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WHAT PEOPLE ARE SAYING ABOUT


DISCover the Power of You


This book leads you through a powerful journey of self-discovery, one that shows you the importance of self-awareness, how to create a culture where staff can perform at the highest level and more importantly a culture where staff feel rewarded, and empowered to make a difference.


Andrew Green, CEO Brighton Film School and Deputy Principal, Chichester College


They say that the only true and able helper is one that has suffered themselves. Someone who has found their own way out of the ‘hole’ – discovering and using tools that work – who is then in a position to pass-it-on. Only when you have it can you start giving it away to others. This is precisely what Robert is doing – Take notice and believe, its powerful stuff!


Peter Mitchell, Yorkshire Coast Enterprise


If you are looking for something that makes sense of what has gone before and gives you a tool to make a real, long lasting cultural change within your organization, then you have found it here. This book is easy to read, sparks your own internal debates, makes you question what you thought you knew and drives you to try new things to see if they really do work. This book will give you the courage, the strength and the knowledge to break your own habits, challenge your beliefs and defaults and effectively stop you, your team, your organization from doing what you have always done, getting what you have always got, and start ‘doing something different’ and ‘getting a whole lot better’.


Jayne Wilcock, Employment Education and Skills


An intriguing and stimulating alphabetical journey into the world of self-enlightenment. Robert Adams shines a light on the often complex areas of individual culture and leadership and writes in a deeply personal, highly accessible and yet self-deprecating style.


Duncan Lewis, Owner of Eaglei and contributor to the ‘How’s Business Guide to Starting a Business’
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Preface





It’s a beautifully bright November morning. 11th of November 2015 to be precise. It’s slightly crisp and chilly.


The smell of coffee permeates the room, with an undercurrent of treacle from the tarts, somehow in keeping with the ornate splendor of the wall paneling.


A hush descends and Bev James asks with a steely stare “What is your goal?”


I’m shaking slightly and worry that the others will notice.


But ‘No’ I’m saying to myself ‘don’t focus on that. I can do this’ and so I start.


“I’m going to write a book…” but my mind is racing ahead of me. Do I sound pretentious, presumptuous, preposterous?


So instead of saying what I know I really want to say, my inner talk wins out.


I pull back.


I don’t say ‘within a year’, but blurt out “…within the next five years.”


A colleague stands; decisive, determined and direct “I’m also going to write a book, but I’m going to do it in a year.”


I groan and spend the rest of the day kicking myself.





Writing a book has been a dream of mine for decades and is the culmination of years and years of questioning and searching for some resolution to the individual and cultural conundrum; the chicken and the egg, which comes first?


This book has gone through many permutations, from my B.A. (Hons) dissertation on ‘alcohol misuse’ as a consequence of what I perceived as my dysfunctional family. Sylvia Lafair, in her book Unique, said “all families are functional, and dysfunctional” – if only I had known that at the time. I worked my way through (very bad) comic book story lines, to penning a fantasy novel exploring the relationship between power and resistance, cultural identity and ‘the flow’ (a concept we now recognize to have strong connections to current thinking in the various fields of the neurosciences). That novel never got beyond the first draft before I was onto something new and even more exciting; a pattern I came to know intimately.


My MA in Diversity, Culture and Identity saw me delving into Identity Politics, with my research focusing greatly on personal, gendered, familial and national identity. Indeed, it was reflecting back on my roots that led to my second attempt at a novel. This was to be an historical fact-based novel tracking the lives of my family from my great grandparents on my Mum’s side, and my step-family on the other side. Both my Granddad and my Step-Gran had fascinating stories to tell; from the Gorbals to India, Princesses to moon-shine; and from Ireland to the Gorbals, Politics to whisky galore. Stories that reflected only too well the destructive consequences of the demon drink and Colin Wilson’s notion of energy loss through a lack of attention. Stories still to be told.


