct all of those performance reviews. Some managers 
in a corporate bank recently told me that they didn't were expected 
to spend an hour with each person in their team per month, and 
they thought this was a ridiculous demand because it just took up 
too much time. The managers are so busy doing their own jobs that 
they don't have time to manage. The largest team that any of them 
had was eight people, so they were saying that they didn't have time 
to spend one hour with eight people in a month of typically 1 68 
hours - roughly one twentieth of the working month. 

And at the end of the year, they're probably the same managers 
who don't have time to do appraisals, and then don't have time to 
attend the interviews for the new staff to replace the ones who 
leave because tl1ey aren't being developed, and then they complain 
that HR don't find them the right people. 

Traditional learning and development steps in next, with activities 
such as training and coaching. As I'm sure you know, the training 
market is hugely fragmented, with a few high volume corporate 
suppliers and thousands of independent trainers. This creates a 
problem of isolating learning and development from the rest of the 
cycle, and from tl1e business. One of the UK's largest training 
suppliers says on tl1eir website that they offer a comprehensive 
service, covering Training Needs Analysis, design, delivery and 
evaluation. I don't call that comprehensive! 

Change Magic The People Cycle 1 87 



Retention A l ig n ment S u c c es s ion E xit 

Is it enough to have individuals developed to the stage where they 
are performing to the best of their ability? This would presume that 
they can do everything themselves, without being part of a team. 

I f  this is the case then there would be no need for managers, and 
no need for team meetings. Clearly, there is some benefit in being a 
part of a team. The ability to share work, to inspire each other, to 
have a sense of belonging are all in1portant aspects of being a part 
of a team. 

So we need a stage where we align individuals into teams and align 
those teams behind the vision or business plan. Each team has its 
objectives which contribute to the overall business plan, and each 
individual understands how they contribute to those. 

Once we have high performing individuals aligned into high 
performing teams, what next? We need to give people career paths, 
and we need to make sure that the right people have an opportunity 
to take on more responsibility and grow into new roles. 

I f  team alignment gives us a sense of purpose then succession 
planning gives us a sense of progression and growth. It also serves 
the very important purpose of knowing what the organisation is 
likely to look like in the future as it evolves. 

Finally, people are going to move on. Some will retire, some will 
fulfll their lifelong dreams by moving to Australia and opening a 
diving shop, some will get married and have children and some will 
move to other companies. And of course, sadly, some people will 
leave unexpectedly as a result of accidents and illness. 

Therefore, we can manage people's exit from the organisation as 
carefully as we managed their attraction to it. I don't mean 
conducting exit interviews, that is mostly pointless. The person 
leaving probably won't tell you the real reason and you'll probably 
do nothing with the information anyway. Think of the experience 
o f  waving off a grand steam ship on its maiden voyage. That's what 
the exit should be like. 
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Everyone I've spoken to does some of these things well, because 
they're the activities they focus on. Some people enjoy the 
recruitment process, so they're really good at that. Others enjoy 
organising and delivering training, so that bit's covered. 

I haven't met anyone yet who puts as much effort into a person's 
exit from a business as they do their recruitment. You might 
wonder why you would bother? What I mean is this: the way that 
people leave the tribe says a lot about the tribe. 

Imagine a floor of financial brokers. The boss comes out of the 
office, publicly calls out the sales figures, the lowest performer 
clears his desk and security march him to the door. What does that 
say to the others? 

Now imagine that everyone who leaves has a leaving party or 
presentation, a card, hugs, "we'll miss you", "you've been a valuable 
member of the team" and so on. How does that make people feel? 
And how likely is that person to come back, or to recommend his 
or her friends to you? How does knowing it's safe to leave 
influence your willingness to stay? 

In Mission Impossible 3, the baddie says "You can tell a lot about a 
person's character by how they treat people they don't have to treat 
well" 

I worked for a company once where we had a very good manager, 
except if he heard the slightest hint that someone was thinking of 
leaving, he would cut them off completely. He would regard them 
as disloyal, stop inviting them to meetings, give them a beaten up 
old company car and so on. Well guess what? People have dreams, 
they want to get on and do stuff in their lives. And if I can't do that 
here, what choice do I have? And so, seeing this, other people 
would keep their career plans very much to themselves, and the 
first he ever knew about it was when he got the resignation letter. 

Another thing to consider is that the team will look to the manager 
for reassurance that all will be OK after someone has left. The 
manager needs to show the team is still intact, even when members 
of the team change. It builds a sense of what it means to be a part 
of this tribe. 
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Change Magic 

Here's the full people cycle. 

You can see from this that the 
attraction, development and 
retention of people in a business is 
fundamental to achieving your 
business objectives, for the reason 
that I keep on telling you - that 
your business does not depend on 
your people - your business is your 
people. 

Don't be fooled into thinking that 
your business is an office or a 
supply chain or a product. None of 
that would exist without people. 

Therefore, any business is a people 
business. Any business exists to 
organise the behaviour of a group 
of people in such a way that the 
product is made or the service 
delivered, cost is minimised, quality 
is maintained, customers are happy, 
profit is created and so on. 

The basis of all of this 1S your 
ability to attract, develop and retain 
the right people. 

Even the best product in the world 
doesn't make or sell itself, and the 
focus and energy of your people is 
what makes the difference. 
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What's the point of all this? 

I would say that the majority of companies are used to buying 
people services as separate components. This is actually causing a 
number of problems. 

If you work in a large company, you have a phone and a PC on 
your desk. How did they get there? 

Some companies employ very large IT teams. They buy products 
from low cost distributors who dump boxes on your doorstep, and 
your very large IT team then spends a long time putting those 
boxes together and figuring out how to make them all connect to 
each other. And while they're doing that, they're not fixing 
problems that are cropping up on a daily basis, so their service 
quality is suffering. 

Banks typically employ such large IT teams that this isn't a 
problem. They have so much work going on so much of the time 
that they can afford to keep these people busy. 

However, for most businesses, you wouldn't dream of buying a 
new computer or telephone network and assembling it yourself. 
Certainly the average person sat at their desk wouldn't expect to. 

What most companies do is but a new IT infrastructure from a 
systems integrator. Their job is do understand your business needs 
and turn that into a system design and then to make that design 
work, so what you get is a working PC and phone on your desk. 

You wouldn't expect a courier to deliver just to the end of the 
street, would you? 

Yet companies waste huge amounts of time and money buying 
people development services that do not integrate with each other. 
Recruitment is separate from induction, which is separate from the 
appraisal process, which is separate from training, and so on. 

This causes a problem in that it separates these activities from the 
underlying business need. A HR manager spends money on a 
training program which doesn't deliver the expected results. The 
HR manager says that the trainers didn't do a good job, the trainers 
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say that the HR manager didn't specify her requirements properly. 
Each blames the other. Worse than that, another year has gone by 
and the people in the business are still not getting the development 
they need, and in that time, your competitors are moving ahead. 

Some HR managers buy coaching because everyone else is and so 
they think they should give it a try. They engage coaches to work 
with staff without clear targets and metrics, and then when they 
can't quantify the output of the coaching, they say it doesn't work. 

Now don't worry. Just like the banks with their IT experts, there 
are many HR managers who do a very good job of understanding 
the needs of the business and supporting people with high quality, 
relevant training and coaching. 

What we need to do is take the same approach as a systems 
integrator. We need to understand the business plan, and we need 
to understand what we need people to do in order to deliver against 
that plan. 

Every single person in the organisation should be able to express 
their purpose in terms of that plan. Instead of thinking in terms of 
'internal and external customers' or prioritising the people who deal 
directly with customers, or the people who are more 'senior' in the 
organisation, every person needs to understand how they, 
personally, help to deliver those business objectives. No one person 
can do it, so presumably, for everyone to have a job, everyone must 
be important. 

The mass redundancies of the 1 990s often led to layers of middle 
managers being stripped out, because the perception was that we 
didn't need managers managing managers. Does every person in 
your organisation know what their purpose is, what they are there 
to achieve? If not, at what point in the cycle do you need to tell 
them, or help them to work it out for themselves? 

So the moral of this tale is that we need to integrate the full people 
cycle, just like you integrate other parts of your business such as 
your supply chain. If we all did that, we wouldn't need books like 
this. 
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IDENTITY 

In an earlier chapter, I said that it can be hard to maintain focus on 
a utopian vision when everyone else wants you to fit in to their 
expectations, and I think it's important to explore why this is. 

For a long time, I have been exploring the issue of identity, what it 
is, what it means and how you decide what yours is. 

One day, whilst I was struggling to figure out who I am, I had the 
startling, amazing and entirely obvious realisation that everyone on 
the planet is 'me', in that we don't refer to ourselves by some 
external label such as 'Fred' or 'Dad', we only see ourselves as 'me'. 
I don't refer to myself as 'Pete', I am '!'.  I don't say "Peter is 
happy", I say, "I am happy". Although, I have to tell you that one 
thing that really bugs me is parents who refer to themselves as 
"Mummy" and "Daddy", for example, "Mummy doesn't like it 
when you do that", or "Daddy wants you to stop doing that". 

I think this is downright confusing for the child. "Mummy? Oh, 
you mean you! Why didn't you say so?". I once heard a man talking 
on the phone to his child, saying, "Do you know where Daddy is?" 
and I mentally completed the child's response with, "Yes, he's 
upstairs with Mummy, he's just delivered the milk. Where are you?" 

Sorry to digress, I felt it was important to share because if we can 
be clearer about our own identities, and we can help our children to 
do the same then the world would be a better place. 

From the moment we start organising our experiences, long before 
we are born, we have to have a way of organising information so 
that we can get at it. We need an indexing system and a labelling 
system. The indexing system is the hierarchy we talked about 
before, and the labelling system is language. This might be language 
in the form of words, or it might be a language such as computer 
icons or even music. In all cases, we use symbols to represent 
objects, actions and experiences. 

When you think about your own map of the world, there are a lot 
of people in it; family, colleagues, people in the street, and we need 
to interact with them all. We need to refer to them all, and we do 
Change Magic Identity 1 93 



this by labelling them. He's a plumber. She's pretty. He looks 
dangerous. She works too hard. He's clever. 

I imagine that the kind of people who read books like this will, at 
some point, have been asked the question, "What do you do?" and 
the answer will have been something like, "erm, well . . .  " followed 
by a long explanation of what you do at the moment, but it's not 
what you really want to do, and you do something that they won't 
have heard of anyway. 

If this applies to you, you have suffered from identity angst. 

The issue arises, I believe, because we are living more diverse lives 
than ever, able to pursue more interests and more careers than ever 
before. Not only have we lost the job for life, we have lost the 
identity for life. People are having three careers in their lifetimes, 
and more than one job at a time, because they are living long 
enough to go through the learn/work cycle more than once. The 
mid-life crisis is no longer the end; it's an opportunity for rebirth. 

What has this got to do with a company's identity? Whoa there, 
Bessie, I'm getting to that. 

Let's imagine that a company's identity is an extension of or a 
mirror for a person's identity. That identity exists in a wider system, 
a network of identities. The system, in Logical Levels. 

In computer networks, every computer in the world has a unique 
numerical address, called an IP address. It's a bit like a telephone 
number. If one computer wants to talk to another, it looks up that 
address in a big directory system. For my website, that directory 
system says that you can reach www.excellerate.org by calling 
80.82.1 14. 164. Of course, the human uses the www format, the 
computer then looks in the directory to see what number to call. 
It's like a manager in a 1 970s sitcom asking his secretary to get him 
Fred in accounts. He doesn't know the number, she translates it. 

And yet, when each computer refers to itself, every computer in the 
world uses the same address: 1 27.0.0. 1 .  

This i s  computer language for "me". The computer doesn't need to 
know it's own address, it takes it for granted. Why would a 
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computer want to talk to itself? Actually, there are a number of 
reasons, and all are very well served by the reference "me". 

And if you needed any more convincing, do you have a friend who 
doesn't know their own mobile number because, "I never call 
myself'? 

So you don't need to question your own identity, you already know 
who you are: "me". 

But when you think about other people, that's a different story. 
When we had our lounge floorboards sanded, the people who did it 
told us they could also decorate our hallway, and I could feel my 
brain closing down - I had him labelled as a floor specialist, not an 
odd job man. 

So in order to navigate safely through your map of the world, and 
the people in it, you have to label them just like you label tables, 
chairs and holes in the road. And they do the same to you. And so 
your identity, as other people see it, is a result of where you fit in 
their map. 

Depending on who I'm interacting with, I am a son, husband, 
father, coach, trainer, author, psychic, hypnotist, jewellery maker, 
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baker, carpenter, friend, colleague, supplier, customer, leadership 
trainer, drunk, engineer, next door neighbour, presentation skills 
trainer, consultant, or the guy who shouts at you for sleeping in the 
laundry basket again. Guess which one of these is the way our cat 
sees me? 

You see the problem. For a long time, I tried to reconcile those 
labels, I tried to come up with a 'meta label' which incorporated 
everything. I tried to be what other people understood me to be, 
what made sense to other people. I tried to give a description of 
myself that didn't scare people or make their eyes glaze over. And 
then I realised that I am "me", and those labels are for other 
people's benefit, not mine. 

And so we come to your company, or your client's company. A 
company trying to figure out its identity in the face of a market and 
customers who want it to be one thing so that they know where it 
fits in their maps. 

There are countless examples of companies failing to move into 
new markets. Usually the timing, the product, the financing or 
some other external factor is blamed, yet I'm suggesting that the 
real reason is that the market system couldn't accept the new label. 

Let's think back to the chapter on alignment, specifically the last bit 
about tools to help you achieve alignment. One of these is the 
process of exploring your identity, then creating a set of beliefs that 
underpin that. 

You might think this is similar to creating a corporate vision and 
mission statement, although I would say that in practice those have 
become so cliched and abstract that they're not really much use to 
us. We need to use more emotional, personal, active language to get 
the alignment, that sense of shared purpose, to have something to 
believe in, to feel that you're doing something that matters. 

How can we do that? 
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WHAT'S IT LIKE? 

It's so important to use metaphor when you describe change that 
I'll spend some time on the subject. It's like going to a remote 
island for your holiday. Visiting it for just a day doesn't give you 
enough time to really get to know the place and the people. Often, 
it's by sharing the experience of the locals that you really get to 
understand a place. Enjoying local food where the locals eat, 
understanding their social life, their history, their geography and 
their relationship with dle natural world. 

For example, in the Czech Republic, only the tourists eat fish (if 
you don't get it, look on a map). 

Oh - if you hadn't already realised, this chapter answers the last 
question in dle last chapter. If you had already realised, well done 
and sorry to interrupt you. 

Perhaps you've had a holiday where someone showed you a secret 
cove or beach, or perhaps invited you to a celebration or village 
festival? I imagine that's a holiday you'll never forget. 

In Gran Can aria, one of the locals told me about their annual 
festival where they carty a huge paper fish through dle streets. The 
fish embodies the evil spirits and ill feelings that have accumulated 
over dle course of the year, and at the end of the procession they 
burn it to exorcise the evil spirits and cleanse the people. I think 
companies should have a ceremony like this, perhaps burning their 
quality manuals or motivational posters. 

Metaphor is about emotion. When you tell someone about your 
holiday, you draw them into your hallucination and they begin to 
share your emotional state. They can smell dle scent o f  flowers and 
feel the warmth of dle crystal blue ocean. They can even see dlat 
sunset as they drink a cool fruit cocktail on the balcony, feeling the 
warm evening breeze against dleir skin. 

Now, before you rush off to the travel agent, spare a thought for 
the power of metaphor and storytelling. By drawing your listeners 
into a shared dream of the future, you will create a powerful shared 
motivation to get there. 
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Compare this approach to: 

"In order to achieve our strategic vision, we will: 

o 

o 

o 

o 

Achieve best in class costs 

Streamline our customer facing operations 

Implement a world class reward package 

Become number one in our identified markets 

o Leverage our human resources for competitive advantage" 

Does that excite you? I genuinely found it on a company's website. 

Try as hard as you can to imagine leveraging your human resources. 
I can't get a picture of an evil manager putting staff on a huge 
catapult out of my head. As for streamlining customer facing 
operations, I'm imagining customers on a conveyor belt. 

Imagine what they say when you've been made redundant 
"You've been leveraged!" 

Try this version: 

"Imagine waking up every morning with that enthusiasm you felt as 
a child, looking forward to a day ahead in a community where we 
all use our resources wisely and care about the money that we 
spend. Imagine having customers that enjoy working with us 
because every person who comes into contact with a customer truly 
wants to be helping in any way that they can. Imagine being able to 
choose how you are rewarded for the work that you do, and 
imagine how that makes you feel valued and respected as an 
individual and a team-mate. Imagine the pride that we will share by 
earning the respect of our customers and business partners. 
Imagine the sheer, unstoppable power of a community of people 
who work side by side to make this a reality." 

If you're thinking, "that's fine for the staff but what do I tell the 
shareholders?" then I have two answers. The first is that, believe it 
or not, shareholders and investors are human too and some of 
them even have emotions just like you do. The second answer is to 
use this principle and adapt it into whatever format you are 
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comfortable with. There are many examples of companies who 
already do this in advertising and PR material, so we know that it is 
acceptable to use this format in this context. Which TV adverts are 
the most effective? Those that list the facts of a product or those 
that engage your emotions? Why do advertisers use celebrities to 
endorse products? Why do advertisers develop TV adverts that run 
in a series like a soap opera? Why do advertisers use images and 
music that seem to bear no direct relation to the product? 

Metaphor is a very powerful tool for aligning people to a common 
vision. Metaphor and stories are characterised by any of three 
elements - they are either about someone other than you, a time 
other than now or a place other than here. So, a description of an 
experience that is happening to you, here, right now is not a story -
it is a commentary. A description of an experience that happened to 
you, somewhere else in the past is a story. 

The interesting thing about stories is that they seem to put the 
listener into an altered state where their critical filters are less active. 
Essentially, information conveyed in stories is not judged, fIltered 
or disagreed with because it does not appear to be directly relevant 
to the listener or reader. This doesn't mean that the information is 
ignored - it means that the information can act directly upon 
unconscious mental processes. The story isn't judged to be true or 
false, good or bad, relevant or irrelevant. It's just accepted as being 
a story and therein lies its power. 

Stories contain nothing that people can directly object to or 
disagree with. No-one can say, "that's not true!" to a good story, as 
it's not meant to be true. No-one can say, "I didn't do that!" 
because it's not about them. As they say in the mOVles, any 
similarity to persons living or dead is coincidental. 

Here's an example of a story that I created to align a new team that 
lacked confIdence in its ability to do what was asked. 

"Once, there was a successful businessman who had a hobby that 
he was very passionate about. In his spare time, he loved motor 
racing. At fIrst, he used to go along to as many races as he could 
and watch but as he became more successful, he could afford to 
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take part. He was a very talented driver and quickly built himself a 
reputation as a serious competitor. 

One day, he decided he would take the plunge and dedicate himself 
to his dream - to build a racing team. He set aside some money, 
gained commitment from sponsors and started to recruit his team. 

At fIrst, the recruitment didn't go very well. He couldn't afford to 
pay the same salaries as the top teams paid, so he was looking for 
talented but unknown drivers. He recruited some, but they didn't 
stay in the team long before they moved on. Like any manager, he 
knew that he needed to have a team that worked well together. 

The other problem that he had was that he was himself a very 
accomplished driver. When he recruited a new driver he would try 
to teach them to drive better. Unfortunately, he didn't really know 
how he could drive so well as it was mostly intuitive. He would get 
angry with the drivers when they couldn't see for themselves how 
he was able to drive. He was on the brink of closing the team 
down, believing that the problem was one of recruitment. 

He was watching a sports program on TV one day when he noticed 
something odd. When the interviewer was talking to a football 
manager, the manager kept referring to someone called a 'coach'. 
The same thing happened with some other sports too. He 
wondered what a coach could do that a manager couldn't. By 
chance, he then met someone who was a team coach, so he invited 
him down to the race track to see what would happen. 

The coach watched the drivers practice, and he watched the team 
manager trying to tell the drivers how to drive. The drivers lacked 
confIdence in their own talents and when they asked how the 
manager knew certain things, he said, "it just feels right", or, "you 
can tell by the way it sounds". 

There were three drivers in the team, so the coach watched each 
one very carefully, and he also watched the manager very carefully. 
The fIrst driver, Adam, was very good at accelerating. From the 
starting line, Adam was at least a car's length in front of anyone else 
at the fIrst corner. He seemed to have an intuitive sense of when to 
change gear to maximise the car's performance. 
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The second driver, Brian, could brake later than anyone else and so 
was much faster into the corners than any of the other drivers. He 
seemed to have an intuitive sense of knowing when to brake as he 
approached a bend. 

The third driver, Claire, could take corners faster than any of the 
other drivers on the circuit. She seemed to have an intuitive sense 
of the car's cornering ability and grip. 

The downside of these talents was that Adam was always the first 
into the first corner, but the last out. Brian caught up with Adam at 
the bend but slowed down too much and was overtaken. Claire 
would overtake on the bend but lose her advantage on the straight. 

The coach got the whole team together and pointed out to them 
their strengths. The drivers began to feel much better about this. 
Each driver, at a certain point on the track, was by far the fastest 
driver on the circuit but was let down by average performance in 
other areas. The coach began to ask some very special questions 
about how the drivers knew what they knew. 

It turned out that Adam was listening for a certain tone from the 
engine, tyres and gearbox. He could hear when the car was at peak 
power output and he could change gear at the exact moment to 
take advantage. Consequently, he accelerated much faster than 
drivers who only changed gear at the 'red line' by watching the rev 
counter. With some help from the coach, he was able to teach the 
other drivers what to listen for. 

Brian could brake much later because he was looking somewhere 
different to the other drivers. The other drivers were looking at the 
apex of the bend, whereas Brian was seeing beyond it. He was able 
to judge the distance to the apex much more accurately, enabling 
him to brake late but still drive safely. With some help from the 
coach, he could easily teach the other drivers where to look. 

Claire could feel the car's sideways motion. She could accurately 
feel the movement of the suspension as the car leaned into the 
bend and she could feel a change as the tyres started to lose grip. 
She could actually feel the acceleration at different points in her 
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body. With some help from the coach, she was able to teach the 
other drivers how to feel the movement of the car. 

The team went from strength to strength, not because they were 
taught something new, but because they were able to share their 
talents and exploit them for the benefit of the whole team. Each 
driver still had their unique talent, they just helped each other 
achieve above average results across the range of skills needed to be 
successful. The coach didn't need to be an expert in driving, only 
an expert in learning. 

What about the manager? Well, the coach had a special job for him. 
He had to go to every newspaper, journalist, sponsor, TV station 
and promoter and tell them that he had a new team. He had to tell 
them that this was the best team on the planet and they were going 
to re-write the motor racing rules. He had to prove to everyone that 
he believed in them. And so, the new team was reborn." 

So, the important thing about a really effective story is that the 
listener can readily identify with one or more of the characters 
whilst at the same time knowing that it's not really about them. 

Stories are an incredibly powerful change tool. In this day and age, 
we seem to have become over-reliant on data and facts and figures. 
In fact, stories as a means of communicating complex information 
have been around for thousands of years, whilst email and fax have 
been around for about 30 years. If you think that progress has 
made communication more efficient and therefore better, then 
stories are not for you. If you think that both have a place for 
different applications, then read on. 

Stories are powerful as a change tool because stories can do 
something very important that facts, graphs and mission statements 
cannot. Stories can invoke an emotional response in the listener or 
reader. This ability is not confined to films or books - you have 
heard many stories that have 'moved' you, and maybe some even 
moved you enough to make you take action. 

The emotional response elicited by a good story is real and 
powerful, and it cannot be underestimated. Business people often 
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deny that stories are useful as a professional tool, and this is really 
to do with their definition of 'story'. 

Here are some alternative words which mean exactly the same thing 
for our purposes, yet may be more acceptable in certain contexts : 

0 Case study 0 Report 

0 Proposal 0 Presentation 

0 Research 0 CV 

0 White paper 0 Press release 

0 News article 0 Vision 

0 Anecdote 0 Advertisement 

0 Business plan 0 Illustration 

0 Account 0 Executive summary 

Some people seem to associate "story" with information that is 
untrue. This is nothing to do with the use of a story here. For our 
purposes, all of these stories are absolutely true but that doesn't 
mean that yours have to be. It doesn't matter if your stories are true 
or not, as truth is highly subjective. What matters is that you learn 
to use your own natural storytelling ability to achieve great results. 

In order for you to be reading this now, you must have had a 
certain amount of success in life and had certain experiences. 
Thinking about the huge range of situations you've been in and the 
experiences you've had in your life, you already have a true story for 
any and every occasion. You can easily draw upon your own life as 
a source of inspiration and change material to help others. 

A wonderful way to embed anything into your communication so 
that it bypasses the listener's critical filters is to use quote marks. 
For example, the other day I was reading a newspaper article that 
said, ''You are the most talented person I have ever known, and 
simply by reading this you are already able to accomplish far more 
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than you thought possible", and 1 thought how strange it was to 
read something like that in a newspaper. Of course, there is a dark 
side to this. You can say to your boss, ' 'You know, this morning 1 
saw a guy in the street run up to a complete stranger and yell, 
' 'You're a complete idiot! !" and 1 thought how rude that was". 

Stories go right to the heart of our emotions. Stories convey 
meaning far more directly and effectively than facts and figures. 
The best trainers and teachers use lots of case studies, anecdotes 
and stories. When you are communicating at your absolute best, 
you are holding your audience in a state of eager anticipation. 
You're already an outstanding storyteller, so celebrate that talent 
and use it to your advantage. 

Our brains are analogue, symbolic computers. As much as we like 
to hang desperately onto logic and language, our brains just don't 
process information that way. Metaphor is a symbolic language that 
is closer to the way our brains naturally work, so whilst you may 
think that metaphor is too vague, it is in many ways more precise 
than a 'logical' communication style. 

That awful writing style that became popular in the 1980s and 
1 990s, based on the grammatical style of passive voice, has been 
responsible for much confusion and conflict because it attempts to 
remove emotion and personality from language. Computers don't 
talk to computers by themselves, you know. Human language was 
created by humans, for humans. Why dress it up any other way? 

Here are some examples of 'passive voice' compared to a more 
active style. 

Mistakes were made (Oops!) 

An error has occurred resulting in a delay (We made a mistake and 
now we're late) 

The report was written and then sent to the customer (I wrote a 
report and sent it to Fred) 

The Online Writing Lab at Purdue University recommends that 
when writing in passive voice, you should, "Avoid dangling 
modifiers". Presumably in case they get caught in something. 
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The main problem with this style is that it removes references to 
who it was that did what. In other words, it helps the guilty to avoid 
blame. It's much easier to avoid blame if mistakes were made, 
rather than me having to say what mistakes I made. 

The other problem with using the passive voice style is that it 
changes the order in which our brains parse language. We have a 
short term memory that stores language as it comes in so that we 
can make sense of it. As you know, sometimes you have to hear a 
lot of words before you figure out what they mean, because the 
important words in a sentence can be spread around . .  

In part, we cope with this by focusing our attention on what we 
think the meaning should be, often based on our role. If you're a 
husband, your role is to solve problems. If you're a wife, your role 
is to support. These are wild generalisations, as I am sure there are 
lots of excellent female problem solvers out there, and personally I 
would say I am supportive. Just don't ask my wife if she agrees! 

Anyway, our default role helps us to cut out the noise and focus on 
the important message. By noise, I mean anything unconnected 
with football or shopping. I'm only joking! Noise means, simply, 
'unwanted signal', so the part that you focus on means that 
whatever you can't focus on is noise. 

Try focusing on one sound in your office, perhaps the noise made 
by the door or air conditioning. Notice how the conversations of 
your colleagues become irritating as they stop you from hearing 
what you are concentrating on. 

According to Stephen Pinker, our brains are hard wired to process 
language in one of only two word orders; either Subject Verb 
Object or Subject Object Verb. 

Our language processing facility is already structured, from birth, to 
learn a language that fits one of those formats, depending on the 
language we are exposed to. 

As you might guess I have an idea about how our brains have 
evolved in this way. It's not because of language, or rather it 
predates language and relates to the word of experience. When we 
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first developed tools, the tool had someone to use it and something 
to use it on. Even now, a hammer isn't intrinsically useful, it only 
becomes useful when someone uses it to hammer something. So 
subject, verb and object follows what we see as a chain of events in 
the world around us. 

For example, English has a SVO order: 'the cat climbed the tree', 
whilst a language with a SOY order, could literally be translated as 
'the cat, the tree climbed'. Passive voice messes with this order, so 
to parse a long sentence written this way requires more short term 
memory. You have to work harder to convert passive voice into 
something your brain can directly process, and as a result you get 
tired, stop paying attention and make up what you want to hear. 
Probably not what you intended when you wrote your corporate 
communications policy, is it? 

As you start to hear, "mistakes were made following an incident 
which involved a decision as a result of a meeting in which several 
people were involved . . .  " your brain literally fills up with 
information whilst waiting to answer the questions, "Who?", ''What 
mistakes?", ' 'What meeting?" and "Why are you telling me this?" 

Of course, your intention may be to confuse the listener or reader, 
as this is in fact a very effective hypnosis technique. If instead you 
want to communicate with clarity and emotion, avoid it at all costs. 

Hypnosis? Yes, it's a heightened focus of attention that can be 
achieved in a number of ways, including fixation on an object such 
as the swinging watch of old horror movies, or the overloading of 
the conscious mind with conflicting information. .  Motivational 
speakers such as Martin Luther King, Winston Churchill and Adolf 
Hitler were very good at inducing such receptive states, and you 
have probably seen corporate leaders speaking in the same way. 

I'm not saying it's either good or bad, only that it is an aspect of the 
way we think and process language that some people are naturally 
attuned to, and naturally use to influence. 
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MODELLING PERFORMANCE 

After reading this far, you've probably been gathering a lot of 
information, or at least become aware that it is there to be gathered, 
about your business. 

Thinking about processes, outputs, systems, alignment, identity and 
so on can certainly focus you on these aspects of the corporate 
infrastructure, and that information gives you an insight into how 
to change those things. Let's get into a lot more detail now about 
how we can harness the talents of people in an organisation. 

I find it puzzling when a company says, "people are our greatest 
asset", firstly because companies don't exist, remember? And 
secondly, when a person in a company says that, what does he or 
she mean? Does it means that people are tangible assets that can be 
depreciated over 3 years? Does it mean that you can get tax relief 
on their purchase? 

You may have a small business with some premises and equipment. 
You may have a huge business with a factory and lots of stock in 
the warehouse. Yet nothing will make as big an impact on your 
success as your people. It's obvious isn't it? And yet it never ceases 
to amaze me when I hear managers talking about new initiative to 
leverage their human capital. 

We are living, breathing, thinking, feeling animals. We can change 
worlds, shape continents, harness the forces of nature, hold hands 
and sing songs. We are not human capital. And remember, that if 
you're thinking in terms of human capital, that description includes 
you too. 

You could have the most fantastic product in tl1e world, but if no
one knows about it, what difference does it make? 

You could have the most wonderful customer relationships one 
day, and lose them the next. Lots of companies, household names, 
have disappeared as a result of complacent account management. 

And you could have the most high tech production facilities that 
need no human intervention, robots that never take tea breaks and 

Change Magic Modelling performance 207 



automated order processing, yet you still rely on human beings 
placing those orders and using those products. 

Therefore, your people are not your greatest asset. Instead, every 
machine and resource in your company exists for only one reason: 
to serve your people. Machinery and office furniture are assets. 
People are a gift. 

Therefore, we can trust your machines to be working at their best, 
and yet if your business is still not where it needs to be, there must 
be another reason. There must be something else missing. 

Engineers have an undeserved reputation for not understanding or 
caring about soft people issues. They think that you can solve every 
problem through logic and technology, and therefore anything to 
do with people and relationships is "soft skills". 

Well, I may have said this before: soft issues are the hardest in your 
business. Your hard targets are easy to meet. Just get that machine 
to make another 1 0 widgets per hour and there you go. But get that 
person to sell 1 0% more widgets? The answer isn't so obvious, but 
fortunately it's only not obvious to the casual observer. The Change 
Magician can see the solution right away. 

The answer is not to do a training needs analysis and find out what 
people don't know how to do. Start by presuming that they already 
have all the knowledge they need, they're just not using it. 

Here's an example. On a one day sales course recenciy, run through 
a local college, a sales guy said that he knew nothing about sales at 
all, he was new into the job and didn't feel that he could learn 
anything from his ineffective manager. The college's sales person 
had told him that the Advanced Sales Skills course was perfect for 
him. 

He didn't know there is a sales cycle, he didn't know what 
prospecting was and he didn't know there was more than one way 
to close. So it's obvious, he needed sales training. Or did he? 

His job comprised going to see buyers in engineering companies, 
showing them a card with products on it, like a menu, and then 
going away again. If a customer wanted to place an order, he wasn't 
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allowed to take it, they had to call the sales order line. He never 
knew whether someone placed an order. He didn't have a sales 
target, he didn't have a target for the number of calls he made, and 
he had no idea what orders were placed as a result of the calls he 
made. 

How could training help him? 

The first thing is that although he didn't know words like 
prospecting, sales cycle and closing, he knew that he had to find 
new customers, he knew that customers have to know about 
products before they'll buy them, and he knew that at some point 
they place an order, and if they're a bit uncertain he might have to 
answer some questions and then ask them if they want to place an 
order. 

So, like every human being, he already knew everything there is to 
know about sales. 

Last year, we ran a relationship building module in a larger sales 
training program for a big telecoms company. The company doing 
the bulk of the sales training were teaching a sales model they had 
snappily entitled AARDV ARIZ. If your sales process has that many 
steps in it, people won't use it. In fact, now they'll have eight 
excuses for not selling anything. 

The reason that I bring this up is because the difference between 
the poor guy on the sales course and a high performing sales 
person is not knowledge, it's process. In almost every company I 
have ever worked in or with, there have been sales people at two 
extremes. 

At one end of the spectrum, there have been people who left 
school with no qualifications, got a job in a shop and ended up, 
maybe 15  years later, as the highest performing sales person in a 
complex, technical environment that they know nothing about. 

