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Preface to Second Printing





The first printing of Solution States received, mostly, positive comments and reviews from those who contacted me. As always, in any book, there are some things that could have been done differently. Writing, as in life and work, is always filled with choices. Also, as in life and work, no one agrees with all the choices anyone else makes.


Upon reading the first printing of this book, one reviewer noted, with some apparent dismay, that I did not include my background and a listing of the companies I had worked with, as is often customary in business oriented books. He seemed to suggest that without that portion of my ‘vita’ the ideas in the book would be somehow diminished. The reason for my choice not to, at the time I originally wrote the book, was to keep the reader focused on his or her own needs and experiences, and to read the book with an open and experimental point of view. Also, since NLP is often a ‘content free’ series of methods, I thought it best to let the reader completely fill in those images, personally, in whatever way he or she needed to. But I do understand the curiosity most people have to know the experiences underlying the work they are doing, the models they are applying, and so on, to guide them in completing those images. So, for those who can benefit from a partial listing, from over twenty years of consulting and training, we have added it to the biography at the back of the book.


There was another comment, from a friend, regarding the exercises. It seems that some people, even in reading a book, feel they must do everything the author asks, to feel some sense of correctness, or completion. Unless they do each exercise, in order, as they read the book, they feel a sense of guilt, or loss, and it makes them want to quit. Obviously, I would like it if each reader would do everything I ask, but I do not think it is realistic, or even worthwhile for everyone. My advice, or permission if you need it, is to do the exercises as you have the time, but keep reading.


There is another very interesting approach that some people have used that has helped them in doing the exercises and using the processes: a group. I know people who got together and formed a Solution States group so that they could work together, ask each other the questions, guide each other and discuss their discoveries and insights. Essentially, they made their own workshop, with the book as their guide.


A number of people have pointed out something that I hoped would be obvious to everyone: this model is for any kind of problem solving, not just work related. These ideas and approaches are based on how people think, work and live. I hope they will be used in every area of people’s lives, whenever they need them.


One point that I would like to make here: at the time of writing this preface the manufacturers are no longer producing NeuroLinks. However, this may well change in the future and I have therefore retained all references to the product in this printing of Solution States.


Perhaps, as you read this book, you will come up with ideas or insights you think could improve it. I would love to hear them and you can contact me any time at:


www.SidJacobson.com


Sid Jacobson


April, 2001



















Introduction


For the Reader, Evolving





Does Solution States fit?


I recently had the opportunity to hear a brilliant anthropologist named Jennifer James warning a large group of training and development specialists against practicing ‘management by best-seller’. Probably no need to worry with this book. Also, there is no need to worry that this book will run counter to whichever paradigm you are currently operating in (or pretending to). Whether you are aiming for ‘Excellence’, TQM (Total Quality Management), CQI (Continous Quality Improvement), a learning organization, a total process re-engineering (probably to get one of the others), or the next new management development framework, what you have in your hands will help and support you.


All business and management paradigms have one inescapable thing in common: reliance on a particular piece of equipment. Your brain. Business will never be something you can do totally by the numbers, no matter who says so (aren’t you tired of ‘The three surefire ways to close every sale …’ or ‘Four quick steps to solve any problem …’ or ‘If you only do this one thing, everything in your life will change completely, overnight, as if by magic so you can have wealth beyond your dreams and a Winnebago for your wife and kids …’). Unfortunately, we will have to be able to think to do a good job, at least in the foreseeable future. When that changes, I’ll let you know.


Cracking the Code


I remember growing up loving spy movies. My favorites always had some guy with a microfilm plan of the latest weapon, reduced to a dot the size of the head of a pin. Looking under the microscope it looked like hieroglyphics from some lost civilization. The guys in the lab always promised to ‘crack the code’ and catch the villains. They usually did. In NLP we’ve cracked a lot of codes. They have to do with how people think and learn. The nice thing about cracking a code is not only what you find the first time, but that you can do it over and over, anytime you need to. That is what this book is about. Not a quick fix for your problems. Not a list that says ‘turn to page seventeen for the answer if your problem involves three idiots, a computer and a mule’. It’s about cracking the code to your own thought processes so that you can use those processes the way they were designed.


There are a lot of questions you’ll need to answer for yourself along the way. Remember that this is much more than solving a current problem, though that is certainly one goal. Once you crack the code to your own thought processes, what you find will be there for you to use for a lifetime, in solving problems, thinking creatively and more.


Also, I don’t intend this to be the final word on this subject. It is one phase in the evolution of this system of thought, about thinking. We have enough knowledge now to compile some of it in a useful form that makes sense in a book (there is much more that I think is best learned in a class, a seminar or under the guidance of a consultant). It may seem complicated to you if this is your first exposure to this field of knowledge. Just remember, a few years from now, it will seem overly simplistic, even childish, the way most things you learn do as you evolve. That’s the goal.


