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This book is published by The Strengths
Organisation and The Talent Network

The book contains many practical tools and exercises that
people can use in their own ways.

We are happy to encourage people to do this and to pass on
the ideas.

Some of the materials can obviously be adapted for ongoing
commercial use.

If you would like to use these in this way, please contact Mike
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Introduction

There are many ways to live life. This book explores the positive
encourager’s way. It looks at how we can encourage people during our
time on the planet.

Different people encourage others in different ways. Some do it by being
kind. Some do it by acting as positive models. Some do it by helping
others as parents, friends, educators, mentors, leaders or in other
professional roles.

Some do it by providing practical tools that people can use to shape their
futures. Some do it by helping people to increase the quality of their lives.
Some do it by helping people to build on their strengths and achieve their
picture of success.

Some do it planting seeds of hope that encourage both present and future
generations. Some do it by creating encouraging teams, organisations
and societies. Some do it by passing on knowledge that people can use to
build a positive planet.

People make choices every minute. They can choose to be positive or
negative, to be creators or complainers, to take responsibility or avoid
responsibility. Each choice has consequences for both themselves and
other people.

Most people want similar things in life. They want to be loved, happy and
successful. The differences are how they try to achieve these aims. Many
people also want to do their personal best in life and enjoy a sense of
peace.

There are many ways to help people. This book describes the positive
encourager’s approach to working with individuals, teams and
organisations. Here are some of the themes that we will try to bring to life
in the book.



The Positive Encourager’s Approach

The approach starts by clarifying what people want to achieve. It
then helps them to build on their strengths, follow strategies that
work and achieve success.

The approach builds on what works. It provides practical tools

that people can use to focus on their purpose, follow their
principles and achieve their picture of success.

Purpose ‘ Principles ‘ TS

Of Success

The encouragement approach has had a strong influence on my own
work. During the 1960s I was given the opportunity to work in
therapeutic communities. At the time I had little training, so it was
important to study what worked.

Bearing this in mind, I approached many people to learn about pioneering
programmes in therapy, education and other fields. As well as doing a
five-year programme in psychotherapy, I went to courses led by leaders
in humanistic and existential psychology.

Many people were generous with their time and shared lessons they had
learned in their lives. The main question I asked people was:

"What has helped you to grow most in your life?”

Different people answered this question in different ways. Here is a
summary of some things they said.



"I had somebody who encouraged me. They made me feel the centre of
their world. They encouraged me to build on my strengths and manage
the consequences of my weaknesses. They taught me to do my personal
best rather than compare myself to others.”

"I learned from a key person who was supportive but tough. They
encouraged me to take responsibility and said we are here to serve. I
could use my experiences and feelings to help other people or hurt other
people. It was my choice, but there were consequences.”

"I met people who were different. They had experienced setbacks, were

dyslexic, sensitive or different in other ways. They said it was possible to
be myself and thrive. They also underlined that: If you are going to be a
deviant, you always have to over-deliver.”

"I studied people, team and societies that performed brilliantly. When
studying leaders of superb teams, for example, I found that many were
positive and predictable. They had then used their strengths to enable
motivated people to achieve peak performance.”

"My teachers were systems thinkers. They showed how to see the big
picture and how things were connected. Putting positive things into a
system was more likely to get positive results. They showed how to build
sustainable systems that delivered ongoing success.”

Looking back on your own life, can you think of a person who has
encouraged you? This may have been a parent, teacher, coach, manager
or another person. What did they do to encourage you?

They may have made you feel welcome, listened and provided words of
support. They may have offered practical suggestions or opened doors to
new possibilities.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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My Positive Encourager

The name of the person
who encouraged me was:

The specific things they
did to encourage me were:

The specific things that happened as
a result of them encouraging me were:
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At this point it can be reasonable to ask about the difference between
positive and negative encouragement. Here is one view of the differences.

Positive Encouragement

This is when a person behaves in a positive way when aiming to
encourage others. This often results in people feeling positive afterwards.

Negative Encouragement

This is when a person behaves in a negative way when aiming to
encourage others. This often results in people feeling negative afterwards.

Good encouragers create a stimulating sanctuary in which people can feel
at ease and able to talk about their goals. When appropriate, they aim to
encourage, educate and enable people to achieve their aims.

Encouragers

They create a stimulating sanctuary in which people feel at
ease and able to explore their aims. If appropriate, they then
encourage, educate and enable people to achieve their goals.

Encourage

Educate
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The Strengths Approach

There are many ways to help people. This book describes how you can
use the strengths approach to help individuals, teams and organisations.

The approach starts by clarifying their picture of success. It then offers
practical tools that they can use to build on their strengths, follow
strategies that work and achieve success.

The following pages offer many tools that you can use to help people. You
can then apply these in your own way.

Success

There are many ways to help people. This is an approach that
can be used with individuals, teams and organisations.

The approach starts by clarifying their picture of success. It

then offers practical tools that they can use to build on their
strengths, follow strategies that work and achieve success.

Strengths ‘ Strategies

o

Some encouragers demonstrate the qualities shown by good educators.
They follow the old mantra that the learner learns what the learner wants
to learn. They therefore aim to pass on knowledge that is personal,
practical and profitable.
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Good Educators

They start by clarifying what the person wants to learn. They
then aim to make the learning personal, practical and profitable.

Personal - It relates to the person’s agenda and goals.

Practical - It provides practical tools that the person can
use to achieve their goals.

Profitable - It aims to be, in the widest sense, profitable
and helps the person to achieve their goals.

Choices And Consequences

People make choices all the time. They can choose to help people or to
hurt people, to be grateful or to be grumpy, to give to other people or
grab from other people.

Each choice has consequences. This book explores how you can
encourage both present and future generations.
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People Make Choices And
Each Choice Has Consequences

A

1

Pluses

B

1

Pluses

Pluses

Many encouragers are caring but they can also be tough. They aim to
build on the positive majority of people and not to pander to the
psychopathic minority.

The positive majority of people want to live in peace. They want to build
on what they have in common and find creative solutions to challenges.

People can sometimes be affected, however, by the psychopathic minority
who want to poison the atmosphere. This can lead to collateral damage in
which innocent people suffer.

Encouragers often take the together view of life rather than the tribal
view of life. The together approach believes that we can combine our
strengths and shape a positive future. We can also aim to find win-win
solutions.
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People who take the tribal view identify only with those who appear to be
in the same tribe. They have little respect for those who are different.
They try to make sure they win and other people lose.

Some people go through certain stages in their lives. They move from
being protestors to being problem solvers to being positive contributors.

Some people contribute by caring for others in their work as nurses,
counsellors, key workers, mediators, designers, scientists or in other
roles. Some aim to serve something greater than themselves.

Some aim to serve something greater than themselves. They may
choose:

To serve a spiritual faith, a set of values or a philosophy ... To serve a
purpose, a mission or a cause ... To serve a vocation, a creative drive or a
project.

The following pages provide many practical tools that you can use in your
own way. Here are some points about the writing style in this book.

Some sections can be read and used in a standalone way. This means
there is some repetition in parts of the book. Skip these if you feel the
aspects have been covered elsewhere.

Parts of the book are laid out in short sections to make it easier for the
reader to copy and use. Take the ideas you like and use these in your
own way to encourage people.

There is also lots of alliteration in the book. This approach has both pluses
and minuses. The pluses are that it makes the concepts easy to
remember. The minuses are that it can be dismissed as facile. Hopefully
the following pages show there is some depth behind the ideas.

There are many ways to help people. The following chapters explore how
we can continue be positive encouragers, do positive work and help to
build a positive planet.
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The Positive Encourager’s Approach

They are many ways to live life. One approach is to
encourage people during our time on the planet. It is:

To Be Positive
Encouragers

To Help To To Do
Build A
Positive Planet

Positive Work
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Continuing
To Be A
Positive Encourager
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Introduction

Looking back, can you think of a situation when you encouraged a
person? This could have been in your personal or professional life.

What did you do right then to encourage the person? What were the
principles you followed? How did you translate these principles into
action? What happened as a result of you taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.

Being An Encourager

The specific situation when
I encouraged a person was:

The specific things I did
then to encourage them were:
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Encouragers are often positive realists. They have a positive attitude but
are also good at reading reality. They see what is actually happening and
want to shape a positive future.

They want to encourage and enable people to achieve success. Here is an
introduction to the encouragement approach.

Most people want similar things in life. They want to be healthy, hopeful
and happy. Many people love to have a sense of purpose, follow their
principles and achieve their picture of success. They may also want to find
a sense of peace.

The encouragement approach is based on what works. It studies what
works, simplifies what works - but in a profound way - and shares what
works. It aims to enable people to achieve success.

The Encouragement Approach

The approach starts by creating a positive environment and
clarifying a person’s picture of success. It then provides
practical tools that they can use:

To build on their strengths, follow successful strategies
and achieve success;

To find solutions to challenges by focusing on clarity,
creativity and concrete results;

To maintain a sense of purpose, follow their principles
and achieve their picture of success.

There are many ways to encourage people. You can offer them practical,
personal or professional encouragement.
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Practical Encouragement

This can involve providing people with the basic materials for life. It can
mean making sure they have the food, shelter and other resources
needed to maintain their health, hope and happiness.

Personal Encouragement
This can involve giving people the love and support they need to develop.
It can mean helping a person to follow their principles and work towards
achieving their picture of success.
Professional Encouragement
This can involve helping people to build on their strengths, do satisfying

work and achieve specific goals. It can also mean helping them to pass on
their knowledge and leave a positive legacy.

Encouragement

There are many ways to encourage people. Depending
on their situation, you may want to offer them:

Practical
Encouragement

Professional Personal
Encouragement Encouragement

Different people encourage others in different ways. Some do it by giving
them practical help, some by acting as good models, some by spreading
hope. Let’s consider the steps that this may involve.
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The Positive Approach

The Positive Approach

There are many ways to live life. One approach is for people to be
positive, follow their principles and work towards their picture of
success.

‘ Picture

Positive ‘ Principles Of Success

There are many ways to live life. One approach is for people to be
positive, follow their principles and work towards their picture of success.
This is an approach followed by many people, teams and organisations.

Different people follow these themes in different ways. Let’s explore how
some people translate these into action.

Positive

People who take this approach are often positive realists. They have a
positive attitude but are also good at reading reality. Bearing this in mind,
they often choose:

To be positive rather than negative ... To be creators rather than
complainers ... To take responsibility rather than avoid responsibility ... To
help people rather than hurt people.
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They aim to build on their strengths rather than their shortcomings. They
focus on what they can control rather than what they can’t control. They
aim to do their best during their time on the planet.

They are good at seeing patterns in the areas where they excel. They
then aim: a) to build on the successful patterns; b) to stop the
unsuccessful patterns; c) to follow the strategies most likely to achieve
success.

Positive realists are good at seeing possibilities. They have a history of
studying success and clarifying what works in certain situations. Bearing
this in mind, they often enjoy finding creative solutions to problems.

Such people are good at positive reframing. They reframe situations to
focus on: a) the positive possibilities; b) the possible ways forward; c) the
practical things they can to do achieve their picture of success.

Some people take this approach even when facing daunting challenges.
Let’s look at two people who took these steps.

Alice Herz-Sommer — Choosing
To Have A Positive Attitude

Alice Herz-Sommer was somebody who chose to have a positive attitude
to life. A pianist and survivor of Nazi concentration camps, she continued
to be optimistic well past the age of 100.

Her view of life reached a wider audience after an interview she gave to
the BBC became popular on the web. “Life is beautiful,” said Alice, and
explained this in the following way.

"I have lived through many wars and have lost everything many times -
including my husband, my mother and my beloved son.”
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“Yet, life is beautiful, and I
have so much to learn and
enjoy. I have no space nor
time for pessimism and hate.

“"And life is beautiful, love is
beautiful, nature and music
are beautiful.

“"Everything we experience is
a gift, a present we should
cherish and pass on to those
we love.”

Life brings pain and beauty, said Alice, but she believed the secret of
happiness was to focus on what is really important. She focused on
gratitude, kindness, nature, music and the joyful things in life.

Caroline Stoessinger gave an insight to Alice’s approach in her book A
Century of Wisdom: Lessons from the Life of Alice Herz-Sommer. She
provided a series of quotes in which Alice explained her philosophy. These
included the following.

“"Gratitude is essential for happiness ... Only when we are old do we
realise the beauty of life ... Music is a dream ... It takes you to paradise ...
I am richer than the world’s richest people, because I am a musician ...
Music saved my life ... Music is God.

“"Every day is a miracle. No matter how bad my circumstances, I have the
freedom to choose my attitude to life, even to find joy. Evil is not new. It
is up to us how we deal with both good and bad. No one can take this
power away from us.



24

"My optimism has helped me through my darkest days. It helps me now
... The more I read, think and speak with people, the more I realise just
how happy I am ... When I die I can have a good feeling ... I have done
my best ... I believe I lived my life the right way.”

People who take this approach do what they enjoy because this gives
them strength to give to others. Alice did this through playing music and
reflecting on the beautiful things in life.

Robert Muller — Reframing
Challenging Situations

Robert Muller, an Assistant General Secretary of the United Nations, was
somebody who took these steps. He reframed challenging situations as a
chance to find creative solutions. Here is a summary of his approach.

a3 N, & Robert Muller faced many challenges
Most of All when working at the United Nations.
They Taught Me He chose to believe it was possible to

build on what people had in common
and find solutions.

Sometimes this could take time, but
he remembered what his parents and
grandparents taught him. He focused
on helping others rather than being
concerned about himself. He said:

“Today, whenever despair menaces
me, I hasten to count my blessings, I
concentrate on one of them, and

Dr. ROBERT MULLER , .
b e e Gt et almost forthwith my worry vanishes
Dr. Miutler 330t how @ Secison 10 De MapPy con

vave yous e In scknees. in pdson and even 1 war or takes on a more reasonable

proportion.”

Robert focused on the opportunities in many challenging situations. He
adopted this approach as a student when he was hunted by the Nazis
during the Second World War.
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One day he found himself trapped in an attic on the top floor of an hotel
that also served as an office building. Several Nazis entered the reception
area and asked people where they could find Robert. How could he
escape the hunters?

Drawing on his positive attitude to life, Robert began thinking of creative
solutions. He explained his approach in the following way.

"I was a great fan of Hollywood films, so I decided to see the situation as
taking part in a film. I was being hunted, so how could I find a way to
escape?”

David Gillies takes up the story in his biography about Robert called The
Hatmaker’s Son. Here are excerpts from David’s book.

Robert took several deep breaths.

"I must overcome my fear and think rationally,” he decided. This was the
moment of moments to be creative.

"What an opportunity, what a tremendous adventure - a 20-year- old
student trapped by Nazis in a fancy hotel. Won't it be great if I slip
through their fingers?”

Robert took a few minutes to consider his options. The Nazis had some
idea what he looked like but they probably had an old photo. How could
he take on a different persona?

The hunters were also expecting to find a cowering student trying to hide
in the milling crowds on each floor of the building. How could he be
ingenious and do what the Nazis least expected?

Robert settled on his plan and began translating it into action. This
involved making his way down four floors from the attic and walking out
onto the street.
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Putting a thick file under his arm, he exuded an air of authority as he
made his way from floor to floor. Nonchalantly smoking a cigarette, he
passed various groups of people.

Reaching the ground floor he approached a group of Nazis who were
quizzing the receptionist. She chose not to recognise him, even though
she was being threatened.

Robert went up to the Nazis and asked what was happening. They replied
they were looking for Louis Parizot (the name by which Robert was known
in the building).

He responded by saying he had seen Parizot on the top floor. Just like in a
film, the Nazis rushed up the stairs. Robert then made his way out onto
the street and rode away on a bike.

Robert faced many challenges in life, but he tried to see things in
perspective. During a time spent in prison he focused on how he could
appreciate life and give to others.

Strongly influenced by his parents and grandparents, he aimed to help
others and build a better world. He continued to apply this approach
throughout his life.

Thankful for the love he had been given, Robert kept returning to this
positive philosophy. Even in the darkest hours, he had a sense of
gratitude. He then applied his skills to help people to build on what they
had in common and find positive solutions.

Let’s return to your own life. Imagine that you want to continue to have a
positive attitude in the future. How can you do this in your own way? If
you wish, try completing the following sentence.
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Positive Attitude

The specific things I can do to continue
to have a positive attitude in my life are:

Principles

People who take the positive approach often follow their chosen principles
and aim to translate these into action. Doing what they believe in gives
them strength.

Such a person may follow certain moral principles, a spiritual faith or
another belief system. They keep referring to this inner compass when
making decisions in their daily lives.

What are the principles that you aim to follow in your life or work?
Different people give different answers to this question. Here are some of
the themes they mention.
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My Principles — The principles
I try to follow in my life are:

To be grateful ... To encourage people ... To see every day as a bonus ...
To care for nature ... To create beauty ... To use my talents to help people
... To do quality work ... To give people positive memories for life.

Different people aim to follow their principles in different ways. Martin
Seligman and Christopher Peterson focused on a related theme in their
book Character Strengths and Virtues. Here is one definition of virtues:

Virtues are behaviours showing high moral standards. They are how we
practice and demonstrate character. They are how we translate our
values or principles into action.

Working with a team of researchers, they studied examples of positive
traits and moral excellence that are admired across different philosophies,
religions and cultures.

The researchers interviewed over 15,000 people in different cultures.
After extensive research, the team settled on six key virtues — admired
ways of behaving - though these are obviously interlinked. Martin
explains their approach in the following way.

When we look we see that there are six virtues, which we find endorsed
across cultures, and these break down into 24 strengths.

The six virtues that we find are non-arbitrary - first, a wisdom and
knowledge cluster; second, a courage cluster; third, virtues like love and
humanity; fourth, a justice cluster; fifth a temperance, moderation
cluster; and sixth a spirituality, transcendence cluster.

We sent people up to northern Greenland, and down to the Masai, and
are involved in a 70-nation study in which we look at the ubiquity of
these.

Indeed, we're beginning to have the view that those six virtues are just
as much a part of human nature as walking on two feet are.



29

Positive Traits

The six human virtues and the 24 character
strengths that are admired across cultures

Wisdom and Creativity, curiosity, judgment, love
Knowledge of learning, perspective.
Courage Bravery, persistence, honesty, zest.
Humanity Love, kindness, social intelligence.
Justice Team WO.I‘/f .( c1t/ze/7sh/p, loyalty, S(?CIa/
responsibility), fairness, leadership.
Forgiveness, humility, prudence, self-
Temperance )
regulation.
Appreciation of beauty and excellence,
Transcendence

gratitude, hope, humour, spirituality.
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Let’s return to the question we asked earlier. What are the principles you
want to follow in your life? How do you try to translate these into action?
What are the reasons why you want to follow these principles? What may
be the benefits — both for yourself and other people?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentence.

Principles

The principles I want
to follow in my life are:

Picture Of Success

People who have a positive attitude often aim to follow their principles
and express these by working towards a certain picture of success. Let’s
look at some examples.

They may aim to encourage people in their daily lives. They may aim to
build a happy family, help people to do satisfying work, provide medical
care or do another activity that enables people to achieve their goals.
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They may aim to build on their strengths and do superb work. They may
aim to create an inspiring school, run a sports academy, lead a pioneering
team or create a culture in which people can thrive.

They may aim to find solutions to challenges. They may aim to work
as mediator, use technology to improve people’s lives or pass on
knowledge that helps people to shape a positive future.

People who take this approach start by clarifying the real results they
want to achieve. They then aim to build on their strengths, follow
strategies that work and do their best to achieve their picture of success.

The Picture Of Success

The specific thing I want
to work towards achieving is:

Different people follow elements of this approach in their own ways. Here
is one example.
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Jo Berry, Patrick Magee and
Building Bridges For Peace

Jo Berry is dedicated to helping people to build on their common
humanity. She created the organisation called Building Bridges For Peace.
Later we will look at Patrick’s contribution to this remarkable work, but
first here are Jo’s words.

On October 12th 1984 my father, Sir Anthony Berry and four others were
killed in the bombing of the Grand Hotel, Brighton as they attended the
Conservative Party Conference.

Two months later I randomly shared a taxi with a young Irish man whose
brother had been in the IRA and had been killed by a British soldier.

We should have been enemies but instead we talked about a world where
peace was possible and where there were no enemies. As I left the taxi, I
had a flash of inspiration, this was one way I could make a difference, I
could build a bridge across the divide.

I made a personal decision just
two days later, to bring
something positive out of this
emotionally shattering trauma
and to try and understand those
who had killed him.

I chose to give up blame and
revenge, instead taking
responsibility for my pain and
feelings, transforming them into
. passion for peace.

The journey of healing began
with my intention and I trusted
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The hardest bridge to build was with Patrick Magee, who was sentenced
for his part in planting the Brighton bomb and released as part of the
Good Friday Peace Agreement in 1999.

I made enquiries from mutual friends and finally met Pat for the first time
in November 2000 at a friend’s house in Dublin.

My intention was to hear his story so that I could experience him as a
human being rather than a faceless enemy. I was scared and had doubts,
but the strongest part of me needed to see him and speak to him.

I asked him many questions and shared a little about my Dad. At first he
began to express his political perspective, which though I was familiar
with was hard to hear but I could see he was a sensitive and intelligent
person.

Then something changed. He stopped talking and said he didn’t know who
he was any more, he wanted to hear my anger, my pain and what could
he do to help.

It was as if he had taken off his political hat and had now opened up and
became vulnerable. The conversation was very different after that and a
new journey started, one which we are still on.

He now had a need to meet me and rediscover his lost humanity. When
he planted the bomb he was not seeing human beings in the hotel, they
were just a means to an end.

During our meetings, he began to develop the awareness that he had
killed a human being with a soul, someone he could have sat down and
had a cup of tea with.

He would later say that he was disarmed by the empathy I gave him, that
he would have found it easier if I had met him shouting, blaming and
defending my position. I wasn’t there to argue my point; I was there to
listen and experience his humanity.
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After three hours I could not talk anymore and ended our meeting by
thanking him for his willingness to engage with me so honestly and he
said he was sorry he had killed my Dad.

Lol

Patrick brings courage and humility to the process of building bridges for
peace. Here is an extract from his story.

I was released from prison in 1999, having served 14 years under the
terms of the Good Friday Agreement. Whilst in prison I completed a PhD
examining the representation of Irish Republicans in ‘Troubles’ fiction.

It was important for me as part of the peace process in North of

Ireland to recognise that now we should engage with former enemies and
political opponents, addressing the needs and grievances of victims,
helping to break down differences by explaining ourselves to the other.

For 27 years I was a committed member of the IRA, whether on active
service, on the run or in prison. I spent a total of 17 years either interned
or sentenced because of my involvement.

A crucial part of that legacy is the need to look back over the conflict and
to understand it in terms of the many conflicting perspectives. That will
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entail ensuring that many voices previously excluded or misrepresented
must now be heard, including the voices of the victims.

In that light, as an individual, I agreed to meet Jo. Her father, Sir
Anthony Berry had been killed, along with four others, in the IRA’s attack
on the Grand Hotel. I had planted the bomb.

So, on the day, I was there to explain, in essence to justify, the armed
struggle; and specifically ‘Why Brighton’. I was wearing a political hat. We
talked for three hours. But something happened during that first
encounter.

Jo’s openness, calmness; her apparent lack of hostility — in fact her

willingness to listen and to try to understand, disarmed me. Had Jo

instead shown anger, however justifiable, it would for me have been
easier to cope with.

The political hat would have remained firmly attached. But in the
presence of such composure and decency, as I said, I felt disarmed. It
was a cathartic moment.

It didn’t matter that as a former member of the IRA I could politically
justify my past actions in terms of the legitimacy of the struggle.

As an individual I carried the heavy weight of knowing I had caused
profound hurt to this woman. I expressed a need to really hear what she
had to say and to help her come to terms with her loss, if that were
possible:

'I want to hear your anger, to hear your pain.’

A political obligation henceforth became a personal obligation. I now
realised more fully that I was guilty of something I had attributed to the
other: that our enemies demonised, dehumanised, marginalised, reduced
us.

In agreeing to meet me that first occasion and in continuing to meet me
she has demonstrated a truly admirable, strength and purpose in her
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endeavour to try to make sense of her loss and her preparedness to listen
to my perspective.

No matter what we can achieve as two human beings meeting after a
terrible event, the loss remains. Neither forgiveness nor understanding
can fully embrace that loss.

The hope lies in the fact we continue to meet in order to further this
mutual process towards understanding.

Let’s return again to Jo’s story and her words. Here is how she
summarises some key themes in the work of Building Bridges For Peace.

I passionately believe that there is humanity in everyone, and every time
we demonise the “other” we are delaying the onset of peace in this world.

Once we find our own humanity, and we see the humanity in the other,
then we are going to want them to have their human rights, their good
housing, food, medicine, education and freedom to be themselves, to be
safe and secure.

We will want for them all what we want for ourselves. Peace happens
when we treasure everyone, all creatures, our land, our planet, and work
together to find solutions in which everyone wins.

Choosing To Work Towards
A Picture Of Success

There are many ways to live life. This piece has looked at how some
people aim to be positive, follow their principles and work towards a
picture of success.

Different people do this in different ways. Some people take the following
steps.

They choose to have a positive attitude, focus on what they can control
and clarify the real results they want to achieve. They translate these into
a clear picture of success.
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They clarify the principles they want to follow in the situation. They the
clarify strategies they can follow to give themselves the greatest chance
of achieving the picture of success.

They clarify their action plan, prepare properly and rehearse what they
are going to do. They then aim to perform superb work, keep improving
and do their best to achieve the picture of success.

Let’s return to your own life and work. Looking ahead, can you think of a
situation where you may want to follow elements of this approach? This
could be in your personal or professional life.

How can you continue to have a positive attitude? How can you follow
your principles? How can you then do your best to achieve your picture of
success? What may happen as a result of taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.



38

The Positive Approach

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do then to have a
positive attitude, follow my principles and
work towards my picture of success are:

The specific things that may happen as
a result of taking these steps may be:
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The Gratitude Approach

"The root of joy is gratefulness.

"It is not joy that makes us
grateful; it is gratitude that
makes us joyful.

"Count your blessings and you
will find them to be countless,
even in the midst of adversity
and tragic circumstances.

"What we really want is joy.
We don’t want things.”

Brother David

People who encourage others often count their blessings rather than their
burdens. Bearing this in mind, they often want to be generous and give to
other people.

The starting point is feeling grateful for what they have been given in life.
They then want to express this feeling and help others during their time
on the planet.

Grateful people appreciate their assets. They focus on what they do have
rather than worry about what they don’t have. Brother David Steindl-Rast
described this philosophy in the following way.

“"Gratefulness is the key to a happy life that we hold in our hands,
because if we are not grateful, then no matter how much we have we will
not be happy - because we will always want to have something else or
something more.”
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There is a joy in gratitude, says Brother David. The more grateful we are,
the more reasons we see to be grateful and this develops our inner
strength.

We get more ability to give to others and this can become a virtuous
circle. We sow seeds that can spread joy in the world.

What are the things you are grateful for being given in your life? We will
explore these theme in more depth later in this chapter.

In the meantime, however, you may wish to tackle the following exercise.
This invites you to complete the following sentences.

Gratitude

The specific things that I am grateful
for being given in my life are:
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The Assets Approach

People Can Choose
To Focus On Their:

Assets

Or Their:

Angst

How to cultivate a sense of gratitude? One approach is to focus on your
assets. Let’s explore this approach.

Everybody experiences difficulties. Sometimes it can be useful to offer
them tools they can use to deal with challenges. Certainly this is the case
when helping people to recover from deep traumas.

Some individuals can become obsessed with their angst, however, and go
around in circles. They keep talking about what is wrong with their lives.
People can be helped to deal with real challenges but they may also need
to shift their attention.

Building On Your Assets
When Tackling Adversity

Several ago I had a session with Dave. He had become depressed in his
job and fallen into a negative spiral. Bearing this in mind, I invited him to
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do the exercise called My Personal And Professional Assets. This invited
him to clarify and build on these assets.

Within 30 minutes Dave had turned himself around. He aimed to tackle
the challenges at work but also appreciate his true wealth. He explained
this in the following way.

"I have good health, a fantastic wife and two lovely children. We have
good friends, a home, a garden and a bit of money in the bank.

"I also have a lot of drive, energy and skills that can help companies to
improve. I need to get out and give to people in my network, because this
could lead to other opportunities.

"I must tackle the issue at work but it is solvable, even if it means moving
to a new job. Sometimes I have the occasional sulk, but I can limit that to
ten minutes. I can then get my act together and try to succeed.

"Today it has been good to take stock of my assets. Maybe it would also
be good for me to sit down with my wife and do a similar exercise. We
can build on what we have and plan our next move forward.”

What are your personal assets? You may have a positive attitude, a
strong drive and good imagination. You may have reasonable health, a
caring family and encouraging friends. You may be resilient, focused and
able to find creative solutions to challenges.

What are your professional assets? You may have particular strengths and
the ability to do strategic thinking. You may be good at helping certain
kinds of people to succeed. You may also have a wide professional
network of people of friends, customers and potential employers.

If you wish, try tackling the exercise on this theme. This invites you to
describe your personal and professional assets.
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My Personal And
Professional Assets

Personal Assets. The
personal assets I have are:

Professional Assets. The
professional assets I have are:

The specific things I can do to
keep building on my assets are:
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The Building On What
You Have Approach

Building On What You Have

People can choose to take the following
routes. They can choose either:

To build on what they have;

To add to what they have;

® To worry about what they don’t have.

Different people choose different approaches to using their assets. The
approach they take can colour how they feel about their lives and work.
Let’s explore some of these approaches.

Some people build on what they have

Great workers take this approach to their assets. They aim to apply their
specific talents as gardeners, athletes, crafts workers or doing other
activities. They then translate these into stimulating projects.

Some individuals who have accidents take a similar approach. They wave
aside sympathy, saying that other people face much greater challenges.
Such a person may say things like:

"I still have my sight, hearing and have great support in my life. I am
going to focus on what I can do rather than what I can’t do.”
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Great teams take a similar approach. They aim to build on their strengths
and their successful patterns - the strategies they find work for them.
They then do their best to achieve success.

Some people develop and sometimes,
when appropriate, add to what they have

Great workers continue to develop their specific talents. They also, when
appropriate, aim to add certain skills. Sometimes they find this is
possible. Sometimes they work with people who are better at using the
desired skills.

Some individuals focus on becoming brilliant at a specific activity. They
then add people or resources that can take care of the basics. This
releases them to do what they do best and do their best.

Great teams aim to enable their team members to develop their talents.
They may also get to the stage where they add people or resources that
can help them to achieve peak performance.

Some people worry
about what they don’t have

Some individuals spend lots of time worrying about the things they don't
have. Sometimes this is understandable - such as when they do not have
the basic materials for life. They then need support to be able to shape
their future.

Some people become addicted to focusing on what they don’t have. They
may become depressed, resentful or jealous of others. This approach
does not necessarily help them or other people.

Let’s return to your own life and work. How can you continue to build on
and apply want you have? How can you develop and, when appropriate,
add to what you have? What may happen as a result of taking these
steps?

If you wish, try tackling the exercise on these themes. This invites you to
complete the following sentences.
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Building On What I Have

The specific things I can do to build on and
apply what I have in my life and work are:

The specific things I can do to develop and,
when appropriate, add to what I have are:

The specific things that may happen as
a result of taking these steps may be:
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The Generous Approach

Generous People

There are many ways to encourage people. One approach is to be
generous and follow certain guidelines to help people to grow.

Generosity

Guidelines

There are many models for encouraging people. One approach is to be
generous, to give to people and to help them grow. Let’s explore these
themes.

Generosity

Generous people are often grateful for what they have been given. They
remember the love, encouragement and chances they have been given by
other people. Experiencing a sense of gratitude, they want to pass on
similar experiences to other people.

Different people learn about generosity in different ways. Some learn it
from spiritual or religious traditions. Some spiritual faiths, for example,
encourage people:
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To be grateful for what they have been given — whether this be life, food,
love or other experiences;

To pass on gratitude by sharing food, being hospitable to strangers or
showing compassion in their daily lives.

