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Preface







‘When one has weighed the sun in the balance, measured the steps to the moon, and mapped out the seven heavens star by star, there remains oneself.’


—Oscar Wilde, De Profundis





If you will, imagine two managers sitting next to each other at a business meeting. They share many similarities in background, education, skills, training and commitment. One is startlingly more effective than the other. What are the secret ingredients that make the difference?


Arising from all your competencies and everything you do is the difference you make as an individual. Add to that individuality the secret ingredients and you have startling individual performance. This book is the recipe for that difference, and there are two broad areas of cuisine. The first is flexible thinking and the second is openness to self-challenge. It is these, more than anything else, that make the performance difference: from good to startlingly effective. Put a Team together using these skills and two plus two equals ten!


The science of emotional intelligence tells us that to improve our management of others we need to start with greater self-awareness. This, then, needs to be followed by actions that manage self differently. This mental exploration and the experiences that we have tend to raise awareness of the similarities and differences between self and others, with new and fascinating perceptions. And when all these new abilities are mastered we experiment and improve our ability to influence/manage others. For that reason, there are practical explorations and information here about the different ways in which people are stimulated to action.


Throughout this book, I use the word Team with a capital T. This Team is what you define as: a small project group, a departmental Team, a group of divisional managers or CEOs.


Although the book is structured in form, I have destructured the content so that some elements of the skills are touched on before and after they are introduced. This should make some of the reading familiar and increase the recall that my readers have for the content.


Angus McLeod


Worcester



















Introduction





When I first made the move from academia into industry, I reinvented myself as a go-getting, success-at-any-cost manager. I was bright and self-assured and got things done. People who got in the way of my vision (of the corporate goals) were manoeuvred out. I was operating from a set of ideas and beliefs that, although apparently successful, ignored the benefits that come from real teamwork, or the ‘two plus two equals five’ phenomenon. What changed me was the catalyst of pain. I rose fast and was cut down twice, in each case my patterns and competencies being outmatched by more politically agile people. With hindsight, it would have been smarter not to fail but instead to make the essential changes in thinking performance for myself. The two essential traits necessary for that to happen are openness (to challenge and new ideas) and flexible thinking – it is not necessary to fail in order to learn!


Each of us is already gifted with phenomenal ability. And some of that ability is invariably trapped in set ideas and beliefs that limit our perception and the chance to perform superbly. The keys to releasing our abilities are those two traits: openness (to challenge and new ideas) and flexible thinking. This book is designed to develop openness and flexibility by offering you and your colleagues a set of tools that may be used to create your own change and success both as an individual and as a Team achiever. The first part of this book investigates the similarities/differences that we have in relation to other people. Then we explore those further to consider the similarities and differences that you have with your Team as a means of introducing some of the flexible-thinking skills that will be used throughout the book. It may be useful to read quickly through Chapter Three (whether you have a current Team or not) and complete the working examples. The book is designed as a working manual and reference work, which refers both backwards and forwards to other work and working examples.


Much of the thinking behind the book comes from current practice and ideas in coaching, learning science, neuro-linguistic programming (NLP) and coaching. My premise is that individuals operate internally as Teams. For example, I am a leader in directing and compelling myself to take business risks, but there is another part of me (my internal ‘follower’) that is fearful of doing this! And there may be ‘Team communication’ going on in my head: ‘Go for it!’ and ‘That’s too risky!’


This approach opens up new perceptions and learning for both the person and the Team in which he works. I would further argue that, unless each person has a properly functioning and efficient Internal Team, his performance in real Teams is questionable. My aim in sharing this book is to address the Internal Team and extend that thinking into the real (External) Team. The process is one that encourages both flexible thinking and also unique and individual solutions for each reader. My belief is that readers are more compelled to work through their own solutions than to borrow a standard ‘system’ from management theory. The best answers will be your own. It is part of this thinking that I bring to my work as a coach in business, catalysing individuals to fly. With luck, the receiving Teams will also embrace this work, and the beating of individual wings will be in harmony, allowing the Team to soar beyond the limitations of other Teams. In my experience, any change in one person leads to change within the Team. Even if only one person is flying, others will quietly practise and adapt themselves for flight! Enough of metaphor! The premise I make is that ‘culture’ is the result of similar behaviours, but it grows by the dynamics of similarity/difference.