Though all of us in the field of NLP know that these things work, we would never ask you to take that on faith. When we learn something, we constantly test our findings and results–including on ourselves. If something works for us, we pass it on and see how many others it will work for. In the process we usually discover some people or things it won’t work for, as well, then we refine it. I’ve been using the processes you’re about to discover for years. This book is your invitation to join me in this continual process of discovery, refinement and evolution.



















What Solution States is For





What are Problems?


There are some major problems with problems. Sounds strange, doesn’t it? But listen to that statement literally. The major problem with problems is that they force us into thinking from a deficit position, rather than a resourceful one. There is a saying that goes, ‘If you think you have a problem, then you have one.’ Those of us who have had certain kinds of training don’t generally think about problems in that sense. We are oriented, because of our training, to think primarily about outcomes and goals. In other words, pick a direction, or a specific thing we want, then figure out how to get there, or obtain it. Instead of problems, we would rather talk about achieving excellence, or potential, or growth. That’s fine. But the reality is that most people don’t think in those terms; and many who say they do, act as if they don’t.


So what is a problem? All of the standard definitions of ‘problem’ in the field of NLP have included some form of a present state (where you are) and a desired state (where you would like to be), with the problem defined as how to get from the first to the second. So, once you have a goal, you have a problem, since the goal is, presumably, something you do not now have. In that sense, problems, goals (or desired outcomes) cannot really be intelligently separated. Together these form our understanding of problems, the subject of this book. To keep it simple, our working definition of ‘problem’ will be: The difference between where you are now (what you have or experience) and where you would like to be (what you would like to have or experience). In this book we will be focusing on the solutions that can get us there.


In business, and most of life, people still work from a problem orientation. That is certainly how the businesses I have seen all over the world generally operate. In fact, there may be a built-in problem in expecting people to simply adopt a growth, excellence or quality orientation in place of their already existing problem orientation. It has to do with, surprisingly, states of consciousness, a major part of this book. When someone is experiencing difficulty, or a problem of some sort, he or she is not in a state of growth or excellence, or even thinking about those things. More likely is a state of confusion, pain, anger, or some other unpleasant emotion. That is part of the goal of this book: to help you get out of these self-defeating, problem perpetuating states, and into more useful ones.


A second problem is also built into this sense we have of our problems. Most of us are trained from an early age to respond to problems, barriers and blocks with an avoidance reaction. We’ve learned to move away from problems or pain. This is very different from moving toward goals or pleasure. It requires looking and listening for different things in our environment and in the world as a whole. In this sense, it is dependent on different ‘perceptual filters’.


This concept of perceptual filters is a way of talking about our individual ways of seeing, hearing, feeling, interpreting and understanding the world around us. We build filters based on our experiences, perceived successes and failures (and traumas). Most of us have forgotten where, and when, we learned to use the particular filters we do. This makes us slaves to them, until we re-discover our own processing styles and preferences.


In addition, these filters come in a variety of flavors we’ll be discussing throughout this book. One major set of filters is called Meta-programs (programs that run other programs, i.e. our behavior). Meta-programs are used to describe a basic orientation people take, almost an attitude, in certain contexts or situations. These Meta-programs determine what we look and listen for, even what kind of information we’re able to process. In a state of avoidance, or pain for that matter, your attention is, out of necessity, focused on the discomfort or whatever is causing it, often to the exclusion of anything else (‘When you’re up to your ass in alligators, it’s difficult to remember that the original goal was to drain the swamp’). We all, at one time or another, have treated potential solutions as annoyances or distractions, because we were so focused on our bad feelings.


Making the transition from an orientation of avoiding pain, to one of seeking pleasure, is not really what this book is about. It is, however, about the transition from problem orientation to solution orientation. Rather than fight against the natural tendencies that we have all learned so well, we can acknowledge those tendencies and use them to our best advantage. I’ve built a model, based on tried and true NLP technology, that does this. That’s what we’ll be focusing on and learning. My intention is to guide you, step by step, through the change in orientation, while simultaneously helping you solve problems. Learning this will help you make that important transition automatically, from now on. In that sense, what you have here will be generative. That means it will work for you more and more in the future, like a snowball rolling down a hill, gathering size, substance and momentum. What you have thought of as problems, up to now, may very soon seem like something else entirely.


Neuro-Linguistic Programming


This technology is from a field of study called Neuro-Linguistic Programming (NLP). NLP was developed in the early 1970’s by Richard Bandler, Ph.D., an information scientist, and John Grinder, Ph.D., a linguist. It grew out of their research into the structure of communication, and how people influence one another, at the University of California at Santa Cruz. The actual technology, or methodology, of NLP is human modeling: building models of how people perform or accomplish things (any things–see Appendix IV: A Look At NLP’s Underside for more on this). NLP is also based on an attitude that anything that someone can do can be duplicated by others. The combination of this attitude and methodology has created lots of applications and techniques in a variety of fields.


