
        
            
                
            
        

    
		
			SIGNALS

			 

			How Questioning
Assumptions Produces
Smarter Decisions

			 

			 

			 

			DAN RIORDAN

			[image: Image7844.JPG] 

		

	
		
			
			A POST HILL PRESS BOOK

			ISBN: 978-1-68261-455-6

			ISBN (eBook): 978-1-68261-456-3

			 

			Signals:

			How Questioning Assumptions Produces Smarter Decisions

			© 2018 by Dan Riordan

			All Rights Reserved

			 

			Cover art by Allan Ytac

			 

			No part of this book may be reproduced, stored in a retrieval system, or transmitted by any means without the written permission of the author and publisher.

			 

			[image: Image11720.JPG] 

			 

			Post Hill Press

			New York • Nashville

			posthillpress.com

			 

			Published in the United States of America

		

	
		
			ACKNOWLEDGMENTS

			The list of people who have supported me and been with me—through the good and the bad—is a long one. I especially want to say thank you to my parents, who have always encouraged me to pursue independence and education. For all the others, I am forever grateful for your love and support. My mistakes are many, and in my pursuit of selfish illusions, I have hurt many. I ask your forgiveness for my lack of integrity. I am proudest of the fact that I have had the strength to realize I was lost in the game of illusions. I have learned to love myself and hope to help as many people as I can avoid some of the missed Signals and Illusion traps that I fell into. I hope this book can help others scale themselves and their organizations.

		

	
		
			TABLE OF CONTENTS

			Foreword

			Preface

			Introduction 

			 

			Chapter 1: The Principle of Progression

			Chapter 2: The Decision-Making Process

			Chapter 3: The Basics Matter: Upgrading the Human Experience

			Chapter 4: Finding Employees Who Fit

			Chapter 5: Balancing the Energy Economy of the Enterprise

			Chapter 6: Onboarding Success in the Energy Economy of the Enterprise	

			Chapter 7: Relationships—Engineering Great Performance into Yourself, Your Teams, and Your Environment

			Chapter 8: Stop Cheating and Be Satisfied

			Chapter 9: The Workplace Is Changing and Health Is at a Premium

			 

			Conclusion

			Figures

			Appendix A

			Appendix B

			Appendix C

			About the Author

		

	
		
			FOREWORD

			Generally missed and often ignored, the signals that are emitted by all living forms, and from within the business entity, are a critical facet that, when accurately interpreted and used effectively, can provide advanced indicators for the operative design and continued refinement of our organizations, our communities, and even how we choose to live our lives. In the book, Signals, Dan takes the reader on a vibrant and practical journey into uncovering and leveraging these often hidden and overlooked feedback indications that are forever present in your company, on your team and in your life. These are the hints of a future to come absent active involvement.

			While at Gonzaga University studying for my dream job in Aeronautical Engineering, I found myself increasingly dissatisfied with the extent to which the body of study failed to take into consideration the human factors relating to how people dynamically interact both with the physical and virtual worlds. My growing unease (the signals I was receiving) eventually led me to make a seemingly dramatic and nonsensical shift, what Dan refers to in this book as a “cauliflower moment,” at which time I switched majors to finish my undergraduate studies as a Psychology and Industrial Relations major at the University of Maryland.

			From that time, I recall that my three favorite courses, the aggregate of which turned out to represent the exact intersection that continues to inspire me, were: Psycho-physiology and Biofeedback, Computer Programming, and Environmental Psychology. They say that “hindsight is 20/20,” and it is now clear that the circuitous network of signals that guided me through college, combining an engineering education with the social sciences, set me up for a dynamic and rewarding career that continues to evolve and deliver indications that guide me into new opportunities every day.

			When Dan first introduced me to the thesis for this book, Signals, I was instantly attracted to the elegance of the logic and the profound impact that this approach can have on the way that business leaders approach predictive analytics, artificial intelligence, and lead/lag indicators to anticipate, measure, and improve the health of their organizations and teams. Throughout life, there are hidden signals, feedback mechanisms, that, following the theories of thermodynamics and other engineering disciplines, can quickly inform leaders and teams in advance of certain events occurring. This is true in all aspects of how teams and organizations organize and operate, and, it is true within our communities and family structures.

			I’m excited to share these insights with you and to enter a conversation together that is certain to challenge and advance the current hypotheses of organization design, the client experience, and employee engagement.

			Let’s get this conversation started!

			 

			Dianna Wilusz

			CEO and Founder, The Pendolino Group 

		

	
		
			PREFACE

			What has your world become? Many of us have let assumptions guide us to default actions. These default choices have big implications. Whether you work at a large or small company, are an employer or an employee, coach, teacher, or parent, your Beliefs, Values, and Illusions (BVIs) trigger unconscious reactions to signals you are receiving. A signal conveys information and we all need to be receiving these signals and changing our reactions to them. Through the years, I noticed many patterns in myself and others showing that we react from our BVIs and make decisions from our assumptions which can lead to self-deception. 