The skills in this book enable you to have more choice about where you have similarity or difference with your Team (or a desired Team that you aspire to work within). When you change your behaviours they create change around you. Where others match this in the Team, you have a changed culture. Matching behaviours constitute Team culture. Your effort can therefore help the success of your organisation and is measurable by you. You can do this by noticing the changes that happen around you and whether or not these changes are in harmony with your own choice of behaviours.


We begin, then, by looking at the similarities and differences that we have when compared with others.



















Chapter One


Thinking Preferences





Summary


We think differently and are motivated differently from other people. Only when we understand our own thinking can we make choices about a particular strategy to use in a particular situation. And understanding our own thinking processes leads to realisations about the differences between ourselves and others. These realisations lead to choice and the potential for improved communication, impact, influence and Team performance.


This chapter examines thinking preferences in order to give you insight into your own thinking preferences and how other people are similar to or different from you. It should also provide you with ‘reasons’ for how some people behave and why they may be effective or dysfunctional in a Team at the moment. Understanding creates opportunity for development and improved performance.


Understanding thinking preferences


Many of us tend to be surprised when other people do not understand something as easily as we do ourselves, or when they fail to grasp fully the importance of an issue. Most often, we project our own thinking preferences onto other people and assume that if they don’t ‘get it’ it’s because they have a problem. Let’s stop right there! We cannot force change on someone else (without their full willingness and participation); it is a hopeless and wasteful task. So let’s start with a set of beliefs that are empowering and enabling for you in the Team. Buying into these fully will give you a greater chance of success within all Teams.




	I cannot change what other people do, but I can change what I do. 



	People have different thinking styles and preferences.


	If I understand other people’s thinking styles and preferences, I can communicate with greater impact.


	I am responsible for getting my message across; it is not the receiver’s responsibility.


	The better I communicate with colleagues, the greater our combined productivity.


	Understanding leads to trust.





Now let’s look at some different kinds of thinking preferences. (I have drawn on NLP, learning theory and psychometric personality methods, including LAB profiling (Charvet, 1997) in setting these out, as well as aspects taken from my book Slay that Dragon.) The list below is not definitive. There are many ways to categorise understanding of people and their preferences. This list offers some insights as to how other people prefer information, how they use it and how they make decisions. The process is illuminating – whether accurate or not – and the benefits for you and your Team are considerable.


Left- and right-brain preference


The concept of left and right brains is one of the simplest and most widely known models of human psychology. It was brought to general attention (see, for example, Erdmann, Hubel and Stover, 2000) in 1981, when Roger Sperry shared the Nobel Prize in neurology. He asserted that our cognitive processes are largely split into mental activities on the left or right side of the brain. Thus, logical processing, comparing, organisation, structuring and arithmetic are all thought to be activities that predominate in the left brain. The right brain is concerned with emotional expression, creative inspiration and play. It may be assumed that the commercial, Western world is mainly populated by people with more left-brain skills than right-brain skills. Likewise, we can expect to find more instinct, inspiration and creativity in the East. As Sperry said at the Nobel ceremony, ‘The great pleasure and feeling in my right brain is more than my left brain can find the words to tell you.’


Whether correct or not, it is easy to imagine that there are people who have dominating intelligence on one ‘side’ of the brain rather than the other. In the USA and Europe there are many working people who are attracted to organisations that operate in logical, left-brain ways. This can occasionally mean that the Teams are perhaps weaker in emotional intelligence, intuitive solutions, creative explorations or the ability to ‘play’. It can be very challenging to those with left-brain thinking preference to ‘let go’, to play and run with the experience. It is only a preference and a determination to improve right-brain skills will result in raised competence in creative thought and intuition. Activities that stimulate the right brain include reading literature and self-questioning: ‘What is my gut feeling?’ for example. We can also encourage the right brain by opening up to creative expression through art, play and instinctive writing, for example, poetry written directly onto the page without editing during the creative process.