Those of us working in the field of NLP have been applying this technology to a variety of endeavors for many years. Years ago, we started off thinking ‘remedially’, in other words how to solve problems, mostly of a personal nature. In fact, psychotherapy was the first widespread area of application in NLP. There were a number of reasons for this orientation, but that isn’t really what NLP is about. Rather, it’s a technology geared toward helping people to communicate better, make needed changes, and achieve their goals–by cracking codes. During the code-cracking process, though, an orientation toward problems usually has to be gotten over. Also, some problems get solved.


In problem solving, because there are so many different workable approaches, I’ve used a combination of the different kinds of modeling tools NLP has to offer. Also included here are some standard procedures that are useful in all problem solving. Because of the nature of this beast, it’s possible to apply many ideas and techniques that would not normally be associated with solving problems at all. One of these is the area of whole brain functioning. Most people, by now, are aware of the differences between the two sides of the brain and the way they function. Many tasks favor the kinds of things one half of the brain does over the other. So we say those tasks are ‘right brain’ or ‘left brain’ intensive (really an oversimplified way of talking about it). It implies that, somehow, people are to ‘choose’ which parts of the brain they apply to which activities. Though these choices are certainly unconscious, we do seem to actually make them. Overall, in solving problems the whole brain needs to be used effectively, like in as other activities. The procedures you’ll go through in this book will get you to use your whole brain in the way it was designed to be used.


This means, ultimately, a combination of logic, intuition and feelings. Some people believe that solving problems is simply a matter of applying logical brain power (‘left brain’) to the difficulty, until it is reasoned away. Certainly there are many occasions when this is the case. Other people tend to favor following their gut feelings, or intuition (‘right brain’), over their logical judgments. This can also be an effective way. No matter what a person’s bias is, eventually he or she will run into a problem in which the ‘favorite’ half of the brain will fail to come up with a workable solution. One obvious way to overcome this inevitable block is to include both logic and intuition in the process. A good solution to a problem should look, sound, and feel right–all at the same time, logically and intuitively. That means applying the best technology available to help us use our brains effectively.



















Working With the Solution States Process





Solution States relies on NLP skills and techniques. It’s designed to insure that:




1. Problems can be properly framed and understood.


2. Workable solutions can be developed.


3. These solutions can be properly fitted to the problem at hand.


4. They can be successfully implemented.


5. The results can be tested against some measurable standards.


6. The learning gained can be used in the future.





Within the model are skills for clearly defining a problem, choosing the result you want, getting into a state in which you can creatively develop a solution, ‘pre-testing’ the solution, carrying it out, and measuring your results. All of this will take into account the type of person you are, and whether or not the solution violates any of your personal values or causes any other kinds of problems. It also takes into account any of the other people who may be involved in solving the problem (or, more importantly, may actually be the problem) so that everyone involved ‘wins’. (I assume, here, that win-win situations are the ones we should all work toward, whenever we are dealing with other people of good will. There may, however, indeed be situations in which this is not possible.) This model also includes ways of refining solutions, and helping you to avoid future similar problems, or more readily solve them if they come up. The effectiveness of the model is limited only by your ability to be in touch with your own internal resources, and your careful attention to each step in the process. I’ll help you with both.


Creativity and Decision Making


A note on creativity is in order here. People often say to me, ‘Oh, creativity—no problem, I just don’t have any.’ Wrong. Everyone has some ability to be creative. We have all successfully solved problems and come up with unique ideas. Many people just don’t give themselves enough credit for it. As you go through the instructions, it will become clear to you, if it isn’t already, that you have all the tools you really need to solve the problems you experience. Generally you just need a different framework, or point of view, in understanding the real nature of each problem and perhaps a better state to creatively come up with solutions.


As much as possible, without making the book too heavy to lift, I’ll try to give you brief examples of solving work problems of different forms. These problem types are: Personal (individual) problems; Interpersonal/Communication problems; Training problems; Systemic problems; and Environmental/Situational problems. Within these, there are fifteen sub-categories.


The reasons for this breakdown are several. For one, I want to be able to provide enough specific examples from different areas so that you can find something that applies closely to you and a current problem you are experiencing. In doing that, you may find that more of the examples apply than you originally thought (or were willing to admit). Also, it seems that it is often better to learn about problems of different types than your own, to be able to solve yours. That’s because sometimes you can see some things more clearly without any emotional involvement, and then apply them to your own situation later. Much of this will involve making adequate decisions about what applies to you, and what doesn’t. In fact, it’s probably obvious that decision-making in general is a major part of all problem solving. So you’ll get specific decision making strategies as a part of the whole package. You’ve already made one good decision: picking up this book. You’ll make more by continuing to read and working carefully toward your solutions.


The NeuroLink


Much of what you are going to learn is aimed at getting you into the best possible state for creating solutions and solving problems. Simply doing the exercises will demonstrate and teach you the procedures. There is, however, advanced technology that can aid you further in both learning and continuing to generate these powerful states for yourself.