Some people learn from friends, teachers, leaders and others who embody
the spirit of generosity. Some describe experiencing a certain culture - a
school, team or workplace - that encouraged people to give to others.

Some people talk about critical points in their lives when they chose to be
generous rather than greedy. They found that being caring led to both
themselves and others feeling better.

Some people who had difficult childhoods talk about the importance of an
encouraging grandparent, teacher, coach or other significant person. They
had somebody who helped them to believe in themselves during difficult
times.

This highlights the importance of what the psychoanalyst Harry Stack
Sullivan called Significant Others. He coined this term in the 1950s before
it was used to indicate a spouse or partner.

The Significant Other theme is also present in many stories, books and
films about people making transitions in life. Virtually every rite of
passage story has such a character who helps the protagonist on their
journey.

The question is: Why do such people take the time to encourage certain
people? When asked, the significant other may say things like:

"I saw something in the person ... Everybody deserves the chance to be
listened to ... It didn’t cost anything and hopefully it helped ... I was
encouraged by somebody when I was younger.”

Many generous people like to give to others but they are not gullible.
They err on the side of giving people opportunities but they do not choose
to become victims.
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The University of Notre Dame website provides a summary regarding how
the word generosity has developed over the ages. The present English
word derived from Latin and originally meant of Noble Birth.

During the Middle Ages this evolved into meaning a nobility of spirit
thought to be associated with high birth. The University’s site adds:

In this way generosity increasingly came in the 17th Century to signify a
variety of traits of character and action historically associated (whether
accurately or not) with the ideals of actual nobility: gallantry, courage,
strength, richness, gentleness, and fairness.

Since then the word has become increasingly associated with people who
demonstrate generosity of spirit.

Let’s return to your own life. Looking back, who have been the people
who have been generous to you? You may have had parents, teachers,
friends, coaches, managers, mentors or other people who encouraged
you.

What did they do to be generous? They may have given you time,
encouragement, practical help, knowledge or other things that helped you
to grow. What happened as a result of them being generous to you?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences. We will then explore different ways to
express generosity.
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Generosity In The Past

The people who have been
generous to me in my life have been:

The specific things they did to
be generous towards me were:

The specific things that happened as
a result of them being generous were:
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Giving

Generous people like to give to others. Such people often believe in the
circle of life. They believe that being kind to others, for example, can
increase the chances of kindness being spread around the world.

One approach is to be a giver rather than a taker. Adam Grant described
how some people take this approach in his book Give and Take. Below is
an excerpt from the Brain Pickings website that provided a summary of
the book.

Adam Grant’s Work On Givers, Matchers And Takers

Givers

A REVOLUTIONARY APPROACH
TO SUCCESS

They aim to take from other people

ADAM GRANT in ways that benefit themselves.

They aim to give to other people
and help them to succeed. They often
experience the helper’s high.

Matchers

They aim to match other people in
terms of giving and taking on a
relatively equal basis.

Takers

Givers prefer to give more than they get. Takers tend to be self-focused,
evaluating what other people can offer them. Givers are other-focused
and pay attention to what other people need from them.

If you’re a giver at work, you simply strive to be generous in sharing your
time, energy, knowledge, skills, ideas, and connections with other people
who can benefit from them.
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In the workplace, however, few of us are purely givers or takers - rather,
what dominates is a third style. We become matchers, striving to
preserve an equal balance of giving and getting.

Matchers operate on the principle of fairness: when they help others, they
protect themselves by seeking reciprocity. If you’re a matcher, you
believe in tit for tat, and your relationships are governed by even
exchanges of favours.

Giving, taking and matching are three fundamental styles of social
interaction, but the lines between them aren’t hard and fast. You might
find that you shift from one reciprocity style to another as you travel
across different work roles and relationships.

Givers, takers and matchers all can - and do - achieve success. But
there’s something distinctive that happens when givers succeed: it
spreads and cascades.

Givers succeed in a way that creates a ripple effect, enhancing the
success of people around them.

The main reason for being a giver is to help other people but there may
be other by-products. People often feel good after helping others.

They can experience a rush, followed by a sense of calm. It is as if they
have served something much greater than themselves. Sometimes they
experience what is called the helper’s high.

Allan Luks and Peggy Payne underlined these themes in their book The
Healing Power of Doing Good. They found that people who helped others
also received benefits themselves.

Kamran Mofid described the work done by Allan and Peggy in an article
called Build a Better World: The Healing Power of Doing Good. Here are
excerpts from the article.

Based on national research that Allan did 20 years ago, he introduced the
term 'Helper’s High’ - the powerful physical feelings people experience
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when directly helping others - to explain the real benefits to volunteers’
physical and emotional health.

People have known for ages that helping others is good for the soul. But
the study that Allan Luks conducted of over 3000 male and female
volunteers has proven it is good for the body and mental health too.

His research concluded that regular helpers are 10 times more likely to be
in good health than people who don’t volunteer.

And that there’s an actual biochemical explanation: volunteering reduces
the body's stress and also releases endorphins, the brain’s natural
painkillers.

Giving To Other People

It can contribute the maintenance of good health and diminish
the effect of minor and serious psychological and physical diseases
and disorders.

It can lead to feelings of joyfulness, emotional resilience, and
@ vigour and can reduce the unhealthy sense of isolation. It can
reverse feelings of depression.

It can lead to a sense of self-worth, greater happiness and
optimism is increased and feelings of helplessness and depression
decrease.

It can lead to an affiliative connection with someone (a friendship,
@ relationship, love, or some sort of positive bonding) and emotions
that can strengthen the immune system.

Some people get their highs by helping people in their daily lives. The
positive majority of people take this route. They love to encourage other
people when acting as parents, educators, coaches, leaders, trusted
advisors or playing other roles.



54

Some individuals help others directly — such as when working as a nurse,
teacher, hospitality worker or in the caring professions. Some may do so
more indirectly — such as when working as a software developer,
scientist, researcher, architect or another profession.

Different people give to others in different ways. Some keep asking
themselves the following questions.

What Can I Give Today?

What is happening in people’s lives? What are the
challenges they face? What may be their pictures of
success?

What can I give to help people to tackle these
challenges? How can I give these things in a way that
helps them to succeed?

How can I keep encouraging both present and future
@® generations? What else can I do to help people to
achieve their pictures of success?

Different people focus on different things when giving to others. Some
people focus on the following theme.
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The Pot Filler Rather
Than Pot Driller Approach

Pot Fillers And Pot Drillers

® e

There are many ways to encourage people. One way is to be a pot filler
rather than a pot driller. This approach is based on the work of Virginia
Satir, a great family therapist.

Virginia introduced this idea in the 1960s. It was later adapted by many
other people, but it is worth revisiting her work. She invited people to see
their self-confidence as a pot.

Sometimes they would have lots of confidence in the pot, other times
they would have little. Sometimes this was related to whether they were
surrounded by pot fillers or pot drillers. She outlined this concept in her
books, such as Peoplemaking.

If you wish, it can be worthwhile doing this exercise yourself. You can
then focus on how to be a pot filler and, if appropriate, invite other people
to do the exercise. They can focus on how to spend more time with fillers
rather than drillers.
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Clarifying your own
level of self-confidence

Imagine you are looking at your own level of confidence. Try tackling the
following exercise. Start by drawing an imaginary pot.

Looking at the pot, draw a line that corresponds with how high you feel
your self-confidence is today.

If you have high confidence, draw it high up the pot. If your confidence is
low, draw it at a lower point in the pot. The next step explores why it may
be at this level.

The Self-Confidence Pot

Draw a line that shows how high your self-confidence is at the
moment. If you have high confidence, it will be high up the
pot. If low confidence, then it will be lower.

Clarifying your pot
fillers and pot drillers

Write the names of your pot fillers. These are the people who give you
encouragement and energy. You look forward to seeing them and feel
more alive after meeting them.
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Describe the things you do to give yourself energy. You may enjoy
listening to music, gardening, being with animals, designing beautiful
things or doing other activities.

If you have lots of things that give you positive energy, then your pot will
be overflowing. You will then be more able to pass on encouragement to
other people.

Pot Fillers

The people who encourage
me and fill my pot are:

The specific things I do to encourage
myself and fill my own pot are:
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Write the names of the pot drillers. These are people who sap energy.
They leave you feeling drained and discouraged. The more significant
they are in your life, the nearer they will be to the base.

Pot Drillers

The people who I
allow to drill my pot are:

The specific things I do
to drill my own pot are:
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You may also do things to drill holes in your own pot. One athlete
continually criticised himself with negative self-talk after competitions.
Reviewing performances is vital, but he devoted 90% of his energy to
focusing on his failures, rather than his successes.

He finally managed to change his script by adopting a different approach.
After each performance he focused on: a) the specific things I did well
and how I can do more of these things in the future; b) the specific things
I can do better next time and how.

Some people may be both pot fillers and pot drillers. They may have a
pleasing—hurting pattern. Sometimes they do things to please people and
then, without warning, they lash out. Clarify the specific things these
people do to encourage or drain you.

Clarifying how to raise
your level of self-confidence

How can you continue to raise your confidence and also encourage other
people? Below are some suggestions you may wish to consider.

You may want to spend more time with the people who give you energy.
If possible, work with colleagues you find stimulating. People often find
that, as they get older, they spend more time with personal and
professional soul mates.

Do more of the things you love. You may enjoy listening to music, skiing,
visiting the theatre or doing other things. Pursuing these activities will put
more energy into your pot.

Spend less time - or no time - with the people who drain energy. Radical
changes are difficult to make overnight but, unless the holes are filled,
encouragement will simply flow out of the bottom. Energy is life. You
need pure energy, rather than poisonous energy.

Faced by a person who is difficult, one approach is to make positive
suggestions regarding how you would like them to behave in the future.
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You can also describe the benefits — both for themselves and others - of
them behaving in that way.

Don't expect the person to respond immediately, but don’t argue or fall
into the blame game. What if the person refuses to respond? Make the
decision whether you want to continue to see them.

Being an encourager and a
pot filler for other people

You can do your best to encourage people. Keep giving but don’t become
a victim. Do not stay around to have your pot drilled by people who
choose to be miserable or who are observer critics. When in doubt, ask
yourself:

"Does this activity give me positive energy?”
If not, switch to spending time with the people and doing things that

provide stimulation. You are then more likely to be a pot filler for other
people.
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The Positive Energy Approach

Positive Energy

Personal Life Professional Life
The things that give me The things that give me
positive energy in positive energy in
my personal life are: my professional life are:
% b3
% x
'3 b3

Energy is life. So what gives you positive energy? How can you do more
of these things in the future? Doing these can help to recharge your
batteries. They can also give you more strength to give to other people.
Let’s explore this approach.

You Can Do The Things
That Give You Positive Energy

What are the things that give you positive energy? Here are some
answers that people give when exploring these themes.

Personal Life

The specific things that give me
positive energy in my personal life are:
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Being with our children ... Writing ... Looking after our garden ... Listening

to the sound of falling water ... Singing in the choir ... Taking walks by

myself ... Spending time with my partner ... Being with positive people ...

Feeling I have a sense of purpose ... Following my principles.
Professional Life

The specific things that give me
positive energy in my professional life are:

Encouraging people ... Caring for animals ... Designing things ... Playing to
my strengths ... Doing stimulating projects ... Working with certain kinds
of customers ... Being a trusted advisor ... Building successful prototypes
... Leading pioneering teams ... Helping people to achieve success.

This is an exercise that I used on workshops for individuals and groups.
Each person wrote their lists on flip charts. They then formed pairs and
shared what they had written. This set a positive tone for the sessions.

The exercise provided valuable information about the kinds of work that
individuals found satisfying. Sometimes we were able to translate these
into doing work that helped their colleagues or clients to achieve success.

Later we will look at an exercise regarding how you can do more of the
things that give you positive energy. Before then, it can also be useful to
explore the following theme.

You Can Encourage Other People To Do
Things That Give Them Positive Energy

If appropriate, you can use this approach in your personal or professional
life. You can use it with individuals, teams and even with organisations.

One approach is to encourage individuals to do things that give them
positive energy. This could be your child, partner, friend, work colleague
or another person. Again, only use it if you feel it may be appropriate.
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Some people use the approach in their professional life. They may be
working as a counsellor, teacher, therapist, coach, mentor, trusted
advisor or in another professional role. They may be helping either:

A young person who has difficulty at school ... A person who feels
depressed ... A person who wants to regain a sense of purpose.

A person who wants to build on their strengths ... A person who wants to
do satisfying work ... A person who want to make a positive contribution
during their time on the planet.

A team that wants to build on its strengths, do superb work and help its
stakeholders to achieve success ... An organisation that wants to build
successful prototypes that help to shape a positive future.

This approach may seem simple but it often works. It helps people to feel
more alive and improve their wellbeing. It can also help them to maintain
a positive attitude, do positive work and get positive results.

Let’s return to your own life and work. If you wish, try tackling the
exercise on this theme. This invites you to do the following things.

First, to describe the things that give you positive energy in your personal
and professional life. Second, to describe how you can do more of these

things in the future. Third, to describe the benefits of doing these things.

Here is the exercise. It invites you to complete the following sentences.
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The Positive
Energy Approach

Personal Life

The specific things that give me
positive energy in my personal life are:
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Professional Life

The specific things that give me
positive energy in my professional life are:

Positive Energy In The Future

The specific things I can do to do the things
that give me positive energy in the future are:

The specific benéefits of doing these things may be:
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The What You Focus On
You Become Approach

What You Focus On You Become

You can choose to focus on the following things.

Positive
Things

Positive
Things

Positive
Things

Positive
Things

Positive
Things

Possible Negative
Solutions Things

What we focus on we may become. If we focus on positive things, we
may become more positive. If we focus on negative things, we may
become more negative. This can affect both ourselves and other people.

Imagine you want to follow this principle in your own way. One approach
is to start by focusing on the positive things in life. You may aim to
develop a sense of gratitude, study success or do things that lift your
spirit.

If appropriate, you can also encourage other people to focus on what
gives them positive energy. This can sometimes help people to feel alive
and creative. It can also help them to shape their future lives.
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Another approach is to focus on possible solutions to challenges. You may
do this by exploring the potential ways forwards and then, if appropriate,
taking steps to achieve success.

Some people focus on negative things without exploring solutions. They
may then become paralysed by taking poison into their system. This does
not help anyone.

People should not ignore reality, of course, but it helps if they also study
solutions. Let’s explore how you can focus on what you want to become.

Positive Things

What are the positive things you focus on now? You may focus on
encouraging your loved ones, appreciating your assets and doing things
that give you energy.

Looking ahead, what are the positive things you want to focus on the
future? You may want to appreciate life, play inspiring music, pass on
knowledge, help others to succeed or do other things that lift your spirits.

What will be the benefits of taking these steps? What are you more likely
to feel? What may be the feelings that your transmit to other people?
What are you more likely to become?

Possible Solutions

How do you use your energy to find possible solutions to challenges?
What are some of the challenges you may face? How do you buy time to
reflect, explore the potential options and then take steps to tackle these
issues successfully?

Do you spend time learning about how other people find solutions in
various fields? You may do this when exploring the topics you find
interesting.

You may be interested in wellbeing, education, personal development,
sport, business, conflict resolution, climate change or other activities.



68

What do you do to explore how people find solutions to challenges in
these areas?

Looking ahead, what do you want to do to focus on possible solutions in
the future? What will be the benefits of taking these approach - both for
yourself and for other people?

Negative Things

What are some of the negative things you focus on now? How does this
affect you? What do you do to try to manage some of the feelings that
you may experience?

Some societies assail their people with negative messages. The media
reports bad news, whilst the powers-that-be spend their time arguing.

Even the most caring people can become disillusioned. Unfortunately this
can also affect people around them. One person expressed this in the
following way.

"Ten years ago I changed dramatically. Being a parent, I wanted my
children to grow up happily. But then one day I got a shock.

"My son asked me: 'Is the world going to end?’

"My answer was, 'Of course not,” but I wanted to know why he asked the
question.

"He had been looking at my doom and gloom environmental magazines.
This was also embodied in the mood of despair I sometimes expressed
when friends came round for dinner.

“"Suddenly I took notice. I wanted to build a happier world, but I was
poisoning my own home.

"Now I take magazines that show practical ways we can improve the
world, rather than those that fill people with despair.
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"It was a tough lesson.”

Looking ahead, how do you want to deal with some of the potential
negative things you notice? Different people do this in different ways.
Here are some possibilities you may want to consider.

You can, when appropriate, avoid exposing yourself to negative things.
There is little point listening to complainers who do not want to talk about
solutions.

Much of the news media is still addicted to the old notion that ‘if it bleeds
it leads’. Some outlets now specialise in solutions journalism. This goes
beyond describing the problem and provides solutions that have achieved
success.

You may also want to learn how to manage triggers that lead to you
feeling depressed or behaving in ways that depresses others. It can be
important:

To recognise that the potential triggers that could lead to you going into
negative spiral;

To avoid exposing yourself to such triggers;

To learn how to manage the triggers if, despite your best efforts, they do
happen.

Let's return to your own life. Imagine that you want to continue to have a
positive focus. How can you focus on the positive things and possible
solutions? What may be the benefits of taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The What You Focus On
You Become Approach

Positive Things. The specific things I
can do to focus on positive things are:

Possible Solutions. The specific things I
can do to focus on possible solutions are:

Positive Benefits The specific benefits
of taking these steps may be:
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The Will Power And
Way Power Approach

Will Power And Way Power

Will Power

This is the extent to which people
have the will to shape their future.

Way Power

This is the extent to which people
see a way to shape their future.

There are many ways to encourage people. One approach is to help them
to increase their way power. This involves adding to their repertoire of
options for reaching their goals.

Rick Snyder described this approach in his book The Psychology Of Hope.
Here is one of the key messages he gave in the book.

People feel more able to shape their futures when they score highly on
both will power and way power.

Let's explore what which means in practice. Imagine that a person is

facing a difficult challenge. They will have a strong sense of hope if, for
example:
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They score 8+/10 in terms of their will to solve the challenge;
They score 8+/10 in terms of seeing a way to solve the challenge.

The person will then feel confident about how to achieve their picture of
success. This is because they score highly on both will power and way
power.

This model also explains why a normally positive person can be confused
if they feel depressed when facing a particular challenge. Their will power
to solve the problem is 94+/10 but their present ability to see a way to
solve it is perhaps 3/10.

Once the person sees a way to solve the problem, however, the cloud
evaporates. Their way power goes up to 8+/10. Their sense of hope
returns and they feel reinvigorated to tackle the challenge. Here are some
of the key messages in The Psychology Of Hope.
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Helping People To
Increase Their Way Power

Many people use this approach to encourage, educate and enable people
in their daily lives and work. They pass on knowledge that helps others to
increase their way power.

Good educators, for example, believe that education is the ultimate
democratic activity. It offers people more choices — and therefore more
freedom - to shape their future lives.

We are often told that: "“Where there’s a will, there’s a way.”

But this phrase can be turned around to say: “"Where there’s a way,
there’s a will.”

If a person sees a way forward, they are more likely to develop the will to
make it happen.

Let’s return to your own life and work. Imagine that person has asked for
your help in reaching a goal. The person has the will to succeed. But they
may need to add to their repertoire of options for working towards the
goal.

What may be the situation where the person may ask for help? What may
be the person’s goal? What may be the real results they want to achieve?
What may be their picture of success?

What may be the person’s options for tackling the challenge? What may
be the pluses and minuses of each option? What may be the other
potential creative solutions?

Looking back, when has the person tackled a similar challenge
successfully? What did they do right then? What were the principles they
followed? How did they translate these into action?
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When have other people tackled similar challenges successfully? What
were the principles they followed? How can the person follow some of
these principles in their own way?

What can you to increase the person’s way power? What are the positive
models and practical tools you can pass on that may help them to tackle
the challenge? How can you share this knowledge in a way the person can
receive and use?

Let’s move on to the person’s action plan. What are the key strategies
they can follow to give themselves the greatest chance of success? How
can they translate these into action? What else can they do to increase
the likelihood of achieving success?

If you wish, try tackling the exercise on this theme. This invites you to
describe a situation where you may be able to increase a person’s way
power. It invites you to complete the following sentences.
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Way Power
In The Future

The specific situation where a person may
ask for help in reaching a goal may be:

The specific things I can do to help them
to increase their way power - their
options - for reaching the goal are:

The specific things that may happen as
a result of taking these steps may be:
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The Adding To A Person’s
Repertoire Approach

Adding To A Person’s Repertoire

This approach start by clarifying the results a person wants to
achieve. It then involves helping them to build on their
resources, add to their repertoire and achieve the desired results.

Resources

Repertoire

There are many ways to help people to develop. One approach is to build
on their resources and help them to add to their repertoires for achieving
the desired results.

This approach can be more effective then telling a person they have to
change. It is an adding approach rather than a subtracting approach.
Let’s explore how it can work in action.

Results

Imagine that a person has asked you to help them to develop. The first
step will be to create a positive environment in which they feel able to
explore.
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You can then invite the person to describe the specific activities in which
they would like to develop. They may say, for example, that they would
like to be better at being able:

To focus on their priorities ... To stay calm in certain situations ... To build
on their strengths ... To lead a team ... To improve their skills in a certain
activity ... To do satisfying work that also earns a good salary ... Or other
topics.

Imagine the person has describe several activities in which they want to
develop. The next step is to invite them to choose which of these they
would like to focus on first. You can then invite them:

To clarify a specific situation where they want to do this activity - this
could be a personal or professional situation;

To clarify the real results they want to achieve in the specific situation;
To clarify the benefits of achieving these results in the specific situation.

Imagine that the person is clear on the results they want to a specific
situation. You can then move on to the next step.

Resources

This step involves focusing on the resources a person already has that
they use to achieve their goals. One approach is to explore the following
themes.

What are the person’s strengths? What is their successful style of
working? What are their assets? What are the personal and professional
resources they have? How can they use these to help them to achieve
their goals?

Imagine that you have explored these themes with the person. You have
helped them: a) to clarify their resources; b) to clarify how they can use
some of these to work towards achieving the desired results.
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The person can build on their resources but there may be skills they can
add that will help them achieve success. This leads to the next theme.

Repertoire

This step involves focusing on what the person can add to their repertoire
to achieve their goals. For example, you may be able to offer them
certain strategies, skills and practical tools. The key is to position these in
a way the person can accept and use.

Let’s look at one example of translating this approach into action. A newly
arrived football coach was about to run his first session with the players
at Manchester United. One session was with the young and often brilliant
Cristiano Ronaldo. The coach asked himself:

"How do you help Ronaldo to develop? There are parts of his game he can
improve, but how to encourage him to be open and listen?”

Bearing this in mind, he prepared what he would say on their first
meeting. This was long the following lines.

“Cristiano, as we know, you
are doing many things
brilliantly.

"We can focus on how you
can keep building on these
SkKills.

“If you are interested, I can
also share some ideas you
may want to add to your
game.

"These could add to your
repertoire of skills. Let me
know if you are interested.”
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The approach worked. Ronaldo said he wanted to add to his skills and be
even more successful.

Imagine that you are helping a person to work towards achieving their
goals. How can help them to add to their repertoire? How can you
position what you offer in a way the person can accept and use?

There are many ways to add to a person’s repertoire. One approach is to
watch them in action or see an example of their work. It is to then ask
yourself some of the questions described below.

Adding To A Person’s Repertoire

One approach is to watch the person in action or see an example
of their work. It is then to explore the following questions.

What are the person’s goals? What are the real results they
want to achieve? What is their picture of success?

What are the specific things they are doing well? How can
they keep following these principles in the future? What are
the specific things they can do better and how?

What are the skills, models and practical tools that I can
@ pass on to help them to achieve their goals? How can I share
this knowledge in a way they can receive?

You can aim to pass on the knowledge in a way they can receive. Before
doing so, however, it can be important to ask the person:

“Is it okay for me to share some ideas you may be able to use to achieve
your goals?”
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The person will say ‘Yes,’ but it can be good to get their psychological
permission. You can then pass on the knowledge in a way that resonates
with them. How to tell if this is happening?

One approach is to watch their body language to see which ideas may
resonate. Alternatively, and particularly with people who are introvert,
you may simply want to create a break and ask the person:

"Looking at these ideas, are there any that resonate with you? If so, we
can explore these in more depth.”

Imagine the person has focused on how they can build on their resources
to achieve their aims. They may also have taken on board some of the
ideas you have shared. It is then time to move on to the next step.

Results

Bearing in mind the results the person wants to achieve, they can make
an action plan they believe in. If appropriate, however, you can invite
them to focus on the following themes.

"What are the key strategies you can follow to give yourself the greatest
chance of success? How can you translate these into action? How can you
get some quick successes?

"How can you follow good habits? How can you manage any challenges?
How can you build on what is working? How can you tackle areas for
improvement? How can you do everything possible to reach your goals?”

The person can then move into action. If appropriate, you can continue to
help them on the journey. You can keep helping them to add to their
repertoire on the way towards achieving the desired results.

Looking ahead, can you think of a situation where you may want to follow
elements of the adding to people’s repertoire approach? If you wish, try
tackling the exercise on this theme. This invites you to complete the
following sentences.
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The Adding To People’s
Repertoires Approach

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do to follow
this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Positive Approach
To Encouraging People

There are many ways to encourage people. This book explores how to
build on the positive aspects of people, teams and organisations. It
explores how to find practical solutions to challenges.

Most people have a positive self and a not-so positive self. When
appropriate, the aim is to help them to build on the former and manage
the latter.

Good encouragers are positive but realistic. They help people to build on
their successful patterns and manage the consequences of any
unsuccessful patterns. They then help them to achieve their picture of
success.

Such encouragers often begin by focusing on people’s possibilities. This
calls for having positive eyes rather than negative eyes. One mentor
expressed this in the following way.

“When looking at a person, it is important to focus on their positive spirit.
It is to see when they come alive and generate positive energy.

"This may sound vague but it is something you can see if you look for it
carefully. You can then help them to build on this spirit, do satisfying
work and achieve success.”

One approach is to build on their successful style of working. When have
they done satisfying projects in the past? What made these satisfying?
What were the principles they followed? How can they follow these
principles in the future?

Here is an introduction to the themes it can be useful to explore when
working with individuals, teams or organisations. We will be returning to
many of these throughout the book.
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The Positive Approach

There are many ways to encourage people. This approach
involves focusing on the positive aspects of a person, team
or organisation.

It involves watching people in action or seeing an example
of their work. It is then to focus on their strengths and the
strategies they can follow to achieve success.

Strengths

What is the person’s positive spirit? When do they come alive?
What are the principles they are following then? What gives them
positive energy? How can they do more of these things?

What are the deeply satisfying activities in which they deliver As
rather than Bs or Cs? When are they in their element - at ease and
yet able to excel? When do they flow, focus and finish?

When do they see the destination quickly? When do they go 'A, B
... and then leap to ... Z’? What are the activities where they see
patterns quickly? When do they make complicated things simple?

What are the specific activities where they enjoy the journey as
well as reaching the goal? When do they have a sense of purpose,
follow certain principles and achieve their picture of success?
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Strategies

What is their positive history? When have they done superb work
or overcome challenges in the past? What did they do right then?
How can they follow these principles in the future?

What is their successful style of working? When have they done
satisfying projects? What made these satisfying? How can they
follow these principles in the future?

What are the vocational themes they pursue? Do they translate
these into doing good work as encouragers, designers, builders,
problem solvers, orchestrators or another role? How can they
follow this vocation, find the right vehicle and do valuable work?

When has the team or organisation performed brilliantly? What did
they do right then? How can they follow these principles to perform
brilliantly in the future?

Success

What are their aims? What do they want to do in their life or work?
What are their possibilities? What do they have the potential to
achieve? How can I help them to clarify their picture of success?

How can they build on their strengths and follow their successful
strategies when working towards achieving their goals? What can
they add to their repertoire to increase the chances of success?

How can they do superb work? How can they get some early
successes? How can they anticipate and manage potential
challenges? How can I help them on the journey?

How can they keep doing the basics and then add the brilliance?
How can they keep improving? How can they do everything
possible to achieve their picture of success?
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Some Approaches For Helping
People To Achieve Success

This section provides an introduction to some approaches to helping
people. We will explore these and many others in greater depth later in
the book. One key point, however, worth underlining.

Whatever approach they take, encouraging educators, therapists, leaders
show individuals that they are important. They then help them to shape
their futures and achieve their picture of success.

Some Approaches For Helping
People To Achieve Success

These include the following:

The Supportive Approach
® The Strengths Approach

The Strategic Approach

The Solutions Approach

o The Sharing Knowledge Approach
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The Supportive Approach

The Supportive Approach

This is one of the most basic but effective ways of helping people.
The aims are to provide them with support, focus on their specific
goals and help them to achieve success.

Specific
Support ‘ Goals

‘ Success

This is one of the most basic models for helping people but it can also be
one of the most effective. This involves taking following steps when
working with a person or a group of people. The aims are:

To provide people with support ... To focus on people’s specific goals ... To
help people to achieve success.

Imagine you want to follow this approach to help a person or a group of
people. If appropriate, you can focus on the following steps.

You can provide
people with support

Different people provide others with support in different ways. Sometimes
this involves providing them with the basic materials for life. These
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include food, safety, shelter and encouragement. It is also to offer them
practical tools they can use to be healthy, hopeful and happy.

The supportive approach is taken by many caring people in their daily life
and work. They may then do practical things to help people climb the
hierarchy of needs that were described by Abraham Maslow.

Abraham Maslow’s Hierarchy Of Needs

The need for fulfilment

Self- and a sense of peace.
Actualisation

The need for respect,
Esteem recognition and success.

The need for love and
a sense of belonging.

Love & Belonging

The need for safety,
Safety security and shelter.

) ) The need for oxygen,
Physiological food, water and rest.

People have an ascending set of needs, said Maslow. Once they are
satisfied on one level, they are more likely to move onto the next level.
These drives start with the physiological needs and climb towards self-
actualisation.

People are more likely to fulfil their potential in environments that enable
them to fulfil their needs, said Maslow. Many people have since expanded
on his theory and translated it into action.

People in the caring professions often follow this approach. They provide
an encouraging environment in which people can feel safe. They also
encourage people: a) to support themselves; b) to support other people.
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The supportive approach can be used over the long-term but sometimes
there is also the need for immediate action. This can be the case when
helping people who are in deep distress.

Such people may be fleeing persecution, be in pain or be suffering in
other ways. It can then be important to ask the question:

“What are your top priorities right now?”

Imagine that you want to follow elements of this approach when helping a
person or a group of people. You can then do your best to provide the
support they need. This can sometimes lead to the next step.

You can clarify
people’s specific goals

This involves focusing on people’s short, medium or long-term goals.
These can differ depending on what is happening their lives. A person
may say, for example:

I want ...

To feel more in control of my life ... To feel happier ... To encourage my
children ... To manage my anger ... To do satisfying work ... To deal with
my micromanaging boss ... To turnaround a failing team ... To lead the
company through challenging times.

You will have your own approach to helping a person to clarify their
specific goal. If appropriate, you may also begin to explore the strategies
they can follow to achieve their aims. Bearing this in mind, it can be
useful to explore some of the following themes.

What is the person’s goal? What are the real results they want to
achieve? What is their picture of success? What will be the benefits of
achieving the goal?
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What are the things they can control in the situation? What are the things
they can’t control? How can they build on what they can control and
manage what they can’t?

What are the key strategies they can follow to give themselves the
greatest chance of success? How can they follow these strategies in their
own way? How can they get some quick successes?

Imagine that you have helped a person to clarify their specific goal. You
may also have begun to clarify some of the strategies they can follow to
achieve their aims. It will then be time to move on to the next step.

You can help people
to achieve success

There are many ways to help people to reach their goals. Depending on
what they person wants to achieve, one approach is to pursue the
following guidelines

You can help the person
to set achievable goals

Bearing in mind what they can control, you can help them to work
towards goals that they have a good chance of achieving. You can also
encourage them to get some early successes.

You can help the person to
follow strategies that work

One approach is to revisit the person’s positive history. When have they
tackled similar challenges successfully in the past. What did they do right
then? How can they follow similar principles — plus maybe add other skills
- to tackle the present challenge successfully?