			Through seven different start-up companies and broken relationships in both work and personal life, I spent many years believing I knew what was right, but I still experienced negative outcomes. That led me to develop a way to question assumptions that would help me scale my own limits and those of our organization. We all want choices and control but, by not being open to new information from our signals, we slowly lose our freedom and our world becomes more complex and less autonomous.
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			INTRODUCTION

			This book is intended for everyone, whether you work at a large or small company, are an employer or employee, a coach, teacher, parent, and so forth. In today’s workplace, we are all driving for the workplace of 2020 and beyond. We are expecting big shifts with things like artificial intelligence, connected devices, and other technology solutions. With the integration of these resources, we increasingly are expecting the workforce of 2020 and beyond to be innovative, imaginative, faster, etc. These expectations are driven by inside-out thinking…improve the systems, set goals better, set values….

			Signals is about teaching you how to be open to new information using outside-in thinking. Recognizing situations in which you rely on assumptions and self-deceptions to trigger your reactions. We react on the signals coming from all sorts of systems from unconscious instinct. Very few of our reactions are based on reason. In our lives, the systems around love, our pursuits, and acquisition of knowledge are all areas that are fraught with flawed unconscious instincts and bad assumptions. If we ignore the signals, we lose the ability of those signals to drive us to different outcomes because we didn’t harness the energy from each signal. The universal energies are constantly speaking to us, but often, we’re not listening. Understanding the signals requires effort and the ability to realize that we can’t impact our lives and the world around us by self-perfecting. We have to impact from the viewpoint of listening and the principle of progression mindset. The principle of progression is all about realizing as we close our worlds to the signals coming in, we lose the ability to make progress. In the work world, we are saying that millennials are different, but in my work world experience I have asked our millennials what is most important to them…it is to be making progress. In life and in work we are all the same. Being open to the signals and making progress is vital and is driven by outside-in thinking. The outside environmental factors we are all facing are daunting. We are expecting employees to be highly engaged, imaginative, intellectually curious, and to take ownership but that will be increasingly difficult given the environmental factors they are all dealing with. We are seeing an explosion of type 2 diabetes, obesity, metabolic collapse, cardiovascular disease, and cancer…An estimated 7.7 million pounds of antibiotics are prescribed to Americans every year, equaling over 800 prescriptions for every 1,000 individuals. There has been a scary increase in the number of cases of autism from 1 in 5,000 in 1975 to 1 in 42 today. If the current trajectory continues, somewhere between 2030 and 2045—a mere 13 to 28 years from now—autism is projected to affect 1 in 3 children. At that point, it will be impossible to maintain human productivity in any given sector. Today, 1 in 2 adults also struggle with mental health problems. In 1900, that ratio was 1 in 100. All of these disease statistics and more correlate with dramatic changes to the energies that power our bodies. If we want workplaces that thrive, we have to go beyond the inside-out and drive to helping our people and ourselves get past their assumptions.

			I have dubbed the moments when we truly listen to the signals and realize that assumptions we have made are wrong, as Cauliflower Moments. This started a few years ago when I was at a crossroads in all aspects of my life. I was 50 years old, failing in my personal life, overweight, suffering from high blood pressure, and dealing with a rapidly expanding company. As I started awakening myself, I realized my systems that were failing were similar to all the failings in the world. Changing my lens from self-perfecting to loving myself and others, I realized that to scale our company, I had to first scale myself, and to scale myself, I had to start listening to signals, asking some serious questions, and getting myself back into a progression–principle mindset. These signals were everywhere and yet I had been operating without accepting any of them. I was so firmly locked in the mindset that I was separate from the universe that I had no reason to question the signals. My pursuit of selfish desires and knowledge led me to ignore the signals and I was driven only by my reflex reactions.

			My awareness of the signals began with workplace topics and proceeded to subjects of health, and subsequently led me to personal epiphanies that I never imagined I would have. Back then, I looked at things from my ego and thought the assumptions with which I was running my life had no practical consequences. As a business person, I ran things by the numbers and the data. Don’t get me wrong; the data and the facts are important, but I have come to realize there is something bigger. The systems of our lives all have an order and energy to them. The people in our organizations drive the energy into our lives and businesses. My pathway to new perceptions began by realizing the more we understand that our real role is to help people be happier and drive positive feelings into our businesses and our lives, the more we can optimize our workplaces and the people who work in them.