If you have a personal computer, you can use the NeuroLink. This is a system that connects you to your computer in such a way that the computer can measure certain basic functions in your body like heart rate and temperature. It can then give you (bio)feedback and help you adjust your state of mind so that you get into the state you need. Though we concentrate on problem solving for this book, of course it can be used in a number of other situations to enhance your performance. Appendix III will tell you how to get the equipment, both hardware and software, that you’ll need. Remember, though, this is an additional advantage you can use for yourself; everything in these pages will work with or without the NeuroLink.


Overview of the book


This book is divided into two main sections. Part I will help you in Defining Your Problem SPACE, the first step in figuring out how to solve any problem. You’ll learn ways of viewing your problem or problems that may help you make an immediate change. You’ll learn about the SPACE your particular problem occupies and how to work within it, or expand it, to get to a solution. The SPACE Model is an acronym that stands for Self, Purpose, Audience, Code and Experience. You’ll also learn how to make sure that your goals are well designed and measurable. There’s a chapter for each of these pieces.


Part II will take you through the NLP technology of eliciting Solution States. This will help you to understand how your mind and body function together to create your state of consciousness, and how you can control it, so that it doesn’t control you. You’ll learn how to use your past successes and your best internal resources to solve current problems and prevent future ones. You’ll also learn ways of understanding how systems function, including organizations and businesses, so that the solutions you develop make sense within these larger frameworks. This includes refining your measurements for effectiveness and motivating yourself to move through the solutions you develop smoothly and gracefully.


Finally, there is an Appendix section that outlines and summarizes a number of useful procedures for you. This will be especially useful in the future to refresh your memory and help you program yourself to automatically use what you have learned here. One section will show you how to use the NeuroLink technology along with what you have learned in Part II. This will include programming the exercises into the computer so that you can repeat them quickly and relatively effortlessly with the help of the biofeedback provided by the NeuroLink.


The Best Use of This Book


You’ll go through a great many new ways of thinking in the first half of this book. You’ll learn about a number of processes for identifying the root of any problem. You’ll also be asked to do a great deal of thinking, and deciding about who you are, what you want, and what you know. In the second half of the book you’ll go through some fascinating procedures for changing and controlling your thinking, feelings and state of mind.


To get the most value out of this book, it is designed as a training course you can take at your own pace. There is no reward for finishing quickly. There is, however, a tremendous prize for those who go through all of the processes thoroughly. They will change your work, and your life, in some wonderful and lasting ways. So take the time, and use your energy, to answer the questions and to do the experiments diligently.


I have designed the questions and experiments for you to apply to a particular problem or situation in your work (though they will be just as effective if you choose a problem or difficulty from your personal life). Pick a problem or situation you truly want to make a change in and keep it in mind while you answer the questions and do the experiments. You may even want to choose several, since very rarely will any difficulty last all the way through the questions in the first half of the book, much less the experiments in the second half.


I suggest you have a notebook, or at least some paper, handy so that you can make lists, jot down ideas, answer questions and so on. There are forms in the second half of the book you will want to have a number of photocopies of, for later use. You’ll be instructed on how to use these when you get to them.



















A Special Note to the Practitioner of NLP





This is a very unusual book, as NLP books go. It is neither a standard form of text nor a set of workshop transcripts. There are no real ‘case studies’ (though there are examples and metaphors). It is designed as a self-study course, and as such it is extremely sequential. It will be difficult to ‘dip in’ randomly in the book, and still get the same benefit from what you find, as if you go from start to finish. It is also not intended to be swallowed whole, all at once. Those of us in NLP who are careful to be thorough in our work know the importance of understanding and appreciating the structure of whatever we are unpacking. This book is my attempt to structure an approach to that unpacking, so that you clearly see, hear and feel the structure of whatever problems you choose to explore.


When you began to learn NLP, it may have seemed overwhelming, both in the acquisition of skills and in the sheer volume of information. But when you began to chunk these down, practice techniques and play with alternative ways of thinking, you undoubtedly found it a worthwhile and fascinating journey. One with no end. My hope is that this book will widen, and even smooth, the road for you.


What you’ll see in Part I is much of the conceptual framework underlying NLP itself, and our beliefs about thinking, communication and change. It is organized in a way that includes questions meant to help instill these beliefs as well as clarifying your identity, framing or reframing your approach to problems, and organizing your choice of interventions. You may realize things as you go through these questions that send you immediately into your bag of NLP goodies to solve problems. That’s great. My intention in this book is to help the NLP-er to do that well, and hopefully, more logically and directly. My intention with those not familiar with the technology is to introduce it in a way that will give them enough to solve any problem, and also to go much deeper into the technology than I have here.