Another approach is to learn from other people who have tackled similar
challenges successfully. What did those people do right? How can the
person follow some of these principles in their own way?
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The key is to focus on what works. It is then to help the person to follow
the strategies that will give them the greatest chance of success. They
must, of course, follow these in their own way.

You can help the person to
follow a structure that works

People like to follow a structure towards achieving their specific goal. A
person who wants to feel happy rather than depressed, for example, may
need to follow positive habits.

These can include getting up at the same time each day, eating healthy
food, exercising, listening to their favourite music, getting an early
success and doing satisfying work. They can also do things that give them
positive energy and spend time with positive people.

One key point to bear in mind: It is important for a person to create their
own structure. They are then more likely to follow this discipline rather
than trying to follow one that is imposed on them.

Caring professionals encourage individuals to follow positive habits. They
help them to follow a daily structure that encourages both themselves
and other people.

You can help the
person to achieve success

You can encourage the person to do their best to achieve their goals and
achieve success. This can help to build confidence. Some therapists, for
example, also invite individuals to keep a Success Diary. They invite them
to write down:

The specific successes they have had that day;

The specific things they did right to create the successes;

The specific things they can do to follow these principles — plus the things
they can improve - to get successes the next day.
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This is an approach that I have seen work with people in many walks of
life. The aim is to help people: a) to build on their positive habits; b) to,
when appropriate, focus on what they can improve. They can then do
their best to achieve their picture of success.

There are many ways to help people. One approach is to follow the
support, specific goals and success approach. This is an approach that we
will be expanding up throughout the book.

Let’s look at another model for helping people take charge of shaping
their futures.
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The Strengths Approach

The Strengths Approach

There are many ways to help people. This is an approach that
can be used with individuals, teams and organisations.

The approach starts by clarifying their picture of success. It
then offers practical tools that they can use to build on their
strengths, follow strategies that work and achieve success.

Strategies
Strengths ‘ That Work

5

There are many ways to help people to achieve their goals. The strengths
approach is one that can be used to help individuals, teams and
organisations to achieve their picture of success.

The approach starts by clarifying the real results people want to achieve.
It then involves helping them to build on their strengths, follow strategies
that work and do their best to achieve success.

Imagine that you want to follow elements of this approach. The following
section looks at how you can use it to help a person to achieve their
goals. You can also adapt this approach when helping teams or
organisations to achieve their aims
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Clarifying The Picture Of Success

Imagine that you are running a session with a person who has asked for
your help. The first step is to create an encouraging environment in which
they feel welcome and at ease.

You can then invite them to describe the specific topics they would like to
explore. Some people may aim to regain a sense of control, overcome
setbacks and refocus on their life goals. Some may aim to encourage
other people.

Some may aim to find creative solutions to challenges. Some may aim to
do satisfying work that pays a salary. Some may aim to achieve peak
performance. Some may aim to leave a positive legacy.

Bearing in mind what the person wants to explore, explain what you can
and can’t offer. You can then make clear contracts about the topics to
cover in the session.

Moving on to the first topic the person wants to explore, you can clarify
what the person wants to achieve. Bearing in mind what the person can
control in the situation, one approach is to explore the following themes.

What are the real results they want to achieve? What is their picture of
success? What will be the benefits of achieving their goals? What will be
happening that will show they have achieve their picture of success?
Imagine that you have explored this step. Before moving forwards, it can
be useful to check that you are clear on what the person wants to

achieve. You may want to say something along the following lines.

As far as I understand, the real results
you want to achieve in this situation are:

To ...

To ...
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To ...
Is that right?

Sometimes you may immediately help a person to focus on finding
solutions to a challenge or taking steps to reach a goal. You may also be
able to offer some practical tools they can use to get some early
successes.

On other occasions it can be useful to go through the following stages.
You can help the person:

To build on their strengths ... To follow strategies that work ... To achieve
their picture of success.

Let’s explore how you can go focus on these themes. You will, of course,
do this in your own way.

Strengths

Every person has strengths. Bearing this in mind, you can clarify how the
person can use these to achieve their goal. Here are some themes it can
be useful to explore.

What are the person’s strengths? When do they deliver As rather than Bs
or Cs? What are the things that give them positive energy? When are they
in their element - at ease and able to excel? When do they flow, focus
and finish?

When do they see the destination quickly? When do they go A, B ... and
then leap to Z? Where do they have the ability to recognise patterns?
Where do they have good radar and seem to know what will happen
before it happens?

When do they make complicated things simple? What are the specific
activities where they enjoy the journey as well as reaching the goal?

When do they have a sense of purpose, follow certain principles and

achieve their picture of success?
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Imagine you have clarified some of the person’s strengths. It is then time
to move on to the next stage.

Strategies That Work

The next step to help the person to follow strategies that work. This can
involve helping them to learn from both their own and other people’s
successes.

Every person has a positive history. They have overcome challenges and
worked to achieve specific goals. Bearing in mind what the person wants
to achieve, you may want to explore the following themes.

Looking back, when has the person tackled a similar challenge
successfully? What did they do right then? What were the principles they
followed? How can they follow some of these principles in the future?

When have other people tackled similar challenges successfully? What did
they do right then? What were the principles they followed? How can the
person follow some of these principles in their own way?

Every person may also benefit by adding certain skills to their repertoire.
Bearing this in mind, you may want to explore some of the following
themes.

What is the person’s goal? What are the strategies that work in these
situations? Are there any other positive models and practical tools that
can help them to achieve their goals? How can I pass on this knowledge
in a way they can use?

Bearing these things in mind, what are the key strategies they can follow
to give themselves the greatest chance of success? How can they
translate these into a clear action plan?

Imagine that you have explored these themes. It can then be time to
move on to the next stage.
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Success

You can help the person to do their best to achieve their picture of
success. If appropriate, look ahead and help the person to translate their
strategies into a clear action plan. Here are some themes it can be useful
to explore with the person.

How can they keep building on their strengths and following their
successful style? How can they follow strategies that work? How can they
get some early successes?

How can they do superb work? How can they encourage themselves on
the journey? How can they anticipate and manage potential challenges?
How can they do their best to achieve the picture of success?

There are many ways to help people to reach their goals. The strengths
approach helps a person to build on their assets and add to their
repertoire. It then enables them to do their best to achieve success.
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The Strategic Approach

The Strategic Approach

Some practitioners take a strategic approach towards helping
people to achieve their goals. They make the person feel
welcome and then use their expertise and knowledge:

To clarify the real results the person wants to achieve -
the picture of success;

To clarify the key strategies the person can follow to give
themselves the greatest chance of achieving success;

® To help the person to follow their chosen strategies and
achieve the picture of success.

Trusted advisors may take this approach. Whilst they may be experts in
their field, but they take time to make their client feel the centre of their
world.

Such people clarify what the person wants to achieve. They then explain
the big picture and the possible options for going forwards. They can also
outline the pluses and minuses of each option.

They are often both caring and clear-headed. They help a person to
consider the possible options for going forwards. When appropriate, they
also pass on their knowledge.

Such professionals respect the person’s right to choose their own ways
forward. When appropriate, however, they will also use their knowledge
to help the person to achieve their picture of success. This is an approach
we will explore in greater depth throughout the book.
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The Solutions Approach

Professionals sometimes help people to get both short and long-term
solutions to challenges. They may do this when working as a nurse,
doctor, counsellor, technical specialist or in another role.

Many approaches they use are based on the Three C model for creative
problem solving. This involves focusing on Clarity, Creativity and Concrete
Results.

Good leaders also focus on finding solutions. During the early part of the
Coronavirus crisis, for example, many took the following steps to help
their people.

Good Leaders

Some leaders focused on finding positive solutions during the
Covid crisis. They aimed:

To care for their people - such as taking care of their
wellbeing and wealth;

To manage the present situation - such as dealing with
any haemorrhaging and pressing challenges for their
colleagues and customers;

To shape a positive future — such as focusing on the
specific things they could do to build a successful future.

Leaders recognised that people want to feel in control. It was therefore
important to offer them practical tools they could use to navigate the
situation. We will be exploring the solutions approach in depth later in the
book.
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The Sharing
Knowledge Approach

The Sharing Knowledge Approach

This often involves:

Gathering
Experience

Passing On Making Sense
Experience Of Experience

This is an approach often used by educators, coaches, trusted advisors
and other professionals. They believe in sharing knowledge that helps
other people to succeed.

Imagine you want to follow this approach in your own way. What is the
knowledge you can pass on? You may have expertise in gardening,
counselling, building houses, managing crises, coding, leading teams, first
aid, solving particular problems or whatever.

Sometimes it can be useful to brainstorm all the topics you may be able
to teach about. You can then settle on, for example, three themes and
describe these in ‘How to ..." terms.

The knowledge I want to pass on to people is:

How to ...
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How to ...
How to ...

How can you share this in a way people can use to achieve their goals?
You may want to do this by writing, creating a website, running seminars
or doing another activity.

Good coaches, for example, sometimes pass on knowledge after watching
a person in action or seeing an example of their work. They aim to do this
in a positive way. Here is an overview of this approach.

Sharing Knowledge

This sometimes involves watching a person in action or seeing a
piece of their work. It then involves exploring the following themes.

What is the person doing? What are the real results they
want to achieve? What is their picture of success? What will
be happening that will show they have achieved their goals?

What is the person doing right that will help them to
achieve their goals? How can they do more of these things
in the future? What can they do better and how?

What are the key messages I want to give the person?

® What are the positive models and practical tools I can share
that can help them? How can I pass on this knowledge in a
way the person can use to achieve their goals?

You will, of course, pass on knowledge in your own way. The aim may be
to offer positive models and practical tools that people can use to achieve
their goals.
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The Successful Style Approach

Successful Style

There are many ways to help a person to build on their
strengths. This approach explores how they translate their
strengths into action. It enables them:

To find their successful style;
To follow their successful style;

To focus on how they can
® .
develop their successful style.

This approach goes beyond helping a person to find their strengths. It
focuses on their successful style for translating their strengths into action.
They can then be helped to build on these to shape a positive future.

Imagine that a person has asked for your help in shaping their future.
One approach is to work through the following steps.

You can help a person to
find their successful style

Everybody has a positive history. They have performed great work,
tackled challenges and overcome crises. They also have a successful style
of working. Clarifying this style is often the clue to their real strengths.

You can invite them to do the exercise called My Successful Style. Here is
one way you may wish to introduce this to the person.
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My Successful Style

Looking back on your life, describe what for you have been two satisfying
projects. Here we are using the term project in the broadest sense.

You may have got great satisfaction from designing a website, launching
a product, organising a charity fun run, leading a team, helping somebody
to master a skill or whatever.

Exploring each project in turn, describe the specific things that made each
one satisfying.

The person may describe when they studied for a degree, wrote a book,
gave a keynote speech, revitalised a team or whatever. Sometimes the
person may describe projects they have done in their personal life. This
can also be okay.

Here are the exercises on this theme. You can encourage them to
complete the following sentences.

My Successful Style
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*

When I

The first satisfying project was:

The things that made it satisfying were:

*

When I

The second satisfying project was:

The things that made it satisfying were:
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Imagine that the person has described their satisfying projects. When
appropriate, you can move on to the next stage.

You can clarify the principles
the person followed to
pursue their successful style

The next step is to clarify the principles and practical steps they took to
achieve success. How to uncover this information? One approach is to
explore each project in detail. You may want to ask some of the following
questions.

Let’s start with your motivation. How did the project come about? Did you
set the goal yourself or did somebody else offer you the opportunity?

Was it something you felt passionately about or something that matched
your values? What was the trigger that made you really want to do the
project?

Let’s move on to the actual goal. How early did you clarify the 'What' -
the picture of success? Did it come straight away or later? If other people
were involved, how much input did you have in setting the goal? What
were the real results you wanted to achieve?

How did you settle on the ‘How’ — the key strategies for achieving
success? Did you have freedom, within parameters, regarding how you
achieved the goal? How did you map out the journey towards achieving
the goal?

Let’s move on to how you performed the work. Did you mainly work by
yourself? Or did you work with other people? If you worked with others,
what were the characteristics of these people?

Did you work for a manager? If so, what were the qualities the manager
demonstrated? What went well when working with the colleagues or the
manager?
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Looking at the work, how did you organise your time? Did you follow a
certain daily rhythm? What did you actually do to perform superb work?
Did you get some early successes?

How did you check what was working and what could be improved? How
did you get support? How did you encourage yourself on the journey?
How did you find creative solutions to challenges? How did you keep your
manager informed?

Let’s move on to the actual result. How did you keep working hard to
reach the goal? Was there a specific deliverable you had to achieve? Was
there a deadline or some element of performance? How did you know
when you had achieved the picture of success?

What was the satisfaction you got from reaching the goal? Looking at the
project, what were the most fulfilling things? What did you do well on the
project? What could you do better in the future if you were to tackle this
kind of project again? Are there any other things you would like to say
about the project?

You can go through each project
in turn and then explore the
following themes with the person

Looking back on each of these examples, can you see any recurring
patterns? Bearing these in mind, describe what you believe to be the
principles you follow when pursuing your preferred way of working?

You may, of course, have several different successful styles. For example,
one when working alone; another when working with other people. If
appropriate, we can explore each approach.

This kind of exercise takes some time but it is often worthwhile. You may
also need to help the person to clarify the specific things that made the
projects satisfying.

Imagine that you explored these themes. You can then invite the person
to complete the following exercise.
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My Successful Style

Looking at the patterns that have emerged, I believe
my successful style — my preferred way of working - is:

* To.
* To.
* To.
* To.
* To.

Different people will describe different principles they like to follow when
doing satisfying work. One person explained their approach in the
following way.

"My pattern is clear. I love building prototypes, but several characteristics
stand out. First, I must believe the project will improve people’s lives.
Second, I want to have lots of input into clarifying the ‘What’ - the goal to
achieve.

"Third, I like to have lots of autonomy. Fourth, I prefer to be aiming for a
specific deadline. Finally, I love to see the prototype having a positive
impact on people’s lives.”

Each person will have their own approach to doing satisfying work. When
appropriate, you can move on to the next stage.
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You can help a person to
follow their successful style

Imagine that you have helped the person to find the principles they like to
follow when pursuing their successful style of working. You can then help
them to follow this style in the future.

Why take this approach? People develop, they seldom change. A person’s
successful style seems to get more pronounced as they get older. Let’s
look at one example.

Alison, a chief executive, is somebody who expresses a recurring theme
in her life. Looking at the work she finds most satisfying:

She loves to create stimulating environments in which people can achieve
peak performance.

That sounds a common theme but different people will use their strengths
to translate this into action in different ways. Alison expresses her
successful style by doing certain kinds of projects.

During her life she has run arts festivals, led marketing campaigns and
built great teams. She is a superb orchestrator. This often involves her
taking the following steps.

She finds something she feels passionately
about and sets a stimulating goal

Alison’s projects must score at least 8/10 on the passion rating. She also
likes to do activities which have a clear deadline and a stimulating goal.

She does a reality check
before embarking on the project

Alison does her due diligence to check if it is possible to achieve the goal.
She has a set of trusted people with whom she bounces ideas about the
project. Sometimes this can result in her actually creating a bigger goal.
Alternatively, she might say ‘No,’ to the project.
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She takes time to plan and make a clear
road map towards achieving the goal

Alison make an initial project plan, complete with milestones, plus
ensures she will get the resources required to achieve the goal. Alison
then double-checks that the project is stretching and stimulating. If so,
she commits to reaching the goal.

She gathers talented people who
want to embark on the adventure

Alison often draws on her network to recruit people who want to
contribute. Sometimes she also builds on the positive people already in
the organisation. She gives these a sense of ownership and makes clear
contracts about their contributions towards achieving the goal.

She creates an environment that encourages people to
do fine work that contributes towards achieving the goal

Alison provides a stimulating atmosphere with lots of inspiration and
encouragement. If she inherits an existing team, she gives any reluctant
people several chances but then draws a line. People leave if they don't
deliver the required professional standards.

She encourages people to stay on
track and do exceptional work

Alison is good at reminding people of the goal, updating them on progress
and encouraging them to raise their game. She encourages people to
keep focusing on the issues that are in the Green, Amber and Red Zones
and the actions they need to take.

She delivers the goods and achieves the goal

Alison’s projects often have a sense of performance - something brilliant
that must be delivered by a certain deadline. Whilst calm on the surface,
she is adrenaline-driven. The difference between her and some others is
that she is happy for her people to get the glory.
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Alison’s follows this path when pursuing her vocation. As mentioned
earlier, the red thread in many of her projects is:

To create stimulating environments in which people can achieve peak
performance.

Whilst she sometimes loves doing creative work alone - such as
photography - she gets a greater kick from enabling people to produce
something special. She continues to follow this theme in her work.

Imagine you have helped the person to clarify their successful style. How
to help them to follow this in the future? One approach is to start by
inviting them to brainstorm ideas on the following theme. We will then
focus on one particular approach they may want to take.

My Successful Style - Following It In The Future

The things I can do to follow
these principles in the future are:

* To.
* To.
* To.
* To.
* To.

Imagine that the person has generated some ideas regarding how they
can follow their successful style. They may, for example, have explored
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how to do this in their present role, moving another role of starting their
own business.

If appropriate, however, you may want to help them to explore another
option. Let’s focus on this approach.

You can explore how the person may be
able to follow their successful style by
finding or creating their perfect project

Perfect Project

The person can focus on what for them would be the
most stimulating kind of project, people and place.

Project ‘ People

We are all freelancers now. There are no jobs for life but there are many
potential projects. You can explore how the person may do satisfying
work by pursuing this path. If appropriate, you may say something along
the following lines.

Let’s explore how you can express your successful style in the future. One
way to do this is by finding or creating stimulating projects. We can do
this by focusing on the following themes.
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Project

What would be the kind of project you would find stimulating? Are there
any potential projects in the pipeline that might fit your pattern? If so,
what are these projects?

If not, would it be possible to mould another project to fit your style
whilst, at the same time, satisfying the key stakeholders? If there are
none on the horizon, how could you find or create such a project?

People

Who are the kinds of people you find stimulating? What are the
characteristics of your ideal manager or colleagues? How can you find
such characters or build a team of such people?

Place

What is the kind of place - culture or environment - you find stimulating?
What are the characteristics of your preferred culture? What is your
preferred environment?

What is your preferred working style? Do you prefer to spend all week in
the office, on the road or some time working from home? What else would
be important regarding the culture and environment?

Crafting Your Perfect Project — Making It Happen

Bearing in mind what you have written, what would be your perfect
project? What are the specific results you could deliver to a potential
employer or customer by doing this kind of project?

What would be the specific benefits to the employer or customer? How
can you find or create your perfect project? What are the specific things
you can do to make it happen?

Imagine that you have taken some of these steps with the person. If
appropriate, you can invite them to explore the following exercise.
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My Perfect Project

To ...

To ...

To ...

My perfect project would
be one where I am able:
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The specific things I can do to
find or create such a project are:

* To
* To
* To

Imagine that you have helped the person to work through some of these
exercises. You can help them to summarise what they have learned so far
and how they want to translate this into action.

If appropriate, they can then clarify the specific steps they want to take to
follow their successful style in the future. Here is the exercise on this
theme.
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My Successful Style — My Action Plan

The specific things I want to do to follow
my successful style in the future are:

* To
* To
* To

Let's assume that the person has worked through these exercises. They
may well have done enough thinking and planning for the moment. If
appropriate, however, at some point you may want to help them to
explore the following theme.

You can help the person to develop
their successful style in the future

Imagine that the person knows how they want to follow their successful
style in the future. Bearing this is mind, you can help them to explore
how they can aim:

To continue to build on the strengths of their style and manage the
consequences of any weaknesses;

To continue to add to their repertoire of strategies, skills and tools that
they can use to follow their successful style and do superb work;
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To continue to find or create satisfying projects where they help their
employers, customers or other stakeholders to achieve success.

There are many ways to help people to build on their strengths. One
approach is to help them to find and follow their successful style. If you
wish, you can invite the person to do the final exercise on this theme.

My Successful Style

The specific things I can do to continue to
develop my successful style in future are:
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The Positive Models Approach

Positive Models

People like:

To learn from positive models;

To learn from positive ways that work;

® To learn how to follow these themes in
the own ways and get positive results.

People learn from two sorts of positive models. The first are individuals
they learn from in the family, education, work and society. Such models
show positive ways of behaving in our daily lives and work.

The second are positive models - such as philosophies and frameworks -
that help people to make sense of life. Such frameworks also provide
tools that help them to achieve their goals.

Looking back, can you think a positive person or framework that you
learned from in the past? What did you learn from the person or
framework? How did you apply these lessons in your life or work? Let’s
explore these themes.

Learning From People
Who Act As Positive Models

Some individuals learn from people who act as good models. Here are
some ways that people describe what they learned.
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Person A

"I had a teacher who believed in me. They were encouraging but tough.
They explained that, even though I came from a troubled family, it was
up to me to take responsibility for my life.

"They helped me to save me from myself. I learned to stay out of trouble
and now have my own business. I also work as an informal mentor for
young people who come from a similar background.”

Person B

"My sports coach taught me about more than sports. They showed
respect to everybody they met - the cleaners, the players, the opponents,
the umpires and the owners.

"They taught me to be professional and prepare for everything — such as
a meeting, a game or another event. My coach passed on lessons that I
have be able to apply in my career and life.”

Learning From Positive Models
That Make Sense Of Things

Individuals sometimes learn from positive models - philosophies or
frameworks - that help them to understand and navigate life. They may
learn these from teachers, writers, scientists or other people. A person
may say such frameworks help them to learn:

How to make sense of things ... How to manage emotions ... How to
understand certain kinds of people ... How to do satisfying work ... How to
work towards achieving their life goals ... How to develop as a person.

Good educators often create and pass on positive models that can help
people to succeed. Such people often go through the following steps.

They focus on a specific theme that they believe people may want to
pursue to achieve success;
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They study what works in this area and then translate this into positive
models and practical tools that people can use to achieve success;

They then aim to pass on this knowledge in ways that people can use to
achieve their pictures of success.

Passing On Positive Models

There are many ways to help people to develop. One approach is
to create and pass on positive models and practical tools that
people can use to achieve their picture of success.

Positive ‘ Practical ‘ Picture
Models Tools

Of Success

Looking ahead, can you think a situation where you may aim to act as a
positive model or pass on a positive model. How can you do this in your
own way? What may be the benefits?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Positive Models
In The Future

The specific situation in the future
when I may act as a positive model
or pass on a positive model may be:

The specific things I can do then
to act as a positive model or
pass on a positive model are:

The specific benefits of
taking these steps may be:
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The My Ideal Life Approach

My Ideal Life
Would Be:

To ...

To ...

This is an exercise that I used to give people during workshops where
they focused on how to shape their futures. Here are the instructions that
were given to people. You can, of course, adapt this in your own way.

This exercise takes an hour. It focuses on how you can take steps
towards living your ideal life.

Take a big flip chart, lots of coloured pens and find a space where you can
do the exercise. Take around half an hour to do the following things.

Start by brainstorming your ideal life. For example:
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My Ideal Life Would Be:
To ...
To ...
To ...
Describe what your ideal life would look like. This can describe both
personal and professional aspects of your ideal life. Don’t worry about
how you can achieve that at the moment.
When you are ready, do the following things on the flip chart.
Describe your ideal life.

Draw a picture of you in your ideal life.

Then move on to the next stage. Find a partner from the group. Put your
flip chart on the wall and describe your ideal life.

The partner’s role is to listen and, when appropriate, ask questions where
you can give more detail or examples.

After fifteen minutes change role and repeat the process.

Finally, if you wish, describe some of the steps you may want to take
towards living your ideal life.

We will see you all back here in an hour. Over to you.

Many people found this exercise useful. Some kept their flip charts for
years and, on occasions, showed these to other people.

Here is the exercise. You will, of course, have your own approach to
focusing on your ideal life.
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My Ideal Life
Would Be:

*To ...

*To ...

*To ...

The specific things I can do to
work toward living my ideal life are:

*To ...

*To ...

*To ...
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The Perfect Days Approach

Perfect Days

There are many ways to encourage yourself and other
people. One approach is to try to create your perfect:

Personal
Day

Personal And Professional
Professional Day Day

“Near death experiences focus the mind,” we are told. One outcome can
be that they encourage us to focus on what is important in life.

This section describes exercises inspired by Eugene O’Kelly, who wrote
Chasing Daylight. Diagnosed with a terminal illness, he and his loved ones
aimed to create perfect moments, hours and days.

Clarifying your
perfect personal day

Imagine you could craft your perfect personal day. Maybe you would like
to spend time with special people, create things or simply enjoy the
moments. What would you like to feel at the end of the day?

If you wish, try tackling the exercise on this theme. Start by
brainstorming and then clarifying your day. You aim:
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To have a leisurely breakfast ... To go for a run ... To spend time with your
children ... To work in the garden ... To listen to music, paint, write or do
some other creative activity ... To enjoy a siesta ... To go for a walk ... To
visit the theatre.

You may also wish to sketch out different kinds of perfect personal days.
If you wish, try completing the following exercise.

My Perfect Personal Day

My perfect personal day would be:
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Clarifying your
perfect professional day

Imagine you could craft your perfect professional day. What would you
like to do during such a day? What would you like to feel at the end of the
day?

People often like to follow their own rhythm during the day rather than be
thrown off-course. How could you try, as far as possible, to feel in control
of shaping your day?

How could you set up the day to succeed? How could you make good use
of your prime times, the times of the day when you have most energy?

How could you spend time on stimulating projects? How could you set
aside time to gather your thoughts during the day? How could you gain a
sense of accomplishment from the day?

Different people will obviously have different days. For example, you may
aim:

To get to work early ... To spend time with a coffee rehearsing the day
ahead ... To spend most of the day doing what you do best ... To spend
time with stimulating customers.

To eat something healthy and nourishing every 2 hours ... To set aside

time for yourself halfway through the day ... To rehearse the rest of the
day ... To help others to succeed ... To do things that enable you to feel
fulfilled at the end of the day.

Again, you may have several different kinds of perfect professional days.
If you wish, try completing the following exercise.
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My Perfect
Professional Day

My perfect professional day would be:

Clarifying your perfect
personal and professional day

Imagine that you want to combine elements of your perfect personal and
professional day. This is something that many people tried to do during
Covid. If you wish, try tackling the exercise on this theme. This invites
you to map out such a day.
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My Perfect Personal
And Professional Day

My perfect personal and
professional day would be:
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Creating elements
of your perfect days

Life is for living: everything is temporary and nothing is permanent, we
are told. Perfection may not be attainable and things may not always
work out. But each day may be perfect with its imperfections.

Looking ahead, how would you like to introduce parts of your perfect days
into your personal and professional life? How can you make this happen?

Some people go for a radical solution. They wipe the slate clean and start
building their life around the things that are satisfying. Some people
choose a different approach. They begin introducing elements of their
perfect days into their actual days.

Such people begin with a few things. They may start the day by listening
to their favourite music, spending more time with their favourite
customers, building in times for reflection or whatever.

They then begin adding more elements, joining these together like a row
of pearls. They develop the habit of doing more things that constitute
their perfect days.

If you wish, try tackling the exercise on this theme. This invites you to do
the following things.

Describe the specific things you can do to take steps towards creating
your perfect days.

Describe the specific benefits of doing these things — both for you and for
other people.
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My Perfect Days -
Making Them Happen

The specific things I can do
to take steps towards
creating my perfect days are:

The specific benefits of
doing these things will be:
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The Health, Hope And
Happiness Approach

Happiness

There are many ways to encourage people. One approach is to
offer them practical tools they can use to take care of their:

Happiness Hope

There are many ways to encourage people. One approach is to help them
to focus on the following themes in their lives and work.

Health - to do things that help themselves and other people to be
healthy;

Hope - to do things that help themselves and other people to be hopeful;

Happiness — to do things that help themselves and other people to be
happy.

This is a circular approach. Helping a person in one area can have a
beneficial effect in the other areas. Imagine you are facilitating a session
where a person wants to explore these areas. Let’s consider these
themes.
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Being Healthy

People want to feel physically and psychologically healthy. Unless you are
medically qualified, it may not be advisable to focus on a person’s
physical health. If wish, however, you can invite them to tackle the
following exercise.

This invites them to explore their own view of their health. Bearing in
mind the person’s age and time in life, the exercise invites them to rate
their physical health on a scale 0-10. They can then describe the specific
things they can do to maintain or improve this rating.

Being Healthy

The rating I would give myself regarding being
physically healthy for my age and time of life is:

__ /10

The specific things I can do to
maintain or improve the rating are:

If the person wants to explore this topic further, you can ask some of the
following questions. (Again, it is vital to explain that you are not offering
any medical advice or opinions.)

“What are your goals regarding your energy and physical health? When
have you felt most healthy? What were you doing right then?
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"What was the amount of sleep you were getting? What was the food you
were eating? What was the exercise you were doing?

What do you want to do regarding your physical health? How can you get
some early successes? What will be the benefits of doing these things?”

Being Hopeful

People want to feel hopeful. They want to feel in control and able to shape
their futures. This calls for having a positive attitude but also controlling
the controllables. It is to focus on what they can control rather than
become paralysed about what they can’t control.

This has implications regarding having sense of hope. A person may feel
hopeful about shaping their own future, for example, but concerned about
the future of the planet. Being positive, however, they will focus on how
they can help their loved ones and future generations.

If appropriate, you can then use some of the following questions
regarding their sense of hope.

"When have you felt most hopeful in your life? What were you doing right
then? How can you follow these principles again in the future?

"Let’s focus on controlling the controllables. What are the things you can
control in your life and work? What are the things you can’t control?

"How can you build on what you can control and manage what you can’t?
What are your long-term goals in life?

“"Imagine you are 80 years old and looking back on your life. What is your
picture of success? What are the things you want to have done by then
that for you will mean you have had a successful life? How can you work
towards these aims?”
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Ricky Snyder, who wrote The Psychology Of Hope, helped people to
increase their sense of hope by expanding their way power. This is their
ability to see ways to shape their futures.

You can pass on knowledge and practical tools that a person can use to
take this step. Bearing this in mind, you can invite them to tackle the
following exercise.

Being Hopeful

The rating I would give myself for being hopeful -
being able to shape my future in a positive way - is:

__ /10

The specific things I can do to
maintain or improve the rating are:

Imagine that you have clarified the extent to which a person feels
hopeful. If appropriate, you can encourage them by following elements of
the practical hope approach. This involves focusing on the following steps.

Personal Goals

This involves create an encouraging environment in which the person or a
group of people feel at ease. It is then to help them to clarify their goals -
their picture of success.
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Practical Hope

This involves encouraging people to study success — such as what works
in the area they want to explore. It is then to offer strategies and
practical tools that people can use to do their best to achieve their picture
of success.

Positive Results

This involves providing ongoing support and finding solutions to
challenges. It also involves doing your best to encourage, educate and
enable people to achieve their picture of success.

Being Happy

When you ask parents what they want for their children, they often say:
“"We want them to be happy.” So the question is: How do people achieve
happiness?

During the past 40 years the Positive Psychology approach has
researched the topic of happiness. This involved asking the following
kinds of questions.

What kinds of people are happy? What are the principles such people
follow to be happy? Is it possible for other people to follow these

principles in their own ways to maintain or improve their happiness?

Here is an overview of some principles that have emerged.
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People Who Are Happy

They often follow certain eternal principles and, as
a by-product, they sometimes experience happiness.

They Have A Positive Attitude

They are grateful, generous and encourage other

people to succeed.

They are positive realists and focus on what they

can control.

They do things that give them positive energy and

spend time with positive people.




136

They Follow Positive Principles

They develop a sense of purpose, follow their life
principles and sometimes serve something greater

than themselves.

They aim to be the best they can be rather than

compare themselves with others.

They learn from their life experiences and develop

Skills for finding solutions to challenges.

They Make A Positive Contribution

They build on their strengths, do satisfying work and

help people to succeed.

They pass on knowledge that encourages both

present and future generations.

They want to give positive things to people during
their time on the planet and they sometimes enjoy a

sense of peace.
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Let’s return to the person you may be helping. If appropriate, you can ask
them the following questions.

"What is your picture of happiness? What will be kinds of things you are
feeling, thinking and doing? What are some of the things you can do to
increase the chances of feeling happy?