My 20 odd years as a practicing, exhibiting and professional artist with my key themes around intoxication, inebriation, identity and interconnectedness seemed somehow not to connect with my literary endeavors. And indeed the work that I did around my leadership and management MA and my years of experience in both management and leadership roles seemed also to sit outside this trajectory. Similarly, my years of teaching. I was a living example of DISConnectedness.


The lessons learnt from these various strands were filed away; successes highlighted on my CV; failures relegated to the dustbin of erased memories.




So here I am, seven years prior to my meeting with Bev James. I’ve been called into the Principal’s office for a meeting with our HR Consultant (who’s been brought in to sweep out the dead wood) and our Interim Principal, Little Ms. Timid As She Trod All Over You as she became known.


‘So who’s turn is it this time?’ I’m thinking ‘Which of my team will be no more?’


The College had gone into Notice to Improve just before I took up my senior management role. I’d taken my previous College through Action for Business Colleges Accreditation, being only the 6th College in the country to achieve this, and saw my current role as a stepping stone to Principalship; part of the senior team to bring the college back to good. It would look great on my CV. On taking up the post I made some immediate changes and measurable improvements. We were inspected within a few months of me starting and judged to be inadequate across the board, with my area one of the few showing ‘green shoots.’


“Robert, we need to let you go.” Little Ms. Timid As She Trod All Over You says. There is a silence I had never heard before in the room. All the learners who usually congregated outside in the courtyard seemed to have disappeared. The breeze that invariably fluttered the flipchart papers blue-tacked all around the walls from our strategic planning escapades lay flat and unflappable.


How could I not have known? Or even suspected?


“Do you want to say anything?”


What could I say? What was I supposed to say? I’d never been in this position before. Should I plead? Should I get angry and shout at her? Should I burst into tears?


I just nodded ‘no’ while channeling as much hatred into my stare as I could muster.





How fragile our minds can be! I had a long and successful track record and had secured Maxine Room OBE, then Principal/ Chief Executive of Park Lane College in Leeds, as my mentor. But as the saying goes ‘you are only as good as your last performance.’ I believed at the time, and for a long time after, that being made redundant was a major failing on my part. I put on a brave face. But my confidence plummeted, my self-blame took hold and the sense of abandonment I thought I had long since dealt with came crashing back. I found I was unable to communicate what was going on with me to others, and I descended into a state of semi-depression. I felt alone, angry, guilty, totally confused and completely lethargic.


Anyway, I got another job, at a lower level, as a Quality Manager, and life carried on. We went through an Ofsted inspection and received a good with outstanding elements. But only too quickly things took a nose dive and this is where it really hit me about the impact our leaders have on the culture of our workplaces. Especially when there is too great a passivity, or worse collusion, from the rest of the management team that allows ‘strategic drift’ and ‘toxic cocktail’ to take hold. And in this respect I take full responsibility for my own unwillingness to confront the brewing situation. By now I had simply disengaged. We were inspected and judged to require improvement, and the proverbial shit hit the fan.


Over a three-year period, and one by one, my step-father, my dad, and my partner’s dad died. Domino like. And then it happened…




I want to say right up front my Mum DID NOT die of liver failure.


“It’s ironic,” as more than one of my sisters noted.


My Mum’s liver was in perfect working order. However, to say her death was not drink related would not be entirely true.


“I just thought I was just run down. You know, general hangover symptoms,” she said.


This led to a worsening respiratory issue and subsequent complications to her lungs.


“I know. I know. If I’d gone to the doctors when I was first ill, I’d have been treated by now. This time though, this time, definitely, when I get out of the hospital I ‘really’ will give up the drink this time.”


This wasn’t the first time my Mum had been in the hospital for drink related illnesses, but it was the last.





And I felt like I’d failed. At everything. As an artist, as a leader and manager, and most of all as a son; I hadn’t saved her from my Dad; I hadn’t saved her from my step-father; and I hadn’t been able to save her from herself. My life just seemed to be rolling on, purposeless, unravelling to nowhere and my relationship was suffering. It was my partner who saw the advert for a two day Free Introduction to Coaching through The Coaching Academy and I went along in a rather skeptical manner. This led to the Diploma in Personal Professional Coaching, becoming a Licensed DISC Trainer, and a real bringing together of all my DISConnected strands that have so enriched my life.