			I was evaluating my decisions in business and life from a place of my beliefs, values, and illusions (hereafter known as BVIs) that I had developed to guide all my decisions; it was all about me. On one hand, our ego gives us as humans the ability to judge good and evil, but on the other side, the BVIs are recursive patterns into self-obsessive behaviors that control our freedom of thought. 

			As our company was scaling and I was scaling myself, I had a deeper realization. The more our egos drive us to believe our BVIs are right, our selfish desires and selfish BVIs start to confine us and we lose our freedoms just when we believe we are gaining them. Slowly, each decision based on the BVIs leads to less freedom, more complexity, and ultimately chaos to ourselves and those around us. We have lost the principle of progression by which everything is governed.

			Signals continually come into our lives and our businesses minute by minute. How we respond to these signals determines how we experience our lives. Typically, our reactions to the BVIs are based on one or more assumptions which leads to a “no” mindset. This mindset means you say “no” to new information, “no” to a new idea, and “no” to a new feeling. This No Mindset = Loss of Freedom. The more we focus on self and desires, the more we lose the signals, and the more freedom is lost. 

			The key is to get past the BVIs and assumptions and to process these signals from a “yes” mindset. With a “yes” mindset you don’t make an emotional BVI-based decision; instead, you react by questioning more deeply and being open to new information. You move from the no mindset where the knowledge of man powers your decisions, to a yes mindset where the knowledge of mankind can power your decisions. 

			 You have “Choiceability” on who and how the BVIs that you follow were created. Do your BVIs come from government? Big business? Friends? Family? 

			Let me explain this concept differently. When I am buying an apple, I am buying the apple because I assume it is going to fulfill my desire for vitamins, ease my hunger, provide sweetness, or some other need. I don’t just pick the apple on the top. The apple on top might have been dropped, probably was touched the most, and may be the oldest one that the store strategically placed there for a quick sale. I dig deeper in the pile and examine each one to see if it meets my criteria, and then I pick the one that I believe fulfills my need. I am basing this choice on digging past the initial layer to get to what I believe is a better apple—or a better outcome.

			Even after this process, not until I actually bite into the apple will I determine if it satisfies my needs and wants. Tasting it is the only way to see if my assumptions were right.

			We all need to drive past our BVIs and assumptions and bite the apple in every signal. By letting someone else determine your BVIs, you are conducting unplanned experiments on your happiness. Essentially, other people are handing you the apple they want you to have.

			While this book is focused on the workplace, I will offer insights on health and personal matters as they relate to the workplace and optimal performance. Our organizations suffer primarily from our BVIs and the poor decisions they drive. Regardless of the industry you work in or the size of your company, most likely your approach to work isn’t driving optimal results. In spite of access to the latest technology along with available data, many of us work under “false” assumptions. We’re constantly being manipulated and—for the sake of our physical and mental well-being as well as our ability to succeed—it’s time to stop. These moments—when you stop and question your assumptions—are Cauliflower Moments. 

			Assumptions based on false information are becoming an epidemic. From the daily decisions made at corporations to everyday choices on what we eat, assumptions are causing catastrophic issues. In the workplace, worker satisfaction is at an all-time low and the costs of poor productivity have skyrocketed. In 2015, an estimated $550 billion was lost because of poor worker engagement. In terms of our well-being, mental hospitals are filled to capacity, jails are jammed full, more people are in therapy and developing addictions each year, which are all major problems signaling that we are not doing so well in the long term. Forty-five percent of the population—or 140 million people in the U.S. alone—have chronic disease. That number is expected to increase to 170 million in 15 years. Clearly, something isn’t right. We weren’t created with defects in our instincts; we have been programmed with defective reflex reactions.

			Over and over again, I see companies ignore signals from their workforce, their customers, and their suppliers. I am a veteran of seven different start-ups; I am currently COO of ThinkHR,  a fast-growing company in Silicon Valley.  Many of the issues we help employers solve, start by employers assuming that any dissatisfaction or uncertainty will disappear. However, in many cases, the assumptions around what the teams know or don’t know have critical ramifications. For instance, you have probably made assumptions that your teams know how to interview, evaluate performance, manage, and so forth. In fact, these assumptions lead to poor employee retention, lower innovation, unhappy customers, and increasing disorder over time. 

			Since 1970, technology and science have collided to inflict influence and control over everything we believe. Science has learned to manipulate our basic physiology, and technology has figured ways to get in front of us to manipulate what we think and feel. This combination has driven us to all become trapped into what I call our Box of Limitations. This Box of Limitation is filled with the BVIs that have been programmed into us. To break through this unconscious control, we need to stop for key moments when we truly question our BVIs. These moments allow you to break through to the truth. You must start to ask: Why do you believe that? Why is it so important to you? What has influenced your choices?