"Looking back, when have been the times you have felt happy? What
were you doing right then? How can you follow these principles again in
the future? What will be the benefits?”

Invite them to rate their sense of happiness and the specific things they
can do to maintain or improve the rating. If appropriate, you can then
pass on practical tools they can use in their own ways.

Being Happy

The rating I would give myself
regarding being happy is:

__ /10

The specific things I can do to
maintain or improve the rating are:
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The Encouragement Approach
Rather Than The Ego Approach

Some People Choose To Follow:

The Encouragement
Approach

Rather than:

The Ego
Approach

Different people learn to follow the encouragement approach at different
stages of their lives. They then aim to use their strengths to encourage
and enable people to achieve success.

They may take this approach when working as an educator, therapist,
performing artist or in another professional role. Some people find this to
be liberating. One person expressed this in the following way.

"I used to get nervous before making a presentation or going on
television because I was scared of being judged.

"But then I was told that it was about encouraging other people. It was
about them, it was not about me.”
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Some people get stuck because they follow the ego approach. They have
an internal script that may say some the following things.

"How can I promote myself? How do I compare to others? How can I keep
being seen as a success? How can I always Number One?”

This approach can be exhausting. A person may continually strive to be
the best or may need constant praise. Any failure or sleight on their
character causes problems.

They may feel that they will never be good enough. Alternatively, they
may react by blaming others or saying the world is wrong.

Good encouragers often embrace what sounds like a paradox. They want
to give their best to people but do not want to become victims. They
sometimes takes the following route.

They start by clarifying their strengths and how they can use these to
help people to achieve success.

They clarify the specific kinds of people with whom they work best and
the challenges such people face on the way to achieving success.

They clarify how they can put themselves in the background and use their
strengths to enable these people to achieve success.

Great workers in other fields sometimes focus on encouragement rather
than their ego. The following idea may sound odd but I have seen it
embodied by many fine workers.

They want to encourage other things - be these organisms, machines or
processes - to perform at their best. They get satisfaction from helping
these things to work superbly rather than worrying about their own self-
image.

Some people go into a state of flow when serving something greater than
themselves. Singers aim to serve the song. Actors aim to absorb
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themselves in the role. Scientists throw themselves into solving the
problem and finding a solution.

What is your pattern for following the encouragement approach rather
than the ego approach? Looking back, can you think of a time when
followed elements of this approach?

What did you do then to use your strengths to encourage a person or a
group of people? How did you translate this into action? What happened
as a result of taking these steps?

Many people take this approach as they get older. Some give in an
encouraging way, some in an educational way, some in an economic way.
Some combine different elements of giving.

Erik Erickson, the psychologist, said that people often reach what he
called the Generative Age. He described this as:

A concern for establishing and guiding the next generation.

Different people express this in different forms. The most common way is
parenthood. But it can also be expressed through passing on knowledge
or leaving a positive legacy.

People often want to leave a legacy. They often want to encourage their
loved ones and help other people to be happy. They also want to pass on
the fruits of their labours and provide wisdom that helps future
generations.

Erickson said that for much of our lives we define ourselves in relation to
other people. These include our parents, siblings, friends, teachers, peers
and authority figures. The Generative Age brings a new awareness and
we may then define ourselves in relation to humanity.

He believed that individuals face certain choices or conflicts at different
stages of their lives. During adulthood, for example, they may experience
the following feelings.
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Erik Erikson — The Adult Stages Of Life

Early Adulthood

Intimacy v Isolation

Middle Adulthood

Generativity v Self-Absorption

® Later Adulthood § '

Integrity v Despair

People can move towards the generative stage during their middle life.
They are then more likely to develop a feeling integrity — such as feeling
they have lived a fulfilling life — rather than despair. He wrote:

Adults need to create or nurture things that will outlast them, often by
having children or creating a positive change that benefits other people.

Success leads to feelings of usefulness and accomplishment, while failure
results in shallow involvement in the world.

Older adults need to look back on life and feel a sense of fulfilment.
Success at this stage leads to feelings of wisdom, while failure results in
regret, bitterness, and despair.

Human beings are often at their best when they choose to be generous.
As the Buddha said:
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“"A generous heart, kind speech and a life of service and compassion are
the things which renew humanity.”

People can show such qualities at any age, but many display these more
as they get older. Many do this as individuals, whilst some join together
to encourage future generations. Here is one such group of people.

The Elders

The Elders continue to evolve. They build on the work of

the founders with new people being added to the group.

The Elders is an independent group of global leaders. Founded by Nelson
Mandela, they work who work together for peace and human rights. Here
is an excerpt from the group’s website.

Elders no longer hold public office; they are independent of any national
government or other vested interest. They should have earned
international trust, demonstrated integrity and built a reputation for
inclusive, progressive leadership.
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The Elders share a common commitment to peace and universal human
rights, but they also bring with them a wealth of diverse expertise and
experience.

The peace makers with decades of experience mediating and resolving
conflicts around the world. The peace builders who have helped post-
conflict societies to heal wounds and rebuild.

The social revolutionaries who transformed their own countries -
whether by reducing poverty, improving the status of women, or
championing nonviolent struggle. The pioneering women who have
governed their countries, led international institutions and spearheaded
movements to empower women.

An Elder is also a changemaker - someone who can lead by example,

creating positive social change and inspiring others to do the same. The
Elders represent an independent voice, not bound by the interests of
any nation, government or institution.

They are committed to promoting the shared interests of humanity,
and the universal human rights we all share. They believe that in any
conflict, it is important to listen to everyone - no matter how
unpalatable or unpopular this may be.

They aim to act boldly, speaking difficult truths and tackling taboos.
They don’t claim to have all the answers, and stress that every
individual can make a difference and create positive change in their
society.

Let’s return to your own life and work. Can you think of a situation where
you may want to follow the encouragement approach rather than the ego
approach? How can you follow this in your own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Encouragement Approach
Rather Than The Ego Approach

The specific situation when I may want to
follow the encouragement approach may be:

*

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen
a result of taking these steps may be:
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The Passions Approach

Passions

This approach involves focusing on your passions,
following principles that work and getting positive results.

. . . Positive
Passions ‘ Principles ‘

Results

There are many ways that people can feel alive and gain a sense of
fulfilment. One approach involves focusing on their passions, following
principles that work and getting positive results.

A person may follow this approach when encouraging other people,
pursuing a hobby, doing creative work or tackling a challenge. They may
aim to do their best and achieve their picture of success.

Looking back, can you think of situation when you followed elements of

this approach? What did you do to pursue your chosen activity? How did
follow principles that worked? What happened as a result of taking these
steps? Let’s explore these themes.
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Passions

Great workers often follow their passions or do things they feel
passionately about. If you explore the internet, however you will find
conflicting advice about this approach.

Some people say it is vital to follow your passions but others say this is
not good advice. The latter group may urge people to focus on an activity
where they can do good work.

Many people combine each of these elements. They do things they feel
passionately about where they have the ability to deliver positive results.
Such people then aim to flow, focus and finish. Sometimes they gain a
sense of fulfilment.

Principles
Great workers follow principles that work and translate these into action.
Some aim to build on their strengths, follow successful strategies and do

their best to achieve success.

Each person is different, however, so some people may follow other
strategies. The key is to do what works. It is:

To follow principles that work:

To translate these into practice;

To do their best to get positive results.

Different people do this in different ways. George Lucas and Steve Arnold
founded Edutopia in 1991. This is a website that focuses on what works in
education.

It provides a massive resource of positive models and practical tools that

educators can use in their daily work. Below is an excerpt from the
website that describes the organisation’s vision.
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AN HGENDA FOR
21ST CENTURY

LEARNING

OUR VISION

Our vision is of a new world of learning based on the compelling truth that
improving education is the key to the survival of the human race. It's a world of
creativity, inspiration, and ambition informed by evidence and experience.

It's a world where students become lifelong learners and develop 21st-century
skills. It's a world where innovation is the rule, not the exception. It's a world
where schools provide rigorous project-based learning, social and emotional
learning, and access to new technology. It's a world where students and
parents, teachers and administrators, policy makers and the people they serve
are all empowered with a shared vision to change education for the better.

We call this place Edutopia, and we provide not just the vision for this new
world of learning but the information and community connections to make it a
reality.

In particular, in the 21st century, we believe three skills are fundamental

The ability to find

fact-based
information

The ability to
assess the quality
of information

The ability to creatively and
effectively use information
to accomplish a goal




148

George Lucas is passionate about education. Below are excerpts from an
interview he gave many years ago about the role that teachers and
education can play in a person’s life.

Education: The Single Most Important Job

I didn't feel like the school system was designed for my learning style. It
wasn't until college where I could pursue my passion, making films, that I
found my way.

Recently we published observations from eighth graders about what they
believe creates an engaging learning experience. Their answers were
straight-forward and definitive: project-based learning, technology, and
an enthusiastic teacher. I couldn't agree more.

Today, with the power of the Internet, we are experiencing a force that is
revolutionizing education and offering opportunities to reach and engage
diverse learners like me.

When technology is deployed effectively, it can free up teachers from
standing in front of the class and presenting information. We can flip the
classroom with lectures occurring at home via the Internet and rigorous
project-based learning taking place in cooperative groups at school.

In this environment, teachers can be guides and coaches to the students.
What is more powerful in education than a student who is guided by an
adult who truly cares - someone who knows your name, who encourages
you, and is committed to your success in life?

By learning about and replicating strategies that work in education, we
have the potential to transform our schools.

By creating strong cultures of creativity and curiosity, we can engage
students as active participants in their own education, rather than passive
recipients of facts and formulas.
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In a world where information is at our fingertips, our greatest challenge is
help students learn how to find information, assess its accuracy and apply
it to solve problems.

All around our country and the world, there are teachers and schools
succeeding at the task, many featured in Edutopia.

There is no other job more important than education. It is the foundation
of our democracy. By seizing on what's working, and recreating those
successes from one classroom to the next, we can make it better for
everyone.

Edutopia uses the power of technology to encourage people, but
everybody is different. You will have your own approach to passing on
what works.

Positive Results

Great workers do their best to deliver the goods. They may aim: a) to
follow successful strategies; b) to focus on continuous improvement; c) to
add that touch of class to get positive results. Different people follow this
approach in different ways. Let’s look at one example.

Sparknews And Positive Stories

Christian de Boisredon founded Sparknews. This is a community of like-
minded journalists, social entrepreneurs and individuals motivated by the
common desire to illuminate solution-based stories.

The following pages give excerpts from the movement’s website. This tells
the story of its inception and its work to share positive solutions across
the planet.
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At the age of 24, Christian de Boisredon and two friends set off around
the world to discover positive initiatives, against the backdrop of the
depressing information he found in the media.

Together, they gather their discoveries in a future best-seller: Hope
Around the World (Pocket). Thus was born Christian’s inner conviction:
the media can reach their audience by being more constructive.

In 2012, he decides to explore new ways to convince editorial offices
around the world to focus on solutions and funds Sparknews. The social
enterprise organises collaborative editorial operations that highlight
positive initiatives.

In 2016, the Sparknews team decided to use their expertise to help those
who want to bring new narratives to the core of their business.
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The Positive Innovation Club was created, and has by now brought
together more than 3,000 managers and executives who want to help
move their companies in a more sustainable direction.

In 2020, we launched la Fabrigue des Récits! La Fabrique des Récits, is a
collective that aims to raise awareness among artists and creators from
all walks of life about the challenges of transition. Their creativity thus
becomes a vector of messages to the general public.

So many sparks ignited, new narratives emerged and positive action
encouraged.

Let’s return to your own life. How you focus on a specific passion? How
can you follow principles that work? How can you aim to deliver positive
results? What may happen as a result of taking this steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Passions Approach

The specific passion that
I would like to focus on is:

The specific things I can do to focus on this
passion, follow principles that work and
do my best to deliver positive results are:

The specific things that may happen as
a result of taking these steps may be:
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The Feeling At Home Approach

Feeling At Home

This approach involves finding the place where you feel at home
and can also do fulfilling work. It involves focusing on the following
themes.

Finding
Your Home

Fulfilling Work
Where You
Feel At Home

Feeling
At Home

This approach involves finding the place where you feel at home. This
could be a certain kind of activity, project, environment or other situation.
It involves doing fulfilling work in the place where you feel at home.

Let’s explore these themes.

Finding Your Home

Different people take different routes on the way towards finding where
they feel at home. Here is how one person summarised his journey.

John - Helping Military Veterans
To Transition To Civilian Work

I come from an army family but I was always more attracted to the
medical and support sides of the military. These were topics I chose to
specialise in at Sandhurst.
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Maybe this was because, whilst believing in the importance of the
military, I saw the effects of combat on people I came into contact with
when growing up.

After Sandhurst I went into the Medical Support Service. This was both
rewarding and challenging. During this time I also studied for counselling
and HR qualifications, which proved useful later in my career.

After leaving the military I worked in a couple of big organisations but
missed the camaraderie. I also wanted a greater sense of purpose in my
work. It was then that I got lucky.

My wife is American and we were visiting her parents. My father-in-law
said there were several US organisations that helped veterans to find
rewarding work. He wondered if there was something similar in the UK.

Returning home I found an entrepreneur who had set-up such a social
enterprise. It was mainly staffed by volunteers, but they wanted
somebody to lead the organisation on a full-time basis.

The pay was not great but, after talking with my wife, I applied for the
role of CEO. The other two main candidates were older than me but I got
the role. The co-founder said that it was my hunger to do the role, plus
my HR background, that were key factors.

That was three years ago. Since then we have managed to find roles for
hundreds of veterans. Many of these have been in large projects that
benefit the nation. Such roles suit military veterans who have transferable
skills. They like to have a clear goal and apply their skills to deliver a
mission that serves the nation.

I love my job. It matches my desire to serve and also to help others do
satisfying work. Who knows what the future will bring, but for the
moment I feel really happy in this role.

Looking at your own life, what are the activities you have explored to find
the place where you can do fulfilling work? What did you learn from these
experiences? At a certain point you may have taken the next step.
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Feeling At Home

What are the places where you feel at home? What are the activities,
projects or situations where you feel you were meant to be? Here are
some of the things that people describe.

I feel at home when:

I am working in Accident & Emergency ... I am singing on stage ... I am
facilitating a counselling session ... I am playing in my favourite position
on the football pitch ... I am sailing on the high seas.

I am working in my garden ... I am teaching a class at University ... I am
making a pitch for business ... I am doing live TV news reports ... I am
helping leaders to clarify their future strategy.

How do you know when you may feel at home? Here are some of the
characteristics.

You look forward to what you will be doing that day ... You feel in your
element - at ease and yet able to excel ... You breathe more easily ... You
helicopter above the situation whilst also being hands-on.

You feel in control and able to shape the situation ... You can see patterns
quickly and predict what will happen ... You feel things are going slowly
even though they may be going swiftly.

Imagine that you feel at home when doing a specific activity. You may
then sometimes experience the next step.

Fulfilling Work Where
You Feel At Home

Looking back, when have you done fulfilling work in a place where you
felt at home? You may have done this when encouraging a person,
teaching a class, refurbishing a house, leading a team or doing another
activity.
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What was the purpose of the work? What were the principles you
followed? How did you translate these into action? What happened as a
result? What did you learn by doing the fulfilling work?

Different people learn different things when exploring these questions.
One senior leader in a company I worked with gave the following
explanation.

"Looking back, I learned that I feel most at home when leading pioneering
projects in a business. I love leading a team of people who are passionate
about doing something that will improve life for their colleagues or
customers.

“"Bearing this in mind, I decided to step down from the leadership team in
our business. I was fed up with the ongoing meetings and managing
stakeholders who had conflicting agendas.

"I chose to lead a project on the tablet side of our business. The aim was
to make the equipment more user friendly. Suddenly I felt more at ease.

"I was in a place where, within certain limits, we could invent the rules.
The project proved successful and our tablet became the go-to choice for
one of our national sports teams.”

Let’s return to your own life and work. Looking ahead, can you think of a
place — an activity, project or situation — where you will feel at home?
How can you apply yourself in that situation and do fulfilling work?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Feeling At Home

The specific place — the activity, project or
other situation — where I feel at home is:

The specific things I can do to fulfilling
work in the place where I feel at home are:

*

The specific benefits of
taking these steps will be:
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The Helicopter And
Hands-On Approach

Helicopter And Hands-On

Great workers sometimes focus on the specific activities where
they are simultaneously able: a) to helicopter above the situation;
b) to be hands-on; c) to shape what happens.

Helicopter

Shape
What Happens

Hands-On

There are many ways to build on your strengths. One approach is to focus
on the specific activities where you are simultaneously able:

To helicopter above the situation;

To be hands-on;

To then, when appropriate, shape what happens.

Great workers sometimes follow this path. They put themselves into
situations where they see what is happening from above and, at the same

time, they are fully engaged in the moment. They then focus on how to
shape the situation to achieve success.
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Different people explain this approach in different ways. Here is how one
therapist described what happened for them.

"The first time I experienced this sensation was when I was running a
family therapy session. This sounds odd: but suddenly it felt as if I was
hovering above people in the room.

"Looking from above, I could clearly see the family communication
patterns. At the same time I was still completely involved in the face-to-
face communication with each person.

"Now I have a similar experience when teaching large groups. Whilst
speaking from the front, I see the smallest movement made by each
person. This helps me to see patterns and, if necessary, change strategy
to get results.”

Exceptions sports players report similar experiences. Seeming to hover
above the situation, they take pictures of what is happening and see
patterns. They then apply their skills to follow their chosen strategies and
achieve success.

Where does something similar happen for you? You may do this when
counselling a person, playing a sport or doing another activity. You may
do it when solving a technical problem, managing a specific type of crisis
or tackling a particular challenge.

Looking ahead, how can you put yourself into more of these situations in
the future? How can you then use your skills to make certain things
happen and achieve success? What will be the benefits of taking these
step?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Helicopter And
Hands-On Approach

The specific activity where I am
able to helicopter above the
situation and also be hand-on is:

The specific things I can do to pursue
this activity more in the future are:

The specific benefits of
taking these steps may be:
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The Absorption, Adventure
And Achievement Approach

Absorption

There are many ways to develop. One
approach is to go through the following stages.

Absorption ‘ Adventure ‘ Achievement

There are many ways to develop. One approach is to go through the
stages of absorption, adventure and achievement.

You may take this approach when writing, gardening, painting, running or
doing another activity. You may do so when encouraging a person, doing
a project, running a workshop, leading a team or reframing a challenge.

People often feel alive when taking these steps. They enjoy the process of
exploring, learning and creating. They may then reach their aim and
enjoy a sense of achievement.

One key point is worth bearing in mind. Different people have different
definitions of achievement. This can be useful to remember when
encouraging other people to develop.
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For some people achievement means enjoying an experience, helping
others to grow or creating positive memories. For some it means gaining
a badge, winning a prize or reaching a target. Let’s explore how you can
explore some of these steps in your own way.

Absorption

Imagine that you want to absorb yourself in a specific activity. You may
simply want to do it for pleasure or to experience joy. This can be good
for the soul. It can you give you positive energy and be fulfilling.

You may want to translate your chosen activity into achieving a specific
goal. This could be writing an article, renovating a house, developing a
skill, solving a problem, tackling a challenge or your definition of success.

How can you absorb yourself in the activity? How can you move into
action? How can you be fully engaged? How can you see it as a positive
adventure?

Adventure

Maria Montessori, the educator, said that children often become absorbed
in an activity. They apply themselves, learn and enjoy the adventure of
being creative. Finally they reach their goal and experience a sense of
achievement.

Imagine that you want to pursue a particular activity or project. You may
set aside time to write, cook, sing or do mountain biking. You may aim to
do a creative project, tackle a challenge or do another stimulating
activity.

How can you use your abilities on the adventure? How can you build on
your strengths? How can you improve your skills and add to your
repertoire? How can you continue to develop?

Many people love to explore, learn and adventure. Sometimes this can
involve pursuing the following aspects of the creative process.
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The Creative Process Of
Opening-Up And Closing Down

This sometimes involves going
through the following steps.

You choose a theme you want to explore and open-
up to gather information.

You close down to sort the information and clarify
what you have learned.

You go deeper into a topic that has emerged and
repeat the process of opening-up and closing down.

You choose a theme you want to explore
and go through the following stages:

Opening-Up

Opening-Up
Closing Down \

Closing Down
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Imagine that you are following this approach. You may start by choosing
to focus on a particular theme you want to explore.

This will involve opening-up and gathering lots of information. After a
while you will want to summarise what you have learned. This will lead to
closing down and clarifying what you have learned.

The information you have gathered may reveal topics you want to explore
in more depth. You may again go through the process of opening-up and
closing down until you feel ready to move into action.

Clicking into action, you will build on your strengths and add what you
have learned. Applying your skills, you will continue until you feel satisfied
with the piece of creative work.

There are several points to bear in mind when following this approach.
The first is knowing when to open-up and when to close down.

The second is knowing when to move into action. You will have gathered
lots of knowledge but it will be important to apply this to shape the
future. This can only be done by moving into action.

Sometimes you may not feel ready but decide to start the work. Believing
that some answers may emerge on the journey, you say:

“"Let’s crack on and do version 1.0”
Achievement

Imagine that you are pursuing an activity or doing a project. You will
absorb yourself in the task and continue to develop. You may also work
towards achieving a specific aim.

Sometimes the aim may be emotional. It may be to enjoy an experience
or help others to take away positive memories. Sometimes the aim may
be more tangible. It may be to see a finished product, achieve a target or
lift a prize.
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As mentioned earlier, people have different definitions of achievement.
This is governed by what they set out to do. Bearing in mind what they
can control, here are some things that people have said regarding what
they want to achieve.

The specific things I want to achieve
by doing the activity or project are:

To regain my zest for life ... To create nourishing meals that give people
enjoyment ... To provide a framework in which people can find fulfilment
... To share knowledge that enables people to shape their futures.

To make music that some people find inspiring ... To give people positive
memories ... To achieve a personal best in a triathlon ... To lead a yachting
team around the world and back home safely.

To produce three players every year who move from the Academy to the
First Team ... To make television films that encourage people to care for
animals ... To create a successful social enterprise ... To build and sell a
pioneering company.

How to take these steps? You will organise your time in your own way,
but one model is similar to designing your perfect day. Let’s explore this
approach.

My Development Day

Imagine you want to design a day when you set aside time to develop.
What would it look like? Let’s consider some of the themes it can be
useful to explore when designing such a day.

When do you feel most creative? What are your prime times - the times
of the day when you have most creative energy? How can you organise
your day around these times?

What is the physical place where you feel most creative? This could be a
certain part of the house or another place. How can you continue putting
yourself in these places?
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What are things that can trigger your creativity? You may get ideas when
walking, exercising, listening to music or other situations. How can you
continue doing some of these things?

You will have your own approach to making use of such a day but here
are some suggestions. You may wish:

To follow your chosen way to start the day - such as when to get up and
do any practical tasks — and also focus on what you want to achieve that
day;

To make good use of your prime times — the times of the day when you
have most creative energy — and organise blocks of time when you can
work during those times;

To follow your ritual for starting the work, follow your chosen rhythm and
achieve small goals on the road to achieving the bigger goal;

To, when appropriate, rest and recharge your batteries — such as by going
for a walk or doing other things - and then focus on what you want to do
next;

To follow your successful pattern for finishing — such as one you have
followed before to finish properly — then to flow, focus, finish and find
fulfilment.

There are many ways to develop. One approach is to go through the
stages of absorption, adventure and achievement. Looking ahead, can
you think of a specific activity where you may want to follow elements of
this approach?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Absorption, Adventure
And Achievement Approach

The specific activity where I may want to
follow elements of this approach may be:

The specific things I can do then
to follow this in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Dream, Do And Deliver Approach

People Who Deliver The Goods

They sometimes aim to:

Dream ‘ Do

Many people have dreams and some translate these into reality. Such
people go through the stages of aiming to dream, do and deliver.

Looking back on your life, when have you focused on achieving a
deliverable dream? You may have been aiming to climb a mountain, get a
job, publish a book, complete a project or do another activity.

What research did you do before starting the journey? What did you do to
increase the chances of success? How did you do your best to achieve the
goal? What happened as a result of taking these steps?

People have dreams all the time. They may dream of winning the lottery,
being happy, doing rewarding work, being famous or reaching a goal.

Some people explore many options and then focus on achieving a
deliverable dream. Let’s explore this theme.
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Dream

Imagine that there are several goals you want to achieve. You may want
to be a caring parent, improve your wellbeing, pursue a stimulating
project or do another activity.

Considering all the things you want to do, you may want to focus on one
specific goal. Bearing in mind what you can control, you may then aim to
take the following steps:

To clarify the real results you want to achieve - this is the dream ... To
rate the chance of success and how you can improve these chances ... To
clarify how you can do your best to achieve the dream.

Different people do such due diligence in different ways. Some use the
following framework.

The Dream

The specific thing I want to do is:
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The Dream

The real results I want to achieve are:

The Success Rating

Bearing in mind the things I can control and
the potential challenges, the rating I would give
regarding the chances of achieving success is:

/10

The specific things I can do to
increase the chances of success are:
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The Deliverable Dream

The specific results I believe
it is possible to achieve are:

The specific strategies I can follow to
do my best to deliver these results are:

Do

Imagine that you have done all your planning. You will then swing into
action. When doing this it can be useful:

To keep following your chosen strategies and get some early successes —
this helps to build confidence and momentum;

To keep maintaining high standards - this involves following good habits
and doing the right things in the right way every day;

To keep reading reality and seeing what is happening - this involves
building on what is working and focusing on areas for improvement.

You can aim to keep doing your best each day and encourage yourself on
the journey. Different people do this in different ways. One approach is:

To clarify the successes you have achieved that day;
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To clarify the specific things you want to do the next day and the
successes you want to achieve;

To clarify how doing these will contribute towards achieving the long-term
picture of success.

Different people work towards different goals. They may aim to help
themselves, help other people or do both. They may do this as individuals
or when working with other people. Let’s look at one example.

The Action For Happiness movement aims to increase the amount of
happiness in the world. Here is an introduction to its work.

Action For Happiness

Action For Happiness is a movement of people committed to
building a happier and more caring society.

Many of our members form local groups to take action together.
We have no religious, political or commercial affiliations and
welcome people of all faiths (or none) and all parts of society.

We were founded in 2010 by Richard Layard, Geoff Mulgan and
Anthony Seldon. Our patron is the Dalai Lama

We want to see a fundamentally different way of life - where
people care less about what they can get just for themselves
and more about the happiness of others.
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We bring together like-minded people from all walks of life and
help them take practical action, drawing on the latest scientific
research.

We are backed by leading experts from diverse fields including
psychology, education, economics and social innovation.

Members of the movement make a simple pledge: to try to
create more happiness in the world around them.

We provide ideas and resources to enable people to take
action at home, at work or in their community.

Many of our members form local groups to take action together.

~ ACTION FOR HAPPINES ASKS OFYOU..

7 10BELOVING, COMPASSTONATE AND TRUE,
AGIVER OF JOY AND A HEALER OF SORROW,
CREATOR OF A NEW TOMORROW

% MAKING THE HAPPINESS OF ALL
JOUR WESH, YOUR COMPASS AND YOUR GOAL.
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Deliver

Imagine that you are working towards your chosen goal. Bearing in mind
what you can control, you can keep doing your best. You can maintain
perspective and aim:

To recognise your achievements so far and then focus on the next steps
towards achieving the goal;

To, when facing certain issues, buy time to think, explore your options
and find solutions to challenges;

To follow your successful pattern for finishing and do your best to achieve
the deliverable dream.

Different people work towards achieving different dreams. Today there
are many websites, articles and books that describe the specific steps
that people have taken to deliver certain dreams. Here is a selection of
such resources.

THE (NSPIRING CURRENT AFFAIRS MAGAZINE

Positive.News

The ripple effect: do small actionsmatter?

i ]
About Pioneers Post: the global
network for impact pioneers

A

Pioneers Post is the independent news
network for the global impact community.
We are the essential source of intelligence
and insight for pioneers across the impact
economy, from social entrepreneurs and
impact investors, to changemakers working
across business, civil society, philanthropy,
government and public services.
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RICHARD PASCALL « JERRY STERNIN » MONIQUE STERNIN
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THE POWER OF
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R SOLUTION

- REVOLUTION

HOW UNLIKELY INNOVATORS

SOLVE THE WORLD’S TOUGHEST PROBLEMS HOW BUSINESS, GOVERNMENT,

\‘ and SOCIAL ENTERPRISES Are Teaming Up
\V !
e°

[

to Solve Saciety's Toughest Problems

WILLIAM D. EGGERS & PAUL MACMILLAN

Let’s return to your own life and work. Looking ahead, can you think of a
situation where you may want to do your best to achieve a deliverable
dream?

What may be the goal you want to achieve? How can you do to increase
the chances of success? How can you then do your best to achieve the
goal? What will be the benefits of taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Dream, Do
And Deliver Approach

The specific situation where
I may want to follow this
approach in my own way may be:

The specific things I can do then to
follow this approach in my own way are:

The specific benefits of
taking these steps may be:
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The Strategic
Questions Approach

Strategic Questions

There are many ways a person can clarify their strategy when tackling a
challenge or aiming to achieve a goal. One approach is for them explore
the following themes.

This approach can be adapted by individuals, teams and organisations.
It involves focusing on the:

What ‘ Why ' How ‘

This is an approach you can use in your own life or when helping other
people. It can be useful to clarify the strategies that can be followed to
provide the greatest chance of success.

One approach is to focus on the themes of What, Why, How, Who and
When. The following pages provide questions that a person can ask when
using this approach. These can also be adapted by teams who want to
clarify their strategy.

People can focus on what they can control in situations. They can then
build on what they can control and manage what they can't.

This approach also involves a different way of exploring the Why question
It focuses on clarifying the benefits of achieving a goal. People sometimes
find it easier to answer this question. Here are the themes.
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What

How

What are the real results I want to achieve? What is
the picture of success? What are the actual words I
want the various people to be saying after I have done
the work? What will be happening that will show I have
achieved the results?

Why do I want to reach the goal? What will be the
benefits for the various stakeholders? What will be the
pluses? What may be any potential minuses? How can
I build on the pluses and manage the consequences of
any minuses?

How can I do my best to achieve the results? What are
the key strategies I can follow to give myself the
greatest chance of success? How can I perform superb
work? What is the kind of support that I and other
people need to achieve the results?

What is my role in working to achieve the goals? If
appropriate, who are the people I want to help me?
What are the attitudes and abilities I want them to
demonstrate? How can I encourage them to build on
their strengths and make clear contracts about their
best contributions?

How can I translate the strategies into a clear action
plan? What is the road map with the milestones along
the way? How can I get some quick successes? How
can I keep doing reality checks about what is working
and what can be improved? How can I reach the goals
and then add that touch of class?
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The Positive Goals Approach Rather
Than The Negative Goals Approach

Positive Goals

A person is more likely to get positive results when they focus on
positive goals rather than negative goals. For example, when they say:

I want to I don’t want
feel in control to feel stressed
I want to do my Rather Idon't
best to succeed than: want to fail
I want to I want to
start feeling ... stop feeling ...

This an approach that can be used to help a person to take more control
of shaping their future. It is based on the principle that:

A person is more likely to achieve positive results when they focus on
positive goals rather than negative goals.

Some people spend much of their lives worrying about what they want to
stop doing. Sometimes it can be useful to help them to focus on what
they want to start doing instead. They can then translate this into a
positive goal. They can aim:

To be the best they can be rather than worry about being the best ... To
take control rather than be stressed ... To focus on their assets rather
than their angst ... To follow positive addictions rather than negative
addictions ... To make magic rather than worry about making mistakes.
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There are many ways to help a person to take these steps. Let’s have a
look at one approach

Clarify the person’s positive goal

A person may say that they want to stop having a particular feeling or
doing certain things. They may say something along the following lines.

"I want to stop feeling stressed, angry, frustrated or behaving in a
particular way.”

The person may find it easier to reach a positive goal rather than a
negative goal. Bearing this in mind, it can be useful to ask them
something along the following lines.

"What do you want to start feeling or start doing instead? What would be
the benefits of taking those steps?”