When I first came upon DISC, which is the personality profiling framework I use throughout this book, I was blown away. It opened up an understanding of not just myself, my family and our dysfunctional past, of work cultures and the almost inevitability of the resulting successes and failures, but also of the whole gamut of interpersonal relationships we struggle with daily in our lives. It helped me understand my own and other people’s identities and behaviors, and gave me the route map to a transformed future.




It’s the 25th of February 2015, nine months prior to my November session with Bev James. It’s damp, dreek and drizzly outside. I can see the droplets running down the window panes. The grey sky hangs there brooding.


The overhead strip lights try to compete giving the room a bright, too bright, unforgiving aspect.


There are in excess of 150 people in the room and Dave Pill, our trainer for the day, who I have already pegged as Mr. Bubbly, has just asked us to go to one end of the room or the other, depending on whether we think we are more outgoing and fast paced or more reserved and considered.


I’m momentarily uncertain, but then I remember Dave’s instructions. It’s not about how we are feeling right now, but about getting back to our basic wiring, our core selves, although within a designated environment, probably the work setting.


And I find myself, for the first time in a long time, vaguely smiling.


I kind of remember who I am. I remember my core self is outgoing and fast paced.


Dave then asks us to stay at the end of the room we have chosen, but to go to one side of the room or the other, depending on whether we think we are more task or more people orientated.


My social life is non-existent. I’ve withdrawn. I’ve lost my trust, my interest and my engagement. And yet again I smile, because I look over at Mr. Bubbly and really do remember who I am.


I am people orientated.


Dave now explains we are in the four quadrants of DISC. D.I.S.C.


I have a cheesy grin all over my face that I know will be fixed for some time to come. I AM an ‘I’.





So it took me some time before realizing that all the strands in my circuitous route had simply been one journey amassing further questions, useful illustrations, experiences and knowledge in preparation for this book on the interplay between personality and culture; culture at the personal and the organizational level (whether the organization be business, family or friendships). And importantly I came to see how this knowledge can be used to counter the negativity I see at the heart of our culture that grates against the natural optimism of an ‘I’. I came to see how my learning can be used to support myself and then others to cultivate the positive and productive cultures we all deserve.


Through the drafting of this book I have come to believe even more wholeheartedly than I had previously that the key drivers for me in doing this is twofold:




1  a making sense of my own personality, history, failings, dysfunctions and purpose,


2  and my growing irritation at many of the accepted ‘facts’ and ‘truths’ we live our lives by.





Later in the book I will question how culture relates to ideology and how ideology represents really no more than the prevailing interests of the dominant group in society (what became known as ‘hegemony’ from the writings of Antonio Gramsci who saw hegemony as a “moving equilibrium”). For me knocking this equilibrium off course is long overdue and is necessary for us all to start questioning our own personalities and approaches. Ultimately the learning that enabled me to strive to ‘cultivate my own positive and productive culture’ I believe will therefore be of benefit to others. And although the book is written primarily through the medium of organizational culture and leadership in particular the lessons learnt (which I add at the end of each section) are transferable to any and all walks of life.


As previously mentioned, during my time as a tutor, lecturer, manager, leader and consultant I have witnessed time and time again the impact leaders and changing leaders have had on the prevailing culture, and the impact cultures and changing cultures have had on individuals and teams; the positive and adverse effects on communication, conflict, performance, business success and individual wellbeing. I am convinced culture and success do not happen by accident. Cultural drift however does happen through inattentiveness.




The culture you cultivate or neglect will either help or hinder your bottom-line.





More immediately this book came out of a melting pot set in motion through two articles I wrote and posted on Facebook, Twitter and LinkedIn; the first entitles ‘Whose personality is it anyway?’ and its follow up ‘Whose culture is it anyway?’ After these initial articles it was all but impossible not to carry on and elaborate my thinking.