At the other end of the spectrum, there are highly qualified, 
experienced, technically aware sales people with lots of 
qualifications, who have been on every sales training program. And 
they're still not selling anything. 
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Clearly, the difference is not knowledge. They both have the same 
tools of the job, they both have the same resources, the same 
support, the same products and similar customer bases. They both 
go and talk to customers and they both present solutions. 

I t's a bit like saying that a Formula 1 driver and a Rally driver both 
drive fast cars, therefore they both drive the same way. In fact, they 
drive very differendy, if that difference is important to you in 
replicating their behaviour. 

Many people only look at this superficial level, and as a result end 
up with training programs that deliver generic fast drivers, but no
one that could win a track or rally race. Generic programs average 
generic performance, and that simply is not good enough. We need 
to create people who truly excel. 

A Formula 1 driver will take a 
bend in a way that allows him to 
accelerate in a straight line as 
early as possible, with the car 
always facing the direction of 
travel to maximise grip and 
acceleration. 

The driver's goal is to keep the 
car balanced and stable, and to 
keep the car moving in a straight 
line as much as possible. 

A rally driver will take a bend 
differendy, in a way that allows 
him to keep the car moving in 
the direction he wants to go in, 
even when it is pointing In a 
different direction. 

A rally driver will purposefully 
unbalance the car to lose grip so 
dut he can get the car turning 
into the bend before reaching it. 

Change Magic Modelling performance 210  



From this point of view you can easily see the difference between 
the two styles of driving. And you can see that there is a 
behavioural process that leads to those styles.  

So, there's no point trying to drive a Fl car sideways, and there is 
no point trying to keep a rally car in a straight line on a road surface 
that the car doesn't want to stick to. 

The point of this is that in order for us to really get into the level of 
detail necessary to improve performance, we have to look more 
closely than you may be used to. 

It's no use saying that all of your sales people go to meetings and 
tell the customer about the product, because some are clearly doing 
something differendy to the others. We can generalise and say they 
are more motivated, or more skilled, or more experienced, but that 
is of absolutely no use if we are to raise the performance of the 
sales team as a whole. 

In our example of the two extremes of sales people, one big 
difference is that the intuitive, non-technical sales person knows it's 
all down to him. The technical sales person always has a reason; 
lack of support from marketing, product wasn't right, it's always 
somebody else's fault. When the intuitive sales person wants to get 
some business in his pipeline, he sits down and gets on the phone. 

Another important difference, often, is that the intuitive sales 
person isn't afraid of failure. It doesn't mean anything. It doesn't 
hurt his ego. The word 'no' is a learning word. It doesn't mean, "I 
don't like you", it means, "not yet". 

So what we need to understand is what, specifically, are the high 
performers doing differendy to the average and poor performers. 
And since they won't know, because they are employing 
unconscious mental processes, the process we use to find out is 
modelling. 

There are many approaches around to modelling high performance. 
The simplest is to model a single behavioural program, called a 
strategy. In sports coaching, this might be used to model a tennis 
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serve, and in sales coaching it might be used to model a 
qualification process or negotiation technique. 

A person is, however, a complex system, and so individual 
programs exist and operate within the context of a system. We need 
to gain an understanding of how a person is operating, and we do 
that by understanding the behavioural rules that they use to 
generate choices and make decisions. 

Finally, that person is part of a bigger system such as a team or 
organisation, so we also need to understand the cultural rules within 
which that skill exists. It's no use modelling someone in one 
context and then declaring that the best way to do that thing. For 
example, what constitutes a good sales person in one company or 
industry will be different to another industry. It's easy to generalise 
and say that they have the same skill set, so remember that we are 
making a fine distinction here that will lead to exceptional 
performance. If you say that retail sales people and automotive 
sales people are the same, you will end up with a very mediocre 
group of sales people. 

If you recognise their differences, you will start to focus on and 
develop the differences that lead to consistent high performance. 

The first place to start with modelling intuitive performance is 
Neuro Linguistic Programming. Whether you love or hate NLP, 
you perhaps love or hate the outputs of NLP, the techniques, and 
the way that some people teach or use them. NLP in itself is 
nothing to get worked up about. 

Strictly speaking, NLP is a toolkit for modelling intuitive excellence, 
and it's the first toolkit that we can call upon to model high 
performers. For this discussion, the techniques of NLP are 
irrelevant, we are only interested in the underlying modelling 
process that is used to code and reproduce behaviour. 

In NLP's original therapeutic context, the modelling tools were 
used to understand both excellent therapists, and also to model 
problems such as phobias. There is no point treating a phobia as an 
evil which must be cast out, because it is simply program, trying to 
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serve a useful purpose that has perhaps gone a bit haywire in its 
most extreme examples. 

Do you have a fear of heights? Good! It stops you from falling off 
cliffs. Fear of spiders? Good! If I was on holiday in the Amazon 
Rainforest, I would want you with me. The moment you saw a 
spider, you would let me know about it. 

Your fear of heights is probably not useful to you right now, so 
there's no need for that program to run. The problem with phobias 
is not the reaction itself, which serves a useful purpose, it is the 
program running at an inopportune moment, such as in the 
supermarket. 

Modelling is a very important part of NLP. It is the basis for all of 
the techniques, because they were modelled from the minds of 
people who were very good at helping other people to change. 
Therefore, the techniques are not NLP in themselves - they are the 
results of NLP. 

I would offer a cautionary note, taken from one of Derren Brown's 
books, Tricks of the Mind. Derren Brown is a British entertainer 
who could perhaps be described as a psychological magician. He 
says, "NLP. . .  makes wild and dazzling claims. . .  you can become a 
Pavarotti or an Einstein through some magical and brief brain
programming process. While this may not have been quite the 
original intention of the technique, it is certainly the misleading 
concept peddled nowadays". 

To this, I would add that when Bandler and Grinder originally 
modelled therapists to create NLP, the modelling process took 
many months for each subject. Having said that, within an hour or 
so, you can have a very useful working model of a specific 
behavioural process.  Bandler and Grinder were modelling a 
therapist's entire repertoire of skills, we're only interested in a 
handful of specific skills here. I would agree with Derren Brown 
that you're unlikely to emulate someone's entire range of abilities in 
a short time using NLP's strategy modelling approach. On the 
other hand, there are some more advanced modelling techniques 
which will achieve much more. 
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In the world of electronic and electrical engineering, there are good 
engineers and there are average engineers. The average engineers 
will fix a problem by replacing all the components until they find 
the one that was causing the problem. A good engineer will locate 
the problem first before changing the faulty component. 

Good engineers observe behaviour closely. They know how a piece 
of equipment behaves when it is working normally, so they know 
where to start looking when it does not behave normally. Average 
engineers do not observe behaviour in the same way. 

When I was an engineer, I learned to observe behaviour, because it 
was the only way to fix complex problems. If you don't know what 
the equipment does when it's working properly, how can you know 
what is wrong with it when it isn't working properly? 

I find that this simple diagnostic approach is what is missing for the 
majority of therapists, consultants and coaches. 

Oh - if you're wondering how the average, or even bad, engineers 
survive, it's quite simple. The companies that employ them base 
their support contracts on the average time to respond to and fix a 
problem, based on historical data taken from the work of. . .  the 
average engineers. And so the great cycle of long tea breaks and 
overtime continues. 

If you want to improve the performance of a sales team, it's no use 
focusing on the under-performers. We need to figure out what the 
over-performers are doing first. By modelling a successful sales 
person, we can understand the mindset that works for that team, in 
that company, in that market, with those products and those 
customers. Therefore, by teaching that mindset to other sales 
people in the same team, we have an instantly workable process. 

You are an expert. Anything that you can do really well without 
having to think about it is a talent. Maybe you've had the 
experience of watching someone do something amazing and asking 
them, "how did you do that?" to which they reply, "erm . . .  1 just did 
it. Doesn't everyone do it?" 
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Many people assume that this means the behavioural knowledge 
required to perform a complex task is locked away and is 
irretrievable. We get a glimpse of the knowledge through observing 
behaviour, but there is no way to extract the knowledge itself. 
Other people went on to guess at the behavioural programming, 
based on their observations. They made one key mistake - they 
tried to guess 'why' the individual behaved that way instead of 
asking 'how'. 'Why' is irrelevant. If I want to copy your talent for 
writing music, or sticking to a diet, or remember people's names at 
a party, I don't need to know why you do it. I just need to know 
how, so I can learn to do it. 

The originators of NLP, John Grinder and Richard Bandler, 
decided that the behavioural psychologists were missing something 
important. Traditional therapy involved the students of a particular 
technique copying everything that its originator did. When they 
failed to get the same results as the guru, the obvious explanation 
was that there was something wrong with the client, or that the 
client was not ready to change. 

This attitude to modelling - that to achieve the same result as 
someone else, you must copy everything they do - still lives on 
today in many ways. Good sales people become sales trainers, 
passing their wisdom onto new generations. Unfortunately, they 
often only teach what worked for them, with different customers in 
the past. They work as performers, not trainers, seeking only to 
amaze and impress, not to transfer capability. 

Bandler and Grinder were first interested in excellent 
communicators in the field of personal change, so they went to talk 
to some of the most outstanding therapists at the time. They found 
that these people had certain things in common to do with they 
way that they communicated. By exploring these similarities, a 
model was developed of the way these people used language to 
influence patterns of thought and behaviour. 

Modelling is as much a mindset of curiosity as an explicit set of 
tools that you must use as prescribed. This mindset will help you to 
learn interesting things from experts, from people you admire and 
from yourself. 
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You probably already know about learning styles. What are you? 
Have you done one of those online tests that tell you how you 
learn? Well, I suspect you already know how you learn. As Harry 
Hill said, "you can tell a lot about people from what they're like". 

As with all 'personality tests', they're not true. They represent a way 
of thinking about and categorising a certain type of behaviour. If 
there were four learning types, you would see people everywhere 
fitting neatly into the four types. If there were eight, you would 
see . . .  well you get the idea. Personality types are a filter through 
which you can view the people of the world. They are not true, in 
and of themselves because there are only two types of people in the 
world - those who think that there are two types of people in the 
world and those who don't. 

When you watch your colleagues, clients, managers and friends, you 
will notice that they do certain things in a certain order. You will be 
able to watch the process by which they individually behave in 
order to achieve their goals. 

There are a number of hallmarks of a talent that seem to be 
consistent: 

o 

o 

o 

The person is able to get consistent results without having 
to think about the process or even being aware of it 

When asked, the person is a little surprised that the skill is 
worth modelling. They will often deny they are good at the 
task and will be surprised that everyone doesn't do it. 

When you first ask, "how do you do it?" they answer, "I 
don't know - I just do it" 

In Malcolm Gladwell's book 'Blink! ', he cites a number of examples 
of researchers looking for clues in human interactions that predict 
how a relationship will turn out in the long term. When the 
researchers analysed dozens of emotional markers, they achieved a 
high degree of accuracy. After a long time, the researcher found 
that there was just one clue that could determine the long term 
relationship with a very high degree of accuracy. Malcolm Gladwell 
calls this 'thin slicing', meaning that someone with experience 
knows which criteria are the important ones. In a way, they 
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emulated the modelling approach above, in that first they looked at 
all of the data available before they discarded what was less 
relevant, rather than only looking for what was relevant in the first 
place. To do this would mean to discard a lot of data because it 
doesn't seem relevant, thereby losing all the important stuff. 

If you want to acquire the leadership ability of a person you admire, 
you instinctively know that you don't have to copy everything they 
do. You don't have to breath the way they do. You don't have to 
wear the same shoes as they do. You know that there are just one 
or two things that, if you can figure out what they are, you will 
greatly improve your own leadership ability. 

And yet, look around any organisation and you will see clues to the 
political structure. I'm sure you have seen people who do begin to 
dress, walk and talk like the people they want to be like. They want 
to join the gang, and so act like they're in a religious cult .. 

Ideally, you would in fact take on all behaviours and characteristics 
of the role model before attempting to reduce the model down and 
remove redundant factors and components. 

For our purposes, we're interested in distilling down the aspects of 
someone's behaviour which are directly involved in getting the 
result we are interested in, and these are often counter intuitive. For 
example, when modelling high performers at a retailer, we found 
that: 

o 

o 

o 

Successful store managers don't manage their stores 

Successful finance analysts don't look at numbers 

Successful buyers don't buy 

Interesting, isn't it? Are you wondering how this can be the case? 

You'll find that the public speaking market comprises lots of people 
who have packaged up some specific knowledge or expertise and 
offer to pass it on to others. There are experts on sales, customer 
service, leadership, personal performance, success, recruitment, 
team work, sport, all kinds of subjects. What many of them do is to 
spend a number of years enjoying greater success than their 
colleagues, so they naturally assume they have some special skill or 
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knowledge. They form a theory about what this is, based on what 
they observe themselves doing differently, and they then craft a 
public speaking career passing that knowledge on. 

Their talks are usually quite entertaining or impactful, and they 
break down their success into something that's nice and easy to 
remember, perhaps using a mnemonic or metaphor. 

The main focus of the talk is to pass on knowledge on how to do 
what they do. The problem is that knowledge of how they do what 
they do is useless to someone who doesn't know how to do it. 

You might recall that in the Think Different chapter, a sports team 
manager gives a talk on how to think differently about your 
business. So I know what to do, but I don't know how to do it. 

A friend of mine is a recruiter, and he's very good. Before that, he 
was a very good salesman. He's been thinking about how he can 
put together some seminars on successful recruiting that will help 
other recruiters to be more successful. One of the things he says is 
that sales is really easy to measure, because you get a direct 
connection between activity and results, so as soon as something 
isn't working you can stop doing it and do something else. 

I offered the contrary view - maybe something isn't working 
because you haven't done it for long enough? He said that in reality 
you know the difference. I said that he knows the difference, and 
that's the difference! He knows the difference between something 
not working because it isn't working and something not working 
because you haven't been doing it for long enough. 

So if in his seminar he says, "In sales, you can easily see when 
something isn't working and do something else" then the audience 
will all nod approvingly. But in the real world, the first time it 
happens, they'll be wondering, "Is this not working? Or should I 
wait a bit longer? How will I know?" 

So it turns out that his skill doesn't lie in switching strategies. It lies 
in knowing when to switch strategies.  And that was something that 
he learned to do. 
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Now, he doesn't know how he learned it. He doesn't even 
remember when he learned it, because he learned it when he wasn't 
learning. He learned it when he was selling, so he wasn't paying 
attention to what he was learning. And now, when he thinks back, 
he realises that he just knows it, but doesn't know how he knows it. 
And that's a big problem for the people who are going to come to 
his seminars, because it means that the majority of them won't be 
able to get his system to work. Not because it's not a good system, 
but because they are missing vital information. 

So his focus, and the focus of many people in his place, is on how 
to do what he does. This is the wrong thing to focus on. He needs 
to focus on how he learned to do what he does. 

The people at the seminar think that what they want is to do what 
he does. That's not the case either - what they really want is to 
learn how to do what he does. There's a big difference. 

General hints 

You'll find that the majority of valuable information that you get 
from your modelling subject will come when you're paying the least 
attention to them. Record the conversation and listen to it several 
times to glean every last piece of content. Many people have said 
that the most valuable information came out after the interview had 
finished and they were 'just chatting', so that should tell you 
something about the style of interview that gets the most response 
from the subjectl 

You should aim to interview your subject somewhere that they feel 
comfortable, and preferably somewhere they would naturally use 
the skill that you're modelling so that they have easy access to it. 

You may want to use the technique that Michael Parkinson (an 
English talk show host, for our International readers) uses when he 
interviews guests on TV. If you watch, you'll notice that he gets his 
guest fully associated into a past memory before he starts asking 
questions, and in doing so he gets a greater depth of emotional 
response than other interviewers. Just remember to spend a few 
moments getting your subject into a state where they are fully 
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associated with the skill you want to model. You'll find that the 
whole process is then much easier. 

Success Factor Modelling 

Robert Dilts is probably the most well known and prolific NLP 
modeller, having modelled people such as Walt Disney and Albert 
Einstein and produced models of generic skills such as leadership 
and creativity. 

Dilts' Success Factor Modelling approach requires that you find a 
number of people who appear to share a common skill or talent. 
The whole modelling process is as follows: 

o Interview the individual 

o Interview the people they work with or relate to 

o Watch them in their normal environment to confirm the 
model 

o 

o 

o 

o 

Check the model against their peers to benchmark their 
performance 

Check the model against your own peers to check current 
research or thinking 

Check the model against the individual or organisation's 
vision - their stated future direction 

Check the model against the individual or organisation's 
past - their legacy or habits 

From all of these separate models you can then refine a model of 
the specific skill within the context that it operates. 
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Strategy elicitation and the TOTE model 

A strategy is a specific sequence of steps that are necessary to 
perform a particular task. Simply, you take your subject through the 
skill, step by step, until you have built up a detailed map of the 
behaviour. 

For example, a skill for goal setting might break down into: 

1 .  Form mental image of desired outcome 

2. Check for congruence of outcome - gut feeling 

3. Recall current situation 

4. Form mental image of steps required to reach outcome 

5. Check for congruence of outcome - gut feeling 

In other words, the person imagines what they would like to have, 
feels good about it, imagines the steps they need to take and, if it 
feels right, they do it. 

The TOTE model adds an extra layer of formality to the basic 
strategy in that it adds criteria for starting the strategy and ending it. 
TOTE stands for Test Operate Test Exit, so to the above example 
it adds "how do you know when you want something?" and "how 
do you know when you've got it?" 

You may also find that your subject has very specific criteria for the 
Test and Exit stages, for example someone who is scared of public 
speaking may know to get scared if there are more than 3 people in 
the audience. If there are fewer than 3, it doesn't count as a 
presentation so the 'get scared' strategy doesn't run (the Operate 
part) . 

This can be a very useful change tool - shifting the criteria so that 
the problem strategy no longer runs. 
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If you're worried that this approach simplifies a person's behaviour 
into a set of simplistic rules then don't be - our behaviour is created 
by a set of simple rules. It's just that there are so many 
interoperating, tangled up rules that our behaviour seems less linear 
and gives us the illusion of free will. 

A baby has very simple operating rules, one of which is: 

This TOTE strategy is very effective, because it gets the problem 
fixed regardless of what it is. Whether the baby is hungry, cold, hot, 
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tired or sitting in a dirty nappy, its parents will respond by trying 
everything until the crying stops. 

As any parent will know, sometimes the crying is itself the problem; 
the baby gets so worked up that, long after the original problem has 
been solved, crying is the reason that the baby is crying. 

Maybe you work with someone who still employs a strategy like 
this? They complain until someone makes the problem go away? 

If you, or someone you know, can walk into a meeting and 
immediately get a feel for what the outcome will be, you can model 
that as a simple strategy. Whilst they may be processing huge 
volumes of sensory data, their decision process will be simple. 

This raises a very important point. Whilst the data being processed 
may be complex, the decision itself will be very simple, otherwise it 
won't get made. I'm sure you can think of an indecisive friend who, 
no matter how simple the information, they always make it a 
complicated decision. Therefore there is a huge difference between 
having a simple, elegant decision strategy that sorts through lots of 
information and a complex, redundant strategy that makes a 
mountain out of any molehill. 

A redundant strategy is one that has loops or branches that don't 
contribute to the decision. For example, if you were deciding what 
to have for lunch and one step in your process is to first find out 
what kind of shoes your best friend is wearing, that may be a 
redundant step which slows down the decision. 

If you need to know because you're meeting them for lunch, then 
that's fine, but it still has nothing to do with choosing what to eat. 

Here's a set of criteria that someone might use in choosing lunch: 

o 

o 

o 

o 

o 

How much time do I have 

How long will it take to get served? 

How is my diet going? 

What did I have yesterday? 

What do I fancy? 
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o 

o 

o 

o 

o 

Am I going out for dinner tonight? 

Where are my colleagues going for lunch? 

Am I going to eat out or at my desk? 

Do I need to drive whilst eating? 

How much money do I have? 

With such complexity, a simple TOTE strategy can become very 
complex, so we need to turn to a more comprehensive approach, 
developed by Jonathan Altfeld, called Knowledge Engineering. 

Knowledge Engineering 

Knowledge Engineering was developed by Jonathan Altfeld who 
used Robert Dilts' work in modelling belief systems. For example a 
decision rule such as, "If I'm going out for dinner tonight I ought 
to have a light lunch" is based on a belief; an expectation about 
future events. 

In fact Knowledge Engineering isn't a new idea, it has been used 
for a long time by software engineers building expert systems that 
are used in, for example, IT helpdesks or troubleshooting guides in 
software. What Jonathan has done is to combine the expert system 
approach with the language of human beliefs so that we can map 
out complex decision systems in human behaviour. 

The logical rules that we map out can be broadly categorised as 
rules which operate in the presence of information, and rules which 
operate in the absence of information - exception rules. 

For example, a rule could be either, "I'll take my coat if it looks like 
rain", or, "I'll leave my coat if it doesn't look like rain". 

In business decisions, a manager might say, "I'll call him if he 
doesn't call me by Tuesday", which sounds very sensible until we 
add in the final component of the rule, which is the meaning. If the 
person hasn't called, it means something. That information, or the 
absence of information, means nothing in itself. The manager 
attributes some meaning to it, and that meaning may or may not be 
useful. 
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The logical levels approach 

You can use the Logical Levels hierarchy that we talked about 
earlier as a structure for asking questions, so that you guide your 
interviewee through a sequence of thoughts and experiences. This 
approach works well for skills that are very broad such as 
'leadership' or 'conflict resolution'. 

Environment 

Where and when do you do this? 

What is your state when you do this? 

Behaviours 

What specifically do you do? 

How could you teach me to do this? 

Do you set any specific outcomes when you do this? 

How do you know when you've achieved them? 

Capabilities 

What skills do you have that enable you to do this? 

How did you learn how to do this? 

Beliefs 

What do you believe about yourself when you do this? 

How do you know that you're good at this? 

Identity 

Who are you when you do this? 

What does this skill say about you? 

Remember to check you have a good level of rapport before you 
start - you may find it useful to frame the meeting with a statement 
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such as, ''When I've modelled successful people in the past, I've 
found the questions I'm about to ask really useful - if they don't 
make sense, that's fine - just use them as a guide to say what comes 
into your mind. If I ask similar sounding questions, it's to give you 
a chance to build on what you've said already" 

The curious approach 

Simply adopt a curious state and ask questions like, "Wow! That's 
amazing, how do you so that?" or, "Can you teach me how to do 
that?" Just explore the talent or skill freely and copy what your 
subject does, asking them to help coach you into the right state. 

This approach also incorporates behavioural modelling in which 
you allow yourself to copy someone else's behaviour without 
consciously processing it. It's an excellent way to learn physical 
activities such as dance steps or martial arts moves. 

You actually have a part of your brain that has the job of 
behavioural modelling. If you take a moment to get into rapport 
with the person you want to model, just imagine that your body is 
under their remote control. Don't look at specific movements, just 
defocus slightly and take in their whole body at once. You'll be able 
to copy the moves very successfully very quickly but if someone 
asks you how to do it, you might say, "I don't know, I just do it!" 

Overall, modelling is an extremely valuable skill to develop. Often, 
when helping someone change something or solve a problem, just 
modelling the undesired behaviour will change it for the better. 
Perhaps this is as a result of bringing unconscious aspects of the 
behaviour to their conscious attention, perhaps it's as a result of 
reframing the behaviour as a talent rather than a problem. All I can 
say for certain is that it is a vital part of any coaching process that I 
undertake with a client. 

Another important application of modelling in business is talent 
management, or the replicating of talents within a team or 
organisation. Instead of grooming people for future leadership 
positions through succession planning, why not model and install 
the behavioural programs that are most effective in your culture? 
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Most teams and organisations have a handful of 'star performers' 
who effortlessly excel - in sales, customer service, design, 
management, leadership or any area of a business where intuitive 
skills rather tl1an business processes play an important part in an 
individual's performance. 

By modelling your star performers, you can find out how mey are 
able to achieve the results mat they get. You can tl1en help tl1em to 
refine meir own talent and you can also teach it to everyone else as 
a behavioural model for excellence. 

In this modelling approach, you take a fundamental behavioural 
model mat is already working in your organisation wim your 
customers and your staff and you share it wim everyone in mat 
team. Perhaps you even share it between teams, for example 
transferring a model for customer service from your technical 
suppOrt team to your sales team. 

Extraction of 
the model's 
elements 

Disti l lation 
into usable 
performance 
model 

Instal lation 

. -.. � 

. ---....e 

. - . -.. � 

. ---.... 

. ---.... 

Testing 

---.... 

� 

� 

Your organisation is already a proving ground for excellence, and 
you currently measure it mrough sales management, appraisals and 
pay rises. By adding me essential tools and principles of modelling 
to this, you can accelerate me rate at which intuitive best practice 
develops in your business and benefits your customers. 
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GET IT OUT! 

When a problem is stuck in your head, it can be very difficult to see 
or feel the whole thing. You can easily lose sight of the extent of 
the problem, or how it connects with other areas of your life. With 
a complex problem, it can be very important to get the problem 
into a format that you can interact with directly. 

When a problem is too big to think about, you literally 'can't get 
your head round it'. So if you can't get your head around it, get it 
out of your head. 

By far the simplest way to get an idea out of your head is to write it 
down and then to put it somewhere sa fe. It is very important that 
you know you are writing it down because it is important, not 
because you want to forget it. Your brain needs to know tllat you 
are taking this information seriously and you are only freeing up 
some memory, like you might do on your PC by closing down a 
program you aren't currently using. 

Do you save your work before you shut down your PC? I f  you try 
to shut it down without saving does it remind you? What I'm 
suggesting here is no different. 

This is a very e ffective approach to help you to concentrate, or to 
sleep. I will stress again that the key for this to work really well is 
for you to know you are writing an idea down to get it out of your 
head so that you do not forget it. I f  your brain thinks you're trying 
to forget, it will keep reminding you not to forget and you won't be 
able to get the level o f  concentration or relaxation that you need. 

I'm talking here as if your brain has a mind of its own, and 
sometimes it's useful to think in that metaphorical way. 

Some people keep a notepad by their bed so tlley can get tlloughts, 
ideas or problems out of their heads as they settle down to sleep, or 
so that they can write down ideas that come to them in tlle night. 

Here's one really easy exercise that you can do, eitl1er by yourself or 
with a friend, colleague or facilitator. All you need is a pack of small 
cards or sticky notes and a clear table. 
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If you're working with someone, just talk through the problem, As 
you talk through the situation, your partner writes down the 
components of the problem along with any words or phrases that 
you mark out as being important. You might make a particular 
gesture, you might use a certain tone of voice or you might do 
something else that indicates that a particular item is important. If 
you get into an area that seems important in itself, your partner can 
write down a title for that topic. 

If you're working by yourself, just daydream through the problem, 
thinking about all the different elements or components that 
contribute to it. Think about all the consequences and factors. 
Think about all the people involved. Write down all the elements of 
the problem, along with anything else that seems important onto a 
card or sticky note. Do not try to think in a structured way, it's 
important that you just allow yourself to daydream. 

When you have a stack of cards, arrange them on the table. You 
can arrange them any way you want and in any order. You are 
allowed to do anything with the cards that makes sense to you. You 
can rearrange the cards as many times as you like until you are 
happy. You can discard cards and even write new ones if something 
doesn't fit or is missing. 

When you have finished, step back and take some time to notice 
how the arrangement of cards relates to the problem. If you have 
discarded any cards, are these meaningful in some way? If you 
needed to add any cards to balance the 'shape', do these new cards 
represent some unexplored area or untapped resource? 

There's no 'right' or 'wrong' way to arrange the cards, just 
something that works for you. As you sort and arrange the cards, a 
pattern will emerge that is generated by the way you structure this 
situation in your mind, and the exercise allows you to organise and 
understand the situation in a way that you can't when you just think 
about it logically. 

If you're interested in seeing how this might be relevant, here are a 
couple of real examples. 
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D O  This relates to someone who was trying to find a 
way of channelling energy more effectively. The 
layout of the cards seems to be an equation with 
the solution being somewhere to the right of the 
equals sign. The E stood for Energy. 

The second example comes from someone 
who was planning a career change and needed a 
clear direction through some problems. 

As he lay out the cards, names for the three 
parts of the arrow came to mind. To the left is 
'planning', to the right is 'information' and at 
the top lies 'purpose'. 

One card did not fit in the arrow shape and it turned out to 
represent a problem that this person had been giving himself. He 
threw the card away and the problem literally disappeared. 

When a situation or problem has been churning around in your 
head for a while, it quickly becomes mixed up with other thoughts, 
ideas and concerns. As soon as more than one person becomes 
involved, the situation gets even worse as each person carries a 
unique and different representation of the problem. Thinking about 
the problem, however good a thinker you are, will never, ever help 
you, and there are two reasons why that is (that I can think of): 

o You can only think of things that you know about 

o You can only think of a few things at the same time 

So, firsdy, the cards technique - or anything that involves another 
person observing and reflecting back the unconscious elements of 
your thoughts - is a good way to bring to your attention elements of 
the problem that you did not have conscious awareness of, and 
therefore which you couldn't have thought about. 

Incidentally, this is one reason why coaching is so effective. One of 
the most important things I do is to point out or reflect back 
information that my clients are not consciously aware of. I am 
frequently called 'insightful' for doing nothing more than reflecting 
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back something a client said ten minutes before whilst rambling on 
about a problem. When people talk about problems, they frequendy 
go round in circles because their logic is circular, but the problem is 
so big they can't see they are going round in circles. When I help 
pin the logical loop down so that they can interact with it directly, it 
frequently looks like magic. In reality, it's just me paying attention. 

A friend of mine was telling me about the problems in her business. 
She needs to hire a new consultant, but the workload means she is 
doing a lot of work herself which takes her away from running the 
business. She wants to step back from the front line, but can't 
because of the workload. After about half an hour of listening to 
her go round the loop, I presented her thinking back to her: 

''You can't hire a consultant because you're too busy, and you're 
too busy to step back because you don't have time to hire a 
consultant. What you need to do is create the time you need to hire 
someone." 

She said, "You always have such good advice!", and, as you can see, 
it's not really advice at all. I'm just untangling her thoughts so that 
she can do what she already knows she needs to do. 

Secondly, our brains can only process at most about 7 pieces of 
information. On a typical day, it's more like 3. As soon as a new 
idea enters your head, an old one falls out. Try juggling and 
recalling a telephone number at the same time to see this in action. 

This ability to hold only limited information in conscious attention 
has an important implication for communicating change. All too 
often, people launch into communicating the whole plan. As soon 
as you mention change, people will go off into their own world, so 
don't tell them any detail at this point. 

You may have heard that you need to cover just 3 points in your 
presentation, so here they are: 

[] 

[] 

[] 

Things are going to stay the same and get better 

Things are going to stay the same and get better 

Things are going to stay the same and get better 
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That may look like only one point, but it was so good that it was 
worth saying three times. You don't want to overload people with 
information. Remember too that communicating change is a bit of 
a trick - Change Magic is about continuous change that people 
don't notice. Of course, people will notice little things changing 
over time, such as all of your competitors employee's coming for 
interviews, so you need to keep on reassuring people that things are 
going to stay the same and get better. 

So, since our brains can only process a limited quantity of data 
(God obviously thought that 640k of memory was more than 
enough for any program*), a complex problem is literally too big to 
think about. What you need is a device to reduce the scale of the 
map so that you can plan your route. That is exactly what the cards 
exercise does - it gives you a way to see the whole map so that you 
can decide which areas you want to learn more about or change. 

They say that two heads are better than one, which is mostly true 
unless you've only got one hat. Remember, it's a matter of context. 

* Bill Gates allegedly said this in 1981.  My PC has nearly 5000 times this 
capacity and in a typical company's computer room you can find PCs with 
almost 500,000 times that capacity. In the near future, you'll see PCs with 
1,500,000 times that original limitation! Planning ahead won't help you if you 
base your plans on how things seem today. 
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QUESTIONS 

Here's an idea for you to ponder on. 

Each species has a specialisation which is related to the 
environmental niche which it occupies. Random mutation and 
hybrid adaptation lead to changes in the physical structure of an 
organism, and those changes are either better or worse suited to 
that environmental niche. Therefore, as I have said elsewhere, the 
environment selects the organism that occupies it. 

But what about humans? We change the environment to SUlt 
ourselves, so does that mean we have stopped evolving? 

No - because evolution is not a purposeful, planned process. This 
is the fundamental point that many people overlook. We didn't 
evolve into human beings - we randomly mutated, and we continue 
to do so. The species that we know as Homo Sapiens is only what 
we see at our current stage of evolution, and even at this stage we 
have huge diversity within the human population. Just within 
recorded history, many physical aspects of the human species have 
changed including height and lifespan, and our physical features 
continue to change as our gene pool becomes more diverse and 
therefore more adaptable. 

So we are still evolving because we are still changing, we are still 
adapting and we are still learning. 

Human beings are specialised organisms. Just like a fish specialises 
in breathing undelwater, and an eagle specialising in flying, we 
specialise in adaptation. We specialise in creativity and problem 
solving. We can adapt faster and incorporate those changes into 
future generations faster than other organisms, so it appears that in 
our lifetimes, the human cognitive evolution is moving faster than 
our biological evolution. 

We can learn faster than our physical bodies can change. Rather 
d1an wait to evolve wings, we invent airplanes. Rather dun wait to 
evolve gills, we invent scuba gear. And then we invent the printing 
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press so that we can pass that knowledge across geographic and 
generational boundaries. 

Human beings - you, I ,  the people you can see around you - are so 
specialised to adaptation that it makes us very good problem 
solvers, and it therefore makes us excellent decision makers. 

At this point, you might say, "but my wife/husband/boss is a 
terrible decision maker. They procrastinate and never end up with 
something they're happy with" 

And I would say that this proves that they are excellent decision 
makers. They are excellent at answering questions. What they have 
10 common with the rest of us is that we are rubbish at asking 
questions. 

Consider this example. 

Here's a pen: 

And here's a teapot: 

(Of course, that's not really a teapot, it's just a picture of one. That 
really may be a pen, though. How would you tell the difference?) 
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Answer these questions about those two items: 

o Which is best? 

o Which is nicest? 

o Which is right? 

o Which should I use? 

o Which should I have used? 