This process can take time. The person may want to talk about why they
feel a certain way or the difficulties they face. At a certain point, however,
it is important to encourage the person to focus on what they can control
in the situation. It is then to help them:

To clarify what they do want to feel or what they do want to do ... To
clarify and set a positive goal ... To clarify the benefits of achieving the
goal.

Clarify the person’s strengths and the strategies
they can follow to achieve the positive goal

There are many ways to help a person to work towards their goal. One
approach involves helping them to learn from their positive history. Much
depends on the goal they want to achieve, of course, but it can mean
exploring some of the following themes.

“"Looking back, when have you taken control in a difficult situation? When
have you stayed calm? When have you bought time before making a
decision?
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"When have you done things that gave you positive energy, helped you to
feel happier or gave you a sense of peace? When have you behaved in a
way that helped you or other people?

"When have you chosen to follow a positive addiction - such as
exercising, yoga or helping other people — rather than a negative
addiction?”

Imagine that you are helping a person. Bearing in mind the goal they
want to achieve, you may then want to say something along the follow
lines.

“You already have a successful pattern. What did you do right then -
even for just a short time - to achieve your aim? What were the principles
you followed?

"Let’s move on to the future. How can you follow some of these principles
- plus maybe add other skills — to work towards the goal you want to
achieve.”

This approach helps to affirm the person. If appropriate, however, you
can also use element of the adding approach. Bearing in mind what the
person wants to achieve, you may say something along the following
lines.

“If you are interested, I can offer some ideas and strategies that people
use to get the kinds of results you want to achieve. Would you like me to
share some of these?”

You can then pass on strategies that work and practical tools the person
can use to achieve their goal. It is important to share these in a way the
person can accept and use in their life or work.
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Clarify the person’s action plan
for achieving the positive goal

People need to believe in their chosen way forward, which is why it useful
to build on their successful patterns. The next steps are to help the
person:

To clarify their action plan for working towards the positive goal;

To rehearse follow these strategies and how they will deal with any
challenges along the way;

To get a quick success, maintain the momentum and do their best to
achieve the positive goal.

The key point is worth underlining again. It is to encourage a person to
focus on a positive goal rather than a negative goal. They are then more
likely to achieve success.

Looking ahead, can you think of a situation where you may want to follow
elements of this approach? How can you do this in your own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Positive Goals Rather
Than Negative Goals Approach

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do to follow
this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Positive Vision To
Fill A Vacuum Approach

People can sometimes
grow by focusing on a:

Vision

Rather than by
them experiencing a:

Vacuum

This is an approach that I learned from some of sages I visited. Many
aimed to help people in therapy, education, organisations and society.
Here is a summary of how they explained this approach.

"People can sometimes grow by helping them to focus on a positive
vision. This is the case whether working with an individual, team,
organisation or aspects of a society.

"People can get into difficulty when experiencing a vacuum. This can
create angst for a person, team or organisation. Opportunists try to fill a
vacuum in society by filling it with negativity and looking for scapegoats.

“When appropriate, you can aim to help people to find or create a positive
vision. It is vital, however, that people can believe in the goals. You can
then help them to translate the ideas into action and achieve their vision.”
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Different people help others to take these steps in different ways. Some
of the people I learned from aimed to help people:

To focus on their values and translate these into a positive vision;

To do things that enabled them to develop their vitality — their energy -
and translate their values into positive action;

To deliver visible results and achieve their positive vision.

As mentioned earlier, people can fall into difficulties because they
experience a vacuum. This can happen for various reasons. For example:

They may want to recover their zest for life ... They may want to feel
decisive rather than feel they are drifting ... They may want to have a new
sense of purpose in their personal or professional life.

The approach I learned was to try to focus on a person’s positive energy
and help them to see a positive vision. It is vital that they believe in the
aims and, with encouragement, feel they can achieve the vision.

The aim has to been to do this as early as possible in a session. People
need to experience something that gives them practical hope. The next
steps are to focus on strategies that can help them to achieve positive

results.

Imagine that a person who is experiencing a vacuum has asked for your
help. They could be recovering from a setback, wanting to find a sense of
purpose or tackling another challenge.

How can you help them in your own way? If you wish, try tackling the
exercise on this theme. This invites you to complete the following
sentences.
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The Positive Vision Approach

The specific situation in the future when I
may want to help a person to focus on a
positive vision rather than a vacuum may be:

The specific things I can do to help
them to focus on a positive vision are:

The specific things I can do to help them
to work towards the positive vision are:
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The Clarifying Your Moral Compass For Helping
People To Achieve Their Goals Approach

My Moral Compass
Can Do Can’t Do
The things that I can The things that I can’t
do to help people to do to help people to
achieve their goals are: achieve their goals are:
X X
X X
X kS

Many people want to help others in their lives and work. One approach is
for them to start by clarifying their moral compass about what they can
and can’t do to help people to achieve their goals. This can help them:

To make a clear contract with themselves about what they can and can’t
do to help people to achieve their goals;

To make clear contracts with other people about what they can and can’t
do to help them to achieve their goals;

To make clear contracts about their responsibilities and the other person’s
responsibilities in working to help the person to achieve their goals.
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People who take this approach need to be morally comfortable with their
answers. They also need to anticipate how they can translate these into
action in challenging scenarios.

They can rehearse how they can do their best in specific situations. For
example, how they can help individuals who want to shape their careers,
manage a crisis or deal with a difficult problem.

Some people care so much that they start taking over what are actually
the other person’s responsibilities. They do not know where they end and
the other person begins. This does not always help.

Imagine that somebody has asked for your help in working to achieve a
goal. Much will depend on the specific situation, of course, but it can be
useful to clarify what you can and can't offer them.

Different people identify different things when exploring these themes.
Looking at my own work, for example, here are some things that I can do
and can’t do. You will, of course, have your own list that covers these
areas.

Can Do

The specific things I can do to help
a person to achieve their goals
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I Can Aim:

To prepare properly before meeting the person ... To find out
what I can about the person and their situation ... To clarify what
may be happening in their world - such as the challenges they
may be facing and the goals they may want to achieve.

To, when meeting them, create an encouraging environment in
which they feel at ease ... To clarify the topics they want to
explore ... To invite them to focus on one of these topics ... To
clarify the real results they want to achieve.

To clarify what they can control in the situation ... To clarify the
possible options for going forwards ... To clarify the consequences
- the pluses and minuses - of each option ... To clarify the
attractiveness of each option.

To clarify their strengths ... To clarify their successful pattern for
tackling similar challenges in the past ... To clarify how they

could build on their strengths and follow their successful pattern
to tackle this challenge ... To explore any other creative options.

To ask if it is okay to share some ideas ... To pass on knowledge,
strategies and practical tools that work in these kinds of
situations ... To see which of these ideas resonate and that they
want to explore further.

To then, if appropriate, invite them to decide which option - or
combination of options - they want to follow to work towards
achieving their goals ... To enable them to make an action plan
they believe in ... To go onto the next topic they want to explore.
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Can’t Do

The specific things I probably can’t do
to help a person to achieve their goals

I Can't:

I can’t motivate them if they are not prepared to motive
themselves. I can provide encouragement and practical tools
that work. But it will be up to them to keep motivating
themselves.

I can’t do the actual work for them. I can help them to explore
their options and the consequences. But it will be up to them to
take responsibility for taking their chosen route and doing the
work.

I can’t control things that are beyond their control. I can help
them to build on what they can control and manage what they
can’t. I can enable them to do their best and increase the
chances of achieving success.
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Clear Contracting
Can Be Important

Clear contracting is crucial in many areas of life. This is especially so in
certain kinds of helping relationships.

Good therapists, for example, recognise what they can and can’t do for a
client. They also make clear contracts about their responsibilities and the
client’s responsibilities in working towards the client’s goals.

This is an approach that I learned early on when working with people.
After explaining the ways I could help the person, it was important to
make clear contracts about the respective responsibilities in the
professional relationship.

My Responsibilities Were:

To prepare properly for the sessions ... To be encouraging ... To clarify the
person’s goals ... To build on their strengths and provide strategies that
work ... To always behave in a professional way ... To do my best to help
them to achieve their picture of success.

The Person’s Responsibilities Were:

To choose to have a positive attitude towards the sessions ... To take
responsibility for shaping their future ... To clarify their goals ... To take
the ideas they liked and apply these in their own ways ... To do their best
to work towards achieving their picture of success.

This was an approach I continued to use when working with individuals,
teams and organisations in many walks of life. The aim was:

To show that I understood their picture of success .. To explain the
practical ways I could try to help them to achieve their picture of success
... To make clear contracts about my role and their role in working
towards achieving the picture of success.
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Let’s return to your moral compass. Imagine that a person has asked for
your help or professional expertise in helping them to achieve their goals.
Bearing in mind the goals they want to achieve, try exploring the
following themes.

What are the things you can to do help the person? What are the things
you can’t do? What do you see as your and their responsibilities? How can
you make clear contracts about the respective responsibilities? How can
you then do your best to help them to achieve their goals?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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My Moral Compass For Helping
People To Achieve Their Goals

Can Do. The specific things I can do to
help a person to achieve their goals are:

Can’t Do. The specific things I can’t do to
help a person to achieve their goals are:

My Responsibilities. The specific things I
see as my responsibilities in helping
a person to achieve their goals are:
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Their Responsibilities. The specific
things I see as their responsibilities
in working to achieve their goals are:

Clear Contracting. The specific things I can
do to make clear contracts about us working
together to help them achieve their goals are:

*

The specific things I can then do to do my
best to help them to achieve their goals are:

*
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The Serving Something
Greater Than Yourself Approach

Rabindranath Tagore said
that discovering the way you
want to serve can lead to joy.

He expressed this in the
following way.

"I slept and dreamt that life
was joy.

"I awoke and saw that life
was service.

"I acted and behold, service
was joy.”

When do you feel that you are serving something greater than yourself?
How do you submerge yourself in the activity? How do you aim to serve
others or work for a particular cause? What may happen as a result?

You may be caring for your loved ones, pursuing a creative drive or
helping other people to succeed. You may be following a spiritual faith,
pursuing your vocation or working for a mission that you believe in.

Sometimes it can be useful to remember the phrase: “You are most
yourself when you forget yourself.” The paradox is that - like in a flow
experience - sometimes your sense of self emerges stronger. When does
this happen for you?

Many people who work in the service business follow this approach. They
aim to use their strengths to do superb work and help other people to
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achieve success. This is an ethic I was taught during my early work with
people. My mentors gave the following message.

"It is always about the other person, it is not about you. It is about
helping them to feel safe and explore their options for going forwards. It
is then about helping them to achieve their picture of success.”

Let’s return to your own life and work. What is the specific situation
where you feel you are serving something greater than yourself?

What are the specific things you do then? What are the principles you
follow? How do you translate these into action? How can you follow these
principles in the future? What will be the benefits — both for other people
and for yourself?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Serving Something
Greater Than Myself

The specific situation where I feel I am
serving something greater than myself is:

The specific things I do then - the
principles I follow - to serve
something greater than myself are:

The specific things I can do to follow
these principles in the future are:
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The Encouragement In Exceptional
Circumstances Approach

TSELLER

"I had the choice to stay silent
and be killed or to speak up and
be killed.

“"Let us pick up our books and our
pens, they are the most powerful
weapons.

"One child, one teacher, one book,
one pen can change the world.

"The extremists are afraid of
books and pens, the power of
education frightens them.”

Malala Yousafzai is somebody who encouraged other people in exceptional
circumstances. Ordered to be executed by the Taliban because she
believed everybody had the right to an education.

She went on to be awarded the Nobel Peace Prize. Here are some things
she has said along the way.

"I don't want to be thought of as the 'girl who was shot by the Taliban’
but the ‘girl who fought for education.’ This is the cause to which I want
to devote my life.”

"The terrorists thought they would change my aims and stop my
ambitions, but nothing changed in my life except this: weakness, fear and
hopelessness died. Strength, power and courage were born.
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“If you hit a Talib with your shoe, then there would be no difference
between you and the Talib. You must not treat others with cruelty and
that much harshly, you must fight others but through peace and through
dialogue and through education.”

Malala accepted the Nobel Peace Prize on 10 December 2014, with Indian
children's rights and education advocate Kailash Satyarthi. She
contributed her entire prize money of more than $500,000 to financing
the creation of a secondary school for girls in Pakistan.

Samuel and Pearl Oliner have devoted much of their lives to studying
humanity at its best. Their books include The Altruistic Personality and Do
Unto Others.
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The Altruistic Personality chronicles the activities of people who protected
Jews during the Holocaust. Up to 500,000 non-Jews risked their own lives
to rescue the victims of Nazi persecution.
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These were ordinary people, say Pearl and Samuel. They were farmers,
teachers, entrepreneurs, factory workers, rich and poor, parents and
single people, Protestants and Catholics.

Different people helped the Jews in different ways. Some offered them
shelter, some helped them escape from prison and some smuggled them
out of the country.

The rescuers committed themselves to helping Jews, knowing that
capture would mean death for their families. Why? Many said, “It was the
right thing to do.” Individuals also said things like:

"I was always filled with love for everyone, for every creature, for things.
I am fused into every object. For me everything is alive.”

"I sensed I had in front of me human beings that were hunted down like
wild animals. This aroused a feeling of brotherhood and a desire to help.”

"We had to help these people in order to save them, not because they
were Jews, but because they were persecuted human beings who needed
help.”

Let’s return to the genesis of The Altruistic Personality. Samuel illustrates
the moral of the book by describing his own experiences.

As a 12-year-old Jewish boy in Poland, he fled the Nazis after his parents
were captured. Knocking on the door of a family he hardly knew, he was
taken in by the mother, Balwina.

Protecting him from the Nazis, she gave her instructions. Change his
name to Jusek; go to church every Sunday; learn the Catholic Catechism;
get a job and ensure nobody saw him undressed.

Balwina protected him for a while, but then the situation became too
dangerous. He trekked across the country with other refugees and finally
found safety.
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Samuel wrote another book on the theme of helping other people called
Do Unto Others. In it he focuses on heroic, moral and philanthropic
individuals who translated these values into action.

In addition to well-known names, he describes the activities of hidden
heroines and heroes in many countries. Here is the introduction from the
page on Amazon.

A passing motorist stops to help the passengers of a car that has crashed
into an embankment. A hospice volunteer begins her shift in hospital
ward caring for people with AIDS.

A Vietnam chopper pilot stops the brutal execution of innocent civilians at
Mylai by American soldiers. A firefighter responds to a routine call.

All of these people are considered heroes, but what motivates such brave
and altruistic acts, whether by trained professionals or just ordinary
people?

In Do Unto Others, Holocaust survivor and sociologist Samuel Oliner
explores what gives an individual a sense of social responsibility, what
leads to the development of care and compassion, and what it means to
put the welfare of others ahead of one's own.

Weaving together moving personal testimony and years of observation,
Oliner makes sense of the factors that elicit altruistic behavior -
exceptional acts by ordinary people in ordinary times.

Samuel discovered that many such people had learned optimism and
concern for others from their parents, teachers, peer groups and
communities. They then chose to translate this moral code into action in
challenging circumstances.

The Oliners have shown what we can learn from humanity at its best. We
can choose to follow these principles in our own ways to show kindness
and help other people.
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The Positive
Encourager’s Approach

There are many ways to help people. One approach is to be a positive
encourager. This section has explored some of the ways it is possible to
take this approach.

Looking at your own life, how would you rate yourself in terms of being a
positive encourager? How would you rate yourself on scale 0-10? What
can you do to maintain or improve the rating?

Different people focus on different themes when encouraging other
people. These often depend on the situation where they are aiming to
help them.

The following pages describe some of the questions that a professional
may explore before meeting a person. You will, of course, have your own
approach.

The
Positive Encourager’s
Approach

Different people prepare in different ways before meeting a
person they want to encourage in a professional situation.

Here are some of the questions they may explore before the
session. You will, of course, have your own set of questions.
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What Do I Know About The Person?

Who is the person I am going to meet? What do I know about
them? What is their background? What are the things they
have done in their life?

What may have been the experiences they have been
through? Where did they grow up? What may have been their
interests when they were young? What are the things they
have done in their working life?

What may be their strengths? What may be their successful
pattern of working? When have done satisfying projects? What
may have made these satisfying? How can they build on their
strengths and follow their successful style in the future?

What may be their vocation? What may be the things that
give them a sense of purpose? What may be the principles
they want to follow in their life? How can they follow these in
different situations?

What do I know about the person’s interests outside work?
Are they interested in sports, music, the arts, design or other
activities? What are the things that may give them positive
energy? When may they feel most alive and creative?

What do I know about their personal life? What is their living
situation? If they are in a relationship, what may their partner
do? If they have children, what may be happening in their
lives? What may be their life goals?
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What May Be Happening In Their World?

What may be happening their world at the moment? What
may be happening in their professional life? What may be
happening in their personal life?

What may be happening in their work? What may the culture
be like in their work place? What may be the good things they
are experiencing? What may be their relationship with their
manager and colleagues? What may be the challenges?

What may be happening in their personal life? What may be
happening with their health, relationships and other areas?
What may be the good things they are experiencing? What
may be the challenges they are facing?

What May Be Their Picture Of Success?

What may be the things they want to do in their professional
life? What may be the real results they want to achieve?
Looking ahead, what do they want to be feeling, saying and
thinking when they look back on their professional life?

What may be the things they want to do in their personal life?
What may be the real results they want to achieve? Looking
ahead, what do they want to be feeling, saying and thinking
when they look back on their personal life?

What are the positive things they want to give to people
during their life? What do they want to feel, do and experience
in their life? What can they do to continue to lead a positive
life? What will give them a sense of peace?
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How Can I Help Them To
Achieve Their Picture Of Success?

What may be the topics they want to talk about when we
meet? How can I create an encouraging environment where
they feel at ease? How can we clarify the topics to explore?

Looking at the first topic, how can I clarify the real results
they want to achieve? How can I share knowledge and
practical tools that they can use to achieve their goals? How
can I check these resonate with them?

How can continue to explore each topic in turn? How can I
provide them with practical tools they can use? How can we
finish the session in a positive way? What else can I do to help
them to achieve their picture of success?

Let’s return to your own life and work. Here are some of the questions we
explored earlier in this section.

On a scale 0-10, how would you rate yourself in terms of being a positive
encourager? What can you do to maintain or improve the rating? What
may happen as a result of taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Positive
Encourager’s Approach

The rating I would give myself in terms
of being a positive encourager is:

___ /10

The specific things I can do
maintain or improve the rating are:

The specific things that may happen as
a result of taking these steps may be:




Continuing To
Do Positive Work
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Introduction

Positive Work

There are many ways to encourage people. One approach
is to do positive work that helps people or the planet.

Positive Work

People

There are many ways to encourage people. One approach is to do positive
work that helps people or the planet. This section provides practical tools
that people can use to follow this approach in their own way.

Different people start their working lives in different ways. Some aim to
earn enough money to survive. Some find that serendipity takes them in
certain directions. Some build on their strengths and do satisfying work.

Some aim to serve something greater than themselves. Some follow their
purpose and principles. Some aim to encourage both present and future
generations. Some aim to achieve a certain picture of success.

Different people also follow different routes in their professional lives. The
following pages describe some of these routes. There are, of course,
pluses and minuses to following each of these routes.
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Different People May Follow Different
Routes In Their Professional Lives

They May Follow:
The The Factory, The Fulfilling
Fulfilling Faustian Or Way
Way Frustrating Way With Funding

The Fulfilling Way

Some people do work they enjoy and are not too concerned about money.
They may focus on encouraging people, playing music, teaching,
computing, designing, selling or following a passion.

They love to do activities in which they feel alive and able to do their
best. They follow this route rather than listen to advisers who urge them
to study something that will give them a guaranteed career.

Many peak performers took the fulfilling route early in their lives. Later on
they learned how to get paid for following their passions.

The Factory, Faustian
Or Frustrating Way

Some people follow what could be called The Factory Way. This may
because it is was the one they were expected to take or the only one
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available. They found doing boring work was the only way to make a
living

Some schools are encouraged to follow the factory approach. The teach to
test and aim to get higher in league tables. They may say good things
about helping children to fulfil their potential but instead they begin to
resemble factories.

Some schools now focus on what are called the Four Cs of 215t Century
Skills - Clear Thinking, Creativity, Cooperation and Communication. Some
people develop these on their own by pursuing their hobbies. They may
then learn how to transfer these to shaping their careers.

Some people follow The Faustian Way. They sell their soul for money and
hope that one day they will be free to do what they really want. They
accept messages such as:

"Climb the ladder and get a good position that will provide security ...
Take a job that has prospects — it may be boring, but you can do what
you enjoy on the weekends ... The work may be mind-numbing, but the
job has a good pension.”

If a person sells their soul, however, they may find it hard to reclaim their
life and enjoy the anticipated rainbows.

Some people follow The Frustrating Way. They want to do work they
enjoy but find it difficult to see how this is possible. They find that their
lives become fragmented.

They may have occasional periods of doing fulfilling work but then find
themselves doing lots of hamster-like activities. This can lead to
becoming frustrated.

Some people find their own way to do more fulfilling work. Sometimes
this may be an activity they do to the side of their day job. This can feed
their soul, but they long for something more.
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The Fulfilling
Way With Funding

Some people learn how to do fulfilling work and get funding. They find
potential sponsors - people who will pay them for doing what they do
best. They then help those sponsors to succeed.

Such people learn to balance their soul work and salary work, their
mission and mortgage. Some do it by going freelance. Others create their
perfect role in an organisation. They use their nous to craft a role that is a
win-win for both themselves and the employer.

Different people focus on different things when following this approach.
The following pages describe some of the ways they may aim to do
fulfilling work.
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The Heart, Head
And Hands Approach

Doing Work That Involves Your:

Heart

Head

There are many ways to do fine work. One approach is to follow the old
rule and do work that involves the heart, head and hands.

Your heart loves to do the specific activity. Your head has an
understanding — a model or a picture - of what you are aiming to
achieve. Your hands brings something into being.

By hands I mean, in some cases, literally your hands. You may paint,
build, fix, type or do another activity.

But in other cases it may be using your whole being - your experience,
body, voice or whatever to produce a result. Let’s explore where you do
such work.
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Heart

What are the activities that make your heart sing? You feel entranced and
carried-away. You may love gardening, painting, teaching, cooking,
solving problems, climbing, writing, inventing or whatever. You feel
entranced and carried-away.

You may feel at home when doing the activity. Some people go on long
journeys before discovering where they do their heart work and feel at
home.

They may try many activities before finding something where they feel in
their element. Feeling at ease and yet able to excel, they may say things
like:

“"This is where I feel at home.”

Different people feel they are doing their heart work in different situations
at different times of their lives. One former actress who is now a
communications coach expressed this in the following way.

“"During my early career I felt at home in front of the TV camera or
performing on stage. After a while, however, I began to feel more
comfortable writing for others and directing programmes.

"Now I prefer to work with individuals rather than be in the public eye. I
like to focus on their agenda and help them to develop their
communication sKills.

"My role is to help them to be true to themselves and communicate in a
positive way. The vehicle I use is communication skills, but I find that
people also grow in other ways. This is something I love.”

Head

What is the specific activity that involves both your heart and your head?
Your heart really wants to do it. Your head has a model for making sense
of what you are doing.
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Entering a situation, you go ‘A, B ... and then leap to ... Z'. You have a
strong feeling — or perhaps have a picture — about the goal.

Starting from this destination, you work backwards to the present. You
rehearse different strategies to see which are most likely to succeed.
When you feel ready, you pursue your chosen strategy.

Sometimes there will be challenges. You will then use your knowledge to
find creative solutions and maybe even redraw the route. You will keep
your eyes on the goal, however, and continue until you reach the
destination.

Hands

When do you use your hands to bring something into being? By hands I
mean, in some cases, literally your hands. You may love to paint, build,
fix problems, type on your laptop or do another activity.

But in other cases you may be using your whole being. You use your
experience, body, voice or other senses to produce a result.

Translating intention into action, you may do something that aims to
improve the world. You may be cultivating a garden, encouraging another
person, teaching a class or implementing a solution.

How do you feel when doing these activities? One person said:

"I am so involved that I forget myself but, afterwards, I feel more real,
more myself.”

The heart, head and hands approach can also be used when making
decisions about the road you want to take in the future. When looking
ahead, you can ask yourself the following questions.
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Heart

What does my heart want to do? What is the route it wants me to take in
the future? What may be the pluses and minuses of pursuing this route?
How could I build on the pluses and manage the minuses?

Head

What does my head tell me about the key strategies I could follow to
achieve success? Bearing in mind what I can control, on a scale 0-10,
how would I rate the chances of success?

Hands

What is the kind of work I will need to do to achieve the goals? What are
the strategies I will need to pursue? What are the skills I may need to
demonstrate myself? What are those that I may need to buy in?

Bearing all these things in mind, on a scale 0-10 how motivated do I feel
to pursue this route?

Let’s return to your own life and work. What may be specific activity
where you feel you are using your heart, head and hands? How can you
pursue this activity in the future? What will be the benefits of taking this
route?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Heart, Head
And Hands Approach

The specific activity where I feel I am
using my heart, head and hands is:

The specific things I can do to
pursue this activity in the future are:

The specific benefits of
taking these steps may be:
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The Architect, Builder And
Craft Worker Approaches

Architects, Builders And Craft Workers

Some people are architects, some are builders, some are craft workers.
Some combine all these approaches at certain times.

Architects

They focus on designing and
overseeing the strategies for
building the house.

Builders

They focus on implementing the
strategies for building the house.

Craft Workers

They focus on doing specialist work
for building the house.

Different people have different styles of working. They also like to focus
on different aspects of getting the work done. The following section looks
at three approaches that people follow to apply their talents.

Architects

Some people are architects. They focus on the big picture and make key
decisions about the *house’. They shape the design of the project, team,
organisation or company.

Such individuals also decide on and oversee the key strategies to be
followed. They may then work with builders and crafts workers who use
their skills to build the house.
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Builders

Some people are builders. They follow the agreed strategies and maintain
high standards. Such individuals make clear contracts with the architects
about the desired outcomes. They then act as managers or project
leaders who coordinate people’s skills to build the house.

Craft Workers

Some people like to follow their craft. They often have specialist skills and
apply these to do superb work. Such individuals like to know the
outcomes to achieve and the principles to be followed. They may also
need support to use their skills and make their best contributions.

Some people move between the roles of being architects, builders and
craft workers. They often do this when focusing on a specific activity
which they find interesting or feel is important.

Let’s return to your own work. What are the specific activities where you
like to act as an architect? You like to be in charge of shaping the goals to
achieve and also the strategies for achieving the picture of success.

What are the activities where, providing you agree with the brief, you are
happy to be a builder? You may then enjoy implementing the strategies
and making things happen.

What are the activities where, providing you agree with the aims and
strategies, you do specialist craft work? You may then enjoy doing
satisfying work on the detail and delivering success?

What are the specific activities when you may enjoy moving between the
roles? You may want to shape the big picture, pursue the strategies and
also sometimes do specialist work that delivers success.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Architects, Builders
And Craft Workers

Architect. The specific activities
where I enjoy being an architect are:

Builder. The specific activities
where I enjoy being a builder are:

Craft Worker. The specific activities
where I enjoy being a craft worker are:

Architect, Builder And Craft Worker. The
specific activities where I sometimes
enjoy combining all these approaches are:
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The Service Approach

Alec Dickson — The Desire To Serve

"I believe that young people have
enormous idealism and, at the same
time, there are many unmet needs in
society.

"So why not match these two
together? We can use the young
people’s energy to meet those needs
and build a better world.

"The act of giving can show us a

A G.lm positive way forwards. The receiver is
-I-O SHNE given help and the giver can also learn
S about themselves as a person. This
Ahc DiCkson can help to build a more humane and

edited by Mora Dickson caring society.

Some people like to serve something greater than themselves. They
choose to take this approach rather than focusing on their own self-
promotion.

The service approach was one I learned from Alec Dickson, one of my
mentors. He founded Voluntary Service Overseas and Community Service
Volunteers.

It was Alec who gave me my first opportunity to work with people.
Travelling to CSV’s office in London in 1967, I had no idea how my life
would change. Several years had been spent trying to get a full-time
voluntary job helping others, but this had proved difficult.

During the visit to Toynbee Hall, I had a promising meeting with Elisabeth
Hoodless, who was later to lead CSV. Alec then introduced himself. The
things he said struck an immediate chord. My lack of education did not
matter, he said. I had something to give.
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Treating me as if I was extremely intelligent, he explained the philosophy
behind VSO and CSV. Here is a summary of some things he said.

Alec believed that the giver often receives as much as the receiver. Why?
Our self fades into the background when we are giving and yet we often
feel more real afterwards.

Leaving the meeting, I floated along the pavement. Elisabeth and Alec
had promised me they would find a place for me to serve. They gave me
the opportunity to become a housefather for mentally handicapped
children. Since that day I have always had the opportunity to do fulfilling
work.

Many people reported similar meetings that changed their lives. Here is
an extract from an obituary written about Alec after his death in 1994. It
was written by Martin Stephen for The Independent.

A Meeting Multiplied Many Times

I met Dickson on many occasions but the abiding memory is of the first:
being summoned by him to a meeting at 11.30pm at Sheffield Midland
station (he was, as usual, in transit), to discuss my recently announced
placing as a volunteer at a northern remand home.

I was barely 17 years old. Though there were clear similarities between
my recent experience in a public school boarding-house and life with 50
delinquents in a secure unit, my sense of panic was held at bay only by
my sense of shock.

I do not remember his exact words, but he said he trusted me, as he
trusted all his volunteers, to do the job, to help someone along the way
and to end up just a little wiser after.

It was a turning point in my life and I know from countless conversations
that I was one of many who were similarly affected.
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The Solid Ground Approach

People often work best when they are on
solid ground rather than dangerous ground

Solid Ground Dangerous
Ground

People often do their best work when they build on what for them is solid
ground. They work less well when they are on dangerous ground. Let’s
explore these themes.

Solid Ground

Looking at your own work, when do you feel on solid ground? You may be
running a mentoring session, dealing with a certain kind of crisis, leading
a team, playing a sport or doing another activity.

Different people feel comfortable in different situations. One person may
feel comfortable dealing with complex technical problems, one when
treating patients in an intensive care unit, one when performing on stage.

Different people also feel more at ease in certain kinds of cultures. One
person expressed this in the following way.
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"I have always felt at ease working with entrepreneurs and pioneers. I am
less good working with people in old style institutions.

"During my youth I travelled around the world, beginning by doing
voluntary work. After a while I got used to living off my wits. This helped
when I stumbled upon some of the first dot.com businesses.

"Although I knew little about the field, I had learned a lot about decision
making and the consequences. Soon I found myself acting as a listening
ear to people who were running these businesses. After a while this
turned into a full-time role.

"Over the next decade I tried to learn everything I could about decision
making. I did not have the money to study at business schools, but I did
manage to meet many leaders in the field.

"Now I make my living helping people to make decisions. That might
sound scary. But I am actually quite comfortable going into situations
where the decision making has wide implications.”

Let’s to return to where you feel on solid ground. You may feel at ease
because you know your subject area, know your audience and know their
specific goals. Certainly you will be happy to stretch yourself, but you feel
confident of being able to succeed.

If you wish, try tackling the exercise on this theme. This invites you to do
the following things.

First, describe the specific situations where you feel on solid ground.
Second, describe the specific reasons why you feel on solid ground in
these situations.
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Solid Ground

The specific situations where
I feel on solid ground are:

The specific reasons why I feel on
solid ground in these situations are:

Dangerous Ground

When do you feel on dangerous ground? You may feel uncomfortable
working with certain kinds of people or where your values may not fit the
culture.

People can develop by stretching themselves, of course, but one point is
worth underlining. They need to be in a situation where they stand a
chance of achieving success.
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Great workers often focus on certain specialist areas where they can
become experts. They also work with the kinds of people with whom they
work best.

Trying to change their offering to reach a different audience can become
dangerous ground. It can be important to reach different kinds of people,
but not at the expense of diluting their top talent.

If you wish, try tackling the exercise on this theme. Bearing in mind your
chosen activity, describe the following things.