In the fast, changing world of business more managers need to be flexible and creative in their thinking and behaviours. Many managers are locked into reactive firefighting rather than the careful creation of strategy. Stimulating right-brain activity has to be a good way to encourage more flexible thought and creativity. These lead us to new inspirations, new possibilities, more effective strategies and methods.


The right-brain-dominant thinker can enter into a state, similar to trance, called psychological flow (about 20 per cent of the population are able to do this), in which words, images and/or feelings flow out and any structuring is left to subconscious processing, free of logical thought. Tim Gallwey (2000) calls this state, ‘Self 2 focus’. For example, right-brain writers do very little thinking – they just write and edit afterwards. During the creative flow they create structures (associated in the left brain) as a subconscious support to their right-brain creativity. When the creative flow has ended, the writer discovers (cognitive, left-brain logic) that their work is already very well structured.


The state of ‘flow’ can be so captivating that the person will not notice people speaking to him. This can create problems if the trait is not understood and overtly discussed with those who may be affected by it.


Creativity is not of course isolated in right-brain-preference thinkers. Left-brain-preference people also have variable levels of right-brain aptitudes.


The state of ‘flow’ can be so captivating that the person will not notice people speaking to him.


Where a person is right-brain-dominant, he may be weaker in project managing and can be more inclined to tweak and adjust rather than complete tasks. Again, these are just preferences and determined efforts will improve their left-brain skills. They can also challenge themselves by asking logical, objective questions that invite mental processing. These are likely to include ‘how’ and ‘why’ questions: ‘Why did I finish that report late again?’; ‘How can I create a plan that will get my next report completed on time?’


If you wish to influence left-brain thinkers, then logical argument is likely to be the key (but read on, because other preferences can also modify these preferences). In contrast, the right-brain thinker may be more interested in the ‘what’ and easily bored by the ‘how’ – this too is influenced by other preferences.


Visual preference
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Visual preference








Visual preference, visual representation and visual intelligence are some of the names given to the intelligent storage, processing and recall of visual images. People who have a highly developed visual preference may be in jobs that use their skills, such as design engineering and graphic art. Another clue to visual preference lies in the language that our colleagues are using:




	I see.


	I can picture what you are saying.


	This looks good for us.


	There’s light at the end of the tunnel.


	I’ll keep an eye on the situation.





Noticing language can help us to communicate more effectively with a person in the Team. Using visual language and charts would be a preferred way of introducing information to a colleague with a strong visual preference. Also, if that colleague has produced reports and presentations, it might be worth looking at the way they prefer to communicate so that, if you wish to influence them, you mimic their communication preferences. Because these are preferences, your efforts are rewarded because the colleague will be more alert and stimulated – they will not have to struggle to understand your key messages. Here is part of a report that would appeal to someone with a rich visual preference:




Quarter 2 provisional figures show that Quarter 3 results (see diagram) may be below target. The picture is not complete. Our partnership with Fall Inc. during Quarter 2 has led to falling transport costs and the savings have not yet appeared in the P+L accounts. The chart below shows how costs have tumbled from Week 9 (Quarter 2). These savings will influence the Quarter 3 figures very significantly, catapulting Quarter 3 by 4% NPBT. I see us hitting the Quarter 3 target.





There are visual words such as see, view and picture, and the phrases invite a visual reader to make mental pictures, e.g. ‘I see us hitting the Quarter 3 target’, ‘catapulting Quarter 3’ and so on. The text is supported by diagrams and charts, too. Visual-preference readers do not just read the report: the text itself triggers the creation of pictures in their minds. They are stimulated because of the writing style.