Tough questions? Feel like you don't have enough information? 
Information is an illusion. You already have too much. 

Have you ever tried to compare two jobs, or two holidays, or two 
people in order to find out which is 'best'? And don't even try and 
tell me how easy it was, because you're such a rational, well 
organised person who doesn't get tied up in such trivia. Remember 
- we all excel at making decisions, finding solutions and answering 
questions. It's asking questions that we are genetically predisposed 
to being useless at. And why would we expect anything else? In 
evolutionary terms, the environment asks the questions, we just 
have to figure out the answers. Mother Nature asks, "Can a human 
survive here?", and we find a way. 

Sheep, on the other hand, are great at asking questions, because 
they only have one - "Where's the grass?". At a certain time of 
year, they might stretch to, "Where's the other sheep?" but that's 
about it. We, on the other hand are full of questions: 

"What should I do?" 

"What should I have done?" 

"What's the right thing to do?" 

"What's best?" 

"What's the meaning of life?" 

It's no wonder that we get wrapped up in meaningless answers like 
"42" when we ask such meaningless questions. 
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When someone asks a question like, "What should I do", most 
people will respond as if the person doesn't know what to do and 
jump into giving advice. Usually, they have already decided what to 
do and they're now trying to live with the consequences of that 
decision. 

Consider a manager who has to get rid of an under performing 
member of staff. The manager knows exactly what to do, but puts 
off the decision. In fact, they already made the decision, but they 
put off taking action on it. They don't want to upset the person, yet 
they also don't want the consequences of the underperformance. 
What to do? They might say, "I don't know what to do" when what 
they really mean is, "I know what to do, but I don't know how to 
do it and not feel like a git". They're not trying to solve a problem, 
they're trying to resolve a contradiction between commercial need 
and self image. 

Try these questions instead: 

o Which is a pen? 

o Which can I make tea in? 

o Which is heaviest? 

o Which could I hide 1n my pocket without alarming the 
neighbours? 

Easier? It's not a trick, I'm just asking better questions. 

You may be thinking that you always ask really good questions and 
therefore this doesn't apply to you. You might also be thinking that 
the first questions were subjective and therefore unanswerable. This 
is a misleading idea that gets taught on corporate training courses, 
and we have to set it straight right now. It's misleading for two 
reasons. 

Firstly, all questions are subjective. There is no objectivity, because 
the object is always a human and a human is always subjective. 
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Secondly, we all respond to subjectivity by inserting our own 
experience into the empty spaces. Hypnosis is the an extreme case, 
but company mission statements and advertising are very close. 

I've just sat with a salesman who sells training courses. He had a 
call from someone who is looking at three career options, let's call 
them A, B and C. He didn't make a decision because he wants to 
keep his options open. The salesman asked sales questions which 
were fIne, but they didn't get the person any closer to a decision. 

If he is trying to decide which is the best option, he will appear to 
procrastinate. If he is trying to work out which is the right thing to 
do, he'll take a long time to make a decision. He already has too 
much information, he's simply asking the wrong questions. 

What about a question like, ''Which can I imagine myself still doing 
in 20 years' time?", or, ''Which career can I move into with the least 
retraining?" 

Better questions, and to avoid the same trap I will defIne a better 
question as being a question which is more effective at getting a 
clear answer. 

As a Change Magician, you can think of yourself fulfIlling a number 
of roles, one of which is "to help people ask better questions". 

You'll know by now that telling people your solution to their 
problem does not work unless they are seeking practical 
information such as "how do I open this" or "can you tell me the 
way to the Post OffIce?" The only way you can really help people -
including yourself - to deal with complex problems is to help them 
gather more information about the problem, by expanding their 
map of the problem, by asking them questions. 

The interactive chapter of this book (www.changemagic.com) has a 
unique problem solving tool called the Unsticker which asks you 
questions that change the way you think about a problem. You can 
learn the simple principles of the Un sticker to solve problems 
easily. 

You may have been on training courses where you learned that 
there are "open" and "closed" questions and that you should only 
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ask "open" questions. As with all generalisations, it's nonsense. You 
may have spotted that saying, "all generalisations are nonsense" is 
in itself a generalisation. If you can work that one out, you're good. 

Worrying about open or closed questions implies that you care 
what the answer is. These questions are fundamentally different and 
in fact demonstrate something that's critical to your success as a 
Change Magician. When you ask people questions, the answers are 
largely irrelevant. What's important is how they think about the 
answer. By asking questions that direct people to think in certain 
ways, you will help them to solve questions, recover lost 
information and reconsider preconceptions easily and, well, 
magically. 

Here are some categories of questions that you may find useful. 
You can try out the different types of question on different types of 
problem and learn for yourself which works best in what situation. 
Remember that the key to this isn't to have the "right" question -
it's having lots of questions. 

Remember to visit www. changemagic.com to see the Un sticker 
in action. You can also find The Unsticker in the books Six 
Questions and The Un sticker, also available from Communications 
In Action. 

Representation 

Some questions attack the way that you represent the problem to 
yourself. When you are away from the problem - people, a place or 
whatever - you still carry it with you as a collection of memories. 
Those memories are arranged in a special, unique way that 
collectively forms "the problem". As the problem changes, the 
representation changes. Does the opposite happen too? Yes, if we 
play with the representation, the problem changes. When your 
brain notices that the problem can change it very quickly learns that 
the problem is under your control and this starts a process of 
reorganisation, during which you will have many creative insights 
that help you deal with the problem. 

Our senses are all interconnected and whilst you may think that a 
feeling is totally different to a sound, in fact all of these different 
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sensory experiences are generated by electrical signals carried by 
nerves. When the signals arrive at the brain they are sorted, filtered 
and then represented to your conscious attention. We all have an 
element of interaction between these signals and for some people 
this is much stronger than for others. For some time now, there has 
been a view that people with a high degree of sensory interaction or 
"synaesthesia" are particularly creative and intelligent. In fact, this is 
just another example of scientists jumping to conclusions. We are 
all synaesthetic, it just gets beaten out of many of us by education. 

I was recently in a place where background music was being played 
and I heard a boy say to his father, "Daddy, I can see the music". 
His father replied, "No you can't. You might be able to see the 
speaker but you don't see music. You hear music". Mozart was said 
to be highly synaesthetic and saw colours when he heard or thought 
of music. We all do this naturally from birth as it's part of the way 
that our brain sorts nerve impulses. When you are first born, your 
brain is relatively undifferentiated. Only by trial and error does your 
brain start to figure out which nerves do what. If you've ever been 
into a computer room and seen thousands of wires and wondered 
where they all go, this is the challenge that your brain faces when 
you are born. In a computer room, engineers tug on one end of a 
cable and look for movement at the other end. Sometimes they use 
an electrical device to play a tone down a wire and listen at the 
other end to see which wire is being tested. Your brain does the 
same thing when you're first born - it fires a nerve and tries to 
relate that to which limb moves. 

All of your memories, including holidays, words, music and 
emotional experiences are represented in all of your senses at the 
same time, giving you the ability to recover the entire memory using 
any sensory input as a trigger. You may be reminded of a holiday by 
a sight, a piece of music or a smell and with that trigger, the whole 
memory floods back. 

What colour is your favourite piece of music? What does blue 
sound like? What colour is the smell of  perfume? What noise does 
the taste of chocolate make? 

Synaesthesia is closely connected with creativIty. If you have 
children, you wouldn't want to train that quality out of them, would 
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you? You can easily develop synaesthesia in children, and in adults, 
and you'll be surprised at how naturally creative people are. 

Here's a litde trick for you that uses your synaesthetic ability to 
control pain such as toothache or backache. When you get a pain, 
what does it look like? What does it sound like? How can you 
manipulate the image or sound? For example, if the pain is a red 
ball, can you squash it or change it's shape? Can you change a sharp 
"aahhh" sound into a smoother "oooohh" sound and then into an 
"oooooooh" sound? As you make these changes, how does the 
pain change? In the case of the image you can pick up the ball and 
throw it over your shoulder. I've seen people represent pain as 
black balls, needles, shards of glass and many other variations. In 
each case you can change the way that the pain is represented 
which changes the pain and even turns it off altogether. If you're 
feeling doubtful, that's a good reason to try it. 

So, the same is true for problems. If you change the way the 
problem is represented, the problem has to change to adapt to the 
new representation. The representation IS the problem as far as 
your brain is concerned. The effect is exactly the same as painting a 
bitter tasting coating onto the nails of a habitual nail biter. By 
making an environmental change that forces the person to do 
something different, the whole problem has to reorganise itself. 

Resource 

Generally, you have everything you need to deal with any problem 
you would ever face. At some point in the past, you have had an 
experience which is relevant to whatever situation you find yourself 
in now or in the future. What often happens in the case of 'problem 
thinking' is that this experience does not readily translate from one 
context of your life to another. 

For example, someone who has a job as a salesman may be unable 
to talk to strangers at parties. Can you imagine a salesman not being 
able to talk to strangers? "Aahh . . .  that's different" he would say, and 
he is right - it is different. It's still relevant though, so what we need 
to do is get the skills to transfer - to get him to make connections 
from one area of his life to another. People who are very flexible 
and adaptable do this naturally. 
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The resource questions help you to find relevant experience to deal 
with this problem, which may come from the past, the future or 
from other people. Remember that if you do 'what someone else 
would do' you are in fact using your own skills! This other person 
doesn't live in your head, so you use information from a different 
part of your brain to provide the answers you need. It was still in 
your head, it was just stored somewhere out of reach. 

Clearly, there are times that you need to learn a new physical or 
technical skill in order to solve a problem, but the need to learn this 
skill is not part of the problem - it is part of the solution. If you 
know that you need to find out how to do something, you have 
already created a solution which you now need to test. 

Acquiring new resources is concerned with not even knowing how 
you are going to tackle the problem - not knowing where to start. 
For example, if you are having trouble deciding what to do about 
something then a useful resource would be 'an ability to make good 
decisions easily'. You already have this ability, it's just stuck 
somewhere else for the time being. Access to resources is the issue 
here, not the presence of them. 

Using a role model is an excellent tool in this situation. Asking 
yourself what someone else would do gives you access to resources 
that you already have. If you like, you can give the other person the 
credit but the memory of them that contained the resource was 
inside your head all along. 

Dissociation 

Being too close to a problem means that you can't see round or 
over it and you can't tell how big it is. When you take a break from 
something and go back to it, only to see it differendy, you are 
dissociating yourself from the problem. When you go on holiday 
and come back with new ways of tackling old problems, you have 
dissociated yourself. When you think back to a problem you had 
ten years ago and laugh at yourself, you are now dissociated. 

Dissociation is a very powerful tool and is used in many situations 
including phobia cures and personal change. Here, dissociation 
questions are used to help you gam some distance from the 
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problem. This might help you to see round it to the real goal, it 
might help you to get a sense of the size of the problem or it may 
just give you some breathing space. 

Reframe 

Reframing is what happens when you take something that you are 
totally certain about and add in a new piece of information that 
throws your certainty out of the window. Reframing attacks 
subjective meaning; in other words when you have a group of 
memories that you have collected together and summarised with a 
meaning, you have added information from your own experience 
that may or may not be useful. 

For example, you might collect some experiences together at work 
and attach the meaning, "I'm never going to get promoted here, 
they have their favourites and I'm not one of them". You have no 
way of knowing if that is true or not, but it becomes true because 
you believe it. To make matters worse, you then filter new 
experiences through this meaning. If you did get promoted, it 
would be because they felt sorry for you, or because no-one else 
was left, or because they wanted a scapegoat. What kind of manager 
would you be with this attitude? Reframing just picks at the loose 
threads of meaning, giving you a chance to build a new, more 
useful one. 

State 

If you're feeling miserable, it's probably not a good time to write a 
life plan. If you're feeling dejected, it's not a good time to go for a 
job interview. The weight of a problem can really affect your state 
and thereby your ability to deal with the problem. When you're 
feeling bright and bouncy, you just shrug things off that would 
seem like major problems if you were feeling down. Your state is 
another fIlter through which you interpret the world, so before you 
can find a solution to a problem you need to change your state 
from a 'problem state' to a 'solution state'. 

There are many ways to do this which mostly fall into two main 
categories - physiology and focus of attention. In other words you 
can go for some fresh air or think about something else for a while. 
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State questions divert your attention to something else. Some of 
them might be a little odd or even confusing and that's intentional 
as confusion is another way of changing how you think. 

When I was developing the Un sticker at www.changemagic.com. I 
wondered how I would get the software to interpret the visitor's 
problem and ask relevant or intelligent questions. I imagined some 
kind of artificial intelligence software that would pick out key words 
from the problem statement and place them in the right question. 
As I worked on the Unsticker, a curious thing happened. I 
remembered the whole point about creative problem solving was 
that a person's thinking is constrained by the problem - and that's 
normally the problem. In the case of the Un sticker, it was also the 
solution. When a person's thinking is constrained by any frame of 
reference, anything that happens will be interpreted relative to that 
frame. 

When you visit the Unsticker with a problem, your thinking is 
constrained by the problem so you interpret the question in relation 
to the problem, whatever the question is. I realised that with 
properly structured questions, I could actually ask any question and 
it would mean something. Even better, asking random questions 
works more effectively than asking the right question. Why? 
Because to describe a question as "right" it must also fit into the 
framework of either the problem or a single predetermined 
solution. 

The questions in the Un sticker are outside of the frame of the 
problem, so the person being unstuck has to change the problem in 
order to process the question. After just a few clicks, many people 
have said they were unable to remember the problem. 

It turns out that you don't need to ask the right question. Just ask 
any question and trust that you'll get the right answer. 

You've probably seen lots of problem solving methodologies that 
have acronyms and steps to follow. Here's a secret for you - don't 
tell anyone or the people who make money out of these models will 
get upset. 
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Every single person on the planet has a way of solving problems 
that is unique to each individual, although there are some common 
characteristics that seem to work better than others. A handful of 
people have figured out their own unique and peculiar problem 
solving method and written it down. They then tell everyone else 
that they have a new way of solving problems and that you can't 
solve problems without it. Then they charge you money to use it. 

Companies buy these models by the cardoad, which then gather 
dust on a shelf. Why? Simply, because these models are not YOUR 
model, and your model works perfecdy well, thank you. I met 
someone who remembered his pres

"
entation notes by imagining 

them written in white lettering on the sides of car tyres. He could 
sell that, and there are enough people in the world with enough 
doubt in their own abilities to make him rich! 

So does the Un sticker ask better questions? Not really, it's just 
designed to ask questions that aren't bounded by the problem. In 
that respect, they are better questions in relation to their purpose, 
which is to move a person's thinking outside of the problem so that 
they can find a solution. So the Unsticker's questions are better in 
achieving that purpose, but they're not good questions for 
gathering facts and data. Just remember, whilst the facts might be 
important in a court of law, they're not important in solving 
everyday problems. 

Sometimes, your problem solving machine just needs a litde oil, and 
that's what Change Magic is really all about. New questions are 
being added all the time to make the Unsticker the best problem 
solving tool there is, because more questions means more ways of 
unlocking your potential as an outstanding, creative problem solver! 

CHANGE MAG\C 
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STORIES 

If you have read any of my other books, you might have seen this 
fellow before: 

Critical Fi lter 

i 
Story Di rect Question 

command 

Since we've just been talking about questions, I wanted to remind 
you of the importance of stories. All too often in business, we 
trivialise stories and concentrate on hard facts. This is a terrible 
nuisance, because we're not wired up for facts, and they're rather 
misleading. 

Go into a library or book shop and see what's in there. Lots of 
books, obviously, along with a coffee shop, adverts for Pilates 
classes and wireless internet access. But it's the books we're 
interested in today. 

Books have been around for a long time as a means of recording 
information stored in a symbolic language. Whether that language is 
English, Latin, Sanskrit, Cuneiform, Hieroglyphs or cave paintings, 
the point is that wtitten information as we know it is a relatively 
recent product of humanity. Spoken language is much older and, 
more importantly, much more widespread because not everyone 
can read - something exploited by the rulers of the world to protect 
knowledge. 

It seems that the structure of a story is ideally suited to passing 
important information from one human to another. It seems that 
checklists and mnemonics are a terrible way of p assing information. 
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We pass down Aesop's fables, Bible stories, Greek myths. fairy tales 
and so on down through generations. The details of the stories 
change from one telling to the next, yet the meaning stays the same. 
The story of the gingerbread man changes with every generation. 
No one storyteller uses the same words as another. Yet the message 
is always the same - don't accept free rides from suspicious 
strangers. And the message is conveyed more powerfully through 
the story than it is by just passing on the facts. 

Recently, a number of people have started offering storytelling 
workshops to businesses. We know that stories are powerful and 
fun, but why? 

The diagram above illustrates the idea that questions and stories 
will suspend a listener's critical filter. If you simply give someone a 
direct command, they will intercept it and judge it, either agreeing 
or disagreeing. Yet questions and stories seem to connect with 
mental processes that bypass this critical filter completely. This is 
rather vital when we're introducing change! 

I have formed a theory about why stories are important in passing 
on knowledge, and I'm going to share it with you. To be the best of 
my knowledge, this is a brand new theory that no-one else knows 
about yet. It came to me in a flash during a Van Morrison concert 
following a particularly stimulating conversation on the subject with 
my friend Kevin. That may seem like a superfluous detail, but you'll 
understand it later. 

A while ago, there was a documentary on TV. I think it might have 
been about schizophrenia, but the important thing is that it had a 
number of scientists and psychologists talking about mental 
simulations. One person likened this to the computers that are used 
to predict the weather. Basically, meteorologists study the weather 
and form rules. For example, if the air is warm and wet and it meets 
air that is cold, it will probably rain. If the temperature is just right 
and there is an up draught, it will probably turn to snow. 

They put all of these rules into a computer, and then they feed in 
readings about today's weather. The computer model then applies 
the rules to the current weather in order to figure out what it will be 
like tomorrow, and the day after, and so on. 
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If the rules are valid and the current measurements are accurate 
enough, the model will make accurate predictions for a short period 
of time. But more than a week and it's only as accurate as a guess. 
Why? Because the simulation isn't perfect, and small errors add up 
to become big errors over time. The forecast might say that it will 
rain tomorrow afternoon, and it actually rains tomorrow evening. It 
was close, perhaps close enough. But after long enough, its 
predictions are useless. This is why the meteorologists are always 
gathering and inputting new data, so that the model can be refined 
and the simulation can be made more accurate. 

The other reason that the simulation can't see further than a few 
days is that the granularity of the input data is too large. Let's say 
there's a weather monitoring station every 1 0  miles - there will still 
be highly localised changes that have a cumulative effect over time. 
Have you ever seen one cloud in a clear blue sky and watched it 
grow, slowly? 

Now, think of someone you know who you think has good 
judgement. Think of a decision you need to make and think about 
what they would do. What advice would they give you? 

Next, think about someone who you have seen who you regarded 
as a really good presenter. 

Next, think of someone who influenced you, positively, at a key 
point in your career. 

What can we deduce from this? Well, one of the scientists in the 
program said that we create mental models, simulations, of people 
and we then carry them around with us. The simulations perform 
the same role as the real person, so you can have your mother 
telling you to be careful when crossing the road, or your father 
telling you to wrap up warm. On the other hand, your mother 
could be telling you you're stupid, and your father could be telling 
you that you'll never amount to anything. Sadly, that happens. 

As a parent, I can see that sometimes parents say things that are 
unhelpful when they are only trying to do their best. What we need 
to realise is that the simulation is neither good nor bad, it's just 
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running with the data it was given, and that data can be updated, 
just like the data in the weather computers. 

Your mother could really haven been telling you that she is proud 
of you, and you still have so much untapped potential that you 
could achieve anything you want. Your father could have been 
telling you that he's afraid you'll accept second best in life, and you 
deserve better than that, you deserve the life that he wishes he had 
demanded for himself and he doesn't want you to make the 
mistakes he did. They could say those things, they just don't quite 
know how to. That's OK - we can correct that error when we build 
the simulation. 

In the program, an author of historical novels said that she creates 
characters for a new book in her mind and they then take on a life 
of their own. As they interact with each other, she simply 
transcribes what they say and do, and her new novel writes itself. 

I think the relevance to schizophrenia or whatever they were talking 
about was the idea that a mental model literally takes on a life of its 
own and acts as if it is a real live person. The simulation is so vivid 
that the person interacts with it as if it is a real person. The 
symptoms of the condition are perhaps then built upon the natural 
function of the mental simulator, in that we are all able to hear 
voices and imagine people giving us instructions. The difference in 
schizophrenia, the experts proposed, is that the person can't tell the 
difference between the mental simulation and a 'real' external 
experience. We all experience this to an extent when we wake from 
a vivid dream and feel confused because it seemed so real. 

So here's my theory. We have, in our brains, a remarkable ability to 
build simulations - not just static maps of the world, but living 
models that, loaded with rules and starting data, will run by 
themselves and simulate the world and the people within it. 

I read that the scientist, Nikola Tesla, would build inventions and at 
the same time create a mental model of the thing he had just made. 
He would leave the experiment running and upon returning to it, 
his mental simulation was in the same state as the real thing, even 
weeks later. I've read this as an example of his remarkable mental 
ability. The thing is, I believe we all share that ability. 
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I believe that we all share the ability to run a mental simulation of 
our homes, our workplaces, our colleagues, mentors, loved ones, 
pets, the weather, the traffic, the laws of physics and so on. And 
not only that, we have the ability to load new rules in and create 
new simulations. 

Here's the big revelation you've been waiting for. You're probably 
wondering exactly how we create these new simulations. 

Stories. 

I have arrived at this idea over the course of many years, but two 
recent experiences have really brought this to life for me. When I 
met Kevin yesterday, he was telling me about something or other, 
and as he was telling me, I was aware that I was building a mental 
movie of the situation. Earlier that day, I had been speaking with a 
client about a proposal for a training program, and the same thing 
happened. When the client had been telling me about the current 
situation, I had built a mental movie - a simulation - of it. 

And as I sat there in seat 035 of Wolverhampton Civic Centre, 
listening to the remarkable Van Morrison and his tightly knit group 
of virtuoso musicians, thinking about how the atmosphere in the 
venue felt exactly like Sloppy Joe's in Key West, Florida, it struck 
me. The raw facts do not provide enough information for the 
simulation generator to work properly. It needs a story, with all of 
the rich, metaphorical and sensory details that are contained within. 

If you haven't already figured out how this is relevant then I'll spell 
it out for you: stories are one of your most powerful tools for 
communicating new rules so that people can build and run new 
simulations and thereby change the world that they are simulating. 

Stories might even be the most powerful tool. You can give people 
a list of health and safety rules during their induction training, or 
you can tell them stories about past accidents and how they could 
have been avoided. You could tell people the rules of the office, or 
you could tell them stories about things that have happened there, 
and they'll create their own rules. 
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I once knew someone who read a book and from it formed a rich 
and vivid mental image of themselves, bringing positive change to 
the world, easily, effortlessly, elegantly. I remember how much 
other people were inspired by their abilities to make change so easy 
and so enjoyable, and so positive for everyone. I remember how 
they smiled when they realised that the person I was talking about 
was the person who is reading these words right now. 

Since first thinking about this, I've been wondering "Why do 
stories work in this way?" and "How do we test this?" 

I had a number of ideas. 

Let's pretend for a moment that we have a piece of hardware in our 
heads that gets loaded with new simulations, so just like installing a 
program on your computer, the simulation needs to be in a certain 
format. The question then is what are the parameters, what does it 
need as a minimum, and what information, when there's more of it, 
leads to a better quality simulation? 

The first thing that came to mind is sequence in time. A story will 
usually follow a sequence in time which a list of direct rules 
probably does not, so we can see how relationships between parts 
of the story connect over time. Nikola Tesla's experiments moved 
and changed, over time. He understood the rules that governed 
those changes and could reproduce the behaviour of those rules, 
mentally. 

Secondly, I wondered about people. If we strip a sequence down to 
simplified steps e.g. the GROW coaching model, then we can't 
form a simulation using that information. We could form a mental 
image of the checklist, or hear the sounds of the words, but to form 
a simulation it needs people. So without knowing who is using 
GROW on who, we either can't build the simulation, or we build it 
using some previous experience - role models! We might build that 
using a coach who we looked up to because they seemed powerful, 
or they were the trainer, but actually their implementation of 
GROW was not very good, so that's what we learn. Or we insert 
the client from hell! 
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Thinking about this, I insert an easy client who is fun to work with! 
It's funny how many new clients I meet who are easy and fun to 
work with . . .  

If we think about people for a moment, do you know about mirror 
neurons? In 'Trends in Cognitive Sciences' of December 1 998, 
Vittorio Gallese and Alvin Goldman wrote an articled entitled 
"Mirror neurons and the simulation theory of mind-reading" Look 
it up on Google for a nice PDF reproduction of the article. 

They found a part of the brain of a Macaque monkey, in the 
premotor cortex, that they called 'mirror neurons'. The function of 
these mirror neurons seems to be that the monkey's brain 
reproduces activity observed in another monkey. If we think of an 
emotional response as a form of physical response, then the result 
is what we might call empathy. 

The idea is that we use these mirror neurons to read subtle physical 
signals and reproduce the same response in ourselves, so we 
experience the same emotional response. We could call it rapport, 
empathy, modelling, learning or even mind reading. 

Gallese and Goldman put forward a theory for the action of mirror 
neurons called 'simulation theory', and it proposes that we are 
natural mind readers, using our own mind as a model for someone 
else's. We create a model of the world and the people in it, much 
like weather forecasters create a model of the weather inside a 
computer. 

Ail. alternate theory, called 'theory theory' is that we create explicit 
rules and assumptions about people's behaviour, using the mirror 
neurons. 

My thinking is that forming a theory in this way requires some kind 
of labelling system, and we don't acquire that until some time after 
we're born, so that doesn't explain how babies learn to walk and 
talk. It does, however, explain how some people are 'good with 
people' and others are not. It explains how some people can be 
more empathic, where others have to work a lot harder to figure 
out what's going on in social situations. The authors of the article I 
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mentioned even propose that it has a connection with Asperger's 
and Autism. 

For our purposes, let's compare the two and see if we can figure 
out what the relevance to our conversation might be: 

i m u l at i o n  
Observe someone and form a Observe someone and build a 
theory about their behaviour simulation of their behaviour 

Explicit rules - we can ell.'Plain Implicit rules - we can't explain 
why we act a certain way why we act a certain way 

Possibly limited in scope and Possibly broad in scope and 
accurate for a specific rule accurate for general outcomes 

Coded in language Not coded 

Passed on through language Passed on by observing, copying 

For example, if I form a theory about someone, I could say that 
they always come out of their front door at 8:25 because they 
always walk the same route to work. On the other hand, if I have a 
simulation of them, I might not know those details but I'll know 
what they would like for their birthday. 

So both seem very useful, and now that I think about it, I can see 
that they are not different theories, rather one is overlaid on the 
other. What if we form a simulation first and then code it in 
language to form a theory? That's certainly what I do when 
modelling high performers in a business; first observe and get a feel 
for what they're doing, then go back and code that behaviour into 
explicit rules. Both are important. 

Coding into rules means you can pass on behavioural information 
in a written or spoken format, which is handy when you think of 
the communication media that humans have created. 

However, the simulation seems to be a much more effective way of 
picking up large amounts of behavioural data quickly. 
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If you think that any behaviour can be coded as an explicit theory, 
try em ailing someone the instructions for a sequence of dance 
steps. You'll need some very specific frames of reference, and some 
very specific instructions. Or you could do the dance yourself and 
say "copy this". 

You might be thinking that this doesn't hold true for a recipe, and I 
think that's an interesting case. Whether we're talking about a recipe 
for an omelette, or a recipe for success, we have two levels of 
information. We have the basic ingredients: 

2 eggs, Butter and Salt 

And we have some instructions: 

Melt the butter in a frying pan. Break in the eggs. Stir on a medium 
heat until cooked. Season with salt to your taste. 

Is that enough to make an omelette? Technically, yes. But is it 
enough to make a good omelette? The British chef Gordon Ramsay 
has a TV show where he visits failing restaurants and puts them 
back on track. To check the competence of the chef, he asks them 
to cook an omelette. It's the first thing they learn in catering 
college, and they should be able to do such a simple thing well. Yet 
all too often, the result is crumbly, or rubbery, or some other 
outcome that indicates the chef may not be as competent as he 
would like us to believe. 

They know what to make an omelette with, they know how to 
make it, but there's a difference between how the chef in the 
restaurant makes it and how Gordon Ramsay makes it, and that is 
the difference between an average chef and an excellent chef. 

Lots of people speak at conferences about their secret formula for 
success. They hand out nice, easy to remember rules. Yet many 
people find that putting those rules into practice doesn't quite work 
out in the way they had hoped. I would say that the reason for this 
is simple - if you're not the person who came up with the rules, 
then they won't work for you, because they are dependent on lots 
of other stuff which you don't have, such as the original person's 
personality, resources, colleagues, experiences, fears and so on. 
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This is one reason why this book is written the way that it is -
because if I gave you a nice simple checklist of things to do, or 
some nice mnemonics, it might sound good, but you wouldn't have 
to do any thinking in order to use it. Now you might take the 
simple checklist and use it properly, but lots of people wouldn't 
You'll get more out of any learning experience when you have to 
do some of the figuring out for yourself. And besides, why should I 
do all the hard work? 

By the way, the simple checklists and mnemonics are created for 
the purposes of being easy to remember - and they are, at that first 
level. But as you start to try to apply them, you might discover there 
is a lot of information missing about how to apply them to get the 
result you want, and that's what has been missed out in distilling the 
original person's experience into a checklist. 

As a result of watching that TV show, I now have a little Gordon 
Ramsay on my shoulder whenever I cook an omelette. I actually 
feel nervous to make sure I do it properly so he won't shout at me! 
Mind you, one of his recipes is for a bacon, pea and goat's cheese 
omelette with a tomato salad. I don't think I'll be having a go at 
that one. 

I think that the implications of simulations and mirror neurons go 
far beyond empathy; we use our own mind as a model for the 
world as a whole, creating rules for understanding weather, crops, 
food, animals and so on, as well as models for people. Perhaps 
people are more complex than the weather, so we need special 
parts of our brain to understand them. On the other hand, the 
mirror neurons seem to work with some animals too. The 
researchers found that anything that looks like a hand, including a 
robotic hand, triggers the process. 

Mirror neurons seem specifically designed to mimic other people's 
behaviour, including emotional responses. In order for mirror 
neurons to work, we need someone to copy. I wonder if they can 
work from internal representations? I don't see any reason to think 
that they wouldn't, since everything else seems to work that way i.e. 
emotional and physical responses can be triggered as strongly from 
an external event as from an internally recalled or created one. 
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So my theory so far is that rrurror neurons are responsible for 
emulating behaviour immediately, and building a real time 
simulation of behaviour over time. Couple tl1is with work tl1at's 
been done recently around memory, specifically how mice learn 
from traumatic experiences by 'reliving' them after the real event, 
and thereby become accustomed to those kinds of experiences over 
time - and I think we are on to something. 

Our mirror neurons take sensory data about a person and use it to 
build a simulation that we can then refer to as if we're interacting 
with that person. Some of the conversations I have with my \vi fe 
seem to indicate that she can have a previous conversation with her 
mental simulation of me that is so vivid that she tlunks she has had 
the conversation with the real me! 

And the thing about a story is that - ideally - we produce a vivid 
internal representation from it. A good story brings the characters 
to life as vividly as if they are really in the room with you. And I 
don't just mean a good novel or someone who is specifically telling 
a story, I mean just an average person talking about something that 
happened at work, and they're so involved in the story that you get 
drawn in too, and before long you're watching the same mental 
movie as they are, and you're forming the same opinions about 
people and events. 

After all, how many times do people tell their friends or partners 
about people at work, and when they meet at the Christn1as party, 
they say, ''You're not how I imagined you!" 
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IT'S BEHIND YOU I  

A really useful place to put your problems when you've finished 
working with them is in the past. It's often the case that problems 
that once seemed huge become much smaller with the passage of 
time. 

Why wait? 

Imagine a line that represents time for you. Imagine drawing a line 
in space that connects the past, present and future. It may go 
straight through you from back to front, or it may go from side to 
side. It  may even be more elaborate still - the important thing is 
that you know where you instinctively think the past and future are. 

Remember your pile o f  problem solving cards? Take the cards and 
arrange them somewhere that represents the past for you. You may 
want to arrange them at a point on the line that represents an hour 
ago, or a week ago, or twenty years ago. You may want to arrange 
them far enough in the past that the problem is long since gone, 
but not too long ago that you forget to learn something useful from 
the problem. 

The key is to distance yourself just far enough from the problem to 
be able to think about it differently. You can even move it around if 
you like, and find out where you like it best. 

Notice any differences in the way that you arrange the cards to 
when you arranged them in the present. O ften, people doing this 
find that tlle problem either gets packed away or gets separated into 
two different issues - the specific problem itself and the useful 
information that you can extract from it. 

Here are some examples from people who have done this exercise 
in tlle past. 
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In this first example, the problem was spread all over the table, 
seeping into all areas of this person's life and having many 
consequences: 

When the problem was moved into the past, all the 
cards ended up in one neat pile: D 
Essentially, this person realised that the problem wasn't a problem 
at all - in fact, she enjoyed having it! The problem that had spread 
throughout her life became neatly packed away, correlating with the 
change in tile way she now thought about the pattern of behaviour. 

In tllis next example, tile person concerned had a problem 
connected with public speaking that would cause him considerable 
stress. In the present, the problem was again spread out, correlating 
strongly with the way that the problem spread into many areas of 
his life: 

0 0  
o 

o 
By shifting the problem into the past, it split into two halves. The 
problem naturally separated into an area tllat was out of his control 
and therefore not worth worrying about, and an area that was under 
his control. This gave him a clear sense of motivation to make 
specific changes in his life. 

DOD 
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The stack of cards on the left represents his emotional state with 
respect to the problem. The cards on the right represent parts of 
the problem that are 'real' for him and that he can influence 
directly. 

The final example is of someone 
who sees time in an are, with the 
future stretching away to the right. 
By moving the problem into the 
past, the problem split into two 
separate 'timelines'. 