I have written this book therefore on the one hand for individuals who have a desire to better understand their own personality, people who may be aspiring to become great leaders in whichever field or area they are in and at whichever level in a business or organization they are at. And more specifically, I have written this book for anyone looking to raise their own self-awareness, confidence and understanding to cultivate positive changes to the cultures they find themselves or place themselves in. I have written this book for;




•  People who have lost their confidence or lost their way.


•  People who have become stuck in thinking or behavioural patterns that no longer suit, or a role, a career, a life they no longer resonate with.


•  People who have lost touch with their core self, core values and so their core purpose.





I have been driven to do this because I passionately believe it is my responsibility and your responsibility as leaders, aspiring leaders and individuals to transform ourselves, to transform the world we live in for the better. This is sorely needed as we shift into a new phase of ‘being.’ Bookshelves are awash with literature of an imminent transformation of Homo Sapiens; how we live, how we think, how we do business, and how we organize ourselves. Are we really shifting to a networked culture? Is the end of capitalism really upon us?


My belief is that if we want to survive and indeed thrive in our new world, whatever that looks like, we will need high levels of self-awareness and cultural literacy, that is, individual personality, organizational personality and networked personalities. To use the oft quoted Mahatma Ghandi, “you need to be the change you wish to see in the world” and as the great Gestaltist Fredrick Perls noted “change occurs when one becomes what he is, not when he tries to become what he is not.”




The purpose of this book is to transform people, to transform the world we live in.





This is all very lofty but what does it mean practically in a business context? You will need to understand:




•  what drives and motivates your own thinking and behaviour;


•  what drives and motivates your staff, customers, stakeholders (and family, friends and neighbours) – the dreaded ‘other’;


•  what constitutes effective communications for reduced internal conflict and increased customer satisfaction;


•  what defines success and how to better re-define success to shift from a preoccupation with money, sales and profits; from what I can get out of the business or the business can get out of its customers, to what I can ‘give’ to ensure success for our people (customers, staff, and ourselves through finding what Colin Wilson calls our ‘inner freedom’), our planet (larger community and indeed global concerns), for our businesses (and our profits), and for progress (sustainability for future generations), what is often referred to as the quadruple bottom-line.





This will require a shift from an ego driven approach to a distributed and networked attitude, through a growth win-win mentality. For all of this to happen there will need to be a willingness to truly engage in the life long journey of learning and self-awareness to understand our own ‘why?’; our own purpose. This will necessitate a turning away from the negativity that pervades much of our current cultural norms and embracing a true ‘yes’ to life. A yes to life that means we are willing to confront and challenge some of our own long held beliefs and unconscious values to really relook at and renew our sense of purpose.


This book is by no means the end of my search, nor has it answered all my questions. What it is, is a learning journal on my highly circuitous and interesting journey. My hope therefore is that this book will offer you some support on your own learning journey. The kind of support, and all in one place, I would have greatly appreciated and benefited from had I had access to it back in the day.





Part One





Introduction


To better understand (let alone positively cultivate) the cultures we find ourselves in; in life in general, in our organizations and in our businesses, we need a far better understanding of people. Ourselves first and foremost. Then our colleagues, our staff, our customers, our competitors, our partners, our families and friends, our neighbors; all those dreaded ‘others.’




•  What motivates people to do what they do?


•  What motivates people to buy what they buy?


•  What do our staff and customers, family and friends, really want?


•  How can we best communicate with them?


•  What mechanisms and styles are best suited to communicating with them, and communicating the message we want to convey?


•  How might we alienate our staff or customers, family and friends?


•  How might we win them over?


•  What desires, needs and fears do we and others bring to any interrelationship or business transaction?


•  And, that BIG question, who am I?