Auditory preference
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Auditory preference








If you recall a Team event or meeting and ask your colleagues to summarise their experience of that in ten individual words, you may find a colleague who uses a number of auditory words. Here is a selection of phrases containing auditory language:




	I hear what you say.


	Sounds good to me.


	That went with a bang.


	I’d say that …





Speech is the preferred method of receiving information for auditory people, but reading may also appeal. When an auditory-preference person reads, he is likely to ‘hear’ what he is reading – an auditory stimulation.


Where a colleague is highly auditory, he may prefer to get oral reports rather than written, and may be quite happy doing most of his communicating on the telephone. If you have to write to a colleague with an auditory preference, then using language that invites the reader to hear will be more stimulating for him. For example:




I met with Joanne this morning. She said, ‘Rachel, the interconnects are failing. Something needs to be done.’ We discussed the quality reports and it sounds quite bad. Briggs and Company do not seem to have heard what we have been telling them as regards quality. I attach highlights of our copy letters and faxes. I propose that you speak to them. You have the ear of the chairman and your intervention may achieve more than our grumbles about quality have, lower down the organisation.





Kinaesthetic preference
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Kinaesthetic preference








For some people, the physical and feeling dimension is important in storing, processing and retrieving information. In other words, they are kinaesthetically stimulated. Indeed, their actions may be made on the basis of feeling rather than logical, or left-brain, thinking. A highly logical person might find this frustrating – just as the kinaesthetic person is likely to be frustrated by logic that ignores their own feelings.


The phrases that someone with a highly evolved kinaesthetic preference may use, include:




	I’m going with my gut on this one.


	My sense is that we are onto something.


	I feel out of touch with this project.


	Let’s hammer this out once and for all.


	I’ll sniff out the competition.





The touchy-feely language does not necessarily link with a thoughtful, kind or sensitive disposition. Many of our most strident leaders of businesses act on ‘gut instinct’ while trampling over people in their path!


Rachel’s note to someone with a high kinaesthetic preference might read something like this:




Joanne and I touched on the quality issue with the interconnects this morning. We both feel that the issue needs forceful action. Briggs & Company have been insensitive to our quality concerns and, as things stand, these issues are going to hurt our customer relations. Could I encourage you to make a move on our behalf? You have a special relationship with their chairman and your physical intervention with him may succeed in stimulating action where our feeble attempts have failed!





Linguistic preference


A high level of linguistic preference manifests in a person’s accessing information by reading1 and a preference for writing things down.2 Note that another reason for writing may be a dislike for personal contact! Information may be rather clinical, or it may be devoid of experiential character. I remember hearing of a communication that was written by a colleague to a Swedish company and included the line, ‘I feel that we should…’ The reply contained the memorable line, ‘We fail to comprehend why you bring feelings into the situation …’ Linguistic-preference people may be quite turned off by feelings – stick to the facts!


Interpersonal preference


This demonstrates itself most easily in those who seem always to get what they want from you in spite of your best intentions. The gift of the gab, compelling conversation, attentive listening are all components. People with a highly developed interpersonal preference prefer face-to-face interaction above all else. Having a highly developed interest in people does not ensure that they will act in order to satisfy you. They may be manipulative because they know how to do it and a few will enjoy the outcome of that. They can also be very supportive and kind. They may dislike formal written communication, preferring face-to-face and telephone conversations.


Creative preference


Innovative people are not just logically questioning and self-challenging, but they add another dimension that, as we have seen, is usually associated with right-brain activity. Almost certainly, creative preference is further expressed in ways that satisfy several other preferences and styles. Creative people are turned on by fresh approaches and thinking. They are easily bored by procedures and the systematic, detailed development of ideas. They tend to like choice in how they do things and options when having to follow procedures. Many are attracted to computer technology, but you can anticipate a problem if they dislike procedures and documenting their work! The journey of exploration itself is often more rewarding than making notes about the process and sometimes the journey is so interesting that they are not stimulated to finish, preferring to adapt and adjust again and again.