D 
D 

D 
D 

D 
D 

D 
D 

The track on the left is a specific instance of the problem whilst the 
track on the right represents the 'constant' elements of the problem 
which are the important lessons to be learned from it. It is very 
important when solving problems that you learn something useful 
before discarding them - don't throw the baby out with the 
bathwater. 

So, you can see that there is no 'right' or 'wrong' way to arrange the 
cards, only a way that is meaningful to the person with the problem. 
You can also see the interesting correlation between tlle layout of 
the cards and the nature o f  the problem itself. In all of these 
examples, the people concerned were as surprised as anyone else to 
see the chosen layout unfolding in front of them. In each case, the 
meaning of the layout was immediate and obvious and helped the 
person to create new choices in handling the problem. 

Time is a great healer and, as you can see from these examples, 
there's no need to wait. 

You can imagine that time is a big subject, and there are many 
different tools around that will help you use your sense of time to 
be more creative, solve problems or even to distance yourself from 
situations in the past that you feel bad about now. 

Many people create problems that really reside In tlle future -
perhaps they don't know how something will turn out, or they 
don't yet have enough information, or they're worrying about 
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something. Business contingency planning is basically organised 
worrying, so this technique is useful here too. 

When faced with a problem, there are two amazing questions that 
will simply dissolve many problems right before your eyes. 
Consider a problem stated as "I can't . . .  " 

These two magical questions are "what stops you?" and "what 
would happen if you did?" 

No, you didn't miss anything. That's all there is to it. 

Remember that you tend to get what you focus on. By asking 
people about their problem, you are focussing their attention 
squarely on the problem itself. The more they look at it, the bigger 
it gets. Throw in some well meaning sympathy and the problem will 
soon be big enough to be insurmountable. 

"Tell me about it" . . .  "Oh dear" . . .  "Why?" . . .  ''Why not?" . . .  These 
questions just embed the problem deeper. 

The first question focuses attention on the nature of the problem -
what properties the problem has that cause it to hinder progress. 
The question puts the person back in control of the problem and 
separates them from it. They are able to explore the problem as a 
temporary barrier as the important word in the question is "stop" 
which implies that time is no longer passing. When people talk 
about problems, they are often referring to things that happened in 
the past as if they are happening through the present and future. By 
asking "what stops you", you are freezing the problem in time and 
preventing it from affecting the future which is, of course, 
unwritten. 

A sneaky variation on this is "how do you stop yourself?" 

The second question focuses attention on the future after the 
problem has been solved. Asking "what would happen if you did?" 
forces the person to create an internal experience of the future in 
which he or she has moved past the current limitation or barrier. In 
order to answer the question, the person must create this new 
future representation. In order to create that representation, a very 
important change must happen inside the person's head. Their 
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world now contains the possibility that there is a solution to the 
problem. If they can imagine it, then it can exist. 

When someone says "I can't do this" and you ask "what stops 
you?", they will tell you what barriers exist in their perception of the 
world. You can now work on these barriers directly and remove 
them, move them aside or lower them - whatever metaphor works 
for the person in question. You don't even have to work on the 
barrier itself in most cases, so you don't have to spend time 
"solving" the problem. You can just ask them to move it aside for a 
moment and, if they still need it, they can move it back again 
afterwards. Since these barriers are imposed by the person, they can 
be moved by the person too. If you listen to their language and 
watch the way they gesture when they talk, you'll see them describe 
the barrier and tell you where it is. You can either move it yourself, 
or you can get them to move it. If you just go right ahead and work 
on the assumption that they can do whatever they're having 
difficulty with, you'll find that the barrier disappears by itself in 
most cases. 

When someone says "I can't do this" and you ask "what would 
happen if you did?", they have to create an internal representation 
of themselves having done whatever they can't do. The possibility 
now exists that the thing can be done by them, given time and 
resources. The barrier is now gone! 

Often, when people mean "I can't do it" they actually say the words 
"I can't imagine myself doing it", or "I can't see myself doing that", 
and, as usual, they are giving you a very literal representation of the 
problem. Since they can't imagine or see themselves doing it, they 
can't do it. Simply by asking, "what would happen if you did?" you 
help them out by forcing an unconscious internal representation of 
success. 

In contrast, if you respond with "why not?" then you accept their 
model of the world and the limitation that exists within it. You are 
effectively saying, "Yes, I agree that you can't do this. Now justify 
yourself'. In return, they will do just that - they will give you a list 
of very plausible reasons that support their limiting belief. In fact, 
every time you ask "why not?" they will convince themselves, and 
you, a little more. 
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Wny not? 

Time 
You can see in this picture what happens to the person's focus of 
attention when you ask them the three questions shown. "Why 
not?" shifts their attention to why they think they have failed in the 
past. "What stops you" shifts their attention to the barrier itself and 
"what would happen if you did?" shifts their attention to a 
successful outcome. 

Remember that until you asked them, they didn't have a 
representation of success because they knew the barrier was in their 
way. 

The best place for problems is in the past, in that the limitations 
and emotional responses don't have any place in the here and now. 
What you learn from problems is very useful indeed, and you need 
to make sure you always take that with you. When you overcome 
the problem easily, the learning will be with you forever. When you 
get stuck with the problem, you'll be glad to see the back of it, 
losing any potential learning with it. 

You choose which is most useful to you. 
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WORKSHOPS THAT GET RESULTS 

I've really thought long and hard about whether to share this tip 
with you. It's such a simple yet powerful idea, and it's one that I use 
every time I facilitate a workshop, meeting, conference, strategy 
review, client workshop and so on. 

I have decided that you will fall into one of two categories. 

Either; You have read the book diligently up to this point, in which 
case you are well on your way to becoming a skilled Change 
Magician, and I can therefore trust you. 

Or; You haven't read the book at all and just bought it to look 
good on the shelf, in which case you won't be stealing all my 
wonderful ideas anyway and I don't have to worry. 

Here it is. Are you ready? It's really good . . .  

When people chair or facilitate a meeting such as a project, client or 
strategy review, they work through tlle agenda in chronological 
order: 

What usually happens in these workshops is iliat: 

o 

o 

o 

o 

The more people talk about what's wrong in the present 
situation, the more they descend into a state of conflict. 

People blame each oilier for what's wrong. 

The action plan looks backwards to problems instead of 
f01'\vards to solutions. 

The actions are remedial and getting people to take actions 
is like pulling teeth. 
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o 

o 

o 

Since the actions are remedial, they only try to change what 
has already happened. 

You run out of time at the end so the actions don't get 
allocated anyway. 

Nothing changes. 

Here is the way I suggest you do it instead: 

No, you didn't miss anything. 

If you talk about the desired solution ftrst - and devote half of your 
total time to it - you will create a clear and compelling vision o f  
what people actually want, instead o f  getting them to complain 
about what they don't want. When you move onto present 
situation, spend a very short amount of time on it, as you will ftnd 
that the action points just fall out of the conversation, suggested by 
people who are in a positive, resourceful state and who genuinely 
commit to actions, because they want to get to that desired 
situation as quickly as they can. 

What happens when you do it this way is: 

o 

o 

o 

o 

o 

o 

You create a shared vision that people feel good about 

Problems get put into perspective and become stepping 
stones 

The action plan is obvious, and has very few actions in it 

People suggest actions and take responsibility for them 

You get to the real heart of the situation instead of going in 
circles, talking about symptoms 

People will think you're the most wonderful facilitator on 
the planet (another way of saying 'Change Magician') 
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LIMITING BELIEFS 

I f  you have had anything to do with coaching or coaches, you may 
have heard the term 'limiting beliefs', which are things you believe 
to be true which hold you back and stop you from getting what you 
want. For example, you might believe that you're not quali fied for a 
promotion, in which case that is a limiting belief, because it's 
s topping you from taking the steps you need to take to get 
promoted. 

Here's the thing. Beliefs are not inherently limiting. There is no 
such thing as a limiting belief. 

"But", the coaches cry, "if someone doesn't believe they can do 
something then that is only a belief, and it's holding them back". 

Of course that's true. My limiting belief that I cannot fly by 
flapping my arms prevents me from jumping off cliffs. This does 
not mean that you really can't get that promotion. There is quite a 
big difference between a belief about my career prospects and a 
belief about the effect on my vital organs of deceleration trauma. 

Your beliefs lead to behaviour, so you behave in a way which 
con firms your beliefs. Therefore, all beliefs are limiting, or none of 
them are, whichever way you look at it. Your beliefs are simply 
rules. They are neither good nor bad. 

Now, this isn't a self help book. This is not "I can whiten your 
teeth in 7 days". This is a book about organisational change, and 
specifically this is a book about changing organisations by changing 
people, and since your organisation will be shaped around your 
beliefs, it's useful to be able to change beliefs. But not because they 
are limiting. To say that a belief is limiting does two things. 

Firstly, it makes 'limiting' a characteristic of the belief. The 
limitation is not an inherent characteristic of the belief; it is only a 
quality of your perception of the belief, which in turn becomes a 
quality of your behaviour. 

This would be like saying that fru stration is an inherent quality of 
the position of the hands on a clock, or that anger is an inherent 
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property of a parking ticket, or that sadness is an inherent quality of 
a story. 

The second thing that it does is to put the belief in control; to make 
you passive to the belief. 

This would be like saying that a red traffic light makes you stop 
your car. Maybe you think it does? How about an amber traffic 
light? Does a 30 mph speed limit make you drive slower? Does a 
fast car make you drive faster? Does a 'no smoking' sign make you 
give up smoking? Does a 'keep off the grass' sign make you walk 
on the path? 

The point here, if you didn't get it yet, is that it's your willingness to 
follow the instruction that 'makes' you follow it. There is no 
inherent quality in the rule which gives it control. Essentially, you 
choose to follow all instructions for which you would prefer to 
avoid the consequences. At a busy junction next to a police station, 
you would probably stop on red. But late at night, on an empty 
road through a set of road works, where the light changes to amber 
as you're approaching it and you can see the road ahead is clear? 

If you have ever driven over the speed limit, even once, even by 
accident, then you'll know that there are no consequences for 
exceeding the speed limit. There are only consequences for getting 
caught. So your decision to drive a little faster is partly based on 
your perception of the risk of getting caught. 

The rule doesn't control you, it only provides information for you 
to incorporate into your decision process. Part of that decision 
process is your willingness to follow social conventions. Another 
part of that is your sense of right and wrong. But control? That's all 
yours. 

We've talked on and off about belief change. We've explored a 
number of practical tools for belief change. All of them can be used 
in the context of aligning beliefs with environment, in order to align 
behaviour with environment and results. Remember that any 
behaviour is inherently fine, but it may or may not get you the 
results you want in a given context. Jumping up and down and 
shouting may get you what you want in one organisation, but not in 
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another. High performing behaviours are entirely context 
dependent. 

So you must let go of the idea that you can change behaviour by 
removing limiting beliefs and instead realise that you can change 
behaviour by aligning beliefs. There was nothing intrinsically wrong 
with them. 

What we are aiming to achieve is the alignment of behaviour with 
organisational purpose, and to do that we can align individual 
beliefs. We don't need to fix them. 

Because here's the funny thing. To say that you have a limiting 
belief makes you passive to the belief. Even in the structure of the 
language, you are saying that the belief limits you and there's 
nothing you can do about it. 

If a policeman closes a road and you take a diversion, you might 
say, "the policeman made me take a diversion". You are making 
yourself passive, and yet you are the person taking the diversion. 
You are taking action, but putting someone else in control of it. To 
say that the rules made you, or the company made you, or your 
boss made you, or the traffic made you is one point of view in 
which you have no control over the actions you take. And yet, 
logically, you know that this can't be true. How can chocolate make 
you fat? It's you eating too much that is the problem! How can 
money make you happy? It's the thought of spending money, or the 
feeling of comfort that you give yourself that makes you happy. 
Happiness is not a property of money, it is a property of your 
response to your perception of money. It is your emotional 
response to the meaning of money. 

By the way, if you know someone who has been trying to lose 
weight, or cut down on something else, here's an odd idea. People 
often say they need will power to lose weight, that they have to 
make an effort. Well, the odd thing is that losing weight requires no 
effort at all - it's gaining weight that requires all the work! You have 
to earn money, go to a shop, buy snacks, eat them, that all takes a 
lot of time and effort! All you have to do to begin losing weight is 
stop doing those things! It seems that eating junk food is what 
requires the will power, not stopping eating it. 

Change Magic Limiting beliefs 266 



I know myself that it requires far more effort to go to the Chinese 
takeaway than to get something healthy out of the fridge, yet I seem 
to be able to summon up the energy that I can't seem to summon 
up to get to the gym! In fact, ordering a takeaway and going to 
fetch it is about the same effort as getting to the gym! So I don't 
need will power to make myself go to the gym, because that 
presupposes that I can't go to the gym because I don't have enough 
will power. It's a ridiculous rule, but it seems to be working quite 
effectively. 

So, a limiting belief is a belief that limits you. And since you created 
the belief in the first place, it must be under your control. 

If I believe that you are reading this book then I'll carry on typing. 
If I believe that no-one will ever read these words, what's the 
point? I might as well give up now. 
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Only joking! Of course I knew you were reading. 

So how do we get round the problem of limiting beliefs? Well, it's 
the very act of calling a belief limiting that makes it limiting. Do you 
see? 

The old industrial psychologists talked about methods of 
controlling behaviour, and their approach was to go straight for the 
behaviour to be changed, with a 'don't do that, do this' approach. 
They talked about methods such as reward and punishment, 
withdrawal of benefits and motivating offers of things like money 
and prestige. 

If you are a parent, you will understand why direct behaviour 
change does not work. If you are not a parent, ask the nearest 
parent. 

Changing behaviour through punishment or withdrawal works in 
the short term, but after that it breeds resentment and indirect 
retaliation. In the industrial world, this is the 'work to rule'. At 
home, it's the begrudgingly literal interpretation of every request 
made. After a while, the parent realises that, sooner or later, the 
child in question will hold the power to put them into a retirement 
home where they will live out the remainder of their lives in line 
dancing classes, listening to brass band concerts and playing bingo 
with a pen that dried up many years ago. Let's face it, as a parent, 
you know your children are holding all the Aces. And the same 
goes for employers too. 

What about reward? Again, it works in the short term, but what 
about long term? Do pigeons go away if you give them bread? Do 
wolves stay away if you throw them a little meat to keep them 
happy? And when power hungry people are rewarded with power, 
they eventually turn into emperors, and when your organisation has 
been carved up into parochial empires, you no longer have a 
business. 

Reward and punishment do work, but rarely in the way you intend. 
I used to work with a lovely salesman who was very successful. In 
fact, he rarely sold anything. What he did was to look for when 
someone else sold something and then do the paperwork to claim 
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the credit for it. The person who sold it couldn't be bothered to do 
the paperwork, so everyone was happy! He figured out how the 
system worked - sales people weren't actually rewarded for selling 
stuff, they were rewarded for filling in paperwork. He figured out 
how to make the system work for him. 

If you have children then you will probably have learned that when 
you reward them for doing something, they'll then do that thing 
over and over again to get the reward. For example, if you pay them 
for tidying their bedrooms then they'll tidy them very often. In fact, 
it will seem suspiciously like they're un tidying their bedroom just so 
that they can tidy it again. 

Corporate history is littered with such examples. When software 
writers were paid for every bug they found, they introduced more 
bugs! I am almost ashamed to admit that, as an engineer, when I 
was on call, I had a four hour response time and was paid overtime 
by the hour. So when I was called out, what was my incentive to 
respond in less than four hours? Especially on Bank Holidays when 
I was paid double time! I say I am almost ashamed, but not quite. 
You see, the rules were there to be obeyed. Four hours. If all the 
engineers start responding in ten minutes, it just makes life harder 
for everyone. 

So the only viable option is to make people want to change. No, 
that doesn't sound right either. How can you make someone want 
something? Surely they either want it or they don't? You might 
entice them, sell it to them, but is that reliable and scalable enough 
to work for an entire organisation? And doesn't that still sound like 
coercion? 

Here's an idea. People inherently want to do better, and that implies 
change. People do not intrinsically resist change. What they resist is 
being changed, or having to sit through another change program's 
kick off seminar and brain storming session where they know their 
ideas won't really be incorporated into the program. 

What we're left with is Change Magic. When you change the 
environment, and open people's minds to the potential for change, 
they will adapt. They will adapt their behaviours and they will adapt 
their perceptions, because humans don't survive, we adapt. 

Change Magic Limiting beliefs 269 



Since people will adapt according to their own perceptions, we also 
need to introduce some alignment so that the resulting behaviour 
change is consistent and deterministic. Not exactly predictable, but 
we're talking about living, self determined individuals here. If you 
want predictable outputs then pay your change management 
consultants to come up with an employee satisfaction survey that 
ensures the results you want to see. And don't be surprised when, a 
year later, the organisation is still not performing as it should be. 

Of course, you can either change the environment, or people's map 
of it. It's pretty much the same thing, for our purposes. 

I've rambled on about limiting beliefs because it's something I hear 
a lot in organisational change. People talk about freeing up 
resources, or needing innovative thinking, or having to break free 
from the old culture, the old sets of limiting beliefs. 

Once people have accepted that their behaviour is generated from 
their beliefs, the natural thing to do is blame their beliefs for 
undesirable behaviour. But, and I stress this once again, to call a 
belief limiting is to put the belief in control and the person with the 
belief passive to it. It doesn't make any sense, yet we still do it. 

Accept beliefs for what they are, simply rules which serve a purpose 
and achieve a result. When the purpose changes or the desired 
result changes, a change in belief or perception may be useful. And 
it is generally easier to change something that seems easy to change. 

( v  
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GElTlNG TO THE HEART OF IT 

One of the key skills in corporate consulting as well as personal 
change work is being able to get to the heart of the real issue 
quickly. It seems that many people regard this as a skill that is hard 
to acquire, because there doesn't seem to be a specific process or 
set of questions you can ask. 

Instead of looking at the process or questions to get right to the 
very core of an issue, let's instead consider what happens when a 
coach or consultant doesn't get to the heart o f  the issue. 

Did you ever watch Scooby Doo? Maybe you still do? You may 
recall that, in every episode, there was a ghost or monster that 
turned out to be some greedy person protecting some kind o f  
treasure. Basically, someone would find some treasure and then use 
an old ghost story to scare other people away, so the guy who 
owned the amusement arcade would dress up as a monster shark, 
or maybe a ghostly sailor. And he would have gotten away with it if 
it wasn't for those pesky kids. 

The reason I bring this up is that the writers of Scooby Doo knew 
how to use fear as a protection for treasure. Guess what? In 
corporate and personal change work, we see exactly the same thing 
happening. People use fear to prevent you from reaching the 
treasure. The only di fference is that they don't know they're doing 
it, as if tl1e fear has a mind of its own. In a way, it does - your 
unconscious mind. 

Fear will scare off a casual moocher as surely as it scared off the 
simple townsfolk in Scooby Doo. And it will easily scare you away 
too, if you don't hang in there. 

We recently did some work to model the process whereby a good 
coach will get to the heart of a client's issue very quickly, and since 
it's so important in corporate change work to dig down and not 
accept the easy answers, I thought I would share it with you. 

Firstly, the client will tell you everything you need to know in the 
first sentence or at least the first minute, so you really have to pay 
attention at this time. Sue, my client for the m�dellinlLProcess,�ld 
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me everything about the issue before she even started speaking -
she enacted the behaviour that leads some other people to label her 
as 'quiet'. Specifically, when I asked her to tell me what she wanted 
to work on, she made hand gestures as if she were mentally 
preparing and wanting to get it right, yet she wasn't actually saying 
anything. It was if she was 'psyching herself up'. 

Secondly, that initial clue led me to form a hypothesis about the 
root of the issue, so I set off in that direction. What the modelling 
group noticed was that I tried anything and everything, coming at it 
from different angles to narrow it down. The key points seemed to 
be: 

o 

o 

o 

o 

o 

o 

Getting multiple examples in different times and contexts to 
cross reference 

Coming from different angles to bypass the normal 
defences 

Periodically breaking state, changing the subject, asking if 
the client is happy to continue 

Testing the hypothesis and either continuing to be led by it 
or discarding it if it is disproven 

Using sorting techniques to create greater distinctions 
between parts of the issue, like getting into its crevices and 
levering it open 

Being guided by the feelings that I am picking up from the 
client, specifically discomfort and fear 

Third, I kept going until I felt we were at the heart of the issue, and 
this was the really big thing. At a point where we had a glimpse of 
the root issue but were still focussing on the stated work situation, I 
stopped and asked the four modellers if we had reached the root 
yet. Two said no, two said yes. The two who said yes went on to say 
'no, but I think you've gone far enough' 

And this raised, for me, the most important observation of the 
whole process. When we get close to the root of the client's issue, 
we are faced with their fears, and fears are . . .  well, scary. So one of 
two things often happens - either the client employs all of their 
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normal defence or avoidance strategies to avoid going into the fear, 
or the coach feels the fear, doesn't like it and backs off. 

In short, the discovery was that the coach doesn't get to the heart 
of the issue, not because of any lack of skill, but because he or she 
backs off from the uncomfortable feeling of being there. 

One person asked me how I overcome the feeling, and I said that 
it's the client's fear, not mine, so why should I be scared of it? Also, 
I guess a few years ago I was in exactly the same place. In fact, I 
don't guess, I know. I can remember times with clients when I 
avoided telling them what I really thought because it was 
uncomfortable, and I bought their excuses and diversions because 
that was easier than pushing ahead. 

Finally, when we had explored the root of the issue, I formulated a 
statement of the process that generates the behaviour and tried it 
on to check if it resonated with the client. At this stage, it's as useful 
to be right as it is to be wrong, because if the client is still uncertain, 
then making an obviously wrong statement will throw more light 
on the right answer. 

The process statement was "when you were younger, someone who 
wanted you to not have to learn from life the hard way, and who 
wanted to stop you from making the mistakes that they had made, 
would criticise you when you said or did something wrong, and that 
made you feel bad, so to avoid feeling bad you would wait and 
prepare yourself so that when you did speak up or act you got it 
right, so it was more comfortable to stay quiet and let someone else 
speak up. At work, this means that while you're thinking about the 
right answer, three quicker, louder people have already jumped in". 
And her answer ... "yes". 

I think it's important to point out that this process relies only 
pushing through the fear barrier to the truth within, it doesn't 
require a particular style of approach. Some coaches might be very 
direct and challenging, perhaps even aggressive. Others would be 
gently challenging and would get there more through dexterity than 
force. 
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I wonder if coaches who use a tough, aggressive style are still afraid 
of the fear, so they have to take a run up at it? My preferred style is 
to be supportive yet challenging, because I want to retain respect 
for the client and not make them unnecessarily uncomfortable. 
After all, this process is for their benefit, not mine. 

So here's the process, one more time: 

1 .  Pay 1 00% attention to ALL verbal and non verbal 
communication in the first minute 

2. From the initial statement, form a theory about the root 
process (remembering positive intention: the process is not 
the problem, the output is the problem. The process is 
trying to do something useful) 

3.  Dig around the issue (pROCESS not content), getting cross 
references and multiple examples to test your theory 

4. When you feel the fear, you are almost there - keep going 

5. Form a process statement and test it with the client 

6. If you get a 'yes' response, stop. Anything else, refine the 
process statement until you get a 'yes' 

And there you are - at the heart of it. 

So, just like in Scooby Doo, the fear is there to scare away casual 
moochers who are easily scared and don't ask too many questions, 
unlike those pesky kids. 

I think we could sum this up with a useful belief: 

The purpose of fear is to protect treasure 

So when you start to get that uncomfortable feeling, when you see 
people rationalising, making excuses or getting hostile, you know 
you are close. When most people would back off at that point, you 
keep pushing. In fact, you push harder. 

While we're here, it might be useful to understand what the role of 
fear is in this context, where it comes from and how we can deal 
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with it. Whilst it may seem unconventional to talk about fear in the 
realm of corporate change work, I would suggest that projects and 
ventures fail, not because of lack of planning or funding, but 
because of fear. 

Fear keeps people in their comfort zones and, like a computer 
virus, is very good at hiding. All we are usually aware of is the 
comfort zone, and when we are pushed out of that we employ all 
kinds of strategies to get back into it, such as: 

o 

o 

o 

o 

o 

Reasoning and rationalising (It's because . . .  ) 

Direct aggression (It's your fault) 

Hiding 

Diverting attention (It's someone else's fault) 

Becoming passive (It's my fault . . .  help me) 

Do you ever see people behave that way in the office, in situations 
where you sense they are nervous or unsure of what they are being 
asked to do? 

For example, the MD might say, ''We need the sales team to deliver 
an extra £100 Million of sales if we're going to turn this business 
around". Using the examples above, the Sales Director might reply: 

o 

o 

o 

o 

"The resources to deliver that level of revenue are simply 
not available, and that would cause downstream problems 
for logistics and operations who wouldn't be resourced to 
handle the work load." (hopes the logic of the argument will 
dissuade further discussion) 

"What the hell do you think we're doing now? Sitting 
around drinking coffee? You want to try getting down to 
the coal face, then you'll see how hard we're working." 
(hopes the aggress1ve posture will dissuade further 
discussion) 

"Erm.. OK then" (he leaves the meeting and calls a 
recruitment agency to plan his exit) 

"Well if logistics were pulling their weight we wouldn't be in 
this mess. I mean, what exacdy were the Q3 shipment 
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shortfalls? Exactly which products are we mlssmg on?" 
(hopes the delay whilst someone collates the information 
will dissuade further discussion) 

o "I just don't know how I'm going to deliver that, it's been 
so hard recently, with my wife leaving me and everything, 
and I can't do it all by myself . . .  " 

So, let's have a look at where this all starts - childhood. I should 
add that this is a psychological view of where these processes arise. 
I am not suggesting that people in your organisation need therapy; 
only that they are human. 

The idea is that, as children, we were naturally uninhibited and 
inquisitive. We explored, played games and made friends without 
the fears that plagues many people as adults - fear of rejection, fear 
of failure etc. 

As children, we didn't worry about failure when we were learning to 
walk. We weren't afraid of rejection when we smiled at strangers. 
We only learned these fears, primarily from our parents, when we 
were told "no". 

Every one of us still has those innate, childlike qualities, and 
everyone thinks of them differently. Right now, think of the 
essential quality that you associate with a child - it might be 
something like playfulness, freedom, curiosity, love, vulnerability or 
perhaps something else that seems right to you. Keep that word in 
the back of your mind for a moment. 

That word describes you when you are at your most effective and 
natural, it is your true self. 

As we grow up, we find that we are told off for being our true 
selves, so we learn that it's wrong to want the things that we want, 
and there's something wrong with who we naturally are. This 
creates a layer of fear - we're afraid to be who we really are. Since 
we don't want to show the world that we're afraid, we build a layer 
of pretence that insulates the fear and allows us to project a strong, 
confident persona to the world. 
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The problem is that when we interact with other people from that 
layer of pretence, we are operating from a weak position. We will 
be employing control strategies - trying to please, coerce, force, 
bully or reason the other person into doing what we want. 

Trust 
Respect 
U nderstanding 
Energy 

Now, think for a moment. Have you ever had a manager, or have 
you ever seen someone in a power position using any of these 
control strategies, and have you ever thought that they seem to 
imply weakness rather than strength? If so, you have seen this 
process in action. 

So, the important question is, "what do we do about it?" 

The first thing we need to do is connect with the true self, and the 
only way to do this is to move out of the comfort zone and through 
the fear. The fear is a barrier that keeps you in your comfort zone, 
and as soon as you get near to it, you will be highly motivated to 
move back again. 

You'll see this behaviour in other people; when something moves 
them out of their comfort zone and they get a glimpse of the fear, 
you will see them avoiding, making excuses, rationalising, getting 
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angry, upset, diverting attention and all the other things that they 
do. 

When you observe this behaviour in yourself, at times when you 
can feel yourself being pushed past your comfort zone, you can 
become aware of what you are afraid of. 

Common fears include: 

0 Rejection 0 Success 

0 Loss 0 Criticism 

0 Abandonment 0 Looking stupid 

0 Failure 

Now, here's the tricky part. We know, as sensible adults, that those 
fears are ridiculous and unfounded. We know that, if we stand up 
to present to our colleagues, we don't have to worry about looking 
stupid. We know it's irrational. And yet, still it motivates our 
behaviour. When we are able to let go of that fear, move out of the 
comfort zone and connect with our true selves, we allow our 
natural energy to flow and connect with other people. This is when 
we have experiences of being 'in flow' or of being 'connected' with 
another person. This has happened at the times in your life when 
you felt most free, most at ease with yourself and most effortlessly 
effective. 

At these times, you will have experienced: 

0 Trust 

0 Respect 

0 Understanding 

0 Energy 

And in fact, these are the four elements that we need to have in a 
truly productive leadership relationship. 
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Understand ing 

Can you think of a current working relationship that is missing any 
of these elements? And what impact does that have on the 
productivity of that relationship? 

Without Trust, I don't know what your intentions are, and I don't 
know if you are acting in my best interests. 

Without Respect, I won't fully commit to you and I will not take 
what you say seriously. 

Without Understanding, I will misconstrue your words and actions 
and will misinterpret your instructions. 

Without Energy, I won't have the motivation to succeed. 

Whilst the fear/comfort zone/pretence model is an old one, the 
TRUE leadership model is something devised by Paul Hunting as 
part of the exceptional work he is doing at the Natural Leadership 
Centre. 

Organisations as well as people exhibit behaviour motivated by 
fear. In the Alignment chapter, you read Paul's seven questions in 
relation to creating organisational alignment so that the behaviour 
of an organisation would be aligned with its values and identity. 

The seven questions come in the TRUE coaching process at the 
point at which the client has experienced, and named the fear. This 
is the point where the client has come face to face with the reality 
of who they are afraid they are, and it can be a very unpleasant 
place to be. 
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o 

o 

o 

o 

o 

o 

o 

Who are you afraid you are? 

Who do you pretend to be? 

How do you seem to gain from this? 

What price do you pay? 

What do you really want? 

Who are you really? 

How could you be more true to yourself? 

So now, not only do you have the handy, all purpose approach of 
containing the problem, feeling the fear and pushing through it, you 
also have an approach that gets through the fear and into the truth 
that lies inside it. 

The truth that exists behind the lie is that we already are who we 
aspire to be. As an organisation or as an individual, you already 
have everything that you need to be everything that you want. 
Wow, that sounds good. Let's remember it with a useful belief: 

You already have everything that you need to be everything 
that you want 

So having worked hard and pushed through the fear, the next stage 
is to keep going until you reach the truth inside, that you are already 
all that you aspire to be, and so much more. That's what lies at the 
heart of the matter. 

A universal characteristic of high performing teams is trust. I find 
it's useful to think of teams as a group of individuals with a 
common purpose. Just as we can think of the word 'company' as a 
collective noun, so can we think of the word 'team' in the same 
way. We used collective nouns to reveal the nature of a company or 
team earlier, and it's worth trying this out with your own team. Get 
everyone to write down a collective noun for you as individuals and 
compare the results. The differences are where the real value lies. 

A huge corporate team building industry has grown out of the need 
to build trust in teams, so people who do not normally have 
anything to do with other are forced to build a raft out of 
toothpicks and a watering can just because they all happen to report 
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to the same manager. If you look back to the chapter on 
organisational structures, you'll see that the supply chain is often a 
much better candidate for team building than a bunch of people 
who all happen to work in the same part of an arbitrary hierarchy. 
Sometimes, companies do get everyone in the supply chain together 
for team building, which is a very good thing. The downside is that 
the same people don't always interact with each other, and you 
don't want to be running a team building workshop every week. 

In our experience, you can't make people trust each other, no 
matter how much beer you buy them. We find that it is more 
effective to explore the sense of shared purpose, that we are all 
trying to get the same thing, and to then create the space within 
which people can peep out of their holes, have a sniff around and 
decide if it's safe to come out and play. 

TRUE leadership is a trademark of and © Paul Hunting. 

SCOOBY-DOO and all related characters and elements are 
trademarks of and © Hanna-Barbera. 
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DELEGATION 

Are you using your time and energy effectively? As a rule of thumb, 
you should devote your time and energy to issues which you can 
directly control or influence. Of course, it's obvious when you say 
it, yet we all seem to go round in circles at times, expending time 
and energy worrying about things tl1at we can't change. 

O ften, people get very wrapped up in oilier people's problems. For 
example, if your boss seems to be constantly trying to stop you 
getting promoted, you can spend a lot of time trying to do things to 
change your boss's mind. Ultimately, your boss has a particular 
agenda and view of ilie world iliat you do not share, so you will 
always be ineffective at changing anyone's mind but your own. 

Concentrate on what you can personally control. Who else will 
influence your promotion? Who else needs to be aware of your 
boss's behaviour? If you have problems iliat you are not in control 
o f, give iliem to someone who can have a positive and direct 
influence. In oilier words, distribute the components of your 
problem to ilie people most able to effect change. 

Here's a tool iliat you can use to help focus your attention on what 
you can personally achieve. This will help you to maxinUse ilie 
return on your own effort and make ilie best use of oilier people 
and resources. This is also an excellent group problem solving tool 
iliat you can use to focus a team on what tl1ey have control of. 

Take two pieces of paper 
or, and write a title on 
each one, like iliis: 

N ext, make as long a list 
as you can on each piece 
of paper. Make sure iliat 
you include everyiliing 
iliat is on your mind in 
relation to iliis problem. 
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Take a few moments to review the lists and imagine how each of 
the items manifests itself. Make the two lists as real as you can. You 
might even begin to feel a little frustration at this point. 

Next, tear up, screw up, 
burn or destroy in whatever 
way takes your fancy the 
sheet titled "Issues that I 
have no direct control 
over". 

I ssues that 
I control 
d i rectly 
blcJ, 
blcJ, 
bloJ. 

At this point, just let your brain rearrange the problem for you. In 
the near future you will start finding ways to make the changes you 
desire because all your energy and time is now focussed on what 
you can do to directly influence events. 

Of course, you're quite right in thinking that you could just go 
through each component of the problem and ask yourself, "who is 
the right person to deal with this?" and that would be an excellent 
approach if you always thought as clearly as you are right now. 

When a problem is all around you, your view of the world becomes 
distorted and you no longer have access to the experience and 
mental agility that you take for granted at this moment. This is why 
it isn't always important to start solving the problem consciously. It 
is only important to unpick the threads of the problem. Once you 
have conscious access to all of your natural skills, your brain will do 
the rest of the work for you. 