These and many other questions are perennial in life in general, as well as in the business world. As individuals and business leaders in an ever changing world, we need to find ways to access this information efficiently and effectively. This is where DISC personality profiling comes in. DISC is the longest running and most widely researched profiling framework in the world. DISC is derived from Dr. William Marston’s behavioral model in the late 1920s and has been further developed since that time. Nevertheless, DISC is the simplest and easiest to use personality profiling framework for ‘normal’ behavior around. DISC is the personality framework I will expand on and explain further in this introductory section. DISC will underlie all our subsequent discussions throughout this book in relation to people and culture, and act as a way in to my A to Z Framework and its associated sub-models.


First though let me remind you of my starting point; my initial article entitled ‘Whose Personality is it Anyway?’ which I wrote as a means to try and clarify in my own mind how DISC personality profiling related to coaching;


Whose Personality is it anyway?


You might have heard the one about the Buddhist retort ‘whose religion is it anyway?’ when confronted by western critics, and then you might have wondered,




•  ‘What is this really all about?’,


•  or ‘Who’s who?’,


•  or ‘Why are we questioning this?’,


•  or possibly ‘How will we find out?’





Whichever question this raises for you will have indicated a preferred, or ‘default’, way of looking at things.


If you know your own and other’s ‘default’ traits you will be in a position to communicate more effectively, cut off potential conflict situations at the pass, and influence your own or your team’s potential for success. This is at the heart of personality profiling; with DISC being the longest running most widely used, and most comprehensively researched model.


DISC offers a means to understand yourself and others in a matter of minutes and is therefore an invaluable coaching tool. DISC stands for Dominant, Influencer, Steady and Conscientious. These are the four main personality traits which correspond to;




•  Dominant - ‘outgoing, task orientated’,


•  Influencer - ‘outgoing, people orientated’,


•  Steady - ‘reserved, people orientated’,


•  Conscientious - ‘reserved, task orientated’.





So how can this help in coaching sessions?


First, by identifying their own traits Coaches will be able to guard against their own biases, ways of seeing things and imposing their perceptions onto you, the client. And secondly, by identifying their client’s main traits they will be able to better adapt their coaching style to suit their client’s needs. Examples of this might be;




•  for a D client Coaches will want to keep the pace brisk, while for an S client Coaches will want to ensure a steady pace,


•  for an I client Coaches might need to support their client to refocus, while for a C client Coaches might need to support them to see the big picture and not get bogged down in the detail,


•  for a D client Coaches might need to challenge how realistic the goal is in the timeframe, while for an S client Coaches might need to challenge them to step out of their comfort zone,


•  for an I client Coaches might want to check out their overly optimistic assessment of reality, while for a C client Coaches might want to confirm just how perfect perfect needs to be.





So how can you easily identify which main traits a client has (in mere minutes)?


Like coaching itself a Coach might take a GOAL orientated approach;




1  Get their client to pick which of the four key words best describes them; Dominant, Influencer, Steady, Conscientious.


2  Observe their clients behavior and approach. Are they direct? Are they interactive? Are they steady or shy? Are they considered and questioning?


3  Ask their client if they think they are more outgoing or reserved, more task or people orientated.


4  Listen to the language their client uses. Are they interested in ‘what?’ and the bottom-line? Are they interested in ‘who?’ and people? Are they interested in ‘why?’, security or harmony? Are they interested in ‘how?’ and getting things right?





Paying attention to what motivates others will ensure Coaches give their clients what they need to progress, develop and succeed. While paying attention to their own personality traits and motivations will ensure a more heightened self-awareness that will ultimately support the success of their own coaching practices and business.


My subsequent article ‘Whose culture is it anyway?’ was to be more nebulous and while relating to organizational culture left me highly dissatisfied about any clarity on what culture really was, what impact if any it had on the business, how it could be managed, and how it related to individual people. So let me remind you:


Whose culture is it anyway?


You might have read my article ‘whose personality is it anyway?’ which was all about the individual, but how does this relate to your business or organization on a more macro level?


Dr. William Marston identified four main personality traits which correspond to ‘outgoing, task orientated’, ‘outgoing, people orientated’, ‘reserved, people orientated’ and ‘reserved, task orientated’; usually shown as a circle of four quadrants, with each trait bleeding into the next. These became known as the four main personality traits - DISC: Dominant, Influencer, Steadiness and Conscientious.