Part II is an introduction to states, sub-modalities, anchoring and the uses of these ideas and tools in problem solving in business. As you will recognize, this concentrates the solutions to those that can be gotten through changing stuck states to something more useful; it can be thought of as a state-based model for problem solving, though the way it is presented involves more levels of analysis than that. The actual ‘intervention’ is a modified Change History with some additional features from the Logical Level Alignment exercise and some perceptual position work. If you are familiar with these techniques, you probably also know that if you do this well, and thoroughly, you can solve just about any problem, even ones that exist on the belief and identity level, as well as those that are behavior- and capability-centered. That’s not to suggest that this is the best, fastest or most elegant way to solve any problem. With the other skills you have you will undoubtedly combine what you find here with many other ideas and techniques to find the most elegant ways.


In addition, I intend this as an aid to any consulting you may be engaged in with others (you’ll notice I didn’t specify which others, business, personal or …). I have been using, modifying and expanding this model for over ten years with many clients and businesses and organizations. It has been tested over and over.


Keep in mind also that we can all benefit from lots of questions asked in new ways and in different sequences. Remember that NLP began with a set of questions about how experts process information. These were based on a set of presuppositions that were operationalized as well as stated, then a model of asking even better questions, based on specific patterns in people’s language. I did not include the Meta-Model, specifically, in this book for a variety of reasons, but you can certainly remember to have it active in your thinking as you go through the questions that I did include.


This book then, for the Practitioner of NLP, is an invitation and a challenge. An invitation to use your skills, within a framework that makes sense. And a challenge to use all of your other knowledge and skills to make your experience of going through this book even richer than what, I believe, is on the actual pages. Enjoy!



















Part I

























Part I


Defining Your Problem SPACE


Overview





Defining the Problem SPACE is the most important first step in solving any problem. It is something we all do naturally, but seldom systematically. That is why we often find, later, that our ways of looking at our problems actually were the cause of them to begin with.


In Part I, I will introduce you to the SPACE Model that has proven effective in several fields in addition to problem solving. SPACE stands for Self, Purpose, Audience, Code, and Experience. In Defining the SPACE of your problem you will need to identify your role in the problem, who you are in essence, your Self. Next you need to decide what it is that you really want to accomplish, your outcome, goal, or Purpose. Next is who will be watching you, benefiting from, or suffering from what you do. The other people involved are your Audience. Next is the Code you have developed in defining this problem up to this point, and how you might want to change it: in other words, how you have been thinking, sensibly or not, about the problem, and communicating it to others. Finally we have all of your Experience to draw on. This is the sum of information you have, and can obtain, on what to do to make a change in the problem situation.


At the end of these five chapters, you will have totally examined your problem SPACE. By the time you are ready to really step back and take a good look at the SPACE you have defined for this problem, you may realize that it is totally different than you originally thought. It may not even be a problem any more. 




Figure 1: The Problem SPACE
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Chapter One


Self





The first thing that is important in solving any problem, in business or anywhere else, is in knowing who you are as a person, what we call identity, and your role in the problem. Without a clear idea of your relative position in any situation, you can’t be sure that any plan you implement will actually fit. There is no wrong way to take a look at your role, other than not to do it at all. So, the question becomes, ‘Where do I start?’ Well, there are specific things to think about, especially in terms of your beliefs and values, that I know will help you begin this process in an organized fashion.


First, do you believe you can make a difference? Obviously, if you don’t think you have any control over coming to a solution, you won’t be very effective. In fact, if you don’t believe you can do anything about it, why bother? Of course you may believe that you can do what needs to be done, only to be undercut by others who may be involved (maliciously or not). That kind of thinking won’t help much either. In fact any ‘negative’ thinking will probably get in your way sooner or later. Best to get it out of the way first.


Basic Presuppositions


One great place to start in exploring anything is to look at its underlying assumptions, or presuppositions. In NLP, we have a useful way of thinking about people, their problems, communication, needs and values. In fact everything we do in NLP stems from these basic beliefs. It is not necessary that you agree with all of them; they are simply the ones, we believe, that allow us to be effective. Perhaps looking them over will get you thinking about your own basic assumptions, and how they might be at the root of this problem, or others you run into. Spend a little time on the questions and, if you can, take notes. They’ll help.


Presupposition 1: The map is not the territory.


This is a very old way of saying that our beliefs and ideas about how people, life and the world work aren’t necessarily accurate. They are just a guide, or map, of how things work. In this world, people don’t act on things because of the way those things actually are. Rather, they act on their own personal maps of how they are. It may be that you have been following some old rules or guides in your work (an out-of-date map) that are actually getting in your way, rather than helping you. Maybe it’s time for a new map.


Questions:




1. Do you run your business affairs (or your life) from some rigid set of rules? Where did they come from? Is it possible that, though they were effective back then, they aren’t as valid now?


2. When was the last time you realized that something you believed was incorrect? How did you handle it, and change your thinking?