This is really the essence of good delegation. Delegation does not 
mean passing menial tasks down the chain of command, and it does 
not mean passing tasks down that you think will develop people. 
Here's a definition of delegation that we could work with: 

Delegation is the process of breaking up a complex task into 
components and then giving those components to the 
individuals with the skills and authority to handle them. 
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You can't delegate anything downwards unless people have 
authority and skills. The tasks may stretch their skills but they don't 
stress them. There's a fine line between being delegated to and 
being dumped on, and that line is the measure of delegated 
authority. I know this isn't new information to you, it's just worth 
exploring because, sometimes, managers think about delegation as 
being about tasks rather than relationships. 

Some managers say that people aren't given authority - they have 
to take it. What this means in practice is that they expect people to 
take the initiative and to then tell them off for doing it wrong. My 
experience of what works well is that, as a manager: 

o 

o 

o 

o 

You are responsible for breaking down complex tasks 

You are responsible for distributing those components 

You leave people alone while they work 

You are responsible for reintegrating the components 

Implicit in this is your ability to devolve authority and keep your 
nose out of other people's business! The cards tool is a useful one 
for breaking down complex problems into separate tasks - use it to 
delegate more effectively. 

As you know, delegation is not about power, although there are 
many boos available on the subject of management through 
delegable power. Delegation is about efficiency. It's not about 
hierarchy and rules about who is supposed to do what; it is about 
understanding who is best at doing what and then getting out of 
their way while they do it. 

Now here's an interesting thing about delegation. It was interesting 
to me, anyway. Recently I was modelling high performers in a High 
Street retailer to create role models for their new graduate scheme. 
As a result of the modelling, they were able to put people into the 
business 3 months ahead of schedule, so replicating the intuitive 
behaviours of  high performers in a specific environment is a very 
handy thing to be able to do. 

When I modelled store managers, one of the things I found they 
did was to delegate. A 'competency' approach would stop there. 
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They're good at delegating, so run a delegation skills course for all 
the managers. Here's the problem though - they weren't delegating, 
at least not from their point of view. And if we only run delegation 
skills training, the managers who already think in the right way 
don't learn anything new, the ones who have the wrong mindset for 
that behaviour don't do it anyway and the ones in the middle find it 
interesting but never quite find the time to put it into practice. 

If the high performing managers don't delegate, how can that be 
the observable external result? Simply because what they're focused 
on is freeing up their own time. They can only do that by avoiding 
the minutiae of running the store. If they ask someone to do 
something, they don't watch them to make sure they're doing it. 

Many of the routine tasks had to be recorded in log books, so if the 
managers want someone to take responsibility for a task, they just 
tell them what they need to do, what the measurement criteria are 
and what the consequences are of them meeting those criteria or 
not. And then the only way they check is to look in the log book, 
which is handy because that's a part of the task - the paperwork -
that the average managers had to chase up on separately. 

For the high performing managers to free up their time, they need 
the store to run itself, so they need and encourage the store staff to 
take responsibility for that. If an individual failed to take that 
responsibility, the store manager would go straight to a disciplinary 
process, beginning with a reminder of the individual's 
responsibilities. If the individual succeeded, then the store manager 
would always pass on the recognition of that. They would neither 
take the 'blame' nor the praise - both would be passed onto the 
staff equally. Contrast this with the store managers who liked to be 
friendly with staff, to nurture and develop them. If someone was, 
say, consistently late, the high performing manager would deal with 
it quickly and neutrally, whereas the nurturing manager would make 
allowances, have quiet chats, make it personal and ultimately have a 
lot of difficulty turning that into a disciplinary process. 

So it's always worth delving deeper to find out what mindset and 
beliefs really motivate high performing behaviours. 
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IT'S TIME 

What i s  time? The dictionary defmes time as "A non-spatial 
continuum in which events occur in apparently irreversible 
succession from the past through the present to the future". I think 
this demonstrates that no-one really knows what time is. Here's 
another attempt from a different dictionary: "Duration, considered 
independently of any system of measurement or any employment 
of terms which designate limited portions thereof." 

If you have any clue what that means, let me know. Despite the 
best attempts of dictionary authors to define time, we still 
intuitively know what it is and we also know when it has passed. 
Although time is intangible and subjective, we still find ways to 
represent time using tangible methods such as clocks and calendars. 

I would like to offer you a suggestion: time is simply a side effect of 
perception. It is one of the ways in which we create differences 
between memories and experiences so that we can experience 
change. So just pretend for a moment that time is not an entity that 
we can measure directly as with light or sound, it is a function of 
tlle way we perceive change. I f  you think that a clock measures time 
tllen I would be picky and say that it merely implies the passage of 
time. A light meter measures light by converting it into something 
else. A clock does not, as far as I can tell, detect time in the way 
that a sound level meter detects changes in air pressure. 

I have an idea for you. It seems strange - even crazy, but it's no 
stranger than any other way of trying to understand time, as far as I 
can tell. Are you ready? 

Imagine a teapot, like the one in the chapter on questions. Now 
imagine a different teapot. How do the two compare? 

In order to answer this question, you can imagine placing the two 
teapots side by side. You can imagine picking them up, feeling the 
weight, noticing what they're made of, noticing the colour and so 
on. You can compare both of them at the same time. 

Now imagine one teapot and compare it to itself. Is it the same as 
itself? 
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Is this picture of a teapot: 

The same as this picture of a teapot? 

You may be tempted to say yes, because they are similar. But they 
are not the same. How do you know they're not the same? Because 
if they were the same, there would only be one of them! 

Both of those images came from the same image flie on my 
computer, but they are not the same. They are pictures of the same 
teapot. Can you work out how they are different? 

It's not a trick. In order for us to compare a teapot with itself, we 
have to perform one of two mental tricks. We either create a 
second image of the same teapot, or we compare the same teapot at 
two different points in time. So imagine the teapot above when it's 
full and again when it's empty, and compare the two. 

It can't be full and empty at the same time. Don't say it can be half 
full and half empty. That would be neither full nor empty. It either 
has tea in it or it doesn't. The only way it can be both full and 
empty is if you look at it at different times. 
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With me so far? 

Here's the idea about time: Time is a perceptual illusion created by 
comparing a thing with itself. A company with itself. A person with 
him or her self. And of course, you with yourself. In order to 
compare you with yourself, to say what you have learned or 
forgotten, achieved or lost, succeeded or failed at, you are 
comparing yourself at two different times. 

And if you're comparing yourself at two different times, only one 
of which may be the present moment, then by definition you are 
not comparing the same two people. For example, let's say you 
compare yourself making a cup of tea now with yourself making a 
cup of tea yesterday when you made it too weak. The person you 
are now has 24 hours more experience than the person you were 
yesterday. We collapse time and act as if the person you are now is 
the same person you were five minutes ago, or yesterday, or a year 
ago, or ten years ago. But they are not the same. They are similar, 
and the difference is significant. 

I've noticed that everyone I know has a self image. I think it's a side 
effect of self awareness. In order to create a map of the world with 
ourselves in it, we have to create some representation of ourselves 
to put in the simulation. What I've noticed is that people's self 
images vary on two dimensions. This is quite cool stuff, and it's 
very innovative, so I'm sharing it with you for the first time. I think 
this applies to companies too, when people compare their company 
with their competitors or the market or even itself. 

The problem is related to time, in that if we compare a thing with 
itself, in the same condition at the same time, we get a comparison 
that contains no information, because we don't perceive there to be 
a difference. 

So in order to artificially create a perceptual difference, we vary two 
parameters - time and quality. By quality I mean that we make a 
distinction between one thing being better or worse than another, 
10 some way. 
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This self image is of a worse future 
time, so this motivates the person 
to maintain the current situation 
because the future will surely be 
worse. 

This self image is of a worse time 
in the past, so this gives the person 
a self reference of a time when they 
didn't have confidence, experience, 
money or whatever, and this 
prevents them from making the 
most of what they have now . 

The odd thing I've noticed is that the self image seems to be an 
automatically generated simulation which sometimes serves the 
person and sometimes does not. I have developed a few techniques 
to get people to redesign the self image so that it serves them much 
more effectively, and I have found that the same approach works 
with the self image that people develop for their companies. 

We could compare a company now with itself a year ago, or five 
years in the future, and pick faults, or find problems, or pay 
management consultants to find problems. 

Compare your company to another completely different kind of 
company to find out what you're doing wrong and you'd say it 
makes no sense because you're not comparing apples with apples. 
Well, if you compare your own company with itself or its 
competitors, you're doing the same thing. 
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And yet, people in companies often compare tl1emselves to ilieir 
competitors and wonder why, when iliey put in place ilie same 
'winning strategies' iliey don't work. It's because iliey only work 
somewhere else, at some oilier time. We can distil some useful 
reference points out of iliose strategies, but it's useless to copy 
iliem verbatim. We can adapt iliose strategies to your unique 
environment, but iliey won't work in iliemselves. There are oilier 
important factors. 

Is time a constant? By making watches and clocks and by 
scheduling TV programs and flights we say "yes" but if time has 
ever dragged ilirough a dull meeting or flown ilirough a fabulous 
night out ilien we know iliat our subjective perception of time can 
change. 

As far as our brain is concerned it's always 'now'. Optical illusions 
can fool our visual sense, so can we fool our sense of time too? 
And if we could, what use would that be? 

In ilie chapter on Systems, we had a look at some process diagrams. 
Here's one iliat relates to ilie flow of time: 

INPUT PROCESS OUTPUT 

New things Time Old things 

And here is one iliat may give you a slightly different perspective 
on what time is: 

I N PU T  PROCESS OUTPUT 

New things Old things Time 

In oilier words, how do we know iliat time has elapsed? Because 
we notice things moving, getting old and changing. Time is not ilie 
process - it is tl1e evidence iliat ilie process is taking place. The 
passage of time is necessary for us to notice change. 

Wheilier you agree or not, this is no more or less true ilian any of 
ilie dictionary definitions of time. 
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In any change situation, it's vitally important to focus on the future 
outcomes of change. Don't decide whether these outcomes are 
benefits or not - just state them as facts. You don't need to dress 
change up as wholly beneficial, because it rarely is. Change isn't 
good or bad, it just exists. The people affected by change will 
decide for themselves what the benefits of them are. If you try to 
pre-judge the benefits, the people involved are more likely to get 
cynical and think you are trying to influence them - perhaps 
because you are! 

How can you focus on the future and move change into the past? 
Here's a really simple formula. It's so simple that you may be 
tempted to think it can't work. Try it first, and then decide. 
Remember - taking action is very important. 

Step 1 Focus your attention on the outcome. Change itself is just 
a transitory process that happens 'now', whenever that is. 
Communicate the end, not the means. 

Don't try to sell the benefits, just describe what will be 
different. Describe how the environment will be different, 
how people's behaviour will be different and what 
capabilities you will draw upon to effect change. Do not 
say that you are going to acquire new capabilities, as they 
are most certainly already there in your organisation, 
waiting to transform into behaviour. 

Step 2 Notice how people talk about change. Wait until everyone 
is talking about it - through email, at the coffee machine. 
Don't bother with focus groups and feedback forms. Just 
pay attention to what is really happening. 

Talk to the real communication hubs in your business 
receptionists, secretaries or security guards. Talk to the 
people who everyone talks to. Don't commission surveys 
to get everyone's view, simply ask the people who actually 
know. 
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Step 3 Shift the language structure you use to communicate about 
change from the future tense to the present tense. Start to 
describe the outcomes as things that are happening now 
instead of things that will happen. 

Look and listen for the changes in people's behaviour. Talk 
about the things that are happening in only positive 
language. This doesn't mean sounding cheerful - it means 
talking about what is happening rather than what isn't 
happening. Using negative language only confuses people. 

Step 4 Shift the language structure you use to communicate about 
change from the present tense to the past tense. This 
pushes change into the past and diminishes its significance. 
Who worries about things that have already happened? 

So, allow your language to reflect the movement of events through 
time. If you persist in talking about changes that will happen, they 
will forever loom on the horizon, growing bigger in people's 
imaginations and causing more doubt and worry. 

You can interact directly with people's sense of time using a variety 
of powerful techniques. One of them is by manipulating (meaning 
'to handle skilfully') your use of verb tense. Since your brain will 
always translate incoming verb tense into 'now', you will create a 
powerful time distortion effect. 

I'll explain a very powerful technique for exploring time, and then 
I'll tell you about a couple of ways you already use this technique 
during business meetings so that you can use it even more 
consistently and powerfully. 

Where do you imagine the future and past to be? Many people 
imagine that the future is in front of them, and the past is behind 
them. Consequently, your parents tell you that you have your whole 
life ahead of you, and friends tell you that particular experiences are 
all behind them. They might even say "it's all in the past now" as 
they point behind them, or wave over their shoulders. Is this useful 
information? Only for Change Magicians! 
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My future is to my right and my past is to my left - I see all time 
laid out in front of me like a map. Everyone is subtly di fferent, and 
it can be very powerful to explore those subtle differences. For our 
purposes, it's useful to work with the 'typical' model as everyone 
seems to have an understanding of it, even though it may differ 
from their own experience. 

P resent 

ast 

Imagine a line on the floor that represents time, 
with the future in front of you, and the past behind 
you. The point where you are standing is 'now'. 

Think about something you want to achieve and 
notice where it lies on the line - how far into the 
future it lies. I t  might be something quite ambitious, 
so you would like to achieve it but don't yet know 
how to, or how difficult it might be. 

Walk forwards until just before the goal. Notice how that feels. 
Now step onto the goal itself, and notice how that feels. Finally, 
talk one more step so that the goal is completely achieved and 
notice how that feels. 

Turn round and look back to the present moment, noticing all tlle 
milestones you passed on the way. Walk back to the present, taking 
with you everything useful you learned on the way so tllat the 
experience and knowledge can help you in the present. 

When you get back to 'now', look towards tlle goal agatn. Has 
anything changed? Is it in the same place? 

O f  course, you didn't reallY travel through time, your brain just 
minks you did. If you're keeping up with all this, you'll know by 
now that this is the same thing, in terms of your sensory 
experience. And what else do you have to go on? As Groucho 
Marx said, "Who are you going to believe? Me or your own eyes?". 
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This is a very powerful technique for unlocking potential and 
exploring future possibilities. Here are a few different ways that you 
can use this technique. 

Overcoming obstacles 

There is something you want to achieve, and you know that there 
are many obstacles or barriers to overcome. Use the basic 
technique, stopping briefly as you get to each barrier before you 
step over it. When you reach the goal, turn round and look back 
through the obstacles you overcame or problems you solved. As 
you walk backwards through each barrier, be aware of anything you 
learn or notice. 

Exploring decisions 

There is a decision to be made, but you find it difficult to make 
because it has long term implications. Imagine you are standing at 
the branch point of a number of time lines - one for each choice. 
Explore each one, going way past the decision point and 
experiencing the long term implications of that choice before 
returning to the branch point. Pay attention to any intuitive feelings 
you get whilst doing this. When you have explored all of the 
choices, take one step back and look at the time lines. Some may 
have disappeared, some may have moved. There's a good chance 
that one will be in the centre, or will be prominent in some way. 

The Undo button 

There is a decision you made in the past that you're not happy with. 
Turn round and face the past, looking back to that decision and 
noticing everything that has happened since then. Walk slowly back 
to the decision point, collecting up and taking with you everything 
that you have learned since then. When you reach the decision 
point, take one more step. Turn and face the future. With all of the 
experience you have brought back with you, what decision will you 
make? What forward to the present, exploring the consequences of 
that decision. You might find that you still make the same decision! 
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Motivation 

There is something you want to do in the future which involves 
work or effort now. It's difficult to get motivated now for 
something that isn't pressing, but you know that if you don't put 
the work in, you will regret it. For example, going to the gym now 
to be fit for your holiday, or working hard now to pass an exam in 
the future. 

This is a slightly more complex version, so keep up! 

Start with the basic time line procedure. Picture, in the future, your 
goal in the way that you would achieve it if you put the effort in 
now. Walk up to the goal and stop just beyond it. Enjoy the feeling 
of having achieved that in the way that you wanted to. Return to 
the present. 

Next, picture yourself in the future when you haven't put the effort 
in - perhaps at the exam without having revised, at the presentation 
without having prepared or whatever. Walk forwards. There's a 
good chance you will feel resistance, and a feeling of impending 
doom as you walk forwards. This is good, use it. Stop at the goal 
and take plenty of time to fully experience your sense of 
disappointment in yourself. Really regret not having made the 
effort! Now, grab hold of this feeling as you walk back to the 
present and stretch that awful feeling of regret all the way back to 
the present so that you can experience it now in relation to your 
daily planning and time management. Ultimately, you have to make 
time for good preparation. Until now, there were more pressing 
demands on your time, and you wouldn't really devote much time 
and energy to this until it was too late. Well, this exercise makes it 
too late now! 

Finally, imagine yourself in the present, making the time and effort 
to prepare well. Walk forward slowly, thinking about your daily and 
weekly routine and finding time to do the work you need to do. 
Continue doing this all the way up to the goal and notice how good 
it feels - both to have achieved the goal and to know that you made 
the effort and commitment necessary. Take this feeling and stretch 
it back to the present, pulling back that good motivating feeling and 
bringing it back with you so that you have it now. 
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What if? 

There is a scenario that you would like to explore, tentatively. Use 
the basic time line procedure, but this time, do not bring the 
learning and experience back with you - leave it in the future as you 
explore each possibility. 

There are many more variants and applications of the basic 
technique, and I'm sure you will invent a few of your own once you 
explore it and find out for yourself how useful and powerful it can 
be. 

I promised to tell you about how you already apply this in business. 
Any time you explain a process or sequence of events to someone, 
you are using this basic technique, verbally. You can use this to add 
some extra impact and get consistent results. 

Imagine going to a regular project meeting. Do you start with an 
update? Does that involve talking about a series of events or project 
milestones? Perhaps you tell someone about what you want them 
to do, as a series of steps. If you do, there are two important things 
you need to add in. 

Firstly, it's very powerful to walk through the steps, to use physical 
movement to cement the movement through time, just as in the 
time line exercise. If you can't do that, then use a flipchart or 
whiteboard to draw out the steps. 

When you draw out the steps, do not start at the present moment -
start in the past. Sales people often do this naturally, recapping on 
progress to date. Often, they stop at the present moment so they 
fail to use the momentum they have created by shared experience. 

People involved in projects often talk about the future steps, but 
start in the present, so they fail to set up the momentum that is so 
powerful in gaining commitment. 

Here's an example: "So, just to recap on where we are, you 
contacted us a few weeks ago to review this business process. We 
had an initial meeting to look at the current situation, we've done 
some analysis work and now we're meeting again to talk through 
options and to work through a few scenarios. The next thing to do 
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will be to make a decision on a pilot project and then put that into 
action." 

So, we create rapport and momentum by stepping through the past, 
we focus attention on what needs to be done right now and we also 
lead towards a specific desired outcome - i.e. that the customer will 
make a decision. People have a tendency to do what you want them 
to do when you tell them what you want them to do. 

Any time you're talking with colleagues or clients about anything 
that involves a sequence of events, draw out a time line and step 
through it, starting in the past and continuing into the future. 

Pay particular attention when a customer wants to know about a 
process and says "walk me through it" - try, if you can, to take 
advantage of that opportunity! Take them for a walk, and you might 
find that something very interesting happens. Try it and see. 

When you watch a race, do you continually stare at a point in space 
as drivers or riders or runners zoom past you? Do you start at a 
point in the opposite direction and watch competitors disappear 
into the distance? Or do you notice particular competitors and 
watch them as they move towards, past and away from you? If you 
want change to happen, you must make it happen by watching it go 
by, instead of always staring into the future, waiting for the next 
change. 

People only know about change because you tell them about it. 
Change is happening all the time. Things never stay the same. Time 
is movement and movement is time. Therefore, change is not the 
problem, communication is the problem, and that is entirely within 
your control. You can choose when change takes place. Whilst time 
moves on, you may or may not choose to move with it. If you 
constantly talk about change as being something that will happen or 
is happening, you freeze it in time. If you talk about change as 
something that happened, you allow your old problems to float 
away on the river of time. Let them go. 

Here's one last tip on time. If you want people to forget something, 
stop reminding them about it. 
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LEAVE THOSE POOR PROBLEMS ALONE 

That last tip in the previous chapter was such an interesting idea 
that it's worth some discussion in its own right. 

Concentrating on the problem itself tends to make the problem 
bigger. By focussing attention on it, people notice more about the 
problem, find more reasons and causes for it and make it more 
serious and immobile than it ever deserved to be. 

This is a very common situation when companies run change 
management programs. By concentrating on the change itself, they 
lock the company inside it. The company is unable to enjoy the 
benefits of change because it's forever changing. 

Don't think about the change. Start thinking about how things will 
be different. Remember that change is just what you perceive as 
difference over time. Since you know that everyone will perceive 
difference differently, you know that anything you think about 
change will be different to what everyone else thinks. If, instead, 
you concentrate on how you want things to be, the change 
becomes incidental and will fade into the past. 
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POSSIBILITY 

Do you ever say that you can't do x, or y, or z, because . . . ? 

Here's an idea for you. Anything is possible, as long as you bear in 
mind that it has a cost, a consequence and a commitment. 

Cost 

What you want to achieve has a cost, and it will probably cost more 
than money. The cost is the price you have to pay in order to get 
what you want, and the cost might include time, or perhaps 
something that you have to stop or give up. 

Consequence 

Whatever you achieve has a result; a consequence. It isn't good or 
bad, it's simply what happens as a result of you achieving an 
outcome. Whatever you do, no matter how well planned and well 
intentioned, will have consequences. You have to be prepared to 
live with those, because they are a strong indication of the nature of 
systemic change. 

Commitment 

In order to get what you want, you have to stick to it. You have to 
fmd a way or make a way. There's no point giving up half way - or 
I should say that if you give up half way you may have all of the 
costs with none of the consequences. Too often, people in 
organisations will start working on something, start making a 
change, and then give up too soon when they think it isn't working. 
The strange thing is that it is working, it's just not doing what you 
expected as quickly as you would like. Maybe you weren't prepared 
for the cost? Or the consequences are not what you had 
anticipated? That's no reason to give up. 

So, anything is possible if you are prepared for the cost, 
consequence and commitment. 
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INTERACTIVE MAGIC 

This chapter i s  unusual in that it's not i n  the book. It's o n  the 
website that was written as an interactive chapter of the book, along 
with some other stuff to justify what I pay the hosting company 
and to confuse random visitors as little as possible. 

The interactive chapter has a number of components that you'll 
fmd interesting, and two in particular are an integral part of Change 
Magic that I hope you'll want to use again and again. 

The first interactive component is the Brain Fairies. These are 
distant relations of the tooth fairies and they help you to organise 
what you've learned each day. Every day, sensory information piles 
up inside your brain. When you're doing lots of new things and 
learning in new situations, sensory information arrives too quickly 
for you to sort it and store it away immediately, so it sits there in a 
big pile until you go to sleep. Dreaming is your brain's way of 
comparing new experiences to what's already stored away so that it 
can file the new stuff for easy access in the future. The problem 
with this is that, left to its own devices, your brain isn't terribly 
good at filing and it tends to sort new experiences according to 
beliefs and filters tlnt may or may not be useful to you. 

This is where the Brain Fairies come in. They visit when you're 
asleep and sort through the day's learning, sorting and organising it 
for you and filing it all away neatly. The Brain Fairies are also very 
good at sorting through filing that your brain's already done, so if 
there's an old memory that troubles you or that gives you 
preconceptions that aren't helpful, the Brain Fairies can reorganise 
that memory. All you need to do is let them know what you would 
like them to reorganise for you and when they visit they'll take care 
of it in addition to their regular nightly filing. When they are 
rewiring your brain, the sensation is exactly the same as dreaming. 

You already know that you can post a letter to Father Christmas at 
1 ,  The Nortl1 Pole. What you didn't know is how to contact the 
Brain Fairies to give them your wish list for sorting out old 
problems. Well, that contact mechanism is on the Change Magic 
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website. You'll see everything that you need to know about the 
Brain Fairies when you visit. 

You can also buy an audio CD of the Brain Fairies to help you use 
them most effectively. 

The second and possibly most important tool on the website is the 
Un sticker, which you'll remember from the Questions chapter. This 
is an interactive problem solving tool that is totally innovative and 
unique to Change Magic. The Unsticker works by literally 
un sticking your brain. By asking you specially crafted questions that 
you interpret in relation to the problem, the problem changes. 
Some people have reported that after only 4 or 5 questions they 
couldn't remember what the problem was! 

The Unsticker also appears in the books The Un sticker and Six 
Questions. 

All you need to do is visit the Unsticker when you have a problem 
or dilemma or if you're stuck and don't know what to do. People 
have also used the Unsticker when they're annoyed about 
something that someone's done to them, for example when 
someone has upset them at work. Whenever you're in need of 
some help, visit the Unsticker. Again, all the instructions are on the 
website. 

You can also buy an audio CD of The Un sticker that has a number 
of one minute problem solvers on it, so you can take it anywhere 
with you and use to help you solve problems and prepare for 
important events such as meetings, presentations and interviews. 

Just visit www.changemagic.com and start interacting. 
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CULTURE CHANGE 

I recently visited a client to help him with some business planning. 
He took a piece of paper and started drawing the organisation chart 
and all of the different activities that he wanted to plan, including 
business strategy, business objectives, HR strategy and financial 
planning. One of the things on his piece of paper was 'culture 
change'. I asked him what it was and he said, "that's a culture 
change program that's been running for a few years". 

Here's the top tip: if your culture change program has been running 
for a few years, it isn't changing your culture. 

Companies use the term 'culture change' all the time when what 
they really mean is tl1at they want people to do different stuff. Since 
they don't know what they want people to do differently, and they 
don't know how it needs to be different, it's impossible to define or 
measure the behavioural changes required. It's much easier to say 
that the behaviour of people in the company is part of an etl1ereal 
'culture' that needs to change. No-one knows how to change it, but 
they'll know when it has changed, because it will seem different. 

By and large, people do not want culture to change. Witness the 
resistance to the Euro or changes to our language. 

On the other hand, companies don't want the culture to change 
either. It's far easier - and more cost effective - to be specific about 
what you want people to do differently and to tl1en tell tl1em how 
to do it. Can you imagine how much money a lengthy culture 
change program might cost? Can you imagine the time devoted to it 
by people who could be doing something di fferent instead? 

I thought this was a perfect illustration of one of Change Magic's 
key principles - don't think about change, think about what you 
want to be different. Change is the scenery that passes by as you 
focus on your destination. 
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TAKING CHARGE 

Here's one last useful belief for you. It may be startling and you 
may or may not agree with it. Beliefs are like that. It's funny how 
something that someone holds to be absolutely true, someone else 
can disagree with totally. Well, someone must be wrong, mustn't 
they? If you are absolutely right, then what you believe in has to be 
true and universal. Everyone else on the planet must be wrong. We 
all believe different things about life, about religion and about other 
people. Who is right? 

Of course, if we start to admit that it's possible for different people 
to believe different things and neither be wrong then we're on a 
slippery slope towards the inevitable belief that no-one is right and 
that everyone is wrong, in that no one person can have a universal 
set o f  beliefs that apply to anything other than themselves. 

In other words, what you believe about the world doesn't apply to 
the world. It applies only to you. Or, you might say that what you 
believe about the world says more about you than it does about the 
world. "We see the world, not as it is, but as we are", as Clay Lowe 
often says. 

While we're on the subject, here's another interesting idea. Well, I 
think it's interesting anyway. Whenever you have a situation where 
a large number of people disagree about the facts, it's quite likely 
that they are all right, from a certain point of view. Therefore, it's 
not the opinion that matters - it's the point of view. "That's 
obvious", I hear you cry, so here's the important bit. 

Let's say that there are broadly two opinions amongst the business 
community about the state of the economy. One says, "There's not 
enough business about, so more suppliers entering the market 
means a smaller slice for me". The other says, "Every supplier who 
enters the market brings in their own fresh ideas and contacts, 
thereby making the market bigger. More new suppliers means a 
bigger market for me to exploit". 

If you look at the facts, the research and the economic data, both 
could be true. Certainly, people will defend both opinions as if they 
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are true. Thinking simplistically, let's deduce that both views are 
true, based on your point of view. With this in mind, what will you 
now choose to believe? Which view will you take? How will you use 
this knowledge of opinion and truth to choose the most useful 
opinions for you? 

It's funny too how people who have really strong beliefs about 
change are called leaders. They don't really do much to convince 
people that they're right. They just act like they're right because in 
their mind there is no room for doubt. Their certainty becomes 
infectious. Other people start to share their vision. These people 
have all kinds of beliefs - about inventions, about companies, about 
art and about nations. They convince not because they are 
convincing but because they are certain. 

When I first started work as an apprentice at a telecoms company, I 
worked with an engineer named Tony Noakes who was an 
enormous, white haired cockney. If  you have ever seen the British 
comedian Al Murray (The Pub Landlord) , just put him in a big 
white wig and you have Tony Noakes. We mosdy spent our time 
laughing, looking at girls and eating bacon sandwiches, so I didn't 
realise until many years later that I had been privileged to spend so 
much time with a great philosopher. 

Tony used to say to me, several times a day, "John, life's a game, 
and you're either a winner or a loser. Which are you?" 

This confused me at first, for two reasons. Firsdy, my name is 
Peter. Secondly, I thought that being a winner or a loser was 
something that you only found out after the race by comparing 
yourself to other people. What Tony taught me was that winning is 
not about the race. It's about choice. 

Being a winner or a loser is a state of mind that you choose before 
you even step onto the track, the court or the boardroom floor. 

Leaders seem to have a hallucination about their future that other 
people get drawn into. Other people start to share that 
hallucination. It becomes real in the same way that anything you 
think of is real. Imagine biting into a piece of soft, juicy fruit. Feel 
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the flavour of the juices as they ooze out. Of course it's real -
because you think it is! 

So, if you want to start making changes in your life, don't plan or 
write lists or formulate a strategy. Simply start acting as if it is reaL 
Your thoughts, words and deeds will unite to form an 
unmistakeable self belief that will draw people and opportunities 
towards you. 

Planning for change makes it a possibility. It's still an "if'. You can 
plan all you like, but planning doesn't change the world. Will a piece 
of paper be your only legacy? Successful people - those who 
influence their worlds to get the lives they want - don't plan or 
meet with small business advisors (or even large ones). They just 
get on with it and make it reaL They believe with a certainty that is 
infectious. They invite other people into their hallucination. 
Eventually, their hallucination becomes reality. How? Because 
enough people share it to make it reaL Some of those people even 
share it by placing orders and paying money. 

If you have a dream, don't keep it to yourself. Share it. Get other 
people committed to it. They will make it real for you. If you have 
already decided what you are going to do, tell everyone you know 
about it. Make it real, make it happen. 

The first and most important step in making any dream a reality is 
when you share it with other people. Just for a moment, let's define 
reality as 'a hallucination about ongoing events shared by two or 
more people', based on the current thinking that you make up most 
of your ongoing reality based on what you think should be 
happening. This explains how you can lose car keys that are under 
your nose. 

If we accept, just for a moment, this definition of reality, then you 
can immediately see how sharing your dream, vision or goal with 
someone else makes it real. In fact, the more people you share it 
with, the more real it becomes. People start to interact with your 
dream, creating their own versions of it and beginning to influence 
and change the physical world in order to support your dream. 
People begin to do things, to make things and to change things and, 
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over time, your dream becomes reality - regardless of how you 
define it. 

If, on the other hand, you're not really committed to your dream, 
you're not too bothered about it and you don't think it's important, 
just write it down in a strategy document, white paper or business 
plan. Then leave it on a shelf so that no-one else can interact with it 
emotionally. 

Let's take this a little further - is there any limit to the dreams that 
we can share? How about putting a man on the moon? Or running 
a mile in under four minutes? Or achieving the things that your 
teachers at school said you couldn't? 

If life itself is a collective hallucination, why shouldn't you tweak it 
a little to meet your own goals and aspirations? 

Willy Wonka gave us the final useful belief: "We are the music 
makers, and we are the dreamers of dreams". 
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AND NOW, THE END IS NEAR . . . . .  

You may think that this is the point where you finally get your 
twenty-seven point plan for change management. Well, it isn't. 

There's no strict, prescriptive formula. Remember, right at the start 
when you read "only do what works"? I f  you currently use such a 
prescriptive change formula, you must realise tlnt it is a 
generalisation of something that worked once, for someone else, 
with a different group of people, in a different situation. There's 
just no guarantee that it will work for you. 

Of course every situation is different. I f  you changed your 
underwear yesterday and then again this morning, there is a 
difference. You are different. You are a day older, with 24 hours 
more experience to draw upon in making decisions. 

The point of Change Magic is that it offers you a chance to think 
differently and to realise that you already can and do think 
differently. It offers you the chance to see that your intuitions may 
be right after all. It offers you the chance to listen more carefully to 
the situation, so that you can gather more information and make 
better decisions. It offers you the chance to feel OK about letting 
people change their own environment with you as tl1eir guide. 

We are problem solving, self correcting machines. We do not su ffer 
a poor environment - we adapt to it. We do not cope with bad 
situations and we do not put up with rules that we don't like. We 
adapt to them. We take the sights, sounds and feelings of me 
situation and we modify them to create something more pleasant. 

The task for you as a Change Magician is to shake this view of tl1e 
world - to gently nudge people from their place of rest. They have 
inertia and you have momentum. I f  you remember your '0' level 
Physics, you'll know that the momentum of a system is constant, so 
you have to transfer some of your momentum to them. Do this too 
quickly or too hard and you will have lit tl1e blue touch paper. My 
advice is to retire quickly. I f  you can transfer momentum gently, 
you will nudge people into a new state of awareness, and they will 
be more receptive to the idea o f  change. 
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When people don't like change, it's when they have adapted to their 
current environment and have created an internal model of it. They 
are no longer responding to the real world - they are responding to 
a model of it. Any threat of change means they have to open up 
their senses and redefine that internal model. This is an 
uncomfortable process and in common language we call it 
'learning'. You can catalyse this process using the ideas, principles 
and beliefs you have read about in this book. When you notice that 
people are beginning to open up their senses, you know that the 
time for Change Magic has come. 