Yuval Noah Harari in his book Sapiens: A Brief History of Humankind stated, “The immense diversity of imagined realities that Sapiens invented, and the resulting diversity of behavior patterns, are the main components of what we call ‘culture’,” which allowed us (Sapiens) to create “the mythical glue that binds together large numbers of individuals…”


Culture then is a form of myth making and imaginative story-telling that speaks to the inter-subjective aspect of our consciousness, transmitted through ‘memes’, i.e. a unit of cultural transmission (what the post-structuralists call discourse). Memes will transmit the reason an organization, nation, global conglomerate exists and the culture it conveys; that is, the organization or nation or global personality.


So, to come back to our question ‘whose culture is it anyway?’ we first need to ask ‘which culture?’;




•  our individual culture (personality),


•  our local collective culture (which might be our family or our business),


•  our national culture (our nation),


•  or our global culture (the planet)?





For any of these cultures will contain remnants of the others, with some having a key and direct impact on what and how we do things.


When considering our own businesses, the culture is likely to be set through a combination of our own ‘default’ personality traits, our leadership style, our staff’s personality traits, our followers behavior, and the inter-relationship between these various aspects. There is a well knows saying ‘always a leader, never a follower be’ which sorely misunderstands the relationship between leader/follower and the role followers play in enabling or crippling success.


In the West we are highly driven by leadership cultures that have come out of the command and control approach. However, with the rise in social networks and a belief in empowerment and egalitarianism this approach is no longer appropriate or effective. And indeed is counter to the needs of our ‘complex dynamic system’ with high levels of uncertainty and ambiguity. In our current and future business world real control for leaders and followers alike will come through self-awareness and self-management.


Our future culture/s need to be shared ones, based on motivational factors of trust and respect, underlined by congruent value and belief systems. This is counter to our existing dominant approach, but is a trajectory everyone who believes they deserve input into ‘owning’ their culture can influence.


Self-awareness


So what does this have to do with me, my failures and successes, and my learning? As we progress through the A to Z sections one of the key themes we will touch on is the need for high levels of self-awareness, a commodity decidedly lacking in my earlier life. Self-awareness we now know is the root of emotional intelligence. We also know that emotional intelligence has more impact on success than IQ (traditional knowledge based intelligence). It was this lack of self-awareness in myself and in those around me that led to many of the resulting conflicts, dysfunction and what I came to understand later as internal dissonance. A dissonance brought about by a lack of alignment between my lived behavior, my professed ideals, the beliefs of those around me and the dawning realization that my so called intellect was not really getting me anywhere I really wanted to go. This general heady mix and the accompanying sense of confusion only seemed to lead to more conflict and frustration, and general lethargy in which to counter this situation.


The slow dawning of my self-awareness through self-reflection and reflection on others and my various situations and encounters fueled what subsequently became my passion for learning about the self, self-culture and other-culture. This in turn has led to my growing belief that while we talk a lot about self-awareness this is driven through a larger socialization prism that effectively limits our ability to self- or other-reflect beyond given parameters. It is this prison we need to break free from. And it is this that has fueled my A to Z Framework and MIRROR Model in particular.


Self-awareness is underscored by a number of core concepts that we have alluded to above. We first need to get to grips with these before getting into the nitty gritty of the book. These concepts are values, beliefs, purpose and of course culture itself. We will also need clarity around what we mean by leadership and how leadership styles impact on other people, cultures and so your bottom-line in life or in business. And most importantly a continued elaboration and depth of understanding around personality, primarily our own as the vehicle to understand ourselves and others, our interactions and engagements within different settings and environments, and how our own personality sets our own culture.




Few organizations I’ve worked in, or worked with, have focused overly much on cultures directly or explicitly. Values will be set and put on a lovely plaque. Strategies will be written and distributed through high quality brochures. And in some organizations and businesses standards, expectations and codes of conduct will be polished off in HR, passed down through line management and on occasion may even be mentioned in performance reviews.
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