Systematic/procedural preference


This preference is exhibited by people who need to access information sequentially from A to Z. Going off track in order to illustrate a point unsettles them. Each step must be followed by the next without elaboration. Information prepared for the systematic or procedural preference individual needs to be prepared with the question ‘What next?’ continuously in mind. This helps keep a logical focus and assists the reader to assimilate the information quickly. Tables are especially attractive to procedural-preference readers. Many will be confused if you do not explain steps logically.


Unfortunately, the stepwise process can be frustrating for people who do not share this preference. The skills of system and procedure are vital in organisations. However frustrating the type may be to others, we need to understand that the Team may fail without them.


Numerical preference


Numbers people should be excellent in this domain. If it is possible to express information in figures, then this will be appealing for them. Often they will be turned off by vague argument and gut feelings.


Away-from and towards preferences


Look at the list below and identify those actions that are motivated by an urge to move away from something and those that are motivated by a desire to move towards something.




	We did that before so we will not make that mistake again.


	The targets are set at 6 per cent ahead of budget for the forthcoming fiscal year.


	That’s the third accident in that car. I’m not having green again!


	I aim to double our sales turnover within three years.





When creating arguments for a group of people it is important to include both types of language.


When preparing proposals for managers who have a towards preference, you need to highlight the positive. There may be pitfalls that need to be detailed in a proposal for them, but not like this:




Buying Acme will get us out of our uncomfortable position on stock holding.





This is an away-from sentence. To appeal to a towards preference we need to focus on something positive in the future. The above might be better written:




This acquisition will positively impact on our desire to reduce our group stock assets.





It’s often the case that senior people in bigger companies have a strong towards preference. If you are reporting into that level and wish to join the Team, your language will need to reflect that. These preferences are among the most consciously observed by many people in management. Most people run both patterns in different contexts but often have a tendency towards one or the other. When you are creating arguments for a group of people, it is important to include both types of language.


Big-picture and detailed-picture preference
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Big-picture and detailed-picture preference








Many people are aware of this preference consciously. Details bore the big-picture person. The detailed-picture person often cannot understand information coming from the big-picture person because it is too sketchy. Here, then, is a great Team challenge: how to satisfy all the people all the time! One component of this may be to use introductory summaries in presentations and reports rather than summaries at the end. The summary should give just enough context to allow detailed-picture people to get a hold of the idea before reading on. Big-picture people probably will not read on unless the presentation appeals greatly to their other preferences! Details can be grouped together as bullet points or placed in tables and figures. Summary information also needs to be clearly identified so it can be easily recognised, without your having to hunt for it.


Past, in-time and future preferences


I am a very in-time or now-focused person. So I find people who keep referring to the past (the ‘don’t-mention-the-war’ syndrome) very frustrating. By contrast, future-preference people have so much investment in the future that they do not necessarily complete the present. By the same token, people with an in-time preference may also demonstrate an inability to complete work, since their effort may be directed at the newest task rather than work in progress. The consequences can be remarkable. An executive in one company I led would lose everything in his in-tray below the top sheet. Unsigned letters could be found there weeks later. If his desk was cluttered, he would work only with what was visible and forget everything below.


People with an in-time preference may demonstrate an inability to complete work.


Understanding the time preferences of colleagues can assist you in using language that appeals to them. It is a fact that management decisions are best made in the present. For past-preference people, past experiences will be important factors in motivating (or not motivating) action. Future-preference people will be motivated by contextual information about consequences in the future. If you do not know the preferences, then you need to embrace both extremes to get support for a decision. It is also clear that, for good decisions to be made, a mix of preferences in the Team is vital. Sacking large proportions of older staff leaves a major weakness in organisations. The older workforce are the ones with enough experience to be able to focus on the past and flag up potential problems without having to reinvent old mistakes and challenges. Where a mix of preferences exists in the Team, all three preferences need to be catered for in communications. Here is an example of that:




Our shareholders are demanding a higher rate of acquisition and three are already well advanced now. These have an estimated total capitalisation of 3.2 billion. Our new goal must be twice this level in two years and our experience suggests that our hit rate is 30% with an average lead time of 21 months. The forecast suggests that we may hit 1.2–2.3 billion by the end of the current fiscal year. Experience also tells us that the lead time and success rates are 50% better in amenable regulatory markets. We therefore propose that we immediately reopen prospects in both our domestic markets and in the UK. To achieve our goals we must look for three potential corporations at about 1 billion each. The board has formed a new acquisition Team under Alan and Elizabeth and this must be fully functional by the end of the month.





Dynamic preference
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Dynamic preference








By low dynamic preference I mean that some people are better at finishing one task before moving on to the next. Others, who have high dynamic preference, are bored and unmotivated without several projects on the go at once. Ignore this at your peril! If you have a number of projects but prefer to complete single tasks before starting a new task, then special efforts will be helpful to ensure success in all projects. The careful structuring of your work and incorporating all projects into one overarching plan may be particularly useful. You may need to structure windows of effort for each job. Psychological tricks, such as clearing every other job physically off the desk, can help too. Likewise, if approaching a colleague who needs to complete a job before starting another, then try to make your approaches in the spaces between their tasks.


Selecting people of high dynamic preference to head up single projects is not a good idea, however successful they may have been in multitask project management previously.


Both extremes of preference have something to offer to Teams. People who are failing in their job may be failing simply because they have too few tasks to maintain their motivation, or too many. In an ideal Team, all the individuals recognise their own preference as well as those of all the others in that Team. This permits an optimum number of projects or reporting lines to be managed by each person. However, in my experience, it is very rare to find this awareness in organisations, with obvious results.


Completer preference


A completer focuses on achieving goals. You can appreciate from your knowledge of other preferences that a mix of preferences can manifest in very different ways. A completer could have any of the above preferences, but many successful salespeople are likely to have a mixed preference for in-time and future: an eye on the present and a firm goal fixed in the future. Completers are goal-oriented but their motivations are as varied as human nature. For some it is a competition versus colleagues. For others it is the bank balance next month. For others it is immediate cash in hand or the avoidance of financial ruin. Understanding the motivation and creating an environment that provides the right type of incentive is critical to success.


Goal-setting completers often make excellent but demanding managers. Their focus on goals can mean that they fail to recognise that others need to enjoy the journey towards those goals. Ron came to run a large business via the accountancy route. He was phenomenally bright and well respected but lacked empathy with people and was rather inept socially. The people who worked for him spent many hours sharing stories about him and complaining. A number of them coped less well with the environment that Ron headed and left the business. Awareness and attention to the needs of staff is important if motivation is to be effective in Teams run by this type.


Convincer and decisive preferences


A friend’s eight-year-old daughter had been told to go to bed three times and still sat playing in the kitchen. Exasperated, my friend said, ‘I’ve told you three times to go to bed. How many times do I have to tell you!’ To which her daughter replied, ‘Four times, Mummy.’ The convincer preference in adults operates in the same way. People with this preference need to be told (or to work over) information several times, often in different ways, before moving on to a decision.


You cannot rush a convincer-preference person and expect them to be motivated. They can be enormously effective when convinced and the key element is getting them convinced. Take time to deliver information in different ways and from different sources. Repeat this several times, and involve others.


Someone with a decisive preference, on the other hand, is immediately committed. People with this preference can be widely different in their other preferences, since the internal decision-making process may depend, for example, on logical thought or, in contrast, on kinaesthetic feel-good or feel-bad factors (or towards and away-from factors). Because decisive-preference people come to decisions fast, it can be important to encourage them to think through consequences using language that appeals to their other preferences. Some will become easily dispirited or take on other ‘exciting projects’ and so may start a pattern of failing. If this is not quickly addressed, the pattern may become unproductive and a drain on the resources of the Team.