Given the opportunity, the motivation and the permission, people 
will readily effect change in their own environment more quickly, 
creatively and effectively than anything your team of consultants 
could come up with. This is because an individual knows his or her 
own environment far better than you or anyone else does, so don't 
bother trying to learn about it - let them change it themselves. 

Actually, I lied about the change process model. Here it is: 

o 

o 

o 

o 

Use the tools in this book (and any others that you know of) 
to open up people's internal models 

Give people the ability to change their environment 

Show them a direction 

Get out of their way 

Step 5 is optional. When the system has rebalanced itself, people 
have drawn new maps that they can be comfortable with and you 
are enjoying the benefits of the change you catalysed, you can tell 
everyone that it was all thanks to you. They may or may not believe 
you, but then that's often the risk you take as a Change Magician 

If being a Change Magician is about only one thing, it's the 
realisation that you don't need to have all the answers. You only 
need to have all the questions. 

Change Magic And now, the end is near . . . . . 309 



ApPENDICES 

This has nothing to do with Change Magic but I thought you might 
like it anyway. It's a real entry from a very large company's online 
telephone directory. The name has been blurred to protect the not 
so innocent. 

Contact Detai ls Whereabouts +1- M 

Miss Noeleen � 
Customer Qulaity Manager 
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SUMMARY OF USEFUL BELIEFS 

Nothing is true 

Stop wonying about what's right and just do something - anything. 
Right and wrong, uue and false are just labels that people attach 
after the event has already happened. I f  they're prejudging, it's 
because the event has already happened, inside their heads. Do not 
accept this hallucination as an excuse for inaction. 

Only do what works 

I f  what you're doing isn't working, stop doing it. We're led to 
believe that we must try harder to get what we want. This is very 
misleading. If you're not getting the results you want, it's not 
because you're not trying hard enough. It's because you're doing 
the wrong things. 

There is no substitute for knowing what you want 

What you don't like, need or want is irrelevant. I f  you have more 
than one choice - and you always do - then knowing what you 
don't want gives you absolutely zero useful information. 

If you catch yourself knowing what you don't want ask, "what is it 
that I do want?" As Bananarama said, "That's what gets results" 

Changing one part of a system changes the whole system 

Any system, including a company, is in balance. Changing any one 
part affects the whole system as it changes to restore balance. 
Therefore, since you can only change the whole company, not one 
isolated part of it, you might as well plan change systemically. 

Companies are not broken 

If companies were broken, they would no longer be companies. 
They would no longer be in business. Your company may not be 
producing the end results that you want, but it is working. 
Therefore, problems are a by-product of success, not a sign of 
failure. 
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Every behaviour has a positive intention 

Positive doesn't necessarily mean good or morally acceptable. It 
simply means that every behaviour is motivated by an intention to 
achieve something. So, in this belief we have two meanings. Firstly, 
people don't waste energy for no reason. Secondly, people take 
action to get things, not to lose them. When people lose things it's a 
side effect - an accident. It's not the original intention. 

A part that is unaware of its relationship to other parts can 
only act in its own self interest 

If you thought you were the only person in a burning building, you 
would run for the door. If you knew there were other people in the 
building, you might behave differently. The parts of an organisation 
are no different. 

Knowing the cause of the problem will not help solve it 

Asking "why?" will give you a lot of useful information about how 
people structure their belief systems. Asking "why?" will give you 
absolutely no useful information for solving the problem. In fact, 
asking "why?" will make the problem worse. 

If what you're doing isn't working, do something else. 

Don't try harder, don't be more persistent and don't give up. Just 
recognise that you need to do something different. What? 
Anythingl 

Problems and side effects are a sign of the system restoring its 
natural balance. 

Problems are not external to the system. Side effects are not 
something that you can get a management consultant to root out 
for you. They are part of the natural process by which the system 
restores balance. If you want to solve problems and remove side 
effects, you have to think outside of the system that they are a 
natural part of. 

Change Magic Summary of useful beliefs 312 



Companies don't exist. 

We take some pieces of paper flied in a vault somewhere, some 
magnetic information on a computer and a building with a word 
written on it and we call this collective hallucination 'a company. 
We can't change companies - we can only change people. 

People do not make bad decisions. They make good 
decisions with bad, or insufficient data. 

Making a bad decision does not mean there's anything inherently 
wrong with the decision making process itself. As computer people 
say, Garbage In, Garbage Out. People make the best decisions, or 
choices, that they can given the information they have at the time 
of the decision. If that information changes, it doesn't make the 
decision wrong - it leads to a completely different decision. 

People aren't afraid of change. They're just reluctant to spend 
more time learning how to work complicated computer 
software. 

Change models that anticipate people's resistance to change are the 
cause of people's resistance to change. Acting as if it is easy will 
make it easy. 

The purpose of fear is to protect treasure 

Fear keeps you in your comfort zone, and it prevents casual 
moochers such as inexperienced consultants and coaches from 
getting to the treasure inside. When you feel the fear, don't turn 
back and retreat to a safe place, keep pushing. You are nearly at the 
treasure. 

You already have everything that you need to be everything 
that you want 

In order for you to aspire, there are things in the world for you to 
aspire to. For you to recognise them as being important to you, you 
must already have a point of reference for those things within 
yourself. In other words, achieving aspirations is not about getting 
the resources that you need, it's not about having a new computer 
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and it's not about what you could achieve if you only had the 
budget. It's about using what you already have. 

We are the music makers, and we are the dreamers of dreams 

In life you're either a winner or a loser. Which will you choose to 
be? 

When it's time to stop, stop 

I o ften ask clients, "are you doing this because it's the right thing to 
do, or are you doing it because you're doing it?" 

This book is now longer than Lewis Carroll's "Alice in 
Wonderland". That may sound like an odd reason to stop, but any 
reason is better than no reason. There's nothing to be gained in 
dragging things out for the sake of it. 

Besides, I 've already told you more than I know . . .  
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WHAT IS CHANGE MAGIC? 

Organisations are similar in many ways to people. If you remember 
the cartoon strip 'The Numskulls' from the Beezer and more lately 
the Beano, you'll remember that inside our heads we have little 
people controlling our actions, and that they work in different 
departments, like in a company. Conversely, companies have 
departments organised like the parts of a person. 

There are creative parts, parts that are good at planning, parts that 
are good with money, communicating parts and parts tlnt are good 
at organising other parts. There are a number of very successful 
personal change and therapeutic approaches which use this 
metaphor of parts. Up until now, those approaches have only been 
used to help people. 

Change Magic uses the basic change toolkits of tl1ese approaches to 
help organisations. The creator of Change Magic and the autl10r of 
this book is trained and experienced in the use of these change 
methodologies and has used the same basic toolkit to effect both 
personal and organisational change. Therefore, Change Magic is an 
account of what has been found to work across a wide range of 
personal and organisational change situations.  

Making this connection between companies and people was the 
historical root of Change Magic. The key principles evolved over 
many years of trying out new ideas and noticing which were really 
effective in getting groups of people to work together and develop 
consistently. 

The second key principle in Change Magic is that change is not 
important - only outcomes are important. Focussing on the change 
process itself freezes 'the change' in time and makes it a thing or 
even an obstacle. The second principle of Change Magic is 
therefore to harness that natural change that accompanies tl1e 
passage of time. You change during every second of every day. No 
two experiences can ever be the same, yet our brains cope with 
information overload by making them seem the same. By only 
noticing what we want to notice and by forgetting details, we make 
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situations and experiences distorted and generalised versions of real 
events. 

We already have a perfect change methodology which we can see in 
action every day, all around us. Charles Darwin already researched 
evolution through natural selection, so we can just learn from his 
work without having to do lots of expensive research again. What 
we learn from Darwin is very relevant to change management, in 
fact it's absolutely vital. The key lessons are: 

o You don't need to be way ahead of your competitors - just 
a tiny bit ahead, consistently. 

o You don't need to know where you are heading. Your 
market will decide this for you as long as you keep moving. 

o Success does not come from planning, it comes from 
adapting. 

Many companies employ change managers, set up change project 
offices and give their change projects elaborate names and 
personalities. They have notice boards and mugs, awareness days 
and magazines. They spend more time and money on the change 
project than on the outcome. Change Magic is about realising that 
the company is going to change anyway, because the company is 
only a collection of people who are constantly changing. Change 
Magic is about harnessing this natural energy and directing it. 
Change Magic is about subtlety, stealth and business as usual. 
Companies that survive periods of environmental change are those 
that adapt. Since the employees of a company will, by and large, be 
members of the species Homo Sapiens - the most successful and 
adaptable species on the planet - this won't be a problem. 

What will be a problem is that corporate change projects stop 
people from adapting. By drawing attention to the change itself, it is 
frozen in time and made into a thing. We humans naturally do this 
as part of the collective generalisation that we call language. 

You can't hold, see or hear a meeting. A group of people decide to 
meet with each other. You can't taste or smell a decision. A human 
being decides on something, and others share his or her view. As 
for a plan, we often seem to confuse 'planning' with 'knowing what 
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to do'. Writing down some WIse yet vague words does not 
constitute knowing what to do. 

So, humans naturally adapt by making sense of their environment 
and responding to it. Humans are very good at comparing lots of 
similar situations and grouping them all together into one 
'meaning'. This meaning is a generalisation which means that it's 
inaccurate yet useful. It does not mean that it is true. 

Newton's laws of motion are generalisations that are useful enough 
to land a man on the moon. They are not useful when the model is 
tested to its extremes, when Einstein's theory of general relativity 
takes over. Even Einstein couldn't make his model work at its 
extreme limits, where Quantum theory takes over. It's interesting 
that for hundreds of years, physicists thought Newton was right, so 
his theories came to be known as 'laws' . Even laws, truths and 
rights can be wrong in situations where the generalisation is too far 
removed from reality. 

Jean Baudrillard wrote an essay in 1 991  entided 'The Gulf War Did 
not Happen', the basic premise of which (as I understand it) is that 
since no single person witnessed the whole war no one can say for 
certain that it happened at all. Certainly, piecing together news 
reports will give us a complete but inaccurate version of events 
whilst one single report will give us an accurate but incomplete 
version. If something as important and well reported as the Gulf 
War cannot be accurately recorded, what chance do we have? 

So, Change Magic is really a game of two halves. The first part 
relates to problem solving. Yes! I said the P word. You don't have 
challenges, opportunities or issues, you have problems. Recognise 
them, stand up to them and then solve them. Recognise problems 
for what they are and then treat them with the contempt they 
deserve. The reality is that you need to fix problems before moving 
onto part two. 

The second part of Change Magic relates to harnessing natural 
change momentum and directing it towards a desired outcome. 
You don't really need to motivate or incentivise people - you just 
need to shake their model of the world so that they recognise what 
changes need to be made. 
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Have you ever returned from a holiday to notice all the things that 
needed fixing or finishing in your house that you had learned to live 
with? This is what happens when organisations get stuck in time. 
The world moves on and they don't because they stop paying 
attention to the world. Organisations that have an overly inward 
focus of attention don't notice that the world changes. What the 
people in these organisations need is the equivalent of that holiday 
so that they can see for themselves what needs to be changed. If 
you provide them with a clear direction, they will make they 
changes themselves, with no need for a change management 
project! 

Change Magic is not a business process re-engineering tool. It is 
not a methodology for changing things like sales processes or 
financial procedures. It is not a tool for analysing and investigating 
accidents or failures. For these applications, you need a specific and 
methodical approach. 

Change Magic can incorporate these approaches but in reality it is 
better suited to situations that used to be called 'culture change'. 
Change Magic is really at home where changing the behaviour of 
people is the main component of the problem. You can rewrite 
your sales process until you're blue in the face - it doesn't mean 
people will change their behaviour. 

When people change and are given the freedom to change their 
environments, you'll find that business processes change anyway 
because people change them. That's right! People will make their 
own changes, and you can guarantee they will be much better and 
more complete changes than anything your team of consultants 
could suggest to you. 

Remember - consultants who use off the shelf change programs 
are forcing an out of date generalised solution to someone else's 
problem on you. Don't stand for it. You have your problem and 
you need your solution. Nothing else will do. 

Why is this chapter at the end of the book? Because this book isn't 
just a list of the process steps of Change Magic, because it doesn't 
really have any. Change Magic is about beliefs and attitudes. If I had 
given you those in a list, you would have decided straight away if 
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they were true or false and your mind would have closed. There 
may have been times during this book when you were a bit 
bemused. I can guarantee that everything is here for a reason. 
When you are performing Change Magic, you don't have to worry 
whether people make sense of your words and actions. People are 
very good at making whatever meaning they want to make. The 
worst thing that can happen is that you, and the people you work 
with, start 'knowing' things. 

Knowledge can be a terrible thing when trapped in a closed mind. 

The purpose of this book is to begin the process of changing your 
beliefs and attitude towards change. This is a handbook for Change 
Magic, and it is also Change Magic in action. 

Change Magic is not a prescriptive process - it's more of an 
attitude. If you asked me to summarise the key aspects, ideas or 
themes that make Change Magic unique, I would say: 

o 

o 

o 

o 

o 

o 

o 

You can treat an organisation as a person, a living entity, 
and use the same basic tools to change it. 

Change is an illusion caused by a combination of what we 
notice and our perception of the passage of time. 

The way you communicate with people is the single most 
important factor in organisational change. 

Organisations do not have problems. People have problems 
and people can solve them if you just keep out of their way. 

People do not tolerate a situation - they adapt to it. 

Everyone changes all the time. Conversely, no-one changes, 
ever. It all depends on your point of view. 

Change Magic is about changing organisations by changing 
people because ultimately, an organisation is nothing more 
than a collective noun for a group of people with a common 
interest. 

You may think that you've spotted some repeated ideas in this 
book, or some chapters that seem to link together but which aren't 
arranged in sequence. I could flippantly say that this is down to the 
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quality of my proof reading but in reality this is intentional, as it 
stops you from mentally packaging ideas and keeps your mind open 
so that the real learning can slip in. 

If  I gave you all the answers, this wouldn't be Change Magic. It 
would be a script of something that worked once, somewhere else 
for a different bunch of people. In other words, it would be like 
every other change management approach - prescriptive, 
generalised and limited. Change Magic is limitless in its application 
and development because the next step lies with you. This book is 
designed to change your attitude, give you some useful new ideas 
and leave your mind open enough for you to complete the job in � 
way that is personal and specific to you. By adding your own 
experience, ideas and beliefs to Change Magic, you will end up with 
an approach that is relevant, useful and, above all, yours. 

So, this information is kept at the end of the book because I didn't 
want to spoil the adventure. For those of you who enjoy having 
structure and formality, I needed to explain the background to 
Change Magic without affecting the function of the book. 

If you give people enough information to make a decision, they will 
decide, they will know and they will understand. The information 
will be neatly wrapped up and fued away in the vaults of their mind. 
They will forget that they know, just like you have forgotten all the 
quiz show trivia that's stored somewhere in that bottomless 
goldmine of information that is your memory. 

If you give people the structure they need but not enough 
information, they will know what's missing and search out the 
pieces they need. They will know when they have all the 
information that exists for this particular subject and, at that point, 
they will stop acquiring new information 

If you give people the information they need but no structure, they 
will deduce a structure from the information that they have. This 
will exclude any new information. 

When people are constantly open to more information or new ways 
to organise it, we call that an open mind, or a state of learning. So 
you see, by giving you complete information and structure, I am 
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helping you to become closed minded and that is never a useful 
state to be in. Again, as an example of Change Magic in action, I 
need to find a way of opening your mind. Everybody likes to think 
they are open minded, and this normally just means 'broad minded' 
which is something totally different. True open mindedness is not 
about acceptance or tolerance - it is about learning. It is about 
seeing things that are familiar in a new way. It is about listening to 
everyday information and hearing something new. It is about 
recognising familiar feelings and choosing to respond differendy. 

Rachel Carson, a famous environmentalist, said, "A child's world is 
fresh and new and beautiful, full of wonder and excitement. It is 
our misfortune that for most of us that clear-eyed vision, that true 
instinct for what is beautiful and awe-inspiring, is dimmed and even 
lost before we reach adulthood." 

Change Magic could therefore be summarised as the following 
process: 

1 .  Open mind 

2. Set direction 

3. Stand back 

Change Magic is designed to be read as you would read a novel. It 
doesn't contain all the answers, but it contains enough questions 
and useful ideas to start your natural processes of developing your 
own solutions. 

In this respect, Change Magic is the antithesis of traditional 
management theory books. Change Magic doesn't give you a 
prescriptive formula for organisational change - it recognises the 
reality that there isn't a formula for change. Any prescriptive change 
model can only be a generalised account of something that worked 
somewhere else, with different people in a different situation to 
yours. 

The people in the bakery knew what they needed to do and they 
knew what needed fixing. They didn't sit down and refer the matter 
to their managers who could form a steering committee to hire 
consultants to make a recommendation. They just fixed the 
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problem and got on with the really important thing - making bread 
for their customers to buy. 

You might be wondering if these reckless bakers had thought of the 
health and safety or quality control implications of hand mixing 
dough or fixing packaging machines by themselves. I suppose they 
just believed that it was more important to keep their customers 
happy. At some point, you need to decide what is important to you 
in just the same way. Do you wait until someone fixes the machine 
for you, or do you roll your sleeves up and get mixing? 

Change Magic isn't about changing organisations, and it's not about 
changing people either. It's about getting people to do different 
things with the skills and experience they already have. You can tap 
into these skills by changing the way that you think about people, 
the way that you communicate with them and the way you interact 
with them. So, if Change Magic is about changing anything, it's 
about changing yourself. 

Hopefully, you had already figured that out. 
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EVOLUTION 

Since much of this book is about changing organisations, and since 
commercial organisations themselves are a relic of the industrial 
revolution, I wanted to share some thoughts with you about the 
future of working life. You see, the industrial revolution imposed 
an unnatural hierarchy on the human race, an alien social culture 
that we are beginning to shake ourselves free of. It might take 
another generation or two, or we might see a return to our natural 
freedom within our own lifetimes, if you are willing to make it 
happen. 

Remember, nothing is true. You don't have to read this chapter if 
you don't want to as it isn't quite the same as d1e rest of dUs book. 
On the other hand, if changing yourself and changing your 
organisation is going well for you, why stop there? Change the 
world! 

Revolution 

Thousands of years ago, we roamed the land and found food where 
food was to be found. Our conscious brains evolved to make 
complex decisions and to remember patterns in nature such as 
phases of d1e moon and the seasons. We developed a symbolic 
language as a means of transferring learning, and d1is allowed us to 
develop and share knowledge faster than animals who only learn by 
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copying other animals directly. It allowed us to pass knowledge 
across generations, and our brains evolved the story as a linguistic 
carrier of complex cultural knowledge. 

As our conscious brains evolved, we began to notice, code and 
communicate information about patterns in the world - seasons, 
migration patterns, weather and so on. We started gathering in 
places that offered shelter and rich natural resources, and with the 
agricultural revolution, we evolved the means to produce more 
from the land than we could consume, so the land could support 
more people than would be possible in a nomadic, foraging culture. 

Producing more than we could consume also meant we could trade 
with neighbouring settlements. Settlements grew into towns, all 
organised around the knowledge needed to produce food. These 
settlements had a social hierarchy, based on knowledge, wisdom 
and typically age. The family hierarchy mapped onto the social 
hierarchy, and the village elders were perhaps no more than 30 to 
40 years old. 

Everything was flne in this agricultural world. People became 
hunters or farmers. Hunters continued to follow a nomadic 
lifestyle, going off into the woods and returning with meat. They 
learned the behaviour of animals and used this knowledge to hunt 
more efflciently. 

Farmers settled down and created places where they could produce 
food from the land. Later, they also learned to understand the 
needs of animals so that they could keep them on their farms. They 
learned patterns in the world and used this knowledge to predict 
the seasons and the weather so that they could farm more 
efflciently. 

Finally, man created the machine and the industrial revolution 
came. This changed everything. 

Machines were big and expensive. This meant that you couldn't put 
steam engines and printing presses anywhere you liked - you had to 
put them in the middle of towns, and those towns became cities 
because lots of people were needed to serve the machines. People 
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needed to put raw materials in, take finished products out and fix 
the machines when they broke down. 

Companies began to employ people to serve the machines. You 
could get a job as a machine operator, a type setter or a fork lift 
truck driver. Machine operators needed supervisors and supervisors 
needed managers. 

The other thing that happened was that the social hierarchy that 
had developed naturally within early agricultural settlements was 
turned on its head. The support structure of the family hierarchy 
was now in conflict with the control structure of the company. On 
one hand, people were told to work late by their managers, on the 
other hand they were asked to come home early by their families. 

Even the IT revolution was just another iteration of the industrial 
revolution. Computers were big and expensive, and people were 
hired as computer operators, computer technicians and computer 
managers. Everyone sat around the computer, feeding it with data 
and analysing the result. The computers in companies became 
oracles. People did things because the computer told them to. If the 
computer produced a report, people read it. 

Personal computers put the computer onto the employee's desk, 
and allowed the working population to be geographically 
distributed. This just meant that the company could get more 
people in more towns working for the computer. 

Today, we are still feeling the aftershock of the industrial revolution 
and its impact on the social hierarchy that we need to be a part of. 
Our brains are still wired up for the agricultural revolution, but 
they're stuffed full of the knowledge of the industrial revolution, 
and now we're trying to use that knowledge to cope with the 
information revolution. 

Since the Internet was created, like the invention of the steam 
engine and the ploughshare, people have called it a network of 
computers. This is not true. It is a network of people, minds and 
ideas. It is a network of experiences, opinions and dreams. 
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' 'When the globe is covered with a net of railroads and telegraph 
wires, this net will render services comparable to those of the 
nervous system in the human body, partly as a means of transport, 
partly as a means for the propagation of ideas and sensations with 
the speed of lightning." Wilhelm Weber, 1 835 

In the Internet age, the television news reader can no longer tell us 
what to think. The government can no longer tell us what to believe 
through the newspapers. We can form our own opinions - if we 
choose to. The power in the freedom of information is not that 
everyone does ftnd out for themselves, it's the idea that they could 
if they wanted to. It's the thought of what would happen if we 
found that the BBC or CNN or the Disney Channel had lied to us. 
The truth is no longer out there - it's everywhere. You can't get 
away from the truth these days. Whether it's buyers' opinions about 
a washing machine, the scandal about the war in Iraq or the dirt on 
the latest celebrity marriage, the truth just isn't interesting any more. 

We live in the Google generation, where we don't want training 
when the course is scheduled - we want to solve our own problems 
by typing the question into Google. We don't need to go on a 
training course to learn how to use PC software - we play with it 
and when we get stuck we press Fl and ask a talking paper clip for 
help. 

Even ebay is changing the nature of retail commerce. You no 
longer have to rent a shop in order to run your own retail business, 
selling anything from lawnmower parts to clothing, computers to 
military vehicles, ftrst edition books to whales. In the traditional 
world of retail, the retailer set the price and chose the customer 
who would pay it. If  you can only afford a shirt from Tesco, don't 
bother coming to our shop. People would buy tiny items from 
Harrods just to get a Harrods bag - now you can buy a Harrods 
bag on ebay to put your Tesco shirt in. 

Ebay has torn up the traditional rules about who is allowed to buy 
what, and more importantly has taken the power to set price away 
from the retailer and put it into the hands of the consumer. It's not 
that simple though - when a sought after item is in short supply, 
the rules of the crowd take over and push the price up, often way 
over the seller's expectations. 
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The British ebay currently has 6,087,645 items listed for sale. It's 
like walking into the biggest department store ever, with everything 
from cars and houses to a bargain basement full of old junk. And 
why go out to the shops, struggling against the traffic jams and 
queues when you can shop from the comfort of your own home or 
office? 

But this isn't about information overload, this is about connectivity. 
It's about our expectations and demands for information growing 
faster than our brains' ability to make sense of the information 
within our social hierarchy. 

More and more people are feeling a growing unease with life, with 
the 9 to 5 grind, with their promotion prospects. More and more 
people are searching for something that they can't define, looking 
for an answer when they don't even understand the question. 

Maybe our brains didn't evolve around family hierarchies - maybe 
the development of a social hierarchy based upon family 
connections is wired into our brains, and so our culture develops 
that way without any effort on our part. Look at any social animals 
and what you see in a herd, pack, pride, shoal, flock, gaggle or 
murder is essentially an extended family with social rules to protect 
the gene pool. 

So we lived for tens of thousands of years in a society based on the 
family structure, then we moved to the city and went to work where 
the command structure of the company was in direct conflict with 
the structure of the family. Who do we believe? Who do we get our 
orders from? Who tells us when it's time to start work? Time to 
stop? Time to retire? Who do we go to for help and advice? Who 
knows how to make the rains come? 

I believe that it is this conflict that creates the confusion, the 
dissatisfaction that so many people feel. I think that the owners of 
companies are starting to realise this too. 

Big corporations have Corporate Social Responsibility policies, 
work life balance policies, charity connections, volunteer schemes, 
sabbaticals, blended learning, lunchtime learning, bite sized 
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learning, mentoring, coaching, gyms, massages and, of course, 
insurance in case an employee takes legal action for feeling stressed. 

Just twenty years ago, companies didn't need all this. They had a 
sports and social club, and everyone finished an hour early on a 
Friday. What more could you want? 

The problem, as The Architect said to Neo, is choice. The Internet 
gives us choice because we can see what other people are doing. It 
forces the TV stations to give us instant, real time truth because we 
could switch channels - choice. When we fly, the cabin attendants 
thank us for choosing their airline. And still we wonder, "what 
would have happened if I had chosen a different option?" 

There's a psychological magic trick where someone is offered two 
envelopes, one with money in and one without. When the person 
initially chooses the envelope without the money, they are offered 
the chance to change their minds. When the envelopes are opened, 
they wish they had - yet no-one ever does. The trick works because 
people, by and large, do not change their minds. 

We are farmers, creatures of habit. We sit and wait for the sun to 
rise, for the rains to come and for the lambs to be born, all because 
we expect those things to happen. We wait for the bus to arrive, for 
the news to come on and for the promotion that was always 
promised if we worked hard enough. 

Well, I've worked hard enough and I'm through waiting. 

I heard a program on the radio recently about spirituality, and the 
way in which people turned their backs on the church following the 
second world war, when lots of people finally realised that giving 
money to the church steeple fund every Sunday did not guarantee 
that your husband returned from Normandy. People asked, "what's 
God done for me lately" and the best that the church could offer 
was, "He has been keeping an eye on you and getting your cloud 
ready for you - if you carry on coming to church". 

I believe that all religions are born out of the same need that lies in 
every one of us to ask three basic questions: 

''Where did I come from?" 
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''Where will I go when I die?" 

"Will I see my loved ones again?" 

And of course, every religion provides a conduit for those answers, 
whether it's through a book, a prophet or a priest: 

"Our God made you" 

"Depends if you follow our rules" 

"Depends if they followed our rules" 

When people turned away from the church, they also turned away 
from religion and spirituality, because the church had done a good 
job of making the three inseparable . Fifty years on, and people are 
now feeling the effect of a life without spirituality. I am 40 years 
old, and I have never been to a church except for weddings, 
funerals, christenings and for looking around out of historic or 
architectural interest. In short, I have no interest in what the priest 
has to say about the Bible, or God, or what waits for me if I follow 
the rules. And I don't think I'm alone in that. 

The post war defection has created the first generation that has 
lived a lifetime without religion, yet that wiring is still in our heads -
the need to belong, the need to be a part of something bigger, the 
need to know our place in the social hierarchy. Whether we look to 
the village elders, self help books, God, the collective consciousness 
or our past lives for guidance, we need to look somewhere. This is 
the answer to which there is no question. This is what we are 
searching for. This is the path. 

The industrial revolution created the need for people to service 
machines - machine operators, fork lift truck drivers, computer 
programmers and graphic designers. The machines, and later on the 
business processes that became the machines of the service 
industry, need people to fulfil roles. The industrialisation of 
working life created the need to select the right person for the job. 
It took the idea of a vocation and turned it into a career path. 

The recruitment industry grew out of a need for companies to find 
more people to fit into jobs with the minimum of squashing and 
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squeezing. Still, no matter how good a 'fit' the candidate is to the 
job spec, there is still some squashing and squeezing. The employer 
still has to take the best candidate and then train them, shape them 
to the needs of the job. Upskill them in some areas, accept their 
quirks and distractions in other areas. It's OK to let the over
performing salesman play golf on a Friday because he's worth it, 
but the finance administrator has to sit at his desk until closing 
time. 

The squeezing of people into vacancies built around the company 
structure creates a structure that is so rigid it forces the employee to 
give up their freedom of choice. We need commitment in order to 
realise the fruits of our labours, and we need choice in order to 
apply that energy in the most personally rewarding way. The 
employment contract forces us into a dilemma; commitment or 
choice, not both. 

If you want to spend a day a week supporting a local charity that's 
fine, but not while you're working here. You work here full time, 
and if you don't like it, you know where the door is - until the 
Corporate Social Responsibility department realise that letting 
people do charity work is good PR and pleases the ethical fund 
managers, so the share price goes up. 

Charity is big business now, with corporations competing to 
sponsor projects such as the rebuilding of areas destroyed by 
natural disasters. Even at a local level, consumer brands compete 
for sponsorship of worthy charities. Shop at our supermarket and 
get computers for your children's school. Buy your junk food at our 
supermarket and get sports equipment for your children's school. 
Buy our breakfast cereal and raise money for lame donkeys. Buy 
our over priced, over processed convenience meals and feel the 
warm glow of knowing that you have supported a charity. Or is it 
indigestion? 

The problem with any rigid structure is that it doesn't allow room 
to flex and breathe. When the ground shakes, concrete buildings 
crack and collapse. When the world changes around the rigid 
hierarchy and rules, the company loses market share. When the 
needs of the individual assert themselves over the needs of the 
company, one of two things happens. 
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One outcome is that the individual, squeezed into a restrictive role 
for many years suffers more and more frustration. That frustration 
becomes stress, and that stress becomes a stress related illness. 
Eventually, the only option left is retirement through ill health, or 
worse. The prison bars were too strong, too rigid and the person 
breaks. 

The other outcome is that the individual, squeezed and squashed, 
eventually pushes back and breaks free from the prison. They start 
their own business, travel the world, write a novel, or just have a 
good old fashioned mid life crisis. 

For men, the stereotypical mid life crisis involves walking out on 
the stressful job, leaving the wife that he has tired of, buying a 
sports car and decorating himself with a young blond. 

For women, the mid life crisis could be the experience that the 
middle class, middle aged medical profession has for so long 
dismissed as the menopause. Sure, there's a physiological side to it, 
but what happens when a daughter of the industrial age reaches a 
point where she has had enough of 'playing second fiddle', of 
making do, of putting up with him, of putting his career first, of 
being subservient to the breadwinner? 

So, the employee either breaks out or breaks down. 

There just has to be a better way. Not because I need hope, or 
because there's a gap in the market, there just has to be a better way 
to organise a business around the capabilities and aspirations of the 
individuaL 

What if, instead of orgamsmg people around machines, we 
organised machines around people? What if recruitment was not 
designed to find the best candidate for the job but the best culture 
for the candidate? What if employers said, "This guy's great, what 
can we do with him?" instead o f, "Sorry, you don't have the right 
experience for this job", or worse, "Sorry, you're over qualified". 

Competition for good staff has turned, over the past few years, 
from a race to pay the most into a race to provide the most 
freedom. The perks of the job are no longer a BMW and a bonus, 
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but a personal development budget, a sabbatical and days off to do 
charity work. 

These are good ideas as far as they go, but they're really just filling 
the cracks that are appearing in the industrialised corporate 
hierarchy. They're like putting a building on rubber foundations so 
that it can withstand small earthquakes. Sooner or later, the big one 
will hit and all the rubber foundations and plastic windows in the 
world won't save you. The days of the corporation are numbered. 

But we still need to supply hungry customers, don't we? We still 
need to put coal in the furnace, we still need to put logs on the fire. 
We still need to pay the mortgage. Not everyone can be a teacher, a 
Samaritan or a life coach. Fortunately, not everyone wants to be. 

Many, many people dream of setting up their own businesses. Do 
they really want to be self employed or business owners? I don't 
think so. I think they just want to be free. If their jobs gave them 
freedom, control and choice, they would be quite happy to 
continue processing invoices and programming computers. I don't 
think any five year old ever said, "Daddy, when I grow up I want to 
be an Accounts Administrator". It's the kind of job that people 'fall 
in to', but having fallen into the job, there's nothing to say that you 
can't enjoy it. 

The corporate hierarchy demands commitment, and commitment 
takes away choice. But there has to be another way. 

My vision is a company where the structure is created around the 
people, not the other way around. The structure exists to enable the 
people to do more of what they love. On any given day, each 
member of the company makes a commitment to a cause, and is 
rewarded directly for that commitment. On each day, I can make 
that choice and fully commit to it, knowing that I am only making 
that choice for that day. The more I commit my energy, the more I 
can expect to see as a return for that commitment. 

A dog is for life, not just for Christmas. Unfortunately we have to 
commit to a job for life too, and if you want to explore other 
interests, you have to find time, make time or steal time. If you 
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want to explore another vocation, you have to hand in your notice. 
It's our way or the high way. 

Companies who sell the same products to the same customers see 
each other as competitors. In nature, species have to coexist. They 
have to share a habitat, and sometimes they have to compete for 
the same food sources. Certainly, animals have to compete for 
mates, for nesting sites, for survival. 

Or do they? Is competition inherent in their behaviour, or in the 
way we choose to look at it? I believe that competition makes the 
market bigger, because every supplier talking to potential customers 
is raising awareness, creating new ideas and generating interest. 
Nothing is unique for long. Apple had a tiny window of 
opportunity with the iPod, and now every major manufacturer has 
created an iPod clone. Apple have to stay one step ahead, otherwise 
they fall prey to companies who can make a better iPod, cheaper. 

Sony's philosophy is to put themselves out of business. If they 
don't make their own products obsolete, someone else will. The 
price of this is that customers complain they can't get their two year 
old TV fixed. 