3. Can you remember a time when you expected something to occur, and something very different happened instead? How did you adjust to this difference between expectations and actuality?


4. Have you ever found yourself disagreeing, or even arguing, with a co-worker or business acquaintance about some theoretical issue you had little or no direct experience of? Were you able to ‘catch’ yourself and admit that your ideas were just that, only ideas? Did you interrupt the argument and agree that the two (or more) of you simply had different viewpoints, each of which could enrich you?


5. Do you find changing your beliefs and expectations easy? How have you managed these changes when you’ve done them really well?





Presupposition 2: All behavior has some ‘positive’ intention. People make the best choices they perceive are available to them.


No matter how weird you think other people’s (or your own) behavior is, there is some good reason behind everything that they (or you) do. Sometimes you have to do a great deal of questioning and thinking to get it to make sense, but with patience and perseverance it will. Maybe you get stuck at certain times in your work and don’t yet know why. Or perhaps you believe that people you work with are evil, dangerous, stupid, or just don’t deserve to have you around. This kind of thinking can make your task very difficult, or even painful. If you assume that you have a good reason for being stuck, and that the other person has a good reason for being however they are being, then it can change your thinking enough to get you going in a better direction. You’ll learn more ways later.


Questions:




1. When you’ve been confronted with situations in which people have acted strangely, how have you managed to ‘step back’ from the situation and make sense of it?


2. Have you ever asked this question: ‘How is it possible that someone could think or behave this way?’ Or: ‘Under what circumstances (or in what context or specific situation) would this kind of thinking or behavior make perfect sense?’


3. If you were to imagine that you could see the world with the innocence and naiveté of a child, how would this (or any) situation look different? How would you change to adjust?


4. Was there ever a time when you thought someone was doing something to hurt you, but later realized they were really intending to help?





Presupposition 3: The meaning of any communication is the response it elicits, regardless of the communicator’s intent.


It is really easy to blame others for misinterpreting what we want them to do. Good communicators, in other words good business people, take responsibility for getting others to understand them. People respond to what they think they hear, see or understand. Assume that people are responding appropriately, then figure out how you got them to do it or what they must be responding to. It will make you think and communicate differently. You’ll also understand people much better.


Questions:




1. Can you think of a time when you gave someone careful instructions and they did something totally different from what you meant? Has this ever happened, and later, with clear hindsight, you understood how that person could have done what they did? Did this ever happen in a way that convinced you that you were ambiguous in your communication?


2. Can you remember an occasion in which you responded with anger to someone, only later to realize that you had misunderstood them? Did you promise that person, or yourself, to be more careful to understand from now on?


3. Have you ever made the conscious decision to be the best communicator you can possibly be?


4. What would your work (life) be like if you made the assumption that people responded appropriately to you all the time? Would it make you figure out how you get them to do the things they do, regardless of your actual intent? Would it make you think differently, and understand the people around you much better?





Presupposition 4: The mind/body relationship is cybernetic: a change in one part of the system will affect other parts.


Most people realize that our thinking affects us physically, even to the point of making us sick (or well). By the same token, if we are not healthy, or even comfortable, we won’t think very well. Think about how difficult it is to make reasonable, rational, intelligent decisions when we are upset or angry. If we learn to control our physical and mental processes effectively, there is very little we can’t do. And let’s not forget our immediate surroundings, our environment. We should live and work in one that is supportive of who we are and what we need, both individually and collectively.


Questions:




1. How long has it been since you stopped to ‘take stock’ of how you run your life, and your health?


2. What changes would you need to make in your thinking, the way you treat your physical needs, or your environment to give yourself every opportunity to live life to its fullest and healthiest?


3. When has there been a time when you realized the importance of using your mind to control your physical well-being? To exercise? Quit smoking? Lose weight? Become motivated, energetic?


4. How do you insure that you get a good diet, enough exercise, plenty of rest, and lots of healthy stimulation to keep vital?





Presupposition 5: There are no mistakes, only outcomes. There are no failures, only feedback.


Everything we do, successful or not, can be learned from. If we take results as feedback, they can teach us a lot about how to behave and live. People who kick themselves for their mistakes usually don’t take the time to carefully analyze the causes and effects; they’re too busy kicking. They don’t learn all they can. Those who don’t learn from their own history are condemned to repeat it.


Questions:




1. When was the last time you found yourself consoling a friend or loved one who had screwed something up? Did you notice how you did this with an attitude of support, without harsh judgment, realizing that, even though the outcome may have been lousy, the intentions of this person were worthwhile?


2. Have you ever done the same thing for yourself?


3. What were your biggest ‘life lessons’? The ones that have shaped you in the most positive ways?


4. Have you ever heard, or said to someone else: ‘Someday you’ll look back on all this and laugh?’ As NLP co-developer Richard Bandler would say, ‘Why wait?’





Presupposition 6: Everyone has all of the internal resources they really need (which doesn’t mean they couldn’t use a little help finding them).