Match and mismatch preferences


Match and mismatch preferences concern the qualities of similarity and difference. Match-preference people look for sameness, whereas mismatch-preference people seek difference. (Populations are broadly split between these two preferences, giving advertisers a real challenge in appealing to both types!) A preference for mismatching is vital in accounting, auditing, statistical process control and quality management. The preference is often so well developed in auditors and other professions needing acute observations of difference, that it sometimes affects many other aspects of their work and social life. Match preference, on the other hand, is useful in customer-service and sales jobs. Within Teams, it is important to explore both these preferences, since persistent matching (although very appealing and friendly) may lead to poor creativity and innovation. While this may not matter in low-technology, low-threat markets, it would be a killer in international IT if people in top Teams all matched one another. We may be frustrated by difference but we need to welcome it as essential to high Team performance.


Because match-preference people are looking for sameness, it is important to motivate them by highlighting this aspect.


For example:




The merger is a simple extension of our existing business with our products and company name continuing to be sold as before.





For people with a mismatch preference, information about difference needs to be highlighted:




The merger marks a significant shift from service – to product-based business in the medical field in particular. This will provide us with a unique position in our market and one that gives us a tremendous lead over the others in our chosen field.





It may be necessary to embrace both preferences to appeal to everyone in a Team:




The merger is a logical extension of our core business. Our company name and brands will predominate but there will be opportunities for the development of novel products that will single us out as innovators in our market.





How do you get a mismatch-preference person to agree with you? Imagine that your research has established that customers prefer blue rather than yellow motorbikes this year and you believe that blue is the way to go. Your manager will decide, but she is a mismatch-preference person. To get her agreement you could make a feature out of the difference in the proposed blue and might say, ‘Maybe we should stick to yellow.’ With luck she will want to mismatch you!


Internally and externally referenced preferences


Any person may use different thinking processes in different situations. There is a chance, though, that you and others have a preference for either deciding internally about something or needing third-party (external) information and judgment before action. If you wish your report to appeal to a predominantly externally referenced person, then include supporting statements other than your own. (It may be helpful to work out what your own preference is. How do you reach decisions? How important are the views of others? Are you self-sufficient, basing decisions on information only, or do you need to discuss issues with others?)


To elicit your colleague’s preference, just ask him how he reached a decision about some action he took at work. If he describes his own thoughts, preferences and actions then he is likely to be internally referenced. If he talks about referring to the views or discussions of others, then he’s likely to be externally referenced. Remember that preferences are context-specific, so the question needs to be related to work. Someone who acts spontaneously at work may research in great deal before selecting a car or builder.


All the above preferences can be developed within people through training – but it is well to recognise preference types and their strengths and weaknesses in setting up project Teams.


Culture change


Understanding your own thinking preferences permits you to make planned behavioural differences. These new behaviours can create downstream development within the Team. That is, through repetition of set patterns of behaviour. That means that change is measurable. These patterns in the Team are ‘the way we do things’ and normally evolve with time. The evolution of the culture is a mixture of natural growth and planned influence.


Some of the patterns are, or become, dysfunctional. The process of understanding the way we think offers us powerful choices for change. Individual choice and action gives each of us the possibility of stimulating local changes, which, if repeated elsewhere in the Team, creates cultural change.


Review


Let’s review what we have covered. Thinking preferences include:




	left- and right-brain


	visual


	auditory


	kinaesthetic


	linguistic


	interpersonal


	creative


	systematic/procedural


	numerical


	away-from and towards


	big-picture


	detailed picture



	past, in-time and future


	dynamic


	completer


	convincer and decisive


	match and mismatch


	internal and external


	personal change impacting on culture change.










1 However, photographic recall is an aspect of visual preference.


2 The stimulus may be complicated, since writing with a pencil or pen can stimulate a kinaesthetic preference also.
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