			This transition, from unconscious thinking to inspired conscious thinking and learning, is an exciting process. The systems in your life are sending signals all the time, but you may not be listening. In the natural world, we have the unique ability to choose to act on a signal or not. This Choiceability can drive us to question our BVIs and have new Cauliflower Moments in our lives. 

			 

			Signals + Choiceability + Cauliflower Moments = Progress

		

	
		
			CHAPTER 1

			The Principle of Progression

			We all suffer and don’t reach our full potentials, not because of a lack of luck, abilities, or something else, but because people want to stay hidden in the façade of their certainties. I was very comfortable in the life I had created with my BVIs. However, those BVIs were blocking my ability to process the signals coming into my world, which in turn was leading me to lose my ability to decode the signals, and therefore my ability to have freedom of thought. I was locked into a service-of-self versus service-to-others mentality and all progress was halted.

			 

			“It is impossible to begin to learn that which one thinks one already knows.”—Epictetus

			 

			Epictetus was a Greek philosopher who believed “individuals are responsible for their own actions, which they can examine and control through rigorous self-discipline.” This insightful statement amplifies how firmly we can be stuck in our BVIs. 

			By staying in the certainties of our BVIs, we are disconnecting ourselves from the natural processes of the world. We are designed to decode signals and develop innovative solutions and we must allow ourselves to start processing the signals again. We have all been lulled into the equation that Comfort + Conformity + Convenience = Certainty. However, this calculation is completely wrong. The certainty we have today is a certainty based on someone else’s view, not our own feelings. The most profitable thing we can all learn is to truly know ourselves. 

			The first stop in the journey of Signals and why we are all being fooled by the façade is to dive into some “Brain Basics.”

			 

			The Brain

			This three-pound organ inside your skull drives your intelligence, character, personality, and every decision you make. This is not a new concept. The Greek physician and “father of medicine” Hippocrates wrote about it back around 400 B.C.

			 

			“…and men ought to know that from the brain, and from the brain only, arise our pleasure, joy, laughter and jests, as well as our sorrows, pains, despondency and tears… I am of the opinion that the brain exercises the greatest power in man.”

			 

			How does our brain form beliefs? What our senses see, hear, feel, and taste must pass through regions of the brain generally understood to govern emotion, reward, and primal feelings. All processes go through some truth-testing process in the brain. The mind generates beliefs, disbeliefs, uncertainties, and certainties by passing these sensations through different areas of evaluation and patterning. Our interpretation of these feelings is governed by our stored memories from experiences in our past that have created assumptions about what is right and wrong, good or bad, or harmful and helpful. These assumptions that we believe are true are not necessarily true in the worldly context. 

			It is your brain that decides whether you should buy that new shirt on an impulse or save your money for another more valuable goal, whether you spend the evening working to get ahead in your job or spend your energy and focus on mastering the latest video game. It decides whether you say yes or no to drugs, alcohol, and smoking or stop eating when you are beginning to feel full, or eat the entire cake because you deserve and “need” it. Your brain is the control center for every decision and action in your life. To be successful you must start with a healthy brain. 

			The signals coming into your brain can be likened to your car’s dashboard. Important messages about the systems in your life—your organization, your health, your relationships, and so on—are all coming into your brain utilizing a vast array of sensors. When something goes wrong, a signal flashes a warning light. In cars, if it is serious, the warning light glows brighter or stays on constantly. At some point all cars will have a warning signal for a vehicle malfunction. We usually pay attention to the signals in our cars. We don’t simply “unwire” (disconnect) the warning light. We take the car to the shop and make sure whatever is wrong gets fixed.

			However, in life, we seem to ignore the signals. When our body signals us, we either “unwire the lights” by self-medicating or ignore the signals until something critical occurs.

			Chronic disease is skyrocketing, largely because people ignore symptoms. Debt is increasing because people don’t pay attention to their finances. In business, we blame others, procrastinate, and overlook issues. This leads to higher employee-turnover rates, slowing of product development, increased dissatisfaction in the workforce, and other reactions. 

			You need to effectively read and efficiently react to the signals coming into your business in order for it to grow and expand. For example, recently an employee of our company behaved erratically one day. This person had been a great employee for more than a year but suddenly behaved strangely one day. I could have ignored the signal and just written it off as that person is having a bad day, but instead, the next day I went to the remote office and asked what was going on. They then unloaded all their frustration about their manager not listening to them. We had a productive talk and a month later, that employee thanked me for changing their viewpoint and helping them realize they were acting in a way that was going to cause them to lose their job. I listened to the signal; instead of processing the behavior from the BVIs and assumptions, I went right to the questioning. I asked myself what had changed. This wasn’t random; something was up. I forced myself to question, I talked to the manager and our HR team, and I went straight to the employee.
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