People are resilient. They are smart. They are capable (this means you and the people you work with). When they don’t seem to be any of these things it is because they are not in touch with their natural internal resources and strengths. Probably it’s a cliché we get tired of hearing, but the best help is the kind that gets people to help themselves; to use their own talents and abilities.


Questions:




1. We’ve all had the experience of doing something foolish, or seeming to forget how to do something, even when we really know it well. Later, when the situation has passed, we realize that we knew exactly what to do, but were just too flustered at the time to gather our wits about us. After any of those times have you ever stopped to ‘pre-program’ yourself (in whatever way you do this)?—in other words, to make sure that you would handle the situation in a planned-out, rational and capable way, if it ever arose again?


2. Have you ever forgotten something, perhaps someone’s name, or another important piece of information, only to ‘spontaneously’ remember it at a later time? Have you ever wondered what it would be like to be so in tune with your unconscious mind that you would be able to remember these things when you need them? Have you done any experiments that would help you in this area before?


3. How much time do you spend actually planning how you would handle difficult situations? Do you vividly imagine these things occurring, and feel the feelings you would have if you smoothly, effectively and gracefully moved through these difficulties?


4. Do you often imagine that each day you’ll have more and more of your abilities and resources available to you, automatically?





Presupposition 7: All the information you need can be obtained through clear and open sensory channels (eyes, ears and feelings).


We all know that we sometimes look around wildly, and needlessly, for that which is right in front of us. Whether this is our car keys, the pencil we just put down, the right person for the job, or a new idea, if we pay attention we can find it. If we don’t, we can’t.


Questions:




1. Do you realize that people tell you and show you everything you need to know to deal with them effectively?


2. Have you ever had an experience in which time itself seemed to slow down to the point that you were able to see and hear much more than you seem able to normally?


3. When was the last time you stopped to just look and listen, when you needed to make a change? Did you notice new things when you did this? Things that made a real difference for you?


4. What would your life be like if you easily noticed all of the subtle cues and messages others around you gave out in their everyday communication?





Presupposition 8: An effective person (communicator, in business and life) needs three characteristics:




1. Flexibility of behavior to get results.


2. The sensory acuity to notice the results.


3. The good judgement to know whether the results are worth getting





Many problems are created by doing the same things, over and over, whether they work or not. The old saying, ‘If at first you don’t succeed, try try again’ needs to be amended to, perhaps: ‘… try try again, in a new and different way’. From the field of cybernetics (the study of systems; both electronic ones and human thinking ones), there is a law: ‘The law of requisite variety: The part of any system with the most options in its behavior will be the part that is in control of the system’.


Flexibility = options = control. Simple.


Also, especially when you’re trying something new, you have to pay close attention to see the results. This goes for people and things. Finally, you need to keep in mind that just because you can get something done, that doesn’t make it a good idea. We should consider our results in relationship to all the other things that they can affect. In business, we can ‘get on a roll’, and at the same time lose sight of our overall goals and the reasons we do what we do.


Questions:




1. When have you realized that, though you were trying your best, you were doing something that, fundamentally, wasn’t going to work? How did you adjust your actions?


2. Have you ever had the opportunity to be ‘tested’ by life in a way that demanded extreme flexibility on your part? Did it make you better able to handle difficulties creatively?


3. If you had to ‘let go’ of one overly rigid thinking pattern, belief, habit or other behavior, today, which one would it be? How would this change affect you?


4. When was the last time you stopped something that seemed to be working just fine, simply to question your own judgment and motives about whether it was really worthwhile?





Presupposition 8 Corollary 1: Resistance is a sign that:


Either


Rapport has not been effectively established or maintained;


Or


Objections have not been properly considered and addressed.


We often hear people in business complain that others don’t, or won’t, go along with their ideas. These are the two reasons. You have to establish rapport, a working relationship of understanding and trust, usually just to get people to pay attention, much less to agree. Also, you have to be willing to listen to, respect and respond to the concerns or fears of those you’re involved with. The best, most persuasive, communication in the world won’t overcome poor rapport or legitimate objections.


Questions:




1. Have you ever had a great idea, but been so eager to tell others about it that you ‘bowled them over’ in your excitement? How did you repair the loss of rapport, and try again, in a more respectful way?


2. Has anyone ever done something that adversely affected their relationship with you? How did you make the decision to patch things up, even if it wasn’t really your responsibility? Did you decide that the relationship was more important than something petty, such as the need to be ‘right’ or ‘in control’ in the situation?


3. When presenting ideas or plans to someone, how much time do you give them to voice all of their concerns and objections? Do you then treat that person with the respect they deserve, and take the time to answer their questions?


4. If you automatically remembered to consider the relationship aspects of all your interactions with other people, in how many ways would your work life, and the work lives of others, improve?