Dangerous Ground

The specific situations where
I feel on dangerous ground are:

The specific reasons why I feel on
dangerous ground in these situations are:
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Solid Ground And Dangerous Ground

Looking to the future, how can you keep building on your solid ground?
How can you avoid putting yourself on dangerous ground?

If you must go there, how can you prepare properly? How can you be
professional and manage potentially difficult moments?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.

Solid Ground And
Dangerous Ground

The specific things I can
do build on solid ground are:

The specific things I can do to deal
with any dangerous ground are:
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The Mission And
Mortgage Approach

People Can Focus On Their:

Mission

Mission And
Mortgage

Mortgage

What gets you out of bed in the morning? Your mission, your mortgage or
a combination of both? A person may aim to get the right blend in their
life. They may say something like:

“I'd like to pursue my labour of love, but also maintain a certain lifestyle.
Is that possible?”

Let’s explore how you can balance pursuing your mission and paying your
mortgage.

Pursuing Your Mission

Many people who feel fulfilled in their work have a similar pattern. Early
on in their professional lives — between the ages of 16 and 28 - they
followed their passion.
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Years later they may have learned how to make money, but during that
formative time they pursued their mission. This may have been hazy,
such as wanting:

"To help people ... To create beauty ... To fight for justice ... To show a
better way ... To make inspiring music.”

They did everything possible, however, to explore and then pursue their
chosen road. Later they translated this mission into ways they could pay
their mortgage. Bearing this in mind, somebody may ask:

“"Sound okay, but what about after 28, is there hope?”

Of course, but this calls for regaining the habit of doing what you enjoy.
Why? People make financial commitments from their mid-20s onwards.

They may want to regain their sense of purpose, but are not sure how to
do so whilst, at the same time, paying their mortgage.

People who make this transition successfully often take the following
steps.

They clarify their mission - their purpose — by identifying their long-term
picture of success.

They clarify the principles they can follow to pursue these goals.

They translate the principles into daily practise and work towards their
picture of success.

They do something each day - however small - that contributes to
achieving their life goals. Such habits become a lifestyle and begin to fulfil
their sense of mission.
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The Guaranteed
Income Approach

There are many exercises that people use to clarify their mission. One
approach is to invite a person to do the old exercise My Guaranteed
Income.

As you may know, this invites a person to explore the following theme.

“"Imagine that you had a guaranteed income for the rest of your life. You
had enough money live comfortably. What would you do?”

Few people say they would do nothing. Many reflect for a while. Then
they say:

“What I would really like to do would be ...”

They often describe things that would make their soul sing. Bearing in
mind their answers, one approach is to explore how they can begin doing
some of these things.

Sometimes later they can focus on how they can do fulfilling work and, if
they wish, get some funding. At the very least, however, this exercise
provides a good beginning for getting the creative juices flowing.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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My Guaranteed Income

If I had a guaranteed income
for the rest of my life, the
specific things I would do would be:

The specific steps I can take towards
doing some of those things now are:

The specific benefits of
doing those things will be:
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Paying Your Mortgage

Many people want to maintain a certain lifestyle. The often means earning
enough money to pay the mortgage. Sometimes this works out well.
Sometimes it can lead to over-stretching, which can lead to problems.

Sometimes unexpected events cause people to assess their life goals. One
person explained this in the following way.

“"Five years ago our family went through a crisis. My partner became ill
and I almost lost my job. Like many people in this situation, we asked:

'How much money do we need - as opposed to how much do we want?’

“"Eventually we found it was possible to live on just over half our previous
outgoings.

"Getting back in shape meant, for example, buying and using food
carefully, rather than throwing lots of it away, reducing outgoings, such
as certain kinds of insurance; and selling-off stuff at car boot sales.

"Looking back, the crisis taught us to value what was really important. We
had spent years spending money on things that weren’t necessary.”

Financial turnarounds take time and creativity. But it can be liberating to
feel that you - rather than others — are shaping your financial future.

Pursuing Your Mission
And Paying Your Mortgage

How to get the right balance? If you are already following your mission,
then it may be a case of aiming:

To do more of the things you find fulfilling.

To get enough funding to pay the mortgage.

By continuing to follow this pattern, eventually every piece of work will
contribute to pursuing your mission, as well as paying the bills.
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If the gap between mission and mortgage work is too painful, however,
then it could mean making a transition.

Let’s consider how to make this happen. We are sometimes told:

"Do what you love and the money will follow.”

This sounds good, but another mantra is:

“"Build on your strengths, do superb work and help your customers to
succeed.

"Keep doing the right things in the right way every day. Then maybe the
money will follow.”

Imagine that you want to take this step. Let’s explore some of the
potential options.

One option may be to build on the satisfying parts of your present role. It
is then to expand these until they can be translated into a full-time role.

How to increase the chances of an employer being attracted to such a
proposal? They are more likely to accept it if they can see how it will help
them to be successful.

Bearing this in mind, it will be vital to show how doing this role will
benefit the employer. You can then ensure it is provides wins for both
yourself and your organisation.

A second option is to move to another employer. When doing this,
however, it will be vital:

To clarify how you can build on your strengths, do satisfying work and
help the employer to achieve success.

You can then position what you offer: a) by showing the employer you
understand their challenges; b) by showing how you want to use your
strengths to help them to achieve success.
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Imagine that you have tried these approaches but prefer to go another
route. You may want to go freelance or set up your own business.

There are several routes you can follow to make this happen. Here are
three of the most common approaches.

People setting up their own
business can choose to follow either:

The Sink Or Swim Approach
They can give up everything and aim to start a new life.
The Sideshow Approach

They can maintain their present role but build-up their new
work during evenings and the weekends.

@ The Serious Plan Approach
They can start by setting a date in the future. They can then

implement a serious action plan for getting enough income by
that date to make the transition to full-time enjoyable work.

The Sink Or Swim Approach

A person may get to this point because they feel overwhelmed and want
to change everything immediately. They may say something like the
following.

"I am totally fed-up with my present job. So I will hand-in my notice on
Friday, give-up everything and start afresh. I will make it or bust.”

Sounds brave and sometimes it works. Two types of people pursue this
route successfully.

Emigrants who leave their country and start again with few assets.
They work hard from day one and are also streetwise.
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Entrepreneurs who start their business fired by anger.

They may have got sacked or got frustrated trying to get an idea through
the bureaucracy of an organisation. They may say things like:

"I will show them. I will never be beholden to anybody again.”

There is one group for whom this approach is less likely to work. People
who are semi-institutionalised, disaffected with their present job and
think that if they have a good idea the money will roll-in.

The pluses of the approach are that you start straight away, are forced to
use your creativity and feel great if you succeed. The minuses are that
you have little security, have few customers and may use all your energy
just to survive.

The Sideshow Approach

A person may take a medium-term view. They may say something along
the following lines.

"I will keep my full-time job but develop my own business on the side. I
want to make sure the side business works before making the transition.

“If the part-time business takes-off, then I will quit my present job. I will
then invest the time and money needed to make my business into a
profitable enterprise.”

The sideshow approach has become more common over the past decade.
Previously frowned-upon by employers, it is now actually encouraged by
many new media businesses, providing it does not clash with the
corporate goals.

Frequently I hear people who take this route saying things like:

"I enjoy working here, but I also have another business which I work on it
in the evenings.

"My partner runs the company, but I provide consultancy.
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"I had the initial idea, but I found two people who took it to market and I
sit on the board.”

The pluses of this approach are you retain a sense of security. You can
build from a position of strength and try many things to see if they work
without risking everything.

The minuses are that you may feel split and exhausted. You may never
progress beyond being a small business. You may also still take calculated
risks when going full-time.

The Serious Plan Approach

A person may take a calculated long-term view. They may say something
along the following lines.

"I will stay in my present job for the moment but aim to become a self-
employed consultant in 6 months. By that date I aim to have customer
orders totalling £25k for the first quarter.

“"Starting from this goal and working backwards, I will make a specific
plan showing the concrete things I must do to translate the dream into a

reality.

“"For example, I can probably get some work from my current employer,
plus my previous boss who has left to join another company.

“"Providing I do something every day towards getting future customers, I
will probably achieve my goal by that date.”

The serious plan approach has a good chance of success, providing the
person implements it with a sense of urgency. This final point is crucial.

Sometimes in mentoring sessions I invite a would-be freelancer to
consider the following scenario:

“"Imagine that your present job is going to disappear in 6 months.
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"“You are then not allowed to work full-time with any company. But you
are allowed to do freelance work for people in your present company and
for other organisations.

"Who would be the first three people you would contact? What would you
offer to these people? How could you help them to be successful? Do you
think you would be able to survive?”

People invariably say they would survive, perhaps even thrive. They may
only leap into action, however, when the knife is on their throat.

The pluses of this approach are that you build from strengths and
minimise the risks. You reach satisfying milestones along the road and
create the basis for building a successful business.

The minuses are that you must be disciplined and encourage yourself on
the journey. You may experience conflicts of interests, especially with
present customers who you may want to keep when you go freelance.
You will never feel 100% certain of financial security.

A person may look at their various options and prefer to stay in their
present role - even if it unsatisfying. This is also a choice and it has
consequences.

The person can recognise that they have made this choice rather than
feel resentful. They can then aim to build on the pluses and manage the
minuses.

Let’s return to your own life and work. How can you continue to get the
right balance between your mission and mortgage? What will be the
benefits of taking this approach?

Later in the book we will explore many practical tools you can use - and
that you can help others to use - to do fulfilling work and get funding.

If you wish, however, try tackling the exercise on this theme. This invites
you to complete the following sentences.
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Mission And Mortgage

The specific things I can
do to pursue my mission are:

The specific things I can
do to pay my mortgage are:

The specific things I can do to get the
right balance between pursuing my
mission and paying my mortgage are:
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The Deviant Who
Overdelivers Approach

If You Are Going
To Be A Deviant

You Have To
Overdeliver

There are many ways to do fine work. One approach is to be a deviant
and do things your own way. But this comes with a caveat.

If you are going to be a deviant, you have to overdeliver. Because
otherwise some people may try to disqualify your work.

Imagine that you want to follow this route in your own way. One
approach is to take the following steps.

Being Able To Channel Your Personality
Rather Than Change Your Personality

Every person is different. They have their own personality style, strengths
and successful way of working. The way a person operates can have both
pluses and minuses for themselves and other people.
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Some people learn how to channel their personality rather than change
their personality. They learn how to behave in ways that help both
themselves and other people.

Many creative people have a background of feeling different when they
grew up. A person may have been a late developer, dyslexic or be
different in another way. Those individuals who went on to thrive often
had certain things in common.

They were supported by key people in their life - such as a parent,
teacher or another significant person;

They were told to believe in themselves but were also taught how to
survive or thrive in various situations;

They began to learn how use their differences to help themselves or other
people.

People who learn how to channel their personality often follow certain
guidelines. They aim to be positive, be professional and do their best to
deliver peak performances.

Imagine that you want to follow these steps in your own way. Let’s
explore these themes.

Being Positive

One approach is to have a positive attitude towards people and help them
to succeed. This sounds obvious but some individuals flaunt their
individuality by dismissing other people’s opinions.

‘Be nice to people on your way up because you'll meet them on your way
down’, is an old saying from show business. Today’s equivalent in fast
moving organisations is:

"Be friendly towards everybody - whatever their role - because one day
you may find yourself being interviewed by them for a job.”
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Being positive and helping people increases the chances of getting away
with being different. It also puts goodwill in the bank - because there
may be times when you need it.

Being Professional

Several years ago I was approached by a brilliant sales person who had
twice been passed over for promotion. Getting a reality check from his
boss, he found his colleagues considered him unprofessional. They
described this in the following way.

"He is great with clients but not with colleagues. He promises clients that
we can deliver certain things but doesn’t always check with colleagues
that this is possible.

"During meetings he does email rather than listen to what people are
saying. He shows impatience by interrupting the speaker or going out to
make phone calls.

"He has a brilliant sales brain but shows little respect for colleagues in the
team.”

The person had previously been in denial. But now he saw that his
behaviour was preventing him getting promotion to a more strategic role.
He could choose:

To ignore the feedback ... To say everybody else was wrong ... To attach
himself to bosses who would hire him for his selling skills rather than
interpersonal skills ... To take the messages on board and try to get
another result.

He opted for the latter option. He aimed to become more professional
with both colleagues and clients. Bearing this in mind, I invited him to
explore the following theme.

"Imagine you are a freelancer running your own business and supplying
services to this company. How would you behave?
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"You would recognise that you are always on stage. People make
judgements about you every moment.

"So you would probably behave professionally towards everybody in the
business - the receptionist, managing director, PA and potential future
clients you met in the corridor.

"You certainly have these skills because you demonstrate them superbly
with clients. Here are two questions to consider.

"Do you want to take the time to behave professionally towards
everybody in the business? If so, how can you do so in the next week,
month and year?”

The sales person chose to make the effort. When somebody stopped him
to ask for a chat as he was rushing to a meeting, for example, he no
longer brushed them aside. He gave them 100% attention and said:

"It would be good to catch up. Right now I am on my way to a meeting.
But as soon as it is finished I will get back to you with a time when we
can talk.”

Doing simple things like saying ‘Please’ and ‘Thank you’ also had an
effect. People began to feel easier in his presence and more willing to help
him to succeed.

Being A Peak Performer

Great workers aim to deliver peak performances. How can you do this in
your own way? Sometimes it can also be helpful to recall the basic rule
about team sports that is often quoted in various forms.

Great team members look beyond their own success. They also help their
colleagues and the whole team to achieve success.

Bearing this in mind, it is vital to proactively make clear contracts with
your manager and other stakeholders about the outcomes they want you
to deliver. You can then follow the basic rule in all service organisations.
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You can use your strengths to do superb work and help all your
stakeholders to achieve success.

There are many ways to do fine work. One approach is to be a deviant
who overdelivers. This can help to build goodwill and a positive
reputation.

Looking ahead, can you think of a specific activity where you may want to
follow elements of this approach? You may want to do it when performing
a piece of work, building a successful prototype or doing another activity.

How can you follow this approach in your own way? How can you continue
to be positive and professional? How can you do your best to deliver peak
performances?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.

The Deviant Who Overdelivers Approach

The specific activity where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Earning Things Approach
Rather Than Entitlement Approach

People Who Follow
This Approach Believe In:

Earning Things

Rather Than:

Entitlement

Great workers believe in earning things rather than being entitled to
things. They believe in following this ethic whilst also realising they may
not always reap the rewards.

Different people follow this approach in different ways. One model is to
focus on a specific activity where they have the ability to do superb work.
They aim to earn things, apply their expertise and continue to evolve.
They then do their best to deliver excellence.

Such workers keep returning to the theme of earning things. This is at the
heart of what they do. They love to throw themselves into the work and
apply their knowledge to deliver success. They don't like to get something
for nothing.
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They may spurn the idea of earning money from shares, for example,
because they prefer to earn it through their own efforts. They have the
ethic of earning things on the way to delivering excellence. Let’s explore
some of the steps they take along the way.

Enjoyment

Great workers focus on the specific activities that give them positive
energy and where they can also perform superb work. They focus on
those where:

They are in their element — at ease and yet able to excel ... They see the
destination quickly — they go ‘A, B ... and then leap to Z’... They have a
track record of finishing.

Such workers look forward to doing the work. They often enjoy the
journey as well as reaching the goal. They also get a creative high from
doing their best and achieving their picture of success.

Earning Things

Great workers love putting in the effort required to do good work. They
often use their strengths, strategic thinking and skills to apply
themselves.

They love to pursue their craft. They take this approach whether working
as counsellors, song writers, carpenters, designers or pursuing another
path. They recognise that:

You never retire from your vocation.

Such workers have an almost spiritual view of the importance of earning
things. They believe it is vital to put in the hours required to develop their
craft. They see themselves as lifetime apprentices who will never become
masters.

They believe in the importance of applying their gifts to earn money. They
do not believe in earning money from shares or other people’s labours.
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They want to apply their gifts to help people in real-life situations and
enable them to achieve success.

Excellence

Great workers believe in the old maxim that excellence is a habit. Whilst
building on their expertise and experience, they believe in earning their
corn each day.

Superb actors, artists, artisans and other workers believe in preparing
properly. Whatever their age, they rehearse what they are going to do.
They then click into action and do their best to achieve the desired
results.

Such workers aim to do work that is: a) effective; b) excellent; c) maybe
even extraordinary. Sometimes they do work that goes into another
dimension and gives people a positive memory for life.

Some organisations bear these things in mind when recruiting people.
They look for people who have a track record of believing in earning
things rather than in entitlement. They then encourage these people to
use their expertise to help the team to achieve excellence.

Let’s return to your own life and work. Can you think of a specific activity
where you want to follow the earning rather than entitlement approach?
How can you follow this in your own way?

How can you focus on the specific activity you enjoy? How can you go
through the process of earning things, applying your expertise and
continuing to evolve? How can you do your best to deliver excellence?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Earning Things Approach

The specific activity where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Awareness, Application
And Achievement Approach

Application

There are many ways to do fine work. One approach is to go
through the stages of awareness, application and achievement.

Awareness ‘ Application ‘ Achievement

There are many ways to do fine work. One approach is to go through the
stages of awareness, application and achievement. Awareness is a good
starting point but application is crucial. People can then work towards
achieving their goals.

Some people become awareness junkies. They simply want to collect
more ideas but seldom translate these into action. This can lead to
frustration, both for themselves and other people. Application is crucial in
order to achieve the goals.

Looking back on your own life, can you think of a time when you went
through the stages of awareness, application and achievement? You may
have wanted to improve your health, develop a skill or reach a specific
goal.
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What was the specific situation? How did you increase your awareness of
the topic? How did you apply this knowledge? How did you do your best
to achieve your goal?

Different people follow these principles in different ways. Let’s consider
these themes.

Awareness

Imagine that you want to explore a topic or tackle a challenge. Your first
step may be to gather knowledge and develop your awareness about the
theme. One person described their approach in the following way.

“"Every year I had a regular health check. During one of these I got news
about warning signs of a particular illness.

“At first this was a bit of a shock but then I went into research mode. Like
many people do in this situation, I searched the web for information.

"This led to me finding one of the world’s leading authorities in the field.
Eventually I managed to get treated by him. I could not have been in
more capable hands.

“"He did the application part - the operations - rather than me! These were
successful and hopefully I am now clear of the illness.”

Good leaders also often focus on developing their people’s awareness.
Bearing in mind the team’s strengths, they sometimes take the following
steps when communicating with their people.

They describe what is happening in market, the team’s future
opportunities and the picture of success;

They describe the strategies the team can follow to give itself the greatest
chance of success;

They describe the steps that people can take to translate the team’s
strategies into action and do their best to achieve success.
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As mentioned earlier, awareness is a good starting point. This can then
lead to the next step.

Application

Imagine that you have gathered enough information. Bearing in mind
your goal, you may then aim: a) to clarify the strategies you want to
follow; b) to translate these into a clear action plan. The next stage will
be to apply yourself to the task.

Different people do this in different ways. One approach is to pursue their
chosen strategies and take the following steps:

They follow their daily disciplines — they keep doing the right things in the
right way to get the right results;

They focus on continuous improvement — they build on what is working
and tackle areas for improvement;

They deal with any dramas along the way - they find solutions to
challenges and work towards achieving their goals.

This final point is crucial. One person described their approach in the
following way.

"I am good at following daily disciplines but it took time for me to learn
how not to be distracted by dramas. Some events needed immediate
attention but others could be dealt with at an appropriate time.

“Working as a leader, I aimed to anticipate potential situations that could
throw us off course — such as crises in the market, staff issues or other
challenges. It was possible to prevent some of these events happening.

"Sometimes we met unexpected challenges, however, which came out of
the blue. After a while I learned how to buy time when faced by such
events.



250

"My approach involved aiming: a) to keep focusing on the end goal; b) to
understand the drama and explore the possible solutions; c) to implement
the chosen solution and return to working towards the end goal.”

Great workers continue to apply themselves to their chosen task. This can
lead to the next step.

Achievement

Different people have different views regarding what constitutes
achievement. Much depends on their approach to life and picture of
success. Here are some things that people mention when exploring this
theme.

Achievement For Me Is:

Being true to myself ... Being a good parent ... Staying sober each day ...
Enabling my students to shape their futures ... Sharing knowledge that
helps people.

Doing satisfying work ... Caring for people in Accident and Emergency ...
Delivering peak performances in my sport ... Getting recognition ... Giving
everything and having a sense of peace.

There are many ways to do fine work. One approach is to work through
the stages of awareness, application and achievement. You will, of course,
have your own definition of achievement in your personal and
professional life.

Looking ahead, can you think of a situation where you may want to follow
elements of this approach? How can you do this in your own way? What
may happen as a result of taking these steps?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Awareness, Application And
Achievement In The Future

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Principles Approach Rather
Than The Prizes Approach

Different people follow different
approaches in their lives and work

Some people follow the principles approach.

Some people follow the prizes approach.

Some people follow their principles and,
as a by-product, they also get prizes.

Some people do work they feel passionately about, follow their principles
and do their best to get positive results. They are not worried about
getting conventional prizes.

Some people spend a lot of time worrying about getting prizes. They
worry about whether or not they will get promotion, gain status or be
seen as successful.

Such an approach can lead to them tightening up and failing to do their
best. Even if they do win a prize, they may then start worrying about
whether they will win the next competition.

Some people get a prize each day by following their principles. The
paradox is that, as a by-product, this can sometimes result in them
getting conventional prizes.
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The next section describes people who have used their talents to do
positive work. This is followed by provide practical tools you can use to
pursue this approach in your own way.

The Penny Brohn Cancer Centre

~

\-’\

Penny Brohn UK

Living Well with Cancer

Penny Brohn created a remarkable legacy. She helped to give birth to The
Bristol Cancer Help Centre. The work done there has helped many people
to develop their inner strength and improve the quality of their lives. It is
now called Penny Brohn Cancer Care.

As Dr Rosy Thomson says in her book Loving Medicine, the Centre was
born out of pain. Penny discovered a cancerous lump on her left breast in
the autumn of 1979. An operation under local anaesthetic produced
bruising, bleeding and left part of the lump behind.

Doctors advised an immediate mastectomy, but she felt that full recovery
depended on more than amputating her breast. Penny became convinced
that her illness was the result of her lifestyle. It was a disease of her
whole being, rather than being confined to any single part of her body.
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Penny eventually met Pat Pilkington, Canon Chris Pilkington and Alec
Forbes, a physician. The four people combined their talents to open the
Centre in 1980. The Centre was then based on three key ideas.

The body, mind, emotions and spirit are interrelated ... The improvement
in the health of any of these will improve the health of the whole person
... The belief that where there’s a will there’s a way.

These ideas were translated into certain guiding principles. These included
the following.

The Centre believes in a holistic philosophy.

The Centre encourages patients to assume some responsibility for their
own health.

The Centre teaches and practises a lifestyle designed to prevent cancer
occurring or recurring.

The Centre educates and informs patients about safe and gentle therapies
they can use to counteract disease and enhance health.

The Centre is a non-profit-making organisation that is available to
everyone.

Holistic meant what it said. Far from turning on conventional medicine,
the staff encouraged people to participate in choosing their own particular
treatment.

While inviting patients to adopt a healthy lifestyle, diet and attitude, they
did not rule out the benefits of radiotherapy and chemotherapy. Penny
wrote:

We encourage patients to pack up their own individual processes and
techniques: we help them to make sense of what they are doing,; we
stand by them whatever they do.
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The Centre attracted national attention and moved into a new building at
Grove House, which formally opened in 1983 by the Prince of Wales.

Penny’s health was also improving at the time. During the 1980s she and
the team provided inspiration for cancer sufferers across the world. Then
came an enormous setback.

The Lancet published a report sponsored by two cancer charities. It said
some patients who attended the Centre for treatment were twice as likely
to die prematurely from the disease.

Penny, the Centre’s team and the patients who had been interviewed
threw themselves into refuting the report, which was eventually proved to
be erroneous. This resulted in a public apology.

Penny Brohn Cancer Care moved to new premises in 2006 and continues
to help people to change the way they live with cancer. It provides them
with practical tools they can use to regain control of their lives.

The aim is to enable people to live well with and beyond cancer. This
includes providing a combination of physical, emotional and spiritual
support. It comprises a range of complementary therapies, lifestyle
information and self-help techniques.

Penny Brohn lived many years beyond the initial prognosis. During the
1990s, however, she suffered a spinal bone tumour. After deciding to
have conventional surgery, she continued to work but also spent lots of
time in Crete.

She lived there until her death in 1999, twenty years after the original
diagnosis. Penny left a positive legacy.
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Paul Hawken - Growing A Business

Paul Hawken - Growing A Business

Deliver quality and give great
service.

Recreate something that has been
lost.

Make sure you have the character
to run an honest business.

Be imaginative and also be a
problem solver.

Develop or, when appropriate,
SUTHOR Of ST ct buy-in tradeskills.

Paul Hawken helped me to learn a lot about business even though we
never met. He has a long history of helping people to build on their
strengths and make their best contributions to the planet.

He began by working as a press coordinator with Martin Luther King'’s
team in Selma, Alabama. Whilst continuing to work for human rights, he
moved on to creating several ethical companies.

Paul founded Erewhon, which was based in Boston, Massachusetts.
This focused exclusively on organically produced fruits, vegetables, dairy,
beans, eggs, juices, and condiments.

By 1973, Erewhon had two mills, two rail cars and warehouses on both
coasts. It had contracts with farmers in 37 states on 56,000 acres to
supply its four stores and more than 3,000 wholesale accounts.

Paul then created Smith & Hawken - a $75 million catalogue and retail
company, specialising in garden and horticultural products. It is credited
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with changing gardening in America by introducing European tools,
techniques, varieties and literature.

His work as a practitioner - rather than just a theorist - led to him
producing many books. These included The Next Economy, Growing a
Business, The Ecology of Commerce and Blessed Unrest.

Paul reached millions of budding entrepreneurs through his 1980s
American Public Television series Growing A Business. He advised people
to develop their talents and produce quality. Many of the tips sound
commonplace today, but back then they seemed radical.

Deliver quality and give great service

Deliver quality and make people feel special. Even in a recession,
customers will pay for quality products delivered in a quality way. Paul
explained that it is vital to focus on helping your customers.

You are trying to give your customer something other than what they are
receiving from the competition. Remember that in business you are never
trying to 'beat’' the competition. It is a waste of time and energy trying to
beat the competition because the customer doesn't care about that
rivalry.

People are attracted to nostalgia — so recreate something which they
believe has been lost forever. The friendly small town bank; the reliable
mail-order firm or the honest garage. The quality ice-cream shop; the
traditional cheese store; the aromatic coffee shop; the company that fixes
mistakes without complaint.

Be imaginative — because too
much money is worse than too little

Businesses suffer from a lack of imagination not capital, says Paul. Too
much money tends to replace creativity. Companies without money are
hungry; they must dream, imagine and improvise.
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Companies awash with money try to buy solutions. They lavish vast
amounts on consultants, lawyers, clever accountants, publicity agents and
marketing studies. Cash and creativity are both necessary, but make sure
you balance them properly.

Entrepreneurs are risk-avoiders

The common wisdom holds that entrepreneurs love to take risks, says
Paul, but that's mostly hype. He explains:

Once the entrepreneur has seen how to create a product or service to
meet demand, much of what the outsider perceives as risk in the situation
is erased.

Entrepreneurs are like mountain climbers. They set clear goals, clarify
their strategy and anticipate ways to tackle problems. On-lookers think
the mountaineer is gambling, but the climber would risk more by not
following their dream.

Business tests character

Business teaches you a lot about yourself, says Paul. You will face split-
second decisions, to be honest or lie; to deliver quality or cut corners; to
care for your customers or give shoddy service. He explains this in the
following way.

The moment you enter the world of business - as a provider - not merely
as a consumer - you will have a hundred opportunities a day to act
beneficially or wrongly, to deal with people fairly or otherwise, to enhance
your social environment or pollute it.

Businesses will always have problems

Paul once searched for magic solutions. Providing he read more books by
business gurus, one day he might find business nirvana. Such
enlightenment would make all his problems disappear. But then another
truth hit him one sunny autumn afternoon. He wrote:
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I had my nirvana, all right, but it was the opposite of what I had been
seeking. On that pretty afternoon the actual truth finally struck me: I
would always have problems.

In fact, problems signify that the business is in a rapid learning phase.
The revelation was liberating. I couldn't understand why other people
hadn't told me this earlier.

Problems create either energy or paralysis, says Paul. Get used to
problems, they are an eternal part of everyday business. They may also
present a chance to improve.

Develop Tradeskills

Tradeskills spell the difference between success and failure in a business,
says Paul. People who have them demonstrate the following
characteristics. (There are also other skills they need.)

They know how to focus on a particular market niche and create a specific
service or product. They understand what people want, how they make
their decision and how much they will pay.

They have a sixth sense that enables them to make quick decisions rather
than get bogged down in months of meetings, brainstorming and market
studies.

They know how to manage money so their income is greater than their
outgoings.

They know how to keep reading the present and future needs of the
marketplace.

You can still build a business without having tradeskills, says Paul. But
then it may be useful to complement your strengths with people who do
have tradeskills.

There are many ways to do positive work. The following pages provide
many models that you can follow in your own way.
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The Positive
Work Approach

Introduction

The following section describes many ways to do fine work. These
approaches often build on the eternal themes of What, How and
When. They focus on the following questions:

What are the real results you want to achieve?

How can you do your best to achieve these results?

o When do you want to do your best to achieve these results?

There are many ways to explore these themes. Sometimes this can
involve going deeply and then translating the ideas into action.

Many of the following models do, of course, overlap. Take the ideas
you like and use these in your own way.
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The Strengths Approach

@® The Vocation Approach

The Positive Realist’s Approach

The Building On What People Can Do Approach

The Enjoyment, Effectiveness

® And Excellence Approach

The Craft Approach

@ The Picture Of Success Approach

The Pacesetter’s Approach

The Class Act Approach

@® The Flow, Focus And Fulfilment Approach
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The Positive Teams Approach

@® The Values Driven Organisation Approach

The Mission, Maintenance
And Marvellous Work Approach

The Beliefs, Basics And Brilliance Approach

@® The Right Strategy Approach

The Coordination Approach

@ The Positive Leadership Approach

The Shapers, Spine And Specialists Approach

The Taking Over A Team Approach

@® The Communication Approach
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The Clear Contracting Approach

The Three Waves Approach To Shifting A Culture

The Entrepreneurship, Engine And Excellence Approach

The Innovation, Implementation And Impact Approach

The Positive Reframing Approach

The Sharing What Works Approach

The Win-Win Approach

The Facilitation Approach

The Achievement Approach

The Following Your Rhythm Approach
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The Design Approach

The Inspiration, Implementation
And Integration Approach

@
The Caring Approach

The Specialist Approach

@® The Driven Approach

The Carrot, Contract And Commitment Approach

@® The Establishing Credibility Approach

The Managing Pressure Situations Approaches

The Personal Best Approach

@® The Decisive Moments Approach
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The Organic Development Approach

The Frameworks For Fulfilment Approach

The People Worker Approach

The Professional Freelancer Approach

The Overview Approach Approach

The Offering Options Approach

The Wholistic Approach To
Wellbeing, Work And Wealth

The Stability, Stimulation And Success Approach

The Appreciative Inquiry Approach

The Managing Your Professional World Approach
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The Tremendous Work Approach

The Warrior Wizard Approach

The Stimulating Project Approach

The Rewarding Role Approach

The Relaxed Relentlessness Approach

The Money, Meaning And Magic Approach

The Managing Emotions Approach

The Radar, Repertoire And Results Approach

The Pleasurable Work Approach

The Positive Dimension Approach
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The Culture Handbook Approach

@® The Managing Your Obsessions Approach

The Gumption Approach

The Great Days, Good Days And Grunt Days Approach

@® The Setbacks As A Springboard To Success Approach

The Generous Guide Approach

PS The Enlightenment, Enterprise
And Excellence Approach

The Control, Cocooning
And Creative Work Approach

The Fun, Freedom And Fulfilment Approach

@® The Are You Serious? Approach
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The Building A More Self-Managing Team Approach

The Managing By Outcomes Approach

The Peak Performer’s Path Approach

The Managing Challenges Approach

The Mentoring Approach
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The Strengths Approach

The Strengths Approach

There are many ways to do satisfying work. One approach is for
people to build on their strengths, to find sponsors - employers or
customers who want what they offer — and to use their strengths to
help those people achieve success.