In the evolution of markets today, we can see some people 
behaving as if their very lives depend on destroying their 
competitors, whilst others behave as if more players makes the 
market bigger for everyone. Certainly, both Darwin and Lamarck 
found evidence to support their differing views, so we can say that 
perhaps both are true, depending on your point of view. The 
reason I mention Lamarck is to introduce the idea that the 
evolution of human working society could be achieved through 
collaboration as much as through competition. 

So how do we transform the corporate prisons of today into the 
commercial! social communities of tomorrow? The answer is 
surprisingly simple. We don't have to. 

The church survived the reformation. Art survived the renaissance. 
Commercial businesses face a similar time of upheaval, and it's 
coming whether they like it or not. We don't have to make the 
change, it's already happening. Businesses will survive, and in a few 
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hundred years, historians will gtve this time of change a snappy 
name. 

The leading figures of the reformation didn't bring in the change 
management consultants, they just said, "There has to be another 
way" 

The renaissance artists who wanted to bring their imaginations to 
life didn't hold focus group meetings and get Arts Council funding, 
they just said, "There has to be another way" 

And we, in our own lifetimes, in our own worlds, in our own minds 
can stand together and say, "There has to be another way". 

And of one thing I am certain - there is a another way, and 
together we will find it. 

The rise of consumerism 

If you drive from the coast o f  Southern Spain near Marbella up 
through the countryside to Grenada you'll wind your way up 
through beautiful valleys, looking down on turquoise lakes and with 
no sound except the gentle clanking of goats' bells amongst the 
olive groves. 

And then as you reach the top of a valley, you will see the road 
ahead passing through the white archway of a small village. Outside 
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the archway that marks the boundary of the village IS a bizarre 
sight. 

Strewn down d1e hillside, you will see household rubbish, washing 
machines, televisions, cookers, furniture, building materials, 
clothing and, when I was there, even two large pink octopuses. Yes, 
real octopuses up in the mountains .  They may even have been 
octopi or octopodes, depending on who you believe. 

Bui ld ing rubble 

You see, the village has electricity and satellite TV, but the council 
don't collect the by products of their new consumer society, so they 
just take their broken washing machines to the edge of the village 
and throw them down the valley. 

The children can watch MTV and CNN, so they know that it's cool 
to want Nike and McDonalds. They just don't know what to do 
with it all once they have finished with it. 

Not long ago, the village would have produced enough food for the 
villagers and any excess would be traded at a weekly market for 
other essentials and luxuries. 

Not so today, they can have it all now. And if the postal service was 
reliable, they would probably spend their free time on ebay, 
snapping up more TV s, cookers and octopodes to throw down the 
valley. 
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So what is the new economy? Is it one where the cost of 
manufacturing in China has driven prices down to the level where a 
new dinner service is cheaper than the washing up liquid and hot 
water to wash your old one? Is it one where consumer demand 
controls prices? Certainly eBay is the ultimate demonstration of the 
power of demand. You can buy pretty much anything at pretty 
much the price you decide. Recently my wife bought a portable TV 
through eBay for - guess how much? Nothing. The student who 
was selling it couldn't be bothered to move it to her new house and 
so listed it on eBay for a penny. 1 p. My wife was the only bidder 
and the student didn't want the penny. The TV was 'as new'. 

For years, retailers have been talking about 'disintermediation' 
which to ordinary people like you and I means taking out the 
middle man. Insurance companies no longer need brokers, food 
producers don't need supermarkets, the Internet has become the 
ultimate marketplace. Of course, everyone always knew that for the 
Internet to survive, it had to become a trading platform. And pretty 
much everything you would have found in a bustling market a 
hundred years ago, you can find on the Internet. The problem with 
the Internet, for anyone who wants to make money out of 
information, is that whatever you are selling, there are a hundred 
more people giving it away for free. Some do this for freedom of 
information. Some do it to show how clever they are. Some do it 
because they think if they give you something for free, you'll buy 
something from them. Well, consumers learn fast. 

This is a key reason in the decline of magazine and newspaper sales. 
Why buy when I can read online for free? And - major bonus -
reading a magazine online during working hours looks a lot more 
like working than reading a magazine does. 

So the new economy that I'm talking about is one of equality, of 
price transparency. If I can see how much a retailer buys a product 
for then I know exactly what added value I expect for their profit. I 
don't mind them making a living out of it, I just expect them to 
earn it. In the past, retailers made a very nice living out of the fact 
that consumers didn't know better. 

Why is this important? Because knowledge is power, and power is 
used to control. Therefore, retailers in the past withheld knowledge 
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in order to control the market. It's becoming harder for them to do 
that, so they have to demonstrate real value rather than just hiking 
up their prices. 

A good example of this is estate agents. If you're reading this from 
America, for some reason you call them realtors or real estate 
agents. Maybe there were too many people selling imaginary estate? 

When you first walk into the estate agent's office to look for a 
house they tell you that you are in the strong position because you 
are the buyer and it's a buyer's market. Previously, they told their 
client that it's a seller's market so sellers have the power. 

When you go to view houses, the estate agent is trying to find out 
personal information about you and your lifestyle so that they can 
help you to fall in love with the house. They know that first 
impressions are critical and they exploit this. By falling in love with 
the house, you move into a weak position and the estate agent 
excludes their competitors. 

At the same time, the estate agent shifts the seller into a weak 
position by telling them the market is slowing down, that the buyer 
is in a good position to proceed etc. The estate agent will now 
negotiate a price that will lead to the fastest completion - and the 
fastest commission payment for the estate agent. Like any business, 
the estate agent needs cash flow. Having paid for all the advertising 
and time up front, the agent needs to secure the commission as 
soon as possible. A difference of £1 0,000 on the house price might 
make only £1 00 difference to the estate agent. On a £250,000 
house, the agent would rather have £2,400 now than £2,500 next 
year. £1 0,000 is a lot of money to you and I, but it's not worth 
much to the estate agent. 

By shifting both the buyer and seller into weak positions, the agent 
can now manage an agreement on price that secures the fastest 
completion of the sale. The agent can push the buyer's price up 
because it's their dream house and the seller's price down because 
the market is slowing down. The job of the estate agent is therefore 
to move into a controlling position. Their criteria is time. To the 
buyer and seller, price may be more important. The could lead to a 
conflict of interest in which people feel they paid more than they 
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should have done, or accepted less than they should have done. 
No-one is happy in this situation, and the estate agent can always 
blame "the market". 

At the end of the negotiation, the estate agent will always close the 
negotiation by saying "really, you did well to get the house at all, the 
way prices are going up" and "really, you did well to sell the house 
this year before the market dies down" 

Of course, this does not represent the ethical and professional 
approach taken by the majority of estate agents in this country. This 
story can merely serve to remind you to always take personal 
control of negotiations that affect you and your family. 

What would happen if the buyer and seller negotiated with each 
other directly? Well, the estate agents tell you that's a bad idea, 
because they are trained negotiators and as such can always get a 
better deal. My personal experience of buying and selling quite a 
few houses is that the conversation goes like this: 

Agent: "They offered £250,000 and I think you should accept it" 

Peter: "No thanks" 

Agent: "How much will you accept then?" 

Peter: "More than that" 

Agent: "OK I'll go and ask them" 

So, not much evidence of finely honed negotiation skills then. The 
estate agent in this case is not a negotiator, they are a messenger. 
The reason they sit in the middle is so that they can control the way 
the message is delivered. For example, "They offered £250,000 and 
I think you should accept it because the market is slowing down 
and you're lucky to get an offer at all." Of course, if all the offers 
come through them then they are in the position of having the 
most information, and since knowledge is power, that just can't be 
a good thing for the buyer or the seller. 

Unfortunately, house sales is one area where the Internet has not 
levelled the playing field. A lot of  people entered the market with 
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websites where you could sell your own house, but the problem is 
that too many entrants have fragmented the market. There is no 
one 'eBay' on which to buy or sell a house in the traditional way 
where people come and view and then you barter to reach an 
agreement on price. 

At the moment there is just no substitute for going to the town 
where you want to live and finding the street where all the estate 
agents have their offices. It's simply quicker and easier, and so the 
estate agents will probably control this market for a few years yet. 

By the way, I first started telling people about this estate agent's 
negotiating strategy on negotiation training courses in about 2002. 
Recently, I've read the book Freakonomics by Levitt & Dubner, in 
which they cite data collected in Chicago which showed that an 
estate agent kept his or her own house on the market for an average 
of 10  days longer than when they're selling someone else's house, 
and they sell their own houses for an average of 3% more. So that 
data from 2005 seems to support my original observations. 

So what does this tell us about the new economy? 

Look at what the supermarkets have done for the price of clothing. 
You can buy a suit for £60, a T shirt for £4 and a pair of children's 
shoes for £3 . You always could get those items for those prices, but 
they were rubbish. Now you can buy good quality clothing at prices 
that no-one else can match - or that no-one else wants to. The 
supermarkets have used their market position to drive down 
supplier prices and get better value for their customers. Or have 
they? A few years ago, there was a program on BBC Radio 4 called 
The Rag Trade which was a weekly magazine show about the 
clothing industry. In one program, they looked at the cost of 
clothing and in particular the comparison between cheap and 
designer clothing. They picked a plain cotton white T shirt as the 
benchmark and found a number of examples for sale in London, 
ranging from a cheap T shirt costing £5 up to a designer shirt 
costing £1 20. 

The reporter took the shirts to a clothing manufacturer to find out 
how much it cost to make them. What they found was that the 
cheap shirts are unbranded, the middle market have a designer 
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brand name displayed on the shirt and the top end of the designer 
market again has no brand name. If you really appreciate design and 
quality, you don't have to tell everyone where you shop, it seems. 

The result was that the £5 shirt cost a few pence to make. The 
£1 20 shirt used better quality materials and cost about a pound to 
make. The reporter asked how the designer label could justify the 
price, and the answer seemed to be that people want to pay £1 20 
for a T shirt just to prove that they can. 

So have the supermarkets really driven down prices, or are they 
simply exploiting prices that were always available to them? And if 
that's the case, what does it mean for us? On one hand it means it 
no longer costs a fortune to clothe your children. On the other 
hand it means we are becoming even more loyal to supermarkets 
who are shifting their position in the market. They are moving from 
retailers to wholesalers, just like the online retailers with low 
overheads and the millions of eBay store owners operating out of 
their spare bedrooms with even lower overheads. 

The battleground is no longer price but attention. Who can hold 
the consumer's attention long enough? Marketing experts are now 
trying to create brands that we fall in love with; The Apple 
computer, the VW Beetle and the iPod to name three. It's not 
enough for us to like certain brands, for us to associate them with 
our own interests and needs. We now have to fall in love, to pine 
when we're apart from them, to want to be with them, every 
moment of the day. Kevin Roberts of Saatchi & Saatchi created the 
term 'lovemarks' as an emotional step up from 'trademarks', to 
signify this changing relationship that we have developed with our 
consumer goods. 

In my day . . .  

I used to be able to get the bus into town, go to the cinema, buy a 
bag of chips and still have money for the bus home. 

The only thing that has really changed is that I have now spent all 
my bus money on a lottery scratch card before getting to the bus 
stop, so I spend the evening at the bus stop drinking cheap cider 
and shouting at passing cars. But at least we had fun, not like the 
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kids of today with their video games, all death and destruction. In 
my day we didn't have video games, we had to make do with real 
fighting. But at least we were getting fresh air and exercise. 

The world changes every day, and every new generation has a story 
to tell about how things were different in their day. My mother left 
school and started work at 1 4, walked to the chocolate factory in 
Birmingham where she worked and spent the day making artillery 
shells. That's a fact the manufacturer doesn't publicise. We worry 
about children making our running shoes in Vietnam, but not our 
own parents making bombs in a chocolate factory when they were 
children. 

Never mind the paranoid lawyers' warning "This product may 
contain nuts", how about reading "This product may contain high 
explosives" on the side of your chocolate bar? 

When the newspapers cry outrage at the treatment of old people in 
hospitals, or at the scandal of an old woman attacked in her own 
home by a burglar, I think it's really a reaction to our own guilt at 
abandoning our parents. If we all lived in the same street we could 
take care of each other. If I hadn't moved away and had lofty 
dreams I would have been there. I think the tabloid newspapers 
pick up on this guilt and amplify it. "Take care of your dear old 
Mum" is what they scream whenever they dramatise mistreatment 
of the elderly. 

Ask any old person how the world has changed in their lifetime and 
they might tell you about transport, entertainment, standard of 
living, community, education or technology. One thing you are sure 
to hear about is opportunity. 

In my day we went to work in the local factory, no-one left home, 
no-one travelled other than for one week a year in Bognor Regis or 
Barmouth. We used to go to North Wales most years and stay in a 
small B&B. If you're not familiar with that, a Bed & Breakfast is a 
small privately owned hotel located in a large house. A gong or bell 
is rung for breakfast, everyone has the same breakfast at the same 
time and you are then thrown out on to the street until tea time, 
where everyone rushes back from the beach to wash the sand out 
of their underpants, dresses for dinner and then sits in the guest's 
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lounge exchanging pleasantries until the bell is rung for dinner. 
Fruit juice is served as an exotic starter and it's lights out by 1 0  pm. 

Most areas had local economies based around particular factories, 
farming, docks or other large institutions. Each year, people would 
reach retirement age as other people left school looking for work. It 
was pretty much expected that when you left school, you would 
end up in the local factory. 

And then children got the idea that they could travel, learn more, 
see the world, work abroad, choose their employer rather than 
accept their fate. We realised we had choice. And with choice came 
freedom, and with freedom began the fall of the industrial 
revolution. 

The illusion of choice 

We have options to choose at school, we can order our burgers any 
way we want them - as long as you want them bland, tasteless and 
with a slick of greasy sauce oozing onto your tie as you bite into 
them. 

We can choose from hundreds of TV channels, choose when we 
want the movie to start, we even have to learn strange new coded 
languages just to order a cup of coffee in one of those trendy new 
coffee shops. Language such as "A skinny extra hot half arsed latte 
mocha triple shot flange badger" is clearly created for one purpose 
- to exclude those inbred sub humans who don't know how to 
order a cup of coffee. I always insist on "a medium coffee" just to 
annoy them. 

You see, when Thomas Newcomen invented disposable cameras, 
he set in motion a chain of events which led to the disintegration of 
society. Of course, Newcomen actually invented the Newcomen 
engine which was credited as the start of the industrial revolution. 
The industrial revolution led us, inexorably, to disposable cameras 
and, along with them, disposable memories. 

What happened was this. The agricultural revolution led people to 
sit still long enough for the grass to grow. They then tamed wild 
cows, had them eat the grass and turn it into cheese. I have left a 
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few of the details out of that historical account, but you get the 
picture. The result was that people lived on, and off, the land. The 
land provided for all human needs, and people had just enough 
land to grow the food they needed for their community. Any 
surplus could be traded with neighbouring villagers. 

Many people want to return to this simple life, a life without the 
stresses of modern life, without the taxes, the deadlines, the waste, 
the pollution. Well, I wasn't there but I imagine the stresses and 
taxes were pretty much as we know them today. As for waste and 
pollution, a lot of people tell us that we are killing the planet 
through our greed for natural resources. Well, think back to the 
invention of rotation farming. Previously, farmers would use a field 
to produce crops until the soil was barren and could support no 
more plant life. So things don't seem to have changed much, they 
have just gotten bigger because there are more of us. 

Villages were established anywhere you could plant a cabbage. 
People lived all over the country, and the population was centred 
around the production of food. As people got better at farming, 
some villages became market towns, and some market towns 
became commercial centres, and some commercial centres became 
retail parks with drive through windscreen repair tents. 

And then, one day, someone bought a machine and opened a 
factory. 

The machine needed people to serve it. It needed someone to put 
coal in it, someone to put oil in it, someone to put steel in it, 
someone to take its products out of it. And those people were 
fundamentally lazy layabouts, so they needed supervisors, and those 
supervisors needed managers, who needed payroll departments, 
who needed facilities managers, who needed IT analysts, who 
needed PR consultants, who needed life coaches. 

From the machine grew a new social hierarchy. To fuel the 
machine, people were torn from their village communities and 
taken to the growing cities where they could work and get paid so 
that they could spend their money living in the big city, buying food 
that was now more expensive because it had to be transported from 
the market towns where they used to live. 
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The villages had social hierarchies based on the extended family 
and when people moved to the city, they lost contact with that 
family. Working Man's Clubs, Bingo and small business networking 
groups emerged to provide that basic social interaction, that need 
to be a part of a family, the need to belong. 

Villages had tribes, and tribes had a number of important 
characteristics that were lost in the move to the industrialised city. 

Firstly, tribes had a family. In the big city, you're on your own. As 
Gerry Rafferty said, "It's got so many people but it's got no soul". 
People took care of each other, they looked after each other's 
children, they hunted for each other, they shared their food, they 
celebrated together and they mourned together. 

Secondly, tribes were something to belong to. When no-one was 
actually born in the town where you live, it's hard to belong. Ask 
people where they're from and you get two or three answers. "Well 
originally I'm from Aberdeen but then my parents moved to 
Basingstoke and now I live in Cheltenham". With a tribe, you 
proudly wore your mark of allegiance. 

Tribes were fiercely protective of this allegiance and instilled a 
belief that all other tribes were inferior. Tribal conflicts and wars 
were rife,  because each tribe believed themselves to be the best and 
the most deserving of the most territory. 

This tribal conflict lives on in the big city through football teams, 
where our warriors do battle against the warriors of other tribes. 

Thirdly, tribes had a rite of passage. For you to become a man or a 
woman, you didn't just get a National Insurance number, you had 
to endure a right of passage. Frequently these were horrific and 
gory, but they definitely created a strong sense of loyalty and of 
having earned your place in the tribe. 

Finally, if you broke the tribe's rules, you could be thrown out. 
Today, if you're really, really naughty you can be removed from 
society into prison, but even then the goal is to rehabilitate you so 
that you can come back into society. I suppose the most obvious 
recent example is where prisoners were deported to Australia, so 
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expulsion from the tribe no longer works when you just become 
part of someone else's tribe. 

Before the printing press and the widespread adoption of symbolic 
written language, knowledge was passed on from person to person, 
often through stories and personal experience . At this time, the 
social hierarchy valued the elder; the oldest and wisest person in the 
village. 

As people began to create wider settlements with rituals for birth, 
passage into adulthood and death, they began to look for meaning 
beyond their lives. Some of them noticed patterns in nature and 
were able to predict the phases of the moon, tides, the weather, 
even solar eclipses. Not only were they able to predict these 
patterns, it was easy for them to give the impression that they 
controlled them. The social hierarchy began to value the shaman or 
medicine man who had knowledge of medicinal herbs and 
therefore apparent power over life and death. 

Who does society value today? Is it the wealthy businessman? 
Perhaps in the recent past. And in the future? Perhaps we still value 
knowledge, but there is now too much knowledge for any one 
person to hold and protect. In fact, there's so much information 
that it's hard to find what you need. Therefore, the people we value 
are the ones who can help you to find out what you need to know. 
You might call them connectors, or Mavens in Malcolm Gladwell's 
language, or you might just call them your children who know how 
to program the video recorder. We value the person who can tell us 
where to take our expense claims, the person who knows a good 
plumber and the person who can find the library book you're 
looking for. So the value moves from the knowledge itself to the 
person who can access that knowledge. 

What we value is the man who knows a man. I feel like coming up 
with a new catch phrase: 'meta-knowledge'. We value knowledge 
about knowledge. As the Internet makes information more 
accessible and as we get better at learning for ourselves, what we 
need is an indexing system to cope with the volume of information 
available to us. We value people who have meta-knowledge. 
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The spread of 'civilisation' has put an end to many tribal practices, 
simply because there isn't enough room left and global 
communication means that there is no longer a simple distinction 
between 'inside the village' and 'outside'. 

The agricultural revolution caused society to be centred around 
food production. The industrial revolution caused society to be 
centred around the production of stuff - TV s, washing machines, 
running shoes, clothing, digital cameras, computers, books, 
whiteboard pens and a whole load of junk that we don't actually 
need but can't live without. 

How can I say with absolute certainty that we don't need TV s, 
washing machines and books? Because they don't appear on death 
certificates as a cause of death. No-one ever died because they 
didn't watch enough TV, or because they didn't have a digital 
camera. 

All of these products serve one purpose - to create the illusion of 
choice. In the evening, I can choose what to do with my free time. I 
can choose what to watch on TV, what to write to you, my dear 
reader, and what time to go to bed. I can choose which camera to 
buy and which website to visit. I can choose how to have my 
burger or which airline to fly with. Or can I? Does the very act of 
having a choice take away my choice? 

Fair enough, there are more TV channels available now than the 
three I endured as a child, but as my mother used to say, "You can 
only watch one at a time". Although with a digital video recorder I 
have even solved that problem. Now I can watch one channel 
whilst recording the other to watch when I'm not watching 
something else, just in case I miss something. 

Where are we going? Where am I going? If you have been 
wondering that since you began reading then fret not, for the 
answers are connng. 

We are in a period of transition now, from the industrial revolution 
to a time when we seek real choice and freedom, where we choose 
how and where to work, when we choose how many jobs we want, 
when we choose which retailers to give our business to, when we 
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choose what we want to be when we grow up and no-one laughs 
and says "You'll never be a pop star, why don't you get a nice 
steady job at the local abattoir instead? Free offal is only one of the 
many perks!" 

I think the most important question we must answer is what to call 
this revolution. I doubt if a bunch of nomadic setders said, "Hey! 
Let's start the agricultural revolution". They probably didn't even 
call it agriculture. 

As historians look back, they see events from a different 
perspective. With the benefit of hindsight they can see before, 
through and beyond the period of change. Perhaps we could do the 
same thing? Let's take a look into the future and see if there are any 
clues there. 

Back to the future 

When you wake up in the morning, you have choice. You've always 
had many interests, and instead of having to restrict yourself to one 
employer, you are able to pursue those interests and make a living 
from the many skills that you have. Today, you could create some 
music, take some photographs, write a computer program or clean 
up the local park. 

In the past, people were paid for these jobs but they were only 
allowed to do one at the exclusion of the others. This led to a lot of 
stress, frustration and wasted talent. 

Back then, some companies used the term 'talent pool' as the name 
for the twilight zone of people who were of no use to a company 
but were too expensive to make redundant. They were placed in a 
talent pool in case another job came up for them. 

Today, the talent pool is a market place for skills. Just as the 
agricultural society grew up around the trading of food, the talent 
society grows around the trading of ability. If you can do a certain 
thing, you can commit to it and be rewarded for it. 

So when you wake up, you decide what you are going to commit to 
and you are rewarded for making that commitment on that day. 
You're no longer expected to commit for a lifetime. 
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Relationships evolve from mutual interests and social gatherings. 
Since people are no longer squeezed into well paid jobs that they 
hate, they no longer have to pretend to be someone else at work, 
and they no longer have to pretend to like the people they work 
with. Instead, you work with the people you like, the people who 
stimulate you, the people who help you to grow. 

Companies still manufacture MP3 players and DVD players, but 
this has become even more automated. Human intervention is 
required in the areas that human beings naturally excel in; learning, 
creativity and adaptation. We are no longer obliged to give people 
mind numbing jobs, baby sitting robotic production lines. Instead, 
we each have a greater and more direct influence on product design 
and continuous improvement. With direct access to business 
processes, we no longer have to accept the choices imposed on us 
by retailers, we design our own services. We design our own 
flnancial products because the markets that drive all flnancial 
services are open and transparent. We can see where our money 
goes and what we get for it. We can see the whole supply chain, and 
choose consumer wholesalers who we want to work with. Perhaps 
we even exchange goods and services directly without having to 
transact through money, which is bad news for the banks who 
controlled the production of money in order to tax all transactions. 

In the past, electronic payments were still transacted using virtual 
money. Today, we can exchange services directly which has forced 
the banks to reconsider their role in society. Perhaps you help the 
local supermarket to stack shelves in return for your weekly 
shopping. 

Every time a human need is translated into a token, some value is 
taken off it. In the past, you weren't paid quite what you were 
worth because the government took some income tax away. You 
didn't get quite as much money as you were paid because they bank 
charged you to withdraw cash. You didn't get quite as much 
shopping as you paid for because you had to pay the supermarket 
staff to stack the shelves. 

By transacting directly, we remove the friction from the system. 
Governments have had a hard time flguring out how to tax people, 
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when the old system o f  money IS no longer part o f  every 
transaction. 

In the talent pool, what people are able to get is directly related to 
what they are able to give, so everyone has an incentive to develop 
their skills and knowledge to increase their worth. Since the 
government pays people unemployment benefit through the talent 
pool, they get good quality food and social services directly. 

Because we can each see a direct connection between achievement 
and reward, we enjoy levels of motivation and job satisfaction that 
were unheard of in the past. 

Alvin Toffler wrote about and created the concept of waves of 
human evolution, so the agricultural revolution was the first wave, 
the industrial revolution the second wave and the information 
revolution the third wave. Whilst other authors have written about 
a fourth wave, Toffler has stayed true to his original trilogy. 

Whilst you could think that this chapter is a reiteration of Toffler's 
work, I can say that it isn't for two reasons. Firstly, I only 
discovered Alvin Toffler after I had already written most of this, 
and secondly, as far as I can tell, Toffler doesn't factor spirituality 
into his historical revolutions. His view seems to be social and 
economic, and I believe there is more to it than that. 

In the first wave, wealth was land, and it was exclusive. Land could 
be owned, and could only be owned by one person at any one time. 
And there was only so much of it, you couldn't make more land, 
other than reclaiming Florida and Norfolk from the swamp. 

In the second wave, wealth diversified into three factors of 
production: land, labour, and capital. Again, only one person could 
own land, employ a person and own physical resources at any one 
time. Most importantly for our purposes, a person would only have 
one employer. 

A key feature of the third wave is that resources are no longer 
exclusive; because information is inherently free and therefore I can 
only control the medium of communicating that information, not 
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the information itself. One person can no longer have exclusive 
control of resources, despite the best efforts of patent lawyers. 

Economics has been defined as "the science of the allocation of 
scarce resources." In the third wave, that no longer applies. 
Technically, you could easily copy the electronic data that 
represents money in your bank's computer, but the banks are quite 
touchy about that. They want to make sure that they limit the 
transaction of electronic money in order to control the resources 
available, even though governments can control the amount of 
paper money in circulation to suit economic objectives. 

In the third wave, information can be freely copied. On one hand, 
this means that a good idea can be shared almost instantly across 
the globe. On the other hand, it also means sleepless nights for the 
people who profit from limiting the flow of information through 
copyrighting film and music. I'm not advocating the illegal 
distribution of copyrighted material, I'm just saying that it is 
technically much easier than copying a physical book or celluloid 
film, and it does happen. 

The Internet has enabled widespread copying and distribution of 
intellectual property, whether that's an idea, e-Iearning or 
entertainment. We've seen countless examples of cult home 
movies, songs and embarrassing emails spreading like a thought 
virus across the world - or at least to people who have access to a 
computer, and that's still only 1 4% of the world's population 
according to a recent study. On the other hand, that's still 694 
million people, which isn't at all bad going for a technology that's 
only a few years old. 

Unlike land and physical resources, any number of people can listen 
to a piece of music or watch a copied DVD. Therefore, the battle 
ground is not really in the area of copyright, which is the only thing 
media publishers have control over, and even then they don't 
control it just because a lawyer says so. It's hard to control 
something you can't lock up. The battle ground is the device you 
use to access that information. 

If your preference is for your mobile phone, or your portable game 
console, or your MP3 player, or your laptop, or your PDA, or 
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whatever comes next, then the content providers have to get their 
content into your eyes and ears. Whilst there may be millions of 
songs and films available, as my Mother still said, "You can only 
watch one at a time". If I'd thought about what she said years ago, I 
would have bought shares in the companies that make those access 
devices. 

Bump . . .  

Back to Earth. 

We still need people to put coal 10 the furnaces and clean the 
toilets, right? Maybe. 

The UK government is currently having a hard time figuring out 
how to tax self employed people who have many interests, because 
they no longer have a single employer to remove tax at source. The 
current solution is that if you work predominantly for one client, 
the government treats you as being employed by that company. 
This has to change, and will change, as our working patterns move 
further and further away from the industrial norm that our tax 
systems are based around. 

One of the problems with government taxation is that money gets 
spent on social services such as hospitals, roads and education. You 
might think this is a good thing, and it is, but one problem is that in 
order to allocate the money, it gets passed down through so many 
agencies and profit making companies that the people who benefit 
from the money get a small proportion of what was originally taken 
out as tax. 

For example, if money is made available by the government for an 
education project, it is first allocated to the D fES, then a region, 
then a Learning and Skills Council, then they tender for commercial 
providers who make a profit, and then the end user gets a service. 
And of course, there is always talk of the wastage in central and 
local government. I think that no matter how much we look for 
short term cost savings, the biggest problem is that human beings 
are administering the processes, and the alternative is to make them 
all redundant which creates other problems. 
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A job in local government is generally seen as a job for life, because 
the government doesn't make people redundant, and it's pretty 
much impossible to get fired. This is changing, as government 
agencIes come under more pressure to demonstrate value for 
money. 

Who knows? Maybe in the future, we will directly access the tax 
pool to pay for services that the government provides. We all pay 
tax, as we do now, but instead of the government desperately 
spending it through agencies that suck out their profit, it would sit 
in a big pool like an insurance fund. You use the same services as 
you use now, but if it's an eligible social service such as going into 
hospital, you can draw funds out of the pool. You might say that 
the government departments and agencies are there to make sure 
people pay what's fair and spend what's fair, but that's far from the 
current reality. Some people pay too much, because they don't have 
accountants to hide their income, and some people spend far more 
than others. The current system probably results in the people who 
pay the most tax using the fewest social services and vice versa. 
And in a tribe, that's the way it is. The hunters find food for the 
carers and everyone benefits. The bigger the tribe gets, the harder it 
is for me to see why I should subsidise people I don't know. 

Maybe we will ultimately see the same flexible benefits systems that 
companies are now providing on a national scale. When companies 
first started providing 'perks' such as private healthcare and pension 
schemes, some employees objected because they, as single people, 
cost the company less than someone with a large family, so they 
should be paid the difference. Many years later, companies finally 
made this happen, mainly because other companies figured out 
how to make a profit from the idea of flexible benefit schemes. The 
original employer never wanted the headache of managing different 
healthcare contributions for different people, so now that another 
company offers to take the administrative overhead away, there's 
no reason not to allow people to trade health care for more days 
holiday or a bigger company car. 

So perhaps in the future we'll simply see this on a national scale. I'll 
be able to trade a higher pension contribution for a reduced NHS 
contribution because of my private healthcare, or I'll be able to pay 
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a bit more tax in return for the NHS supporting the consequences 
of my chain smoking or binge drinking. By the way, I don't smoke 
or binge drink, just in case you were worried. I do seem to be 
paying more tax than I would like, though. 

Toffler's second wave relies on an employer owning an employee 
so that no-one else can use him or her as a resource. In Toffler's 
third wave, that employee is no longer valued for his time, he is 
valued for his expertise. Self employed consultants have long traded 
on sharing their expertise with many clients, so perhaps in the 
future more people will realise that such skills are not restricted to 
an elite few. Perhaps more people will realise that their individual 
worth is not related to the number o f  hours they can work in a day 
as more of us are freed from the machines that legacy jobs and 
working practices were created for. 

The Evidence 

Why would you believe a word of this? What evidence is there to 
support my assertion that we are experiencing a revolution? 

Let's go back to 1 945. At the end of the Second World War there 
was an odd mix of hope and fear in the world. A narrow escape, 
but one that we paid a heavy price for. One of the casualties of the 
war was institutionalised religion. This was the time when people 
stopped going to church and in doing so, turned their backs on 
religion and spirituality. Ours is the first generation that grew up 
without ritualistic church attendance and the comedy catchphrase, 
"More tea, vicar?" 

Why was this? I heard a history program on BBC Radio Four that 
explored the reasons. Essentially, people lost faith. And without 
faith, what's the point of contributing to the steeple fund every 
week, assuming that's where all that money really want. As my Dad 
always said, "You never see a poor priest". He would probably still 
say it now if you asked him. 

So we live in a time where people are searching for meaning, for a 
spiritual connection, because hard wired into all of us is a need to 
belong, a need for meaning in our lives. 
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Joseph Campbell explored this extensively in his famous book The 
Hero with a Thousand Faces, where he distilled mythology 
stretching back thousands of years into the mono-myth of the 
hero's journey. 

So, reeling from the Second World War, the teenagers of the 
Western world enjoyed a new found sense of freedom. America, 
driven by a military drive to flex its muscles, went to Vietnam and 
received a sound kicking by a bunch of amateur soldiers hiding in 
trees. The American army couldn't fight an enemy who wouldn't 
stand still to be shot at. In Jon Ronson's excellent book The Men 
Who Stare at Goats, he explores America's journey of military 
exploration from Vietnam to the present day. 

The Vietnam war spawned its alter-ego, the peace movement, 
hippies, Woodstock and the human potential movement which in 
turn created religious cults, new world saviours and life coaching. 

The human potential movement had a bad press through the 1 980s 
but we can now see ideas from that time in everyday corporate life; 
visioning, meditation, yoga, Tai Chi, stress management courses 
and of course personal development gurus such as Tony Robbins, 
Richard B andler and Noel Edmonds. 

Right now, there is a huge boom in the life coaching market. 
Specifically, you can make a lot of money training people to 
become life coaches. I don't know anyone who is making much 
money out of being a life coach. In a recent survey, over 90% of 
trained coaches had never been paid a single penny for coaching, 
having spent thousands of pounds on training. In their thousands, 
people are giving up oppressive day jobs and living the dream, 
helping other people to explore their potential and free themselves 
from the chains of ordinary life. And then they realise the building 
society only takes hard cash for mortgage payments. 

I'm not against coaches, I'm just against people who milk the 
coaches' hard earned cash in the promise of a life of freedom and 
happiness and financial security, when that is simply not the truth. 
I'm against the people who have built life coaching training 
companies offering certification costing thousands of pounds and 
worth exactly nothing. I just can't see how a training program 
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delivered solely by email should cost over £3,000. And don't say 
that I obviously don't understand the value of it, because I would 
understand the value if I ever met someone making a living from 
life coaching. And remember, that's not a face to face training 
program where you're networking with other delegates, that's an 
email correspondence course. 