Presupposition 8 Corollary 2: There is no such thing as a dangerous or unethical process or technique, only dangerous and unethical users (people). It is up to us to know the difference and act accordingly.


Influencing others, running a business, making decisions—these things are neither good nor bad. Again we must decide that what we’re doing has a purpose that is worthwhile. If our intentions include a good and worthwhile outcome for everyone involved, it would be silly, and could even be harmful, not to use our abilities to influence others.


Questions:




1. When has there been a time that you have used some advantage, or influence, over someone, that was truly in that person’s best interest (not merely rationalized)?


2. Have you ever been afraid of, or concerned by, some new, very powerful, information or technology? Have you vowed to use it only for the best of reasons, and in the best way you know how? Could you now?


3. Have you ever stopped to think of all the marvelous, but potentially destructive, tools we have around us, even in our daily lives? Do you operate all of them with an attitude of respect and appreciation? Isn’t this what it means to be truly safety conscious?


4. If you were to insure that you could use all of your knowledge to make your work life the most enjoyable and worthwhile it could be, for everyone involved, what changes might you need to make?





Presupposition 9: If it is possible in the world, it is possible for anyone. It is only a question of how.


If you believe you are very limited in your abilities you will act as if those limitations are real. They’re not. Act as if you can do anything others can do, and it will motivate you to find out how they do it. Then you can too.


Questions:




1. When was the last time you really impressed yourself?


2. How would you go about learning something, now, that you have always wanted to, but avoided or made excuses about?


3. Is there someone you know who needs to be reminded that we are all capable of just about anything worth achieving? Is there anything stopping you from reminding that person NOW?


4. If you actually behaved as if you could achieve anything you wanted to, how would you be different? When?





I have a lot more questions for you. For now, how do you feel about this list of basic beliefs? Do you agree that they are worthwhile having? How do you think your beliefs affect any problem you may be having now, or problems in general?


Roles and Identity


You see, the main thing about these basic beliefs, or any others, is that they help us orient ourselves to who we truly are, as people. This is different from who we are in relationship to others, or at least it should be. A person who has a firm grasp of his or her own identity, who truly ‘knows’ himself or herself, seldom gets caught in the trap of indecisiveness. That doesn’t mean that they can’t have some doubt about certain roles they have chosen to take on. But it does mean that if some confusion about that role occurs, there is a basic sense of self they can fall back on to make decisions. This isn’t esoteric or complicated. The main point is that who you are, and what you do, are two different things. And the choice about what you do needs to rest firmly on who you are, not the other way around. If not, you will experience a constant juggling of roles and behavior that will make your decisions, and your life, quite difficult. This is what happens when a person constantly tries to change to suit any job, or role, he or she takes on. It works a lot better to take on those that support who you are as a person, and make you an even better one, than to try to adjust to a role that fundamentally does not fit. Adaptation is a healthy and powerful force, up to a point. Here are some more important questions along these lines, ones you can ask yourself:




1. Am I sure of who I am as a person, and how this affects me in my work?


2. What role am I playing in this problem, or in taking on the responsibility of solving this problem? Is it my usual ‘normal’ role in my job, or outside of my normal role?


3. Have I, perhaps, taken on more than one role? If so, are these various roles compatible with one another?


4. Are any of my roles competing with one another (am I competing with myself)? Am I competing with someone else?


5. Have I chosen a role that will make my work more difficult by its very nature?


6. Is there a particular tone, or attitude, that goes with this role I’ve chosen? Is it one I really want? Does it fit with who I am as a person?





Deciding the answers to questions about basic values and roles, in yourself, is a necessary first step to being able to make change and growth in anything you do. For some people, asking themselves these kinds of questions is an everyday process. For others, even thinking about such things pushes them outside of familiar, comfortable, territory. That’s all right. If you find that these questions make you feel uncertain about your thinking, your orientation toward your work or other people, or even about your basic intentions or true identity, that’s good. It means you’re thinking; and considering what is best for you and others. If you keep at it, and go at your own pace, you’ll find the rewards can be astonishing.


There are a great many people who define themselves by their actions, and will readily define you by yours. Resist this notion as one that defines, and therefore confines, people into unnatural and insulting categories. Rather, define yourself as the person you wish to be, then act accordingly whenever possible. When you find yourself ‘acting out of character’, change your actions, your behavior. Don’t redefine your character (who you are), and don’t let others, unless you’ve decided you need to make a change on that level. It shouldn’t happen very often.


Obviously the questions in this chapter are meant to move you to take some action, now, to make changes. I truly believe in change. There are certainly times when it is best to wait, and react to events as they happen. But more often than not, the waiting makes the problem worse, or even becomes a problem all by itself. Truly successful people seem to be more ‘proactive’ rather than reactive, or at least know which is appropriate, and when. This allows them to move toward what they want, rather than only moving because they need to ‘get out of the line of fire’. In the next chapter you’ll begin to decide where you really want to go.
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