Strengths

Sponsors

“The world of work keeps changing,” some people say. "It is hard to know
what skills people should learn to shape their futures.”

Perhaps. As the saying goes, however, the more things change, the more
some things stay the same.

Creative people throughout history have followed certain themes to earn
a living doing what they love. They have built on their strengths and
found sponsors — employers or customers - who hired them for doing
what they did best. They then helped those sponsors to succeed.

People who develop such eternal skills are more likely to shape their
futures. Let’s explore how this works in action.
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Strengths

Michelangelo, Anita Roddick and Steve Jobs had at least one thing in
common. They did what they did best and got somebody to pay them for
doing it. Some customers will always be interested in buying quality. And
the best way of producing quality is to develop your top talents.

How can you clarify your strengths? One approach is to identify the
deeply satisfying activities in which you deliver As rather than Bs or Cs.

You may be good at counselling, gardening, making furniture, singing,
coaching a sport or developing software. You may be good at selling,
customer care, nursing, leading certain kinds of teams or doing another
activity.

Here are some questions you can ask to begin clarifying your strengths.

You can then move on to clarifying the specific things you can deliver that
will help people to succeed.

Strengths

Here are some questions you can
explore to clarify your strengths
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What are the deeply satisfying activities in which you deliver As
rather than Bs or Cs? When do you feel in your element — at ease
and yet able to excel? What are the activities that give you positive
energy — even when you think about them?

What are the situations in which you see the destination quickly?
When do you go ‘A, B ... and then leap to ... Z’? What are the
activities in which you are a good finisher and have a track record of
delivering Z?

What are the situations in which you see patterns quickly? Where do
you have the equivalent of a photographic memory? Where do you
have good personal radar - you seem to know what will happen
before it happens?

Where do you make complicated things appear simple? What are the
activities in which you have natural self-discipline? Where do you

® score highly on drive, detail and delivery? Where do you always do
the basics and then add the brilliance?

Sponsors

Anybody can do work they love, the art is getting somebody to pay you
for doing it. Creative artists have faced this challenge throughout history.

How to find sponsors — employers or customers - who will hire you for
what you do best? One approach is to start by clarifying your perfect
customers or employers.

Who are kinds of customers with whom you work best? What are the
characteristics of these people? When have you done good work for such
people? What did you do to help them to achieve success?

If you mainly work within an organisation, what is the kind of manager
with whom you work best? What are the characteristics of such a

manager? What makes it good to work with them?

Here are answers that individuals give to these sets of questions.
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"I work best with achievers. They love to set goals, work hard and
achieve success. Being adrenaline driven myself, I enjoy working with
others who like to stretch themselves to achieve success.”

"I work best with pioneering leaders. Such people often aim to be
pacesetters. It is exciting to work with such people who are aiming to
make the new rules for the game.”

"I work best with people who have humanistic values. They often want to
create workplaces that encourage people. At the same time, however,
they are prepared to take tough decisions.”

Imagine you have clarified your perfect customers or employers. Looking
at the world from their point of view, what are the challenges they face?
How can you help them achieve their goals?

Imagine you are working with external customers. What are the pressures
they face? What are their present and future needs? What are their
professional goals?

Imagine you are mainly working within an organisation. Your internal
customers are your colleagues, manager and the directors. What are their
challenges? What are their professional goals?

Most employers want to improve the Three Ps. They want to improve
their profits, product quality - including processes and service quality -
and people. How can you help them to tackle these challenges and also
achieve the organisation’s goals?

Imagine you have identified your potential sponsors. How can you reach
them in a way that fits with your values system? How can you create a
showcase - a shop window - for your work? How can you give to people
and help them to succeed?

Later we will go into greater depth regarding how to reach people in ways
that work for you. Before then, however, here are some themes you can
explore to clarify your potential sponsors.
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Sponsors

Here are some questions you can
explore to clarify your potential sponsors

Who are the kinds of people - customers or employers - with whom
you work best? What are the characteristics of these people? What
are the reasons you work well with such people?

When have you worked well with these kinds of people in the
past? What did you do right then - what were the principles you
followed - to help them to achieve success? What were the specific
things you actually delivered?

Looking at these kinds of people, what may be happening in their
world? What may be the present and future challenges they face?
What may they want to achieve for themselves, their team or their
organisation? What may be their picture of success?

How can you reach these people in a way that fits your values
system? How can you clarify what they want to achieve? How can
you give to these people and pass on knowledge that may help them
to succeed?
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Success

Imagine you have settled on your potential sponsors. How can you use
your strengths to help them to tackle their challenges? How can you help
them to achieve their goals?

Great workers provide specific services or products that help their
potential sponsors: to solve problems, to have positive experiences or to
achieve their picture of success.

Depending on their strengths, different people help others in different
ways. They focus on what people may need or want. They then provide
practical help or knowledge that helps them to achieve their aims.

A doctor may help people to regain their health. A chef may offer people
wonderful food. A sports coach may help athletes to perform at their best.

A project director may ensure strategies are delivered on time. A crisis
manager may solve problems that threaten an organisation. A film maker
may produce films that give people pleasure.

Looking at my work, the aim has been to encourage and enable people to
achieve their goals. This has taken the form of providing practical tools
that people, teams and organisations can use:

To build on their strengths; To do satisfying work; To build superb teams
and organisations; To find solutions to specific challenges; To achieve
their picture of success.

There is a vast repertoire of positive models that can help people to reach
these goals. The aim has been to pass on practical tools that people can
use in their own ways to achieve ongoing success.

Imagine that you have managed to meet with potential sponsors. It will
be important:

To show that you understand the world from their point of view — such as
their challenges and goals;
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To, if appropriate, share how what you offer can help them to achieve
their goals;

To, if they want to move things forward, make clear contracts on the
specific things you will deliver to help them to achieve their goals.

To get some quick successes, provide great service and proactively keep
them informed about the progress being made towards the goals;

To do superb work, find solutions to challenges, deliver the agreed goals
and then add that touch of class.

You will do this in your own way. But here are some themes it can be
useful to explore on the road to help them to achieve success.

Success

Here are some questions you can explore to
clarify how you can help people to achieve success
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How can you use your strengths to help people to tackle their
challenges and succeed? What are the specific things you can
actually deliver? What will be the benefits to the various
stakeholders of delivering these things to people?

How can you make clear working contracts with these people? How
@ can you agree on the specific things you will deliver? How can you
show them that you will deliver some early successes?

How can you perform superb work? How can you proactively keep
people informed about your progress? How can you encourage
yourself on the journey? How can you find solutions to potential
challenges?

How can you keep reassuring your sponsors by delivering results?
o How can you do everything possible to help people to achieve their
picture of success? How can you then add that touch of class?

Imagine that you want to build on your strengths and do satisfying work.
You also want to help others to achieve success.

If you wish, try tackling the exercise on this theme. This invites you to
explore the following themes.

Strengths

Describe the satisfying activities in which you have the ability to deliver
As. These may be particular kinds of projects, tasks or other activities.
Try to be as specific as possible and give concrete examples.

Describe the activities in which you deliver Bs or Cs. The B activities are
probably those that you can do reasonably well but may not necessarily
be satisfying. The C activities are those where you have little aptitude or
desire to learn.
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Sponsors

Describe the kinds of people - customers or employers — with whom you
work best. These may be people with certain personality characteristics or
other qualities. Describe the challenges they face or the goals they want
to achieve.

Success

Bearing in mind your strengths, describe the specific things you can
deliver to help these people. There are many ways to define what you
offer.

One approach is to answer the following question. What are the specific
things you can deliver to help your customers to achieve success? If you
wish, try completing the following exercise.

My Offering

The specific things I can deliver to help
my customers to achieve success are:

The emphasis is on what you can deliver not just what you can do. Lots of
people can do lots of things, but customers or employers buy what you
can deliver.
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Strengths

As. The specific activities in which
I have the ability to deliver
As - rather than Bs or Cs - are:

1)..

For example ...

2) ..

For example ...

3) ...

For example ...
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Bs. The specific activities
in which I deliver Bs are:

1)..

For example ...

2) ..

For example ...

Cs. The specific activities
in which I deliver Cs are:

1)..

For example ...

2) ..

For example ...
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Sponsors

The specific kinds of people — customers
or employers with whom I work best - are:

The specific challenges these people face
and the goals they want to achieve are:
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Success

Bearing in mind my strengths, the
specific things I can deliver to help
these people to achieve success are:

The specific benefits of delivering
these things and helping
them to achieve success will be:
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The Vocation Approach

The Vocation Approach

You can follow your vocation and express this through
different vehicles on the way towards doing valuable work.

Vocation

Valuable Work Vehicles

A person’s vocation is their calling. It is what they are here to do. Their
vocation may remain constant throughout their life. They may express
this through various vehicles, however, on the way towards doing
valuable work.

A person never retires from their vocation. They just find more ways to
express it during their life. Let’s explore these themes.

Finding Your Vocation

There are relatively few vocational themes but the way a person
expresses these will be unique. Most of the themes revolve around the
eternal human activities. These include, for example:

Encouraging ... Nurturing ... Educating ... Exploring ... Creating ...
Designing ... Orchestrating ... Building ... Implementing ... Problem Solving
... Communicating ... Performing ... Or Doing Other Activities.
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How to find your vocation? One approach is to focus on several satisfying
projects that you have done in your life. Looking at what made these
satisfying can reveal your successful style of working. It can also provide
clues to your vocation. Here is an exercise on this theme.

My Successful Style

This is a long but worthwhile exercise that highlights when you have
translated your strengths into action. It invites you to do the following
things.

Describe two or three satisfying
projects you have done in your life

The word project can be used in its widest sense. For example: writing an
article, organising a fun run, launching a web site, solving a particular
problem, leading a team or whatever.

Describe each of these projects in turn and
the things that made each of them satisfying

Try to be as specific as possible, especially about the things that made
them satisfying. Looking at these projects, can you see any recurring
patterns? These provide clues to your preferred style.

Describe your successful style of working and the
principles you follow when doing satisfying work

You may, for example, find it satisfying to do something you really care
about, be in a positive environment, set a stimulating goal, follow a
certain rhythm and do your best to achieve your picture of success.

Describe how you can follow
these principles in the future

This part invites you to consider how you can keep following your
principles and do satisfying work. This is something you can do to pursue
personal projects.
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If you want to get paid for doing professional work, however, it may
mean finding or creating a project where you can follow your preferred
style. This will also mean delivering specific benefits that help the
potential sponsors — employers or customers - to succeed.

Here is the exercise on this theme. You can use this to clarify your
successful style of working. Bearing this in mind, you may continue to
follow your successful style in the future.

It is possible, however, that you will express it differently in different
situations. The key, however, will be to follow your successful style on the
way to doing satisfying work and achieving success.

My
Successful
Style
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Introduction

Everybody has a successful style of working. Clarifying this style is
often the clue to finding their real strengths and sometimes even
finding their vocation.

People often develop rather than change radically and their style
often becomes more pronounced as they get older. The key is for
them to know how to channel their style successfully.

This is a long but worthwhile exercise that highlights when you
have translated your strengths into action. It invites you to do the
following things.

Describe two or three satisfying projects you have done in your life.
The word project can be used in its widest sense. For example:

writing an article, organising a fun run, launching a web site,
solving a particular problem, leading a team or whatever.

Describe each of these projects in turn and the things that made
them satisfying.

Try to be as specific as possible, especially about the things that
made them satisfying. Looking at these projects, can you see any
recurring patterns? These often provide clues to your preferred
style.

Describe your successful style of working - the principles you follow
when doing satisfying work.

You may, for example, find it satisfying to do something you really
care about, set a stimulating goal, work with motivated people,
have a manager who gives you freedom within parameters.

You may then follow a certain rhythm in your daily work, build in
quick successes, work to a deadline and present your work.
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You may also have two successful styles: one when you are
working alone, one when working with other people. See what the
exercise reveals.

Describe how you can follow these principles in the future.

This part invites you to consider how you can keep following your
principles and do satisfying work.

If you want to get paid for doing so, however, it may mean finding
or creating a project where you can follow your preferred style.

It will also mean focusing on how to deliver specific benefits that
help potential sponsors - employers or customers - to succeed.

The first satisfying project was:

*

When I

The things that made it satisfying were:
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The second satisfying project was:

When I

The things that made it satisfying were:

The third satisfying project was:

When I

The things that made it satisfying were:
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My Successful Style

Looking at the patterns that have emerged, I believe

my successful style — my preferred way of working - is:

To ...

To ...

To ...

To ...

To ...

My Successful Style - Following It In The Future

The things I can do to follow

these principles in the future are:

To ...

To ...

To ...

To ...

To ...
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How to clarify your vocation? Looking at your satisfying projects, it is:

To clarify a recurring theme in terms of what made them satisfying ... To
clarify the specific things you aimed to do when pursuing that theme ... To
clarify your possible vocation.

Here are some of the examples of vocations that people give when
exploring this topic.

My Vocation Is:

To encourage people to become the best they can be ... To create
enriching environments in which people grow ... To build successful
prototypes that show a better way.

To share knowledge that people can use to maintain their wellbeing ... To
help people to become the architects of their lives ... To design
sustainable systems that deliver ongoing success.

To design things that are simple, satisfying and successful ... To create
beautiful things that inspire people ... To do practical work that helps to
makes the world a better place.

Imagine that you have begun to clarify your vocation. It can then be time
to move on to the next stage.

Finding The Right Vehicle

Different people express their vocation through different vehicles on the
way to doing valuable work. Let’s look at one example. Imagine that your
vocation may be:

To create enriching environments in which people grow.

You can express this theme through many different vehicles. For
example, you may choose:
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To be an educator ... To be an interior designer ... To create inspiring
music ... To do landscape gardening ... To lead a successful team in which
people perform at their best ... Or whatever.

There are many ways you can express your vocation. One approach is to
focus on: a) your chosen field of activity; b) your chosen form of activity.
The following section describes how you can take these steps.

You Can Focus On Your
Chosen Field Of Activity

Finding The Right Vehicle

You can focus on a specific activity that you find fascinating,
have a feeling for and where you have a track record of finishing.

Fascinating

Feeling

There are several ways to find a field in which you may feel and ease and
able to excel. One approach is:

To focus on the specific activity that you find fascinating, have a feeling
for and have a track record of finishing.
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Imagine you want to explore this approach. This involves focusing on the
specific activities that have the following characteristics.

You find the activity fascinating

What are the things that fascinate you? What are the activities where you
want to explore and make sense of things? What are those where you
want to build models?

One clue is to choose a field where you would pursue this activity even if
you did not get paid for doing it. It is a positive addiction.

Derek Jacobi, the actor, explained this approach in a television interview.
When approached by young people who wanted his advice on becoming
an actor, he said something like the following.

“If you want to become an actor, then don’t do it. If you need to become
an actor, then do it.”

You have a strong feeling for the activity

Looking at the field of activity you have chosen, do you have a strong
feeling for it? Are you good at it? If so, you can begin to explore how you
can do more of this kind of work.

If not, take the time to pursue other fascinating activities. Looking at
these activities, where do you have the ability to do good work that is
fulfilling? Settle on one you want to explore further.

You have a track record of finishing

Let’s return to the activity you find fascinating and have a feeling for. Is it
one where you also have a track record of finishing? Here is an example
given by one person.

"I have a good record of building and selling successful prototypes. This
normally takes between two and three years.
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"I did run one company for five years. But scaling the business meant I
got involved in the maintenance aspects. My staff took care of the day-to-
day work, of course, but I lost interest in running the business.

"Some people create and sell larger businesses for massive sums, but
that is not my forte. I prefer to build prototypes, provide proof of concept
and then sell to buyers. This is what I am good at finishing.”

Superb workers have natural strengths in their chosen activity. They love
to explore the various scenarios they may encounter when doing the
activity.

They prepare properly before embarking on the activity. Looking ahead,
they practice the strategies and skills they may need to achieve the
desired results..

Such workers follow their chosen ritual for moving into action. They then
concentrate fully and do their best to perform superb work. They
sometimes combine being able to helicopter above the situation with
being hands-on.

Some people go into an almost spiritual dimension. Looking back later,
they say things like:

"It was like an out-of-body experience ... I seemed to do things slowly but
others say I do them swiftly ... Time went away and I went into a state of
flow.”

Let’s return to your own life and work. Are there any activities where you
may have this ability? How can you do more of these in the future? How
can you continue to do superb work in the activity where things go slowly
yet swiftly?

You Can Focus On Your
Chosen Form Of Activity

Imagine that you have some clues about your vocation. You can then aim
to choose a form of activity that fits your successful working style.
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You may prefer to express your talents by teaching, leading, managing,
writing, speaking, designing, making films or doing another activity. You
may prefer to work alone, to be a leader, to work in a team, to work in an
organisation or follow another path.

Let’s look at some people who have employed various vehicles to follow
their vocation.

Person A’s vocation is simplifying technology and showing how it can
improve people’s lives. Starting out as a techie, he also proved to be a
gifted journalist.

He wrote articles that made technical things simple. Written in an
accessible style, these led to him producing a much-acclaimed blog. He is
now the official storyteller for a huge technology company.

Person B’s vocation is creating events that enrich people’s lives. Initially
attracted to retail, she moved into the hospitality business. She built a
business offering creative facilities for training events.

These centres offer great service and a sense of theatre. They also tasty
food and sweets that adults remember from their childhoods. They aim to
provide people with positive memories for life.

Person C’s vocation is creating environments that empower people to take
charge of their lives. He also has a great feeling for sport and, in
particular, football. Following a personal tragedy, he focused on creating a
World Cup for Street Football.

Running tournaments in local communities across the world, he used
street football to bring people together. People made connections and, in
many cases, then harnessed their talents to tackle other challenges in
their communities.

Clarifying one’s vocation can be a lifetime search but some clues can be
found quickly. You can focus on the activities that give you positive
energy and make your heart sing.
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While the theme may remain constant, the way you express this may
change over the years. If you wish, try tackling the exercise called My
Vocation. This invites you to do the following things.

Describe what you
believe may be your vocation

Looking back at the satisfying projects you have done in your life, can you
see any themes? Are there any read threads that runs through the
projects? Do these give any clues to your possible vocation?

If so, describe what you believe may be your vocation. Don’t worry too
much about the actual wording - that can take years - have a go at
describing your vocation. Describe the times you may have expressed this
vocation in various activities or projects.

Describe the possible vehicles
you can use to express your vocation

You may already use a tried and trusted vehicle. This may be writing,
painting, gardening, building, encouraging people, teaching, solving
problems, broadcasting, communicating or whatever. Focus on the
vehicles that you feel most attracted to using.

Describe the specific things you can do to deliver valuable
work when expressing your vocation through these vehicles

It is important to follow your chosen rhythm. You may wish to prepare
properly, organise your time in blocks, work with particular people or do
certain things to produce superb quality work.

Here is the exercise on these themes. It invites you to complete the
following sentences.
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My Vocation

VVocation

Looking at the themes in the
satisfying projects I have done,
I believe my vocation may be:

*To ...

The specific situations, activities or
projects where I have expressed
this vocation in the past have been:

* When I ...

* When I ...

* When I ...
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Vehicles

The specific vehicles I can employ to
express this vocation in the future are:

Valuable Work

The specific things I can do to deliver
valuable work when expressing my
vocation through these vehicles are:
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The Positive Realist’s Approach

Positive Realists

They have a positive attitude but are also good are
° reading reality;

They are good at seeing patterns — both successful
and unsuccessful patterns - and staying ahead of the
game;

They are proactive and have a strong internal locus
@® of control - rather than an external locus of control -
and say:

"I can make things happen,” rather than, “"Things
happen to me.”

People who do fine work are often positive realists. They have a positive
attitude but are also good at reading reality.

Going into a situation in which they excel, they quickly see patterns. They
see: a) the successful patterns; b) the unsuccessful patterns; c) the
potential consequences. They then aim to clarify the possible picture of
success.

Such people are proactive. They have an internal locus of control - rather
than an external locus of control — and aim to make things happen.
Bearing in mind what they can control, they then aim:

To set positive goals;

To build on the positive parts of people, teams and organisations whilst
also dealing with any negative parts;
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To do their best to achieve positive results.

Such people act quickly to stop any haemorrhaging. They then build on
the positive parts of people, teams and organisations and help them to
achieve ongoing success.

Positive realists take this approach when encouraging people, doing work
or tackling a challenge. They may do so when acting as a parent,
educator, leader or in another professional role.

Building On The Positive Parts Of
People, Teams And Organisations

Negative

Caring parents, for example, focus on what a child can do rather than
harangue them about what they can’t do. The child can then explore, set
goals and work to succeed.

Such parents also find ways to help a child to develop the resilience
required to tackle difficult challenges. Children who have experienced
dyslexia or other difficulties, for example, often describe how their
parents took this approach.
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Great leaders help their teams to build on their strengths and manage the
consequences of any weaknesses. They also anticipate and manage any
potential challenges.

Such leaders encourage their people to manage today’s business and also
shape tomorrow’s business. They encourage, educate and enable them to
achieve ongoing success.

Looking back on your life, can you think of a situation when you acted like
a positive realist? You may have been retaking control of your life,
encouraging people or managing a challenge.

What did you do to clarify the real results to achieve? How did you build
on the positive things in the situation? If appropriate, how did you do

your best to find possible solutions to challenges?

If you wish, try tackling the exercise on this theme. This invites you to do
the following things.

Describe a specific situation in the past when you aimed to be a positive
realist.

Describe the specific things you did to aim to be a positive realist.

Describe the specific things that happened as result of taking these steps.

We will then look at how you can follow elements of the positive realist’s
approach when working as a leader.
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Positive Realism
In The Past

The specific situation in the past when
I aimed to be a positive realist was:

The specific things I did then to
aim to be a positive realist were:

The specific things that happened as
a result of taking these steps were:
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Building On The Positive
Things In An Organisation

Building On The Positive Things

This approach involves building on the positive
people and positive energy to get positive results.

Positive ‘ Positive ‘ Positive

People Energy

Results

Imagine that you have been invited to lead an organisation that has hit
difficulties. There are many ways to tackle such a challenge. The following
pages describe one approach.

Positive realists often aim to build on the positive things in an
organisation. They take this approach rather than putting people through
a change programme.

Before taking a role, however, they do their due diligence to clarify the
possibilities of success. Providing they are happy with the prospects they
then take the following steps.

They communicate the organisation’s purpose, principles and picture of
success.
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They build on the positive people and positive energy in the organisation.

They encourage people to do superb work, keep producing success stories
and do their best to ensure the organisation achieves its picture of
success.

They sometimes take these steps in the order described above. There
may be times, however, when they find it appropriate to change the
order.

Imagine you want to follow elements of this approach. Here are some
steps you may want to take.

You can do your due diligence
before going into an organisation

Before taking the role it will be important to do your research. This
involves clarifying:

The specific results you will be asked to deliver — the picture of success;

The specific positive and challenging things that are happening in the
organisation and its area of activity;

The specific positive and potentially challenging things that may happen
in the future;

The specific authority and autonomy you will have to deliver the desired
picture of success;

The success rating you would give — on a scale 0-10 - regarding the
present chances of delivering the goals plus the specific things you can do
to improve the chances of success.
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Success Rating

Bearing in mind the things I can control, the
present rating I would give regarding the
chance of achieving the picture of success is:

/ 10

The specific things I can do to
maintain or improve the rating are:
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Imagine that you have done your due diligence. Bearing in mind the
things you can control, you rated the chance of success as 7/10. You can
then clarify the practical things you can do to improve the chances of
success. These include aiming:

To clarify your strategy for delivering the picture of success;

To make crystal clear contracts with the board about: a) the results to be
delivered,; b) the authority and autonomy you will have to deliver these
results; c) the things you will do to proactively keep the board informed
about the progress toward achieving the picture of success;

To build on the positive and professional people in the organisation;

To give the other people a chance to decide if they want to contribute to
delivering success;

To get some quick successes that will reassure the board and give you
freedom to implement your chosen strategy for achieving success.

Imagine that you have taken these steps and have made clear contracts
with the board. You have the authority and autonomy required to deliver
the goods. Let's consider the next steps you may want to take.

You can communicate the organisation’s
purpose, principles and picture of success

Good leaders aim to build a positive environment in which motivated
people can achieve peak performance. They also recognise that it is
important to give people the big picture. They therefore communicate the
organisation’s purpose, principles and picture of success.

This is especially important when working with knowledge workers who
like to understand the context. They can then see their part in helping the
organisation to achieve its goals.

Here is an overview of these themes. The Road Map just refers to the
next year, but you can give a longer time frame if you wish.
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The Organisation’s Purpose

The purpose of our organisation - the
specific thing we really want to do - is:

* We want to ...

Here are some examples of the things that will be
happening that will show we are achieving our purpose:
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The Organisation’s Principles

The principles we would like people to follow - the Dos
and Don'ts together with the reasons for these - when
working towards achieving the purpose are the following.

Do ...

Do ...

Do ...

Do ...

Do ...

The Dos
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Don't ...

Don't ...

Don't ...

Don't ...

Don't ...

The Don'ts

The Organisation’s
Picture Of Success

The What, Why,
How, Who and When
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The What - The Picture of Success

The goal we want to achieve by ... is:
* To have ...

The specific things that will be happening then
that will show we have reached the goal will be:
Profits
* To have ...

* To have ...

* To have ...

Products

* To have ...

* To have ...

* To have ...

People

* To have ...

* To have ...

* To have ...
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*To ...

*To ...

*To ...

The Why

The benefits of reaching the goals will be:

For the organisation

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

For the customers

For the colleagues
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*To ...

*To ...

*To ...

The How

The key strategies we can follow to give
ourselves the greatest chance of success are:

Profits

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

Products

People
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The Who

The leadership team’s responsibilities
in working to achieve the goals are:

*To ..
*To ...
*To ...
The managers’ responsibilities in
working to achieve the goals are:
*To..
*To ..
*To ...
The colleagues’ responsibilities in
working to achieve the goals are:
*To ..
*To ...

*To ...




312

To

The When - The Road Map
Towards Achieving The
Organisation’s Picture Of Success

The ‘one line’ specific goal our organisation

wants to achieve by the end of the year is:

Q4

Milestones. The specific
things that we will have
achieved by then will be:

Quotes. The words we
want to hear people
saying then are:

Profits

Products

People

A\} n

A\Y n

A\Y n

A\Y n

A\ 4

A\} n
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Q3 Profits “ "
Products W "

People " "

Q2 Profits W "
Products w "

People

A\

A\Y

A\Y
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01

Profits

Products

People

A\}

A\Y

A\Y

A\Y

A\}

A\Y

Imagine that you have communicated the purpose, principles and picture
of success. (You may or may not want to give a detailed road map, but
that is up to you.)

You can then, if appropriate, give people chance to get into groups and
compile any questions they have regarding what you have presented.
Later in the book there are exercises you can use to facilitate people’s
responses.

Good leaders then give people time to reflect and decide if they want to
work towards achieving the goals. If people choose to opt-in, they make
clear contracts about their best contributions. People then do their best to

achieve the picture of success.
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The Professional Deal Approach

The Professional Deal

Good organisations explain the professional deal to people. They explain
the organisation’s responsibilities and the individual’s responsibilities in
working to achieve the picture of success.

The Organisation’s The Individual’s
Responsibilities Are: Responsibilities Are:
To ... To ...
To ... To ...
To ... To ...
To ... To ...
To ... To ...

Good organisations aim to build a positive environment in which
motivated people can achieve peak performance. They also communicate
the organisation’s purpose, principles and picture of success.

They then give people chance to reflect on whether they want to
contribute. If so, they make clear contracts with individuals about their
best contributions towards achieving the goals.

Such organisations also explain the professional deal. This describes both
the organisation’s responsibilities and the individual’s responsibilities in
working to achieve the goals.

The world of work continues to change so it is important to be honest
when communicating the deal. People can then decide if they want to opt
in. Here are some themes organisations may cover when communicating
the deal. You will, of course, do this in your own way.
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The Professional Deal

The following pages describe both the organisation’s
responsibilities and the individual’s responsibilities
in working towards achieving the picture of success

The Organisation’s Responsibilities Are:

To be professional and help to build a positive environment in
which motivated people can achieve peak performance;

To keep communicating the organisation’s purpose, principles
and picture of success;

To build on people’s strengths and make clear contracts with
them about their best contributions towards achieving the
picture of success;

To give people the encouragement and practical support they
need to do superb work;

To manage by outcomes rather than by tasks and enable people
to deliver the goods;
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To encourage people to take care of their wellbeing and provide
the resources people can use to achieve this aim;

To provide people with practical tools they can use to shape
their future careers inside or outside the organisation;

To, when necessary, make tough decisions that protect the
culture;

To keep sharing success stories that show how people are
following the principles and keep people informed about the
progress we are making towards achieving the picture of
success;

To ensure the organisation embodies the ethic of constant
improvement and does what is necessary to achieve future
success.

The Individual’s Responsibilities Are:

To be professional and help to build a positive environment in
which motivated people can achieve peak performance;

To make sure they understand the organisation’s purpose,
principles and picture of success;

To keep following the principles and translate these into action
in their daily work;

To build on their strengths and manage the consequences of
any weaknesses;

To make clear contracts about their best contributions towards
achieving the picture of success;
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To do superb work and proactively keep the key stakeholders -
such as their manager and colleagues - informed about their
progress towards achieving the agreed outcomes;

To achieve their individually agreed outcomes and also keep
contributing towards achieving the team’s outcomes;

To continue to develop and, when appropriate, use the practical
tools the organisation offers them to shape their future careers;

To take care of their wellbeing and, when appropriate, make
use of the resources we provide for helping people to achieve
this aim;

To embody the ethic of constant improvement and make
@ practical suggestions about what the organisation can do to
achieve future success.

Imagine that you work for an organisation. On a scale 0-10, to what
extent do you believe it communicates the professional deal to people?

What do you think you or it can do: a) to communicate the organisation’s
responsibilities; b) to communicate the individual’s responsibilities; c) to
make sure everybody is clear on the deal?

Looking ahead, can you think of a situation where you may want to follow
elements of the professional deal approach? How can you do this in your
own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Professional Deal Approach

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow the approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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You can build on the positive people
and energy in the organisation

Imagine that you have given people the chance to reflect and decide if
they want to contribute towards achieving the goals. Looking around, it
has become apparent that people are choosing either:

To be positive and professional;

To be neutral;

To be negative or unprofessional.

How do you want to work with the different kind of people? In the old
days organisations often concentrated on turning-around the negative
people, but that did not work.

Another approach is to build on the people who choose to be positive and

professional. Let’s explore some approaches to focusing on the different
kinds of people.

The Positive People

They are people you can build on. They are the engine, but they
also need support. They often volunteer for tasks and do fine
work, but they also get exhausted. You can encourage them:

To build on their strengths and make their best
contributions to the organisation;

To act as positive models for other people in the
organisation;

To produce success stories that demonstrate the
@ professional standards required for building a successful
organisation.
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“Reward the behaviour you want repeated,” is the motto, so encourage
these people. They will spread positive energy and inspire other people.

One soccer manager I worked with took this approach. Taking over an
under-achieving club, he was appalled by the attitudes of some key
players.

The manager brought in three top professional players who could lead the
dressing room. They had credibility with the other players and became
what are known as cultural architects.

Acting as good models, they demonstrated the required professional
standards. They also acted as the manager’s arm on the field. They
inspired and urged the other players to perform at their best.

Good leaders often follow a similar path in organisations. They build on
the positive people and encourage them to make their best contributions.
Such people spread positive energy across the organisation.

The Neutral People

They can be great assets if they choose to work towards the
goals. They must make that decision, but you can increase the
chances of them choosing to give their best by ensuring that:

They know the organisation's specific goals and strategy;

They are given a sense of ownership in implementing their
part of the strategy;

® They are given the support they need to do their job and
deliver success.
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Some people may appear neutral or guarded. There can be many reasons
for their behaviour. They may have seen new leaders come in before,
make big promises and then fail to deliver.