Corporate coaching is something different. That is individualised 
development for people who need higher level skills to meet the 
unique challenges of their job, rebranded as coaching when the 
coaching bandwagon came along. I coach too, just to set that 
straight, and like all coaches who have been around for more than 
the last few years, I was doing it long before life coaching came 
along and gave us all a bad name. 

And most of all, I see this personal development boom as just 
another part of the puzzle, just another sign that a revolution is 
commg. 

Looking back over the past 30 years, we can see a lot of relevant 
changes in the industrial landscape. 

The job for life has gone. The mass redundancies and industrial 
disputes of the 1 980s saw to that. The result of this was profit 
related pay, personal development plans and the end of the trade 
unions' grip on the corporate world. 

Flexitime evolved into flexible working, flexible benefits, 
sabbaticals, study leave, time off for charity work and corporate 
social responsibility. It is no longer enough to sponsor the daffodils 
on a roundabout, now you have to make a real contribution to 
society. 

There is a decline in the sales of traditional package holidays and a 
huge growth in experience travel, including charity work abroad 
and spiritual experiences. You can take a detox holiday in Thailand 
where the highlight of the day is a self administered coffee enema 
and you can spend a week with a Shaman learning how to find your 
animal guide. You can trek through Peru for charity, canoe up the 
Amazon and have afternoon tea with the native Indians and even 
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climb a mountain in order to metaphorically realise your lifelong 
ambitions. 

Employers aren't just offering money anymore to attract the right 
people; they have to include sabbaticals, a personal coach, a 
donation to charity and they have to stock the right kind of free 
trade fruit juice in the organic cafeteria. 

Now you might think I sound cynical but I'm not, it's just my sense 
of humour and an observation that all of these events are puzzle 
pieces, and the picture on the puzzle is changing. These measures 
are simply stop gaps, an establishment trying to patch itself together 
as the revolution gathers momentum. And anyway, I think you'll 
find I'm sarcastic, not cynical. It's an English thing. 

Many people cite the Internet as a key driver in this revolution. 
Whilst the ability to share information globally, or at least to 1 4% 
of the globe, is certainly important, I think the Internet is still at a 
very early stage of its evolution. When you first passed your driving 
test, you might have gone for a drive just for the act of driving, 
where now you just think about where you have to go. When 
people first got telephones, the whole family would gather round to 
make a phone call. Now you just think about who you need to talk 
to. 

The Internet is still at the stage where people use it for the purpose 
of using it. Email is probably the most everyday activity, where 
some people just think about who they need to talk to and begin 
talking, but this is in reality a small minority of the population. The 
global communication network is by no means an intrinsic part of 
life in the way that the car or the telephone are. If we have to think 
about the act of using the Internet - switching on a computer, 
dialling in, logging in or whatever - then it is not there yet. The 
Internet is a transitional technology, like the ploughshare or the 
steam engine. It bridges the gap between the way we work now and 
the way we will work in the future, but I do not believe it will exist 
in its present form in the future. Whilst technology manufacturers 
are talking about integrating computing devices into everyday items 
such as kitchen appliances and clothing, I believe we still have to go 
further and integrate the access to information itself. 

Change Magic Evolution 356 



Microsoft have just launched their new computer called 'Surface' 
which is built into a table top or wall. You can interact with it using 
natural hand gestures. I can imagine the kind of natural hand 
gestures I might use if it's as reliable as any other computer I've 
used. Surface looks very clever in the promotional videos, but the 
problem is that it's still a computer. It's still a device that I have to 
use to access the Internet. 

After the agricultural revolution, people could take their spare food 
to a local market and swap it. If I could spare a pig I could probably 
get myself enough grain to last a month. Before long, it became a 
bit cumbersome to carry a pig around with me, because no-one 
ever had the right change. Money was invented as a token system to 
make it easy for people to trade. I could swap a pig for some 
money today and then get the grain tomorrow. And from the 
King's point of view, it was much easier to tax money than to take 
1 7 .5% of a pig. 

I heard an interesting program about architecture on the radio the 
other day, where the presenter was saying that you can learn a lot 
about a culture from looking at its most extravagant buildings. 
Looking around in this country, I noticed that the most extravagant 
buildings are banks, churches government buildings and of course 
monarchic buildings. So in the British industrial world, we value 
money and institutionalised power. 

Following the agricultural revolution, the most ornate buildings 
were once again churches and palaces but also market halls. The 
places where the essentials of life were traded became palaces, and 
these palaces often evolved into banks. 

During the hundreds of years that it took mankind to setde from a 
nomadic existence into early settlements, farms and villages, I don't 
suppose anyone was aware that they were part of the agricultural 
revolution. 

Similarly, when people were moving into towns for work, when we 
were marvelling at mankind's power over nature, when we were 
enjoying reading by electric light and playing the steam powered 
accordion, I don't suppose anyone knew that the industrial 
revolution was happening. 
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These are phrases that historians have chosen, looking back over 
hundreds of years of history and connecting a sequence of events 
that led from one model of society to another. 

I can see that we are in the middle of a revolution now, that started 
in the late 1 940s, gathered pace in the 1 960s and will end . . .  who 
knows when? In a sense we are on a constant evolutionary path, so 
these distinctions are only arbitrary milestones, marked out for the 
convenience of school history exams. For the sake of argument, 
let's say that this current revolution will end sometime before 2040, 
spanning a hundred years in total. Therefore, it will only be when 
historians look back from that time that they can give this 
revolution a name, because the revolutions are known by the period 
they led into. The industrial revolution led into the age of industry. 

So what age are we heading into now? Is it one of freedom? Of 
choice? Of personal realisation? Of aspirations? Of fulfilling our 
potential as a species? I think that all of these could be true, so we 
need to understand what the hallmark of this new age will be, its 
defining characteristic. 

The defining characteristic of the agricultural age was the 
harnessing of nature to mass produce food. 

The defining characteristic of the industrial age was harnessing 
science to mass produce everything else; clothing, household 
appliances, furniture etc. 

The defining characteristic of the coming age will be . . .  hmm, that's 
a tough one. I really don't have a clue. If it's about mass production 
again then I guess it will be mass production of knowledge, or 
rather mass availability of knowledge. Everybody, everywhere will 
know everything. And at that point perhaps we will realise that we 
know everything about what's outside of us and nothing about 
what's inside of us. Perhaps we'll realise that the place we really 
need to evolve is within ourselves. 

Man conquered nature, and then he conquered machines. Maybe 
the final frontier is not space but the mind, the wild west of human 
potential. So perhaps this will be the human revolution, where man 
finally turns his capacity for innovation on himself. 
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You may already be familiar with Abraham Maslow's Hierarchy of 
Needs: 

Self-actualisation 

Status/ esteem 

Love /belonging 

Safety 

Physical/biological needs 

And I wonder if this provides us with some more clues. As humans 
began to build settlements and harness nature's resources, our 
physiological needs were more easily met, for food and shelter, for 
instance. A consequence of this was safety in numbers, satisfying 
our next need for safety and as the settlement evolved into a tribe, 
we developed a sense of belonging. Social hierarchies evolved along 
with ways of measuring our social status which satisfied our need 
for self esteem, and finally the age of mass education and career 
prospects satisfied our need for self actualisation. Or has it? 

Maslow defined these characteristics of self actualisation: 

o 

o 

o 

o 

o 

o 

Keen sense of reality - aware of real situations - objective 
judgement, rather than subjective 

See problems in terms of challenges and situations requiring 
solutions, rather than see problems as personal complaints 
or excuses 

Need for privacy and comfortable being alone 

Reliant on own experiences and judgement - independent 
not reliant on culture and environment to form opinions 
and views 

Not susceptible to social pressures - non-conformist 

Democratic, fair and non-discriminating - embracing and 
enjoying all cultures, races and individual styles 

o Socially compassionate - possessing humanity 
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o 

o 

o 

Accepting others as they are and not trying to change 
people 

Comfortable with oneself - despite any unconventional 
tendencies 

A few close intimate friends rather than many surface 
relationships 

o Sense of humour directed at oneself or the human 

o 

o 

o 

o 

condition, rather than at the expense of others 

Spontaneous and natural - true to oneself, rather than being 
how others want 

Excited and interested in everything, even ordinary things 

Creative, inventive and original 

Seek peak experiences that leave a lasting impression 

I would imagine that since you're reading this rather than foraging 
in the forest for food, some of those characteristics resonate with 
you. In fact, I would imagine they apply to most people. I would 
even say I recognise many of these statements as common to the 
practice of 'cold reading' which is something used by mind readers 
to create the impression of great insight or a psychic gift. 

For example, for you to be reading this book implies a number of 
things. You are reasonably well educated, or at the very least you 
think of yourself as someone who is open to exploring new ideas. 
You probably like to treat yourself occasionally but you are by no 
means spoilt. As a child, you probably had some good times as well 
as bad, and you might think that you have transcended some of 
those experiences to become who you are today. You could be 
someone who notices things, or sees the world in a way that other 
people do not. You don't like to take things at face value as you are 
an independent thinker and you like to form your own opinions 
which are usually well balanced and objective. Finally, you probably 
have too many late nights, you have a tendency to work too hard 
sometimes and whilst you don't achieve everything you set out to, 
on the whole you are more committed to your personal success 
than most people. 
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So what happens to the Internet then? 

As I said earlier, the problem with the Internet right now is that you 
have to think about accessing it in a way that you don't think about 
using a telephone, because you didn't grow up with the Internet in 
the same way that you grew up with the telephone. Our children 
will have a different experience, but they will still expect to sit down 
at a computer in order to access the Internet, so it is more likely 
that their children will have the full next generation experience. 

Think about it - from the moment you were born, you saw and 
heard people having conversations on the telephone. My youngest 
daughter is one year old and she picks up anything with buttons on 
- a telephone, a TV remote control or a calculator, holds it to her 
ear and says, "Hiya!". 

Now think about films with computers in. For example, films like 
Mission Impossible, Assassins and You've Got Mail all feature 
people using computers to access chat rooms or email. In such 
films, the computer still makes a 'bibbedy beep' noise while the 
user is typing, the user interface looks more like a cartoon 
animation than a real computer, laptop batteries last for ever and 
you can get high speed wireless Internet access in the middle of a 
forest. 

Even in Star Trek, the 24th century crew of the USS Enterprise still 
have to ask the computer questions and have it reply in a human 
VOlce. 

Is this the way that we will use networked computers in the future? 
I don't think so. 

The problem is that we need a way to put information in and take 
information out, and at the moment that is still predominantly 
restricted to the keyboard, mouse and screen. 

In the past few years, a number of Internet connected home 
appliances have come onto the market. A fridge that reads the 
barcodes of items you place in it and automatically reorders 
anything that you run out of. A car that can report faults to its 
manufacturer remotely. Web cameras that allow you to watch your 
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house from work. Even a toaster that prints the weather forecast 
onto your toast. 

Are these the devices of the future? Maybe. The wired household 
has never really happened, but it may do. Some house builders 
allow you to specify computer wiring as an optional extra, but 
wireless  networking has made that obsolete already. I believe that 
what holds back the seamless adoption of technology in the home 
is exactly the same thing that holds back the development of pocket 
computing devices. 

The technology has been around for many years to combine a 
pocket computer, a high resolution camera, satellite navigation and 
a mobile telephone into one compact unit. So why are there no 
such devices on the market? Simply because the manufacturers 
would sell fewer devices. Sure, I can buy a mobile phone with a 
camera, but I wouldn't use it for holiday photos. I can buy a pocket 
computer with satellite navigation but it's really not a viable mobile 
telephone. And anyway, why should I have to carry a pocket 
computer around at all? 

Let's face it, what I really want is: 

o To remember what's in my diary 

o To talk to people when I'm on the move 

o To find my way around 

o To enhance my memories with photos 

I think that the film Minority Report offered the most accurate 
vision of the future use of these technologies. In that film, 
identification and location technology wasn't used to help people 
manage their lives, it was used to push personalised advertising 
wherever you go. Posters talk to you. When you walk into a shop, a 
computer generated assistant remembers what you last bought 
there. And of course, when you have broken the law, the police can 
easily track you down. 

Remember Microsoft's Surface? The marketing literature talks, not 
about the applications for home automation or enhancing your 
leisure time but building it into fast food restaurant tables so that 
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your kids can be hypnotised with advertising while they're loading 
up their bloodstreams with sugar. They're talking about putting it 
into coffee shop tables so that you can buy the music that's playing 
in the shop and have it downloaded to your portable music player. 

So, as in Minority Report, already the marketing people are thinking 
about how they can use the technology to get you to buy more 
stuff. 

In fact, I don't really need a computer at all. What I need is a better 
and bigger memory and the ability to communicate with any person 
or source of information in the world, instandy. Those functions 
would be far better wired direcdy into me, rather than sitting in a 
whiny metal box in a corner of the office. 

These technologies will only seamlessly integrate into our lives 
when there is money to be made from it - unless we can do away 
with money, and then what will drive innovation? 

Satellite navigation seems to be the latest must have accessory. 
Instead of furry dice for your rusty hot hatch, everyone now seems 
to be sporting portable 'sat nav' systems. Why can't people just 
know where they're going like in the good old days? London taxi 
drivers are without doubt the finest in the world. It didn't really 
sink in until I really started travelling abroad and realised that taxi 
drivers in the rest of the world have no idea where anything is. 
They can just about take you to the airport and a few major 
landmarks. 

If you don't already know, London taxi drivers have to complete 
'the knowledge' before they receive their license, which involves 
them driving round London for two to three years until they know 
it inside out. Ask any London taxi driver to go to any street and 
they will work out the best route in a few moments, even avoiding 
traffic and other delays. They don't use satellite navigation, they just 
know their way around the 25,000 streets of London. 

Part of the problem with integrated global access to information is 
that you have to learn how to use the technology. You have to learn 
how to use a computer, it's not naturally intuitive although user 
interfaces have come a long way in the last few years. 
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In the cult science fiction flim, THX 1 1 38, children learn through 
transfusion. Knowledge is literally pumped into them intravenously. 
Recently, scientists have started looking at all the unused space in 
our DNA and wondering if it isn't unused after all. Most animals 
can walk within minutes of being born, but baby humans have to 
learn that skill externally because our brains are so big that we have 
to enter the world before they are fully developed. If the mechanics 
of walking can be passed down through DNA to a lamb, why not 
to a human? And what other knowledge can be passed down? 

In his book The Biology of Belief, Bruce Lipton explores this still 
further, and proposes that we can change our DNA through our 
beliefs and pass a better way of life to our children through their 
genetic programming. 

One of the key areas where the Internet has a massive impact is on 
the speed with which news travels. During the industrial revolution, 
you didn't know it was happening until you saw it with your own 
eyes. With the Internet, you can see what's happening all over the 
planet. And, most importantly, the news agencies do not control 
the way the information is presented any more. 

In the past, the news agencies, newspapers and TV channels could 
fliter and interpret the news before it got to us. They could decide 
how to position that news so that we formed the opinions they 
wanted us to form. 

In the most recent terrorist attacks in London, the city was at a 
standstill and news reporters couldn't get to where the news was. 
The TV channels needed content and nothing was coming out of 
the public services. The day's news reports comprised of telephone 
calls and even mobile phone images and video clips from ordinary 
people like you and 1. Everyone became the news. Not quite what 
Andy Warhol had in mind, but everyone became a conduit for 
information. And if we didn't like the way the agencies gave us the 
news, we could visit blog sites and form our own opinions. 
Everyone became a reporter, a distributor and a consumer of news. 
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A conclusion? 

I think it's too early in the game, even after 50 years, to say how it 
will end. Certainly we are in the midst of a revolution in historical 
events, in society, in spirituality. Everyone from personal help gurus 
to UFO abductees tell us that they have the answer, but really they 
are stepping into the role vacated by religion. I think we have to 
evolve beyond that, and I doubt if that will happen in a generation 
still obsessed with proving who is right in a world where the 
majority of people don't care. 

In the controversial American Presidential election where George 
W Bush first became president, only about 50% o f  the population 
voted. Half of the country didn't care. In the UK, we swing from 
left to right every few years, but the country doesn't really change. 
Hospitals still take in patients, roads are still built, people, mostly, 
pay their taxes. All that changes is the PR angle and, as my Czech 
friend Jan says, as long as people can still afford bread and beer, 
they don't care. 

For this last part of the book, I'll digress very slightly, as if I this 
book was ever 'on topic' in the first place. 

I have had feedback from previous readers of my books that 
suggests that they feel I am talking to them personally through the 
medium of the book, and this is very interesting because, as I write, 
I imagine myself having a conversation with you as you sit there 
reading these words. You may, of course, be standing or even lying 
there, but at least I can say for certain that you are reading these 
words. 

These words connect us through space and time; me on a train at 
eleven o'clock on a Monday night in Autumn, you, where you are, 
seeing the things that you can see, hearing the sounds that you can 
hear. As Gary Palmer says, "we are where we are". I f  you don't 
know who Gary Palmer is then you should get out more instead of 
reading books like this, wondering who Gary Palmer is. As I near 
the end of this ambitious rewrite of a book that has, in the eyes of 
the most respected literary critics, been time consuming, I can allow 
myself a little artistic flexibility and say, as the great CJ did, that I 
didn't get where I am today without knowing who Gary Palmer is. 
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I mention this because I'm going to tell you about a conversation I 
had with two friends just a couple of hours ago in a bar in London. 
I was telling them about my vision for my business (Excellerate) 
and about the problems with organising people around machines as 
a legacy of the industrial age. Not only did they both agree, they 
both told me about how they are already changing their working 
lives to give themselves more freedom. They told me that they see 
the same problems, the same changes and the same desire to be 
even more of who they are. Dan is a lawyer, Gavin is a head-hunter, 
and yet they are both much more. We are all so much more. You 
are so much more. 

And so I wanted to talk to you direcdy, dear reader, to inspire you, 
to ask you to awaken and look around you. See how the world is 
changing. Notice how you have changed since this morning. Feel 
the pace, the rhythm of change in the world and throw yourself 
into the river that leads to only one place; the future, which oddly 
enough is exacdy where we are now, compared to five minutes ago 
when you started reading this ramble. We change as we live, as we 
breath, as we laugh, as we cry. With every new expenence we 
become more than we were before. 

Our full, rich, stressful lives, full of achievements, deadlines and 
performance reviews are over in the blink of an eye. We occupy just 
a moment in the history of the world, and we can spend that 
moment worrying about who used the last toilet roll, or we can use 
it to push ourselves, to glimpse our potential, to touch the wonder 
and beauty that is life. Because the alternative is unthinkable. The 
alternative is to be spending the last few moments thinking "if 
only". We only regret the things we haven't done. 

Since I have mentioned a few British literary characters, I suppose I 
should expand on them for the sake of readers who are still 
confused because they are not familiar with the references. 

Wolfie Smith was the lead character in the 1 970s TV comedy series 
Citizen Smith, who led a socialist revolution from Tooting in East 
London. If anyone got in Wolfie's way, he would tell them that, 
come the revolution, they would be the first against the wall. 
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CJ was the boss at Sunshine Desserts where we watched Reginald 
Perrin's gradual descent into insanity before Reggie left his clothes 
on the beach and began a new life, eventually finding himself back 
as Reginald Perrin. Reggie was the artistic embodiment of the 
middle management mid-life crisis, and he showed us all that there 
is always an escape plan, even if it does involve leaving your clothes 
on a beach, faking your own suicide and coming back to life as 
Melvin Windpipe. 

After setting up, and then running away from the hugely successful 
retail emporium of Grot, Reggie set up a retreat for people 
suffering from mid life angst. The retreat was staffed by Reggie's 
old colleagues, and was open to all. You could stay for as long as 
you wanted, you didn't have to tell anyone why you were there and 
you paid as much as you felt the experience was worth. In many 
ways, it was the forefather of executive retreats where CEOs spend 
tens of thousands of pounds to sit in a tent for a night and eat lentil 
stew with their colleagues. No, really, it's true. And I don't even 
know the half of it. 

In the end, Reginald Perrin's model community failed. In the book 
and TV show, it failed because unknown thugs hired by an 
unknown antagonist broke in and ransacked it. In reality, I guess 
the author, David Nobbs, either didn't know how to finish the 
book or didn't really believe such a community could survive. 

Reggie's model community was a place where you could hide from 
yourself. I know that it's important to take care of people who are 
less fortunate, people who are left homeless by natural disasters and 
people who don't have the standard of living that we enjoy, but I 
also think it's worth sparing a thought this Christmas for the family 
man stuck in middle management, torn between working harder 
and harder to climb the corporate ladder and desperately wanting to 
run away from it all, leave his clothes on a beach and pursue his 
dreams. 

With Grot, Reggie Perrin found a way to get his own back on a 
world that had treated him so badly by charging good money for 
complete junk. In the end, he ran away from Grot because it wasn't 
really his dream, it was just a reaction to the life he had lived before. 
The model community was also a similar reaction, an attempt to 
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reach out and comfort the disaffected executives of the world. With 
the community, Reggie was attempting to create what he had 
needed for himself; a place to get away from Reginald Perrin. And 
in the end, we can never really get away from ourselves, we can 
only accept what we are. Once again, as Gary Palmer says, "we are 
where we are", and wherever that is, we're always there. 

In the chapter on Alignment, we have a model for uncovering, in a 
structured way, where the conflict or misalignment exists within a 
person or an organisation. What we often find is that the way a 
person sees him or herself, Identity, dictates certain Beliefs. At the 
other end of the hierarchy, that person is working in a particular 
Environment which demands certain Behaviours. The person 
knows they are so much more, that their Capabilities are far greater 
than the job allows and so we see that conflict growing. Some 
people express those needs though hobbies and holiday homes and 
thereby relieve the tension that builds up. Others never do until 
they reach breaking points. And others have perfect alignment and 
enjoy rewarding and fulfilling careers. 

Perhaps what is missing is a sense of purpose. We are told what to 
do, and the reason why? "Because I say so". And why does the 
manager offer this? Because he doesn't know why he's doing his 
job either. 

Maybe this points to the level above Identity, the level of System? 
Perhaps when we lived in villages and knew everyone, we had a 
strong sense of serving the whole, whatever our job. As villages 
grew into cities, we created a disconnect. Why should I give up my 
hard earned money for that homeless guy? What has he ever done 
for me? 

Unfortunately, institutionalised religion has created more conflict as 
cultures have collided following the rapid expansion of cities into 
empires. I wonder if we can never have a unified sense of purpose 
now that religious leaders take political positions, and political 
leaders take religious positions in order to justify their actions. To 
exercise our democratic right to vote, we must, on paper, side with 
not only a political party but also a set of religious beliefs, so many 
people avoid the problem by not voting. In other countries, the 
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vote itself is a facade. Why bother voting when we know who will 
win? 

Let's go back in time when many countries were ruled by Monarchs 
and Emperors. You may not have liked the King but at least you 
knew who he was and what he stood for. Emperors often 
overthrew the Monarchy in order to restore power to the people, 
only to become the holder and abuser of that power themselves. 
And when there is no higher power, why wouldn't they? 
International courts can hold trials of dictators, but we know that 
they hold no power because they conferred that right upon 
themselves. They achieve power through force, just as the dictator 
did. And so we live in a time where power ebbs and flows across 
the globe with no single higher order or system to unify it. 

Some people have turned to new Gods, or to Aliens, or to 
Quantum Physics as a potential unifying force, but perhaps the 
world is too big for us ever to have the sense of common purpose 
that brought us together as villagers. Our technological and political 
evolution has overstretched our social and spiritual evolution. 

And yet, ancient mythology is full of tales of shepherds and farm 
boys who dreamed of far-away lands, beautiful girls, terrible 
monsters and adventures beyond their ordinary lives. So perhaps it 
is purposefully in our nature to dream o f  what is out there, to 
dream of a life beyond what we know, to seek mystery and 
adventure, to pursue personal excellence, to grow, to evolve. 

Have you ever researched your family history, or do you know 
anyone who has? Many people enjoy this as a hobby, and are often 
surprised by how far back then can travel in their ancestry and what 
connections arise to people both famous and infamous. 

University College London ran a project a while ago to map the 
migration of family names over time, using national census data. 
You can find this fascinating tool online at 
www.nationaltrustnames.org.uk and the original project at 
www.spatial-literacy.org where you'll see they're working on a 
global version. 
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I always knew that my surname was an old English word, 
originating in Wiltshire, meaning a small wood. When I look up my 
name on the surname profiler I can indeed see that a hundred years 
ago, the majority of Freeths were in Wiltshire with a few in the 
Midlands where my parents were born. Why not take a moment 
now to look up your surname and see what you can find? 

How many generations do you think you would have to look back 
before you started to find connections between us? Some people 
say that you can find a connection with a stranger within three 
questions if you're looking for common workplaces, towns, 
interests and so on. But how many generations do you think we 
would have to go back to find that we are related in some way? 
Five? Ten? Twenty? 

My parents come from large families and my children have at least a 
hundred second cousins, and there are some physical features that 
many of them share. There are distinctive Freeth eyebrows, toes, 
noses, teeth and so on. Have you ever seen a stranger who 
resembled someone you know? I f  you see someone with dark hair, 
light skin and blue eyes they're most likely descended from Eastern 
Europe. 

We can see these common familial traits and know that we must 
have shared a common ancestor. That doesn't mean that we are 
both descended from a single ancestor, only that we share some 
DNA from someone who is in both of our families. 

Whilst we can only research our ancestry as far as written records 
will allow, we can look at physical traits and infer relationships over 
much larger periods of time. Scientists tell us that we are descended 
from apes, who were descended from early mammals, who were 
descended from fish, who were descended from single celled 
organisms, which emerged from the minerals that make up the 
planet that we're standing on. 

We share between 95% and 99.4% of our DNA with chimpanzees 
(depending on which report you read), so we must have shared 
some common ancestors. Our limbs are built using instructions in 
genes that are shared with sharks. You might be thinking that if you 
have ever seen a financial advisor then the resemblance with sharks 
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would not be a surprise, but I wouldn't agree. I know a very nice 
flnancial advisor, and thankfully I have never met a shark. 

What happens if we look further back in time? Apart from a few 
shooting stars that made it to Earth, everything you see around you 
is made from the basic minerals that were deposited on Earth as 
the Solar System took shape, billions of years ago. If we look inside 
our DNA we flnd carbon - the main constituent of the paper you 
are holding. Millions of years ago, early plants evolved into trees 
which were used to make the paper this book is printed on. Some 
of those early plants became coal and oil, and oil is used to make 
some plastics that you can see around you. This book and your 
chair, pen and computer are distant cousins. 

Have you ever been somewhere that was so dark at night that you 
could look up into a sky that was full of stars? What was that like? 
Breathtaking? What did you feel? Wonder? Awe? 

Recently, astronomers have found a collapsed star whose core is 
crystallised carbon. It's a diamond the size of a planet. So as we 
look up into the night sky, there's a collapsed star out there that's 
made of the same stuff as this page, and the same stuff as much of 
you and 1. 

This shouldn't be surpnsmg, because everything you can see 
around you and all of the stars and planets out there in the night 
sky are all formed from the material created as our Universe was 
born. 

Imagine for a moment the connection that you feel with your 
parents, your brothers and sisters, your partner, your children. What 
would you do for them? What would they do for you? How are you 
able to influence them? 

We're social animals and we understand how to create families, 
tribes and societies. The government is often trying to intervene to 
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make society better, personally I think their policies are fleeting 
meddlings that make no impact over time. Evolution is a part of us 
because change is a part of us. The world is changing and we are a 
part of that ongoing , ever flowing change. 

Let me make that clearer. We are not changing the world - we are 
each a part of change in the world. Change is difference over time, 
and we are a part of what is different, each day as we wake up, 
make decisions and influence the world around us. 

You are different to your parents, subtly. Your children will be 
different to you. Their children will be different again. Each child is 
a combination of its parents and different to both. He or she is a 
product both of his or her genetic inheritance and of the 
environment. 

Nature or nurture? Well, both obviously! It's how the environment 
shapes the organisms that inhabit it. It ensures that the most 
successful offspring are the ones that are both genetically diverse 
and best suited to surviving in that environment. This is why 
people with fair hair and skin don't originate from Africa. Those 
traits emerged, but the environment selected them out. In the 
Nordic countries, the environment selected those adaptations in, in 
that those adaptations were more likely to survive in successive 
generations. The environment shapes us in every generation. 

We are related and connected to every living thing on the planet, 
and if you look back far enough, you will always find common 
ancestors. And not only living things, you are related and connected 
to and a part of every part of every thing on this planet. And when 
we look up into the stars at night we see our far distant cousins and 
grandparents. 

Just imagine how you would feel if you discovered a brother or 
sister you never knew existed. Just imagine what life would be like if 
you walked down the street and saw a resemblance in every person. 
Just imagine what life would be like if you knew for a fact that you 
are related to everyone around you. 

And imagine what it would mean for you in your life to know that 
you're as closely related to the animals and plants. And to the Earth 
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itself. The air your breathing now has been around for a long time. 
You're breathing the same air as Archimedes and Leonardo Da 
Vinci and the same air as the cave men and women, our distant 
grand parents. That's right, our distant ancestors. You and I are 
connected by more than these words. 

And it is through connection that we influence and control. So 
what does it mean for you and your life to be connected to and a 
part of everything that exists? 

Perhaps it means that we most certainly are the music makers, and 
we are the dreamers of dreams. 

+ 

+ 
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REFERENCES 

You may have been expecting to find a list of authoritative, 
academic sources here. There are none. Research is irrelevant. You 
already know everything you need to know. 

I f  experience is what worked somewhere else, in the past with a 
different group of people then research is experience that someone 
else summarised, distorted, misreported, made up and then wrote 
down in order to pass an exam. 

Essentially, the idea behind research is that I have an idea. I then 
look in books and other research papers to see if anyone else 
vaguely agrees  with me. Then I ask a bunch of strangers if they 
agree with me. Then I do some statistical analysis on the data. This 
means picking the statistical analysis that makes the data look really 
good. Finally, I publish this research which means that I write it 
down for other people to use in the future to support their 
research. Thus, the great cycle of life continues. 

You can probably tell that I'm not a natural academic, and I hope 
that this is reflected in the approach of this whole book. Remember 
- nothing is true. I don't have to defend any of the ideas I've 
proposed in this book because it's entirely up to you to take them 
or leave them. I f  you think they'll work for you, use them. If you 
think they'll never work then you might be the kind of person who 
worries too much. I f  you think they're ridiculous then that's the 
best reason I can think of for using the, because you'll only get a 
different result by doing something different. 

This book has not been researched from dry theoretical texts. It's 
written direcdy from my experience as someone with a natural 
talent for making long term connections over multiple points in 
time. Add that lifetime of experience in a real, customer oriented 
business world to a depth of experience in personal and systemic 
change and a healthy does of common sense and you get Change 
Magic. 

The people who write books based on research have to use 
research and quote sources for one simple reason - they have 
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limited personal experience upon which to base what they're 
writing. I worked in the telecommunications industry for 1 7  years 
before setting up my own business. That industry is very 
changeable in itself and during those 17 years I worked in intensely 
customer facing roles with customers in every industry you can 
imagine. The demands of manufacturing, healthcare, transport and 
ftnance are all very different and all very demanding in their own 
unique way. To say that the demands were demanding may seem 
obvious to you but remember that I had to learn that the hard way. 

Many people involved in managing and changing organisations 
have never actually seen a live customer. I know they'll say that 
everyone they deal with is an internal customer, but I personally 
don't believe it's quite the same thing. Explaining why you haven't 
completed your e-Iearning is different to explaining to a customer 
why their business critical service is still not working. 

I personally believe that everyone in an organisation should have to 
deal with real customers all the time. HR people should see the 
impact of their personnel policies on a customer's business. Admin 
people should be able to understand ftrst hand what's important 
about proposals and tender responses. Managers should be able to 
motivate and direct staff in alignment with customer needs. I'm not 
talking about pointing the whole organisation at whichever 
customer shouts loudest, I'm talking about every employee having 
intimate knowledge of how their own actions impact the customer's 
business. If anyone in an organisation thinks they don't have any 
impact on the customer's business, then you may want to correct 
that during your recruitment process. 

Of course, where I have quoted from other sources, I have quoted 
the originals so that you can see for yourself, because there are 
some other people out there writing cool stuff based on observing 
the real world too, and their work is worth ftnding out more about. 

Other than that, no research. Only real life. 
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FURTHER INFORMATION 

Suggested reading 

Six Questions Peter Freeth 

NLP - Skills for Learning Peter Freeth 

NLP in Business Peter Freeth 

The Un sticker Peter Freeth 

How to Win Friends and Influence People Dale Carnegie 

The Dilbert Principle Scott Adams 

Why Talk to a Guru When You Can Whisper to a Horse? Paul Hunting 

The Alchemist Paulo Coelho 

Groucho Marx and Other Short Stories and Tall Tales Groucho Marx 

Secrets of the Amazing Kreskin Kreskin 

Quirkology Richard Wiseman 

Suggested visiting 

www.changemagic.com 

www.excellerate.org 

www.ciauk.com 

The interactive chapter of this book 

An excellent consultancy that will help 
you put Change Magic into practice 

Communications In Action publishing 

www .ascent-experience.com The adventure coaching experience 
that can change your life 
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Peter Freeth is a leading business coach, 
trainer, author and consultant with a rare 
mix of communication, technical and 
business skills and an interest in learning 
and developing new tools and techniques 
that help others get the results they want, 
more easily and more o ften. 

Peter has been learning about and 
developing NLP business applications 
since 1 993 and is recognised as being an 
inspirational innovator in the field of 
personal and professional development. 

If you would like to know more about Peter, his consultancy 
business or public speaking opportunities, you can contact him 
directly using the contact details below. 

Communications In Action 

Excellerate 

Change Magic 

\vww.ciauk.com 

in fo@ciauk.com 

www.excellerate.org 

info@excellerate.org 

0870 1 620802 

+44 870 1 620802 
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THE END 

If  you're the kind o f  person who likes to flick through books from 
the end then I 've secretly placed the thrilling conclusion in the 
middle so that you don't miss out on all the fun. Remember, 
sometimes the journey is more valuable than the destination. 
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