Whatever their reasons, however, at some point it is vital for them to opt-
in. Otherwise the organisation is trying to climb a mountain with some
people who are only partly committed.

Such people can make a good contribution if they choose to become
positive and professional. They must each make their own decisions, of
course, but you can increase the chances of them choosing to give their
best.

One approach is to spend time with these people to ensure that they
know the strategy. They also need to know they will be given support to
do the job.

Different leaders do this in different ways. One leader who took over the
European arm of a multi-national company explained their approach in
the following way.

"I toured every country in the European region and did two-hour sessions
in which I literally met every person. Meeting groups of around 20 people,
I talked about last year’s achievements, before outlining the goals for the
next year.

"I used a flip chart and a few slides, but the tone was mainly
conversational. Looking at the challenges ahead, I invited people to ask
their questions and answered these as honestly as possible.

“Finally I reiterated the organisation’s strategy and outlined what we
could all do to get some quick successes. People seemed to appreciate
the sessions.”

Sounds hard work? Perhaps, but it can be harder if leaders do not connect
with people. Given the right kind of support, people will often do superb
work and go that extra mile.
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The Negative People

They can choose whether they want to follow the professional
guidelines required to achieve the goals. Bearing this in mind,
you can again describe the following things;

The Organisation’s Purpose - the specific thing it aims to
do;

The Organisation’s Principles — the specific professional
standards that people are encouraged to follow to achieve
the purpose;

® The Organisation’s Picture Of Success - the specific results
it aims to deliver by a certain date.

People who are negative or unprofessional need to make a decision. Do
they want to follow the professional guidelines and make a positive
contribution?

They must follow up with deeds, of course. rather than just say the right
words. If they choose not to do so, there are consequences.

The soccer manager mentioned earlier took this approach. He describe
the deal to his players. This was along the following lines.

The Professional Deal

The club’s responsibility is to communicate the strategy, provide a
supportive environment and work to achieve success. The players’
responsibility is to follow the required professional standards and help the
team to achieve success.

The manager held one-to-one sessions with each of the players. They
were asked whether they would like to deliver the required professional
standards and contribute towards achieving the goals.
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If so, they were also asked what kind of support they would like to help
them to do their best. Sometimes the support was professional,
sometimes it was personal.

Many of the players were open to developing the mental side of their
game. So they spent time with professionals who helped them to develop
skills in that area.

Some players said they wanted to be part of the journey, but it was no
more than words. They quickly got the message that the club was
serious. Here is one example.

The manager explained that the daily training sessions on the field started
at 10.00 sharp. Everybody should be warmed up by then and ready to go.

On the second day a star player arrived on the field at 10.01. In his view,
being one minute late was not late. This was a pattern he had established
under the previous regime.

On this occasion, however, he was in for a shock. He was immediately
excluded from the session. The manager told him:

"We have certain professional standards. These are there for a reason
because we rely on each other each day. Training is also vital because
this is when we do the work to prepare for matches.

"We believe in people developing good habits. We don’t expect people to
turn up one minute after kick off during a match. The same rule applies to
training. Let me know when you are ready to meet those professional
standards.”

The manager’s strategy worked. He built on the players who followed the
principles. The player who chose not to do so left for elsewhere. That
season the club won its first-ever domestic trophy.

Imagine that you have chosen to build on the people who aim to positive
and professional. You may then move on to the next steps for building a
successful organisation.
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You can enable people to do superb work, keep
producing success stories and do your best to
ensure the organisation achieves its picture of success

Great leaders encourage people to build on their strengths and make
clear contracts about their best contributions. They then manage by
outcomes and enable people to perform superb work on the way towards
achieving the organisation’s goals.

They keep showing what good looks like. One approach is to keep
publishing success stories that highlight how people are following the
principles. They then encourage people to follow these principles, keep
improving and delivering success.

Such leaders sometimes need to make key decisions about the strategy
and people. They clarify the results to achieve, clarify the options and
settle on the way forward. They then do their best to ensure the
organisation achieves its picture of success.

Let’s return to your own situation. Imagine that you want to follow some
elements of the positive realist’s approach. This could be in your personal
or professional life.

You may want to do so when living your daily life, shaping your future or
tackling a challenge. You want to do so when acting as a parent,
educator, leader or in another professional role.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Positive Realism
In The Future

The specific situation when I may want to
follow elements of this approach may be:

The specific things I can do then to
follow elements of this approach are:

The specific things that may happen as
a result of taking these steps may be:
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The Building On What
People Can Do Approach

Building On What People Can Do
This approach involves building on what people can do rather than

what they can’t do. One approach is to help them to go through
the following steps.

Step One Step Two Step Three

Can Do And ‘ Clarity And ‘ Consistently
Creativity Commitment High Standards
And Class

This is an approach that can be used when working with individuals or
groups of people. It encourages people:

To build on their strengths rather than only focus on their weaknesses;
To build on what they have got rather than what they have not got;

To build on what they can do rather than what they can’t do.

I was reminded of this when working with a parent whose daughter was
having difficulties with some subjects at school. Caring for their child,

they had commissioned a special report from a psychologist.

Whilst it was possible this could help, being given a label might also have
an adverse effect. Bearing this in mind, I asked the parent:
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“What are your daughter’s top three strengths?”
Pausing for a moment, the parent then gave the following answer.

“"She is kind and persistent. She takes the lead when helping others,
especially caring for other girls who get bullied. She loves organising
things - such as doing drama and creative activities with her friends.”

Several years ago I had a similar conversation with the newly installed
leader of a business. Taking over the role, they had been met by people
talking about the barriers to success.

The leader and I took another approach. Looking at the business, we
explored the following themes.

What are its strengths? What are its assets? What are the specific things
it can do? How can it build on these things to shape a successful future?

When have people performed brilliantly in the past? What were the
principles they followed? How can they follow these principles — plus add
other skills — to perform brilliantly in the future?

Who are the positive people in the business? How can we build on these
people? How can we encourage them to continue to be positive models,
be professional and achieve peak performance?

The leader built on the positive energy in the business. This involved
forming task forces that focused on the specific things they could do: a)
to manage today’s business; b) to shape tomorrow’s business. This
helped them to shape a positive future.

Later in the book we will explore how this approach can be applied to
teams and organisations. For the moment, however, let’s return to
focusing on individuals.

This approach is particularly useful when working with certain kinds of
people. These include those who may be considered to have some of the
following qualities.
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To be different ... To be a specialist ... To be introverted ... To be dyslexic
... To be autistic ... To be highly sensitive in some areas ... To have
synaesthesia ... To have physical or mental abilities in some activities but
not in others ... To be late developers.

To be adrenaline driven ... To be potentially brilliant in some areas but
bored in others ... To have been given a psychological label ... To be
somebody with a different neurological make up ... To be a positive
deviant.

To be intelligent in ways not normally recognised ... To have extreme
attention to detail in some areas ... To be a pragmatist who won't learn
something unless they can see the point of it ... To be somebody who sees
things differently.

It is an approach I have seen used successfully in families, education, the
arts, sports, workplaces and many walks of life. It encourages a person to
develop by taking the following steps.

Step One: Can
Do And Creativity

This involves focusing on what a person can do, rather than what they
can't do. It means building on their strengths and, at a later point,
helping them manage the consequences of any weaknesses. It often calls
for being creative in finding ways they can make their best contribution.

Step Two: Clarity
And Commitment

This involves clarifying how the person wants to develop their abilities and
what they want to achieve. It also calls for clarifying their inner
commitment. It is up to the individual, however, to decide whether they
want to do what is required to achieve certain aims.
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Step Three: Consistently
High Standards And Class

This involves helping the person to pursue the strategies and skills
required to consistently deliver high standards. It sometimes calls for
encouraging them to go a step further and use their strengths to add that
touch of class.

Looking back on your life, can you think of a situation when you helped a
person or a group of people to take some of these steps?

You may have done this in some of the following scenarios.
When helping a young person to develop their confidence;

When helping somebody to build on their strengths and do satisfying
work;

When helping a team to focus on the specific activities where they could
do brilliant work.

Looking back, how did you help the person or group of people to build on
what they could do? How did you help them to identify their possibilities?
How did you find creative ways they could channel their strengths?

How did you help them to clarify their goals and decide if they wanted to
commit to doing the work? How did you help them to deliver consistently
high standards and, if appropriate, add that touch of class?

If you wish, try tackling the exercise on this theme. This invites you to
describe what you did, what they did and the things that happened as a
result.
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Building On What
People Can Do

The specific situation when I helped
a person or a group of people to
build on what they could do was:

The specific things I did to help them
to build on what they could do were:

The specific things they did to
build on what they could do were:

The specific things that
happened as a result were:
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Step One: Can
Do And Creativity

The first step is to focus on what a person can do. This sounds basic but it
is often overlooked.

Several years ago I worked with a parent whose son had recently been
found to be dyslexic. Worried about their son’s future at school, the family
began giving him extra lessons. The young boy cried when pushed to do
tasks that created a seizure in his brain.

The parent and I looked at websites they described the strengths of
people who were dyslexic. These included the following qualities.

Dyslexics

They are highly aware of the environment ... They are more curious than
average ... They think mainly in pictures instead of words ... They like to
move and experiment with things.

They are highly intuitive and insightful ... They use many of their senses -
which means they think and perceive multi-dimensionally ... They have
vivid imaginations.

Dyslexics often do well in certain kinds of work. These include
entrepreneurship, some aspects of business, the arts, work where they
can move or create things and engineering.

Looking at these qualities, the parent paused for a moment. They then
said:

"Our son has many of these qualities. He also has fighting spirit and is
tough.”

Many of my mentors focused on what people could do. Alex Dickson, the
founder of Voluntary Service Overseas and Community Service
Volunteers, took this approach. He encouraged people to use their
strengths to help others.
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Below is a summary of what he said during one conversation. On that
occasion he had just returned from Northern Ireland after talking with
people who had lost limbs in bombings.

Alec encouraged them to use their experiences to help other people. They
had responded enthusiastically and offered their help. Alec told me about
his approach to people.

“When I look at a person in a wheelchair or a person in any situation, I
look at their abilities.

"They may be able to teach young people to read, to counsel people who
have had a life-changing accident, to listen to older people in a hospice,
to make films that share their own experiences of being resilient.

"Whatever their situation, everybody has something to give. It is in the
act of giving that people both forget themselves and find themselves. We
can give people the chance to use their gifts to help to meet some of the
unmet needs in society.”

During my work in sports I interviewed coaches in football. One coach
expressed their philosophy in the following way.

"Many coaches talk about what a player can’t do, but I have a different
approach. When scouting players I watch them in action — especially
when things get tough - and ask the following questions.

"What is the player’s character? What are their strengths and skills? What
is it they can do? How could they contribute to the team? How could we
build on their strengths and compensate for any weaknesses?”

Different people focus on different things when exploring what a person
can do. One approach is to focus on the person’s attitude, ability and
what they may be able to achieve.

Imagine you are watching a person in action or seeing an example of
their work. It can be useful to explore the following themes.
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Attitude

What is the person’s attitude? Are they positive or negative? Do they take
responsibility or avoid responsibility? How do they apply themselves when
they are doing what they do best? How do they react to setbacks?

What is their attitude towards other people? What is their style of
behaving, interacting and communicating with other people? What is their
effect on other people? What are the three words you would use to
describe their attitude?

Ability

What are the person’s abilities? What are their strengths? What are the
specific activities in which they can do superb work? What is the evidence
that they can do these things?

What is their successful style of working? When have they done superb
work in the past? What did they do right then? What were the principles
they followed? How did they translate these into action?

Achievement

What are the specific things the person can achieve in the future? How
could they do superb work and make their best contribution? What is the
application they would need to demonstrate to achieve these aims?

What will be their best way of doing superb work? Will they work best by
themselves, with other people or by leading projects? How can they use
their strengths to help other people to achieve their goals?

Imagine that you have taken this approach. The next stage is to explore
creative ways they may be able:

To build on their abilities and apply these to learn, develop, do superb
work or help other people to succeed;



335

To, if appropriate, channel these abilities towards making their best
contribution to a customer, team, organisation or society.

This sometimes calls for doing creative thinking. Several years ago I
worked with a team that took this approach.

The team had eight specialists who were tech evangelists for the larger
business. They also sometimes acted as trusted advisors with customers
and helped them to solve problems.

A new COO was appointed at head office. Coming from a retail
background, one of his first acts was to tell people they must be more
sales-driven.

Speaking at the annual company gathering, he told people that he saw
little difference between running a retail company and a software
business.

The company needed to improve its sales performance, he said, so
everybody must see themselves as a salesperson. Teams would therefore
be given a financial target they must deliver.

This went down like a lead balloon. But, sure enough, every team was
given a sales target and sent on a sales course. This had a mixed
reception.

The specialist team I worked with wanted to play to their strengths but
also keep their jobs. Bearing this in mind, we explored the following
options. They could aim either:

a) To try to convince the bosses that their specialist function was different
and they contributed to the company in other ways;

b) To follow the instructions and ensure that each of the eight specialists
hit a specific sales target;

c) To develop their roles as trusted advisors to customers and find ways
to sell when doing this role;
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d) To hire a salesperson and business coordinator for the team - which
would mean two specialists moving on in order to stay within the budget;

e) To hire a salesperson and a business coordinator, retain all the
specialists and increase the team’s sales target in order to pay for these
people.

Looking at this final option, the company had a background of ratifying an
increase in headcount providing a team increased its financial target.

The team considered all these options - plus other routes — together with
the pluses and minuses of each option. After some discussion they chose
to pursue option (e).

There were many twists and turns along the way, but eventually the
leader got this approach signed off by their bosses. They recruited a
salesperson and business coordinator. Cutting a long story short, the
team hit its financial targets by playing to people’s strengths.

The specialists continued to develop their skills as trusted advisors and
also increased their ability to get funding. This helped them to shape
successful careers in the future.

Let’s return to the person you may want to help. How can you encourage
them to build on and channel their strengths?

If you wish, try tackling the exercise on this theme. Bearing in mind the
person’s abilities — based on the evidence you have seen - it invites you
to complete the following sentences.
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Building On What
A Person Can Do

The name of the person who I would like
to help to build on what they can do is:

Can Do

The specific things I
believe they can do are:

Maybe Can Do

The specific things I believe
they maybe can do are:
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Probably Can’t Do

The specific things I believe
they probably can’t do are:

Contribution

The specific things the person can
do - and be helped to do - to build
on their abilities in the future are:

Step Two: Clarity
And Commitment

Imagine that you are encouraging a person who wants to build on their
strengths. The next stage is to explore the possible routes they can take
in the future. This involves helping the person:

To clarify what they want to do to build on their abilities and the specific
results they want to achieve;
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To clarify whether they want to commit themselves to doing the work
involved in achieving their aims.

Let's explore one example. The following section is based on a piece
written by Bengt EImén. Many years ago he attended a course I ran in
Sweden. Here is his remarkable story, together with his views on how
people can commit to achieving certain goals.

Decide Your Destiny

My own experiences with difficulty began early on — as early as birth, in
fact. I had a rough delivery, during which I suffered lack of oxygen that
resulted in a type of brain damage known as CP, or Cerebral Palsy.

As far as I'm concerned, though, CP actually stands for: "Cool and
Powerful”.

The brain damage diminished my ability to walk, talk and use my hands.
Early on I had to learn to think of creative solutions to daily situations. I
could sit for days, for example, using my mouth and nose to piece
together a 500-piece jigsaw puzzle.

This taught me that it's always worth the effort to face your difficulties
rather than trying to run away from them. Such lessons have been
invaluable to me as an adult.

I also learned early on how to be intimate with people. However good I
was at putting together puzzles, there were many other things I couldn't
do without help. This means that over the years, I have employed several
hundred people, and from this I have gained a precious understanding of
people from all walks of life.

After I earned a degree in Public Law at Stockholm's University, I worked
five years as director of the Stockholm Cooperative for Independent
Living (STIL).
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I wrote a book called 'Your Responsibility and Mine” which, unfortunately,
is available only in Swedish. Despite my physical disability and speech
impediment, I began to travel around giving seminars and workshops.

Taking Responsibility

Survivor speeches have become very popular at conferences over the last
few years. I use humour to show how I coped with my ‘tragic fate’,
explaining that it is possible to see hardships from two perspectives:
positive or negative.

People often leave the session finding it harder to complain about
trivialities, such as the food being too cold when they go home at
night. The sessions show it is possible to overcome great difficulties,
rather than drown in depression.

This is a message of hope and joy and people re-examine challenging
situations in their own lives. But I have a confession to make. I am not
interested in giving survivor speeches anymore.

Why? I am more interested in giving achiever speeches. I love working
with Achievers. Such people are prepared to take responsibility and build
on what they have got. Deciding what they want to do, they then work
hard to achieve their dreams.

People do not define the hand of cards they are given at birth, but they
do decide how to use the cards. That is what I mean by '‘Decide Your
Destiny’. Whether giving keynotes or facilitating mentoring sessions, I
focus on giving certain messages with people.

Take Responsibility

Achievers are prepared to take responsibility for their lives. Perhaps that
is why I like working with them.

As far as I know, this is the only life I have got. I met death already at
birth due to lack of oxygen, but I disregarded him. I chose life.
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Since then death has been a reality to me. Life is short and it’s no use
hiding from the fact that we all are going to die someday.

Therefore I want to be in charge of my own life. I want to decide how I
spend the time that has been given to me. I don’t want to leave that to
anyone else. It is my responsibility and I am not ready to spoil a second.

My first book in Swedish, 'Your Responsibility and Mine’, provoked quite a
response. I was urging people to do what they could do, rather than
complain about what they couldn’t do. This links to my second message.

DITT ANSVAR
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Bengt teaching a group - plus

his book. The title translates as —= “BH MITT
Your Responsiblity And Mine.

Build On What You Have Got

Did Stevie Wonder stop singing because of his lack of sight? What about
José Feliciano, Ray Charles and Andrea Bocelli? Did Stephen Hawking
shape his life based on his doctors’ early death sentences? Did Helen
Keller’s difficulties stop her helping other people?
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Did Franklin D Roosevelt refuse to carry-out the presidency because he
suffered from polio? If Ludwig van Beethoven had focused on what he
lacked-rather than what he had - we would not have heard his Ninth
Symphony and its tribute to the joy of life.

Life has taught me to build on what I have got. My physical abilities do
not always reach 10/10! My walking ability is probably 3/10.

But I decided to transport myself from the physical world to the mental
world - so I became fascinated by people’s hopes, ideas, plans and
ambitions. I manage the physical world with the help of technical aids and
my personal assistants. For example, let me explain how I write.

Right now I am hitting each key on my Mac with a stick that is fastened to
a band around my head. It is not the fastest way in the world, but it gives
me time to think about what I want to write. (Think different!)

While other authors use their hands at work, I use my head. (And heart.)
So that is how you turn a limitation into a strength. That is how you build
on what you have got.

And when you have chosen to concentrate on what you have got, then
you also have to pick the direction of your life. This brings us to my third
message.

Dare To Be An Achieve - But Do It In Your Way

Achievers have a special quality. They decide what they want to do and
then they do it.

Perhaps all of us have listened to inspiring keynote speakers who urged
us to follow our dreams. But then what happens? The instant motivation
begins to fade away and we return to our daily lives.

If you look back at the times you have achieved, however, it is because:
a) you made an inner decision to do something; b) you were prepared to
work hard; c) you did it in your own way.
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Pursuing your route can be affirming yet also lonely. In order to achieve
greatness, you have to discover your own path.

Unfortunately, greatness never can be accomplished by copying someone
else - and sometimes it means paying less attention to what others think.
You will find it more beneficial to listen to your own inner voice when
making the most important decisions in your life. Ask yourself:

"What are my innermost aspirations? What do I really want? What do I
lack in my life right now? What do I want to accomplish within this
lifetime?”

Creating new rules in the world can be difficult - but fun. I like to
challenge people’s traditional views of how life should be. Can the future
be rainbow coloured - rather than grey?

Speaking to people in the business world, the best response has always
been from 'new’ businesspeople. They are unconventional, enjoy being
challenged and want to discover new ways of looking at the world.

The new business achievers are going beyond old preconceptions. Just
like the blind, deaf or disabled people I mentioned, some are prepared to
follow their hearts and do what they are here to do.

My passion is to help achievers to find their purpose, possibilities and
peace in life. Why?

They love freedom - the freedom to be, the freedom to create - and so do
I. Sometimes we all need somebody to say: “You can do it - let’s explore
how.”

My work is about helping people to make that decision - then putting it
into practise. Inspirational speeches can be a start, but then comes the
sweat.

People are more willing to do the hard work, however, if they have taken
the responsibility to decide their destiny.
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The Channelling Your Personality Rather
Than Changing Your Personality Approach

A Person Can Sometimes Grow By:

Channelling
Their Personality

Rather than:

Changing
Their Personality

There are many models for helping a person to develop. One approach
focuses on helping them to grow by channelling their personality rather
than changing their personality. People develop, they seldom change.
Bearing this in mind, it can be useful to help them:

To clarify the real results they want to achieve in a situation - their
picture of success;

To clarify their personality style — including both the potential pluses and
minuses of their style;

To channel their personality style in ways that help them to achieve their
picture of success.

This is an approach I have found useful when working with people who
demonstrate certain characteristics. Here is one example.
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Max is an energetic and highly driven leader. Being positive and results
focused, he can be inspirational and has a track record of building
pacesetting teams.

He also loves with working with certain kinds of leading edge clients. He
helps them to develop strategies that enable them to stay ahead in their
field.

The pluses of his style include the following. He generates positive energy
and gives people a compelling picture of the future. He is also good at
helping certain kinds of clients to solve problems and achieve success.

The potential minuses of his style include the following. He gives lots of
ideas and can overload people with information. He only works best with
self-motivated achievers and can be impatient with other kinds of people.
Max explained one piece of advice that he had been given.

"I have been told to slow down in order to take my people with me.
Whilst I understand part of that logic, I find it difficult to follow.

"My mind keeps focusing on how to solve both the present and future
challenges. Plus I get lots of ideas about how to create products that will
help our customers to achieve success.

"The problem is that I can sometimes dive into the daily running of our
business. If I see something that could be done better, I immediately try
to fix it. Maybe I should try to be patient, but I am not sure that will
work. Have you any suggestions?”

Max and I looked at how he could channel his personality rather than
change his personality. His brain would continue to be in over-drive.
Bearing this in mind, it was important for him to spend most of his time
with pacesetting customers.

Max could help them to solve challenges and build prototypes that
enabled them to achieve future success. This could create wins for them
and also wins for his company.
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At the same time, I suggested that Max follow the rule of three when
sharing ideas with people. This involved him crafting his messages so
that, when appropriate, he could aim:

To give the big picture — the context — and to describe the three
outcomes to achieve;

To give the reasons for achieving these outcomes;

To check with people whether: a) they understood the outcomes to
achieve; b) they would be happy to contribute toward achieving these; c)
they had the support required to achieve the outcomes.

Max then moved on to the next stage. How to channel his personality in a
way that delivered positive results? After some discussion he chose to
take the following steps.

First, Max appointed a managing director who had the ability to run the
business. This was somebody who Max had worked with in the past. They
had the ability:

To keep focusing on the company’s principles and translate these into
action;

To build a positive environment in which motivated people could flourish
and deliver good results;

To manage Max’s interventions and integrate his ideas into continuing to
build a successful business.

Second, Max applied his strengths to working with certain customers and
also aiming to become a thought leader in his chosen field. This involved
him taking the following steps. He chose:

To work with three leading edge customers and do superb work that
enabled them to stay ahead of the game;
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To produce success stories about this work which helped to build their
reputations and also that of his own company;

To produce a series of short videos in which Max described pacesetting
ideas that companies could implement to achieve future success.

Third, Max continued to share inspiring ideas with the people in his
business but he did this through certain channels. He and the managing
director ran sessions every two months where they aimed:

To give Max the opportunity to share his latest thinking and, when
appropriate, how people could add some of these ideas to their present
way of running the business;

To learn from what some of the company’s leading edge customers were
doing well and how to adapt these ideas when working with some of their
other customers;

To focus on how the company could continue to following its principles,
translate these into action and deliver positive results.

Max, the managing director and I continued to work on these themes
over the next years. This helped to create an environment in which
people applied strengths to help the company to achieve ongoing success.

Every person is different but many can learn how to channel their
personalities rather than change their personalities. When working with
introverts, for example, it is possible to help them:

To build on their ability to reflect, make sense of ideas and make their
best contributions to a client, team or organisation;

To rehearse what they want to do or say and then share their knowledge
in ways that increase the likelihood of them getting heard;

To be true to themselves and learn how to take a positive role in
situations they find challenging — such as meetings, brainstorming
sessions or social events.
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There are many ways to help a person to channel their personality. Here
are some guidelines that it can be helpful to bear in mind. You will, of
course, apply these in your own way.

Helping A Person To Channel Their Personality

This approach involves exploring the following themes.

Who is the person? What are their goals? What are the real results
they want to achieve? What is their picture of success? What will be
happening that will show they have achieved their aims?

What is their personality style? What are the words you would use
to describe their personality style? What are the potential pluses
and minuses of their style? How can they build on the pluses and
manage any minuses?

How can they channel their personality to achieve their goals? How
@® can I help them to take these steps? What are the practical tools I
can pass on to help them to achieve their picture of success?

Let’s return to the situation where you may be encouraging a person. If
appropriate, you can clarify the specific route they want to follow to build
on their abilities. You can then encourage them:

To clarify the specific things they want to achieve and set clear goals;

To clarify the pluses and minuses involved in working towards achieving
the goals;

To clarify their motivation — on a scale 0-10 - to do the work involved in
achieving the goals. Make sure it is at least 8/10.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Building On What
A Person Can Do

The name of the person who I would like
to help to build on what they can do is:
Clarity

The specific things I can do to help them to
build on their abilities and set goals are:

Commitment

The specific things I can do help them
to clarify their commitment to doing the
work involved in reaching the goals are:
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Step Three: Consistently
High Standards And Class

This step involves helping the person to pursue the strategies and skills
required to consistently deliver high standards. It also calls for
encouraging them to go a step further and add that touch of class.

Different people take this step in different ways. Some people develop a
sense of purpose. They then keep focusing on delivering high personal
and professional standards.

This is an approach described by Clayton Christensen in the book he
wrote with James Allworth and Karen Dillon called How Will You Measure
Your Life?
Well-known for his work on entrepreneurship, Clayton also taught his
students at Harvard to focus on their core principles. Here are some of
the themes he described in an interview he gave the Harvard Business
Review.

How Will You Measure Your Life?
I ask my students to find cogent answers to three questions.

How can I be sure that I'll be happy in my career?

How can I be sure that my relationships with my spouse and my family
become an enduring source of happiness?

How can I be sure that I'll behave with integrity during my life?
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HOW WILL

YOU MEASURE

YOUR LIFE?

Finding Fulfilment Using Lessons
From Some of the World's

Greatest Businesses

CLAYTON M:
CHRISTENSEN

JAMES ALLWORTH
& KAREN DILLON

How Will You Measure Your Life?

Clayton encouraged his students to focus on following themes:

To clarify their purpose - because this would provide a rudder
for negotiating both calm and stormy seas;

To be humble - because this would enable them to be gracious,
generous and lifelong learners;

To keep acting with integrity and be good managers who helped
people to grow;

To always bear in mind the following theme;
"Think about the metric by which your life will be judged, and

make a resolution to live every day so that in the end, your life
will be judged a success.”
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Clayton often demonstrated a touch of class. He did this by listening to
people and treating them with respect. When appropriate, he passed on
knowledge that enabled them to achieve success.

Different people add class in different ways. Some do it by being kind.
Some do it by using their strengths to produce something special that
gives people a positive memory for life.

Let’s return to the person you may be trying to help. How can you enable
them to deliver consistently high standards? How can you encourage
them to add that touch of class?

There are many ways to help people to build on what they can do. If you
wish, try tackling the final exercise on this theme. This invites you to
complete the following sentences.
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Building On What
A Person Can Do

The name of the person who I would like
to help to build on what they can do is:
Consistently High Standards
The specific things I can do to

encourage the person to deliver
consistently high standards are:

Class

The specific things I can do to encourage
the person to add that touch of class are:
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The Enjoyment, Effectiveness
And Excellence Approach

Enjoyment

There are many ways to do fine work.
One approach is to do work that is:

Enjoyable ‘ Effective ‘ Excellent

There are many ways to do fine work. One approach is to do work that is
enjoyable, effective and excellent. Sometimes it may also involve going
into another dimension and doing work that is extraordinary.

Imagine that you want to follow elements of this approach. Let’s explore
how you can do this in your own way.

You Can Do Work
That Is Enjoyable

What are the kinds of work you enjoy doing? What are those where you
enjoy the journey as well as reaching the goal? What are those you can
be effective and maybe also encourage other people? What are those
where you may be able to deliver excellence?
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Some individuals do their best work where they feel in their element - at
ease and yet able to excel. They feel confident and in control. They say to
themselves:

“"This is where I was meant to be.”

They have the strengths and skills to deliver success. They feel at ease in
situations that others may find difficult. They may enjoy tackling certain
challenges, managing crises, performing on stage, competing in sports or
doing other activities.

They love to stretch themselves, feel alive and, in some cases, get an
adrenaline rush. They then apply their abilities to work towards achieving
their goals.

What are the activities where you enjoy the journey - even though parts
of it may be exhausting? Here are some answers that people give when
exploring this theme.

The specific activities where I enjoy the
journey as well as reaching the goal are:

Helping people to overcome setbacks ... Restoring houses ... Solving
certain technical problems ... Passing on knowledge to people ... Helping
people to find or create satisfying careers.

Being a trusted advisor to clients ... Working to build a fairer society ...
Producing solutions focused journalism ... Orchestrating people to achieve
a compelling goal.

Many people feel alive when doing stimulating work. Some people stop
doing this and feel clogged up. Sometimes they can regain their zest for
life by refocusing on the kinds of work they find stimulating.

Let’s return to your own life and work. What is a specific activity where
you enjoy the journey as well as reaching the goal? What are the reasons
why you enjoy this activity? What are the specific things you can do to
pursue this activity in the future?
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Enjoyable Work

The specific activity where I enjoy the
journey as well as reaching the goal is:

The specific reasons why I
enjoy doing this activity are:

The specific things I can do to
pursue this activity in the future are:
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You Can Do Work
That Is Effective

Great workers believe in doing work that is effective. When doing a
particular project or tackling a challenge, they focus on what works. Some
may also aim to do work that encourages people. T

They aim to build on their strengths, follow strategies that work and
deliver success. They may work as a teacher, medical worker, sports
coach or crisis manager. They may work as a scientist, specialist, leader,
trusted advisor or in another professional role.

They may aim to create beautiful things, write inspiring articles or raise
money for charity. They may run a social enterprise, improve people’s
quality of life, pass on practical knowledge or do another activity.

Imagine that you want to do work that is effective. One approach is to
start by exploring the following themes.

Effective Work

Here are some questions it can be helpful to
explore when focusing on how to do effective work
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When have I tackled a similar challenge successfully? What did I
do right? What were the principles I followed? How can I follow
similar principles — plus add other skills - to tackle this challenge?

When have other people tackled similar challenges successfully?
What did they do right then? What were the principles they
followed? How can I follow these principles in my own way?

What are real results I want to achieve from the project? What
are the principles I believe in following? What the key strategies I
can follow to give myself the greatest chance of success?

How can I build on my strengths and follow my successful style of
working? How can I manage the consequences of any
weaknesses? How can encourage myself on the journey?

How can I get some quick successes? How can I follow my chosen
rhythm? How can keep following good habits? How can keep doing
the right things in the right way?

What are the potential difficulties I may face? How can I prevent
these happening? How can I manage these if they do happen?
How can I stay calm and find solutions to problems?

Who are the stakeholders I want to satisfy? What are the actual
words I would like them to say about the work I do for them? How
can I do my best to ensure they are saying these things?

How can keep doing reality checks? How can I build on what is
working? How can I tackle the areas for improvement? What else
can I do to increase the chances of achieving success?
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Different people follow this approach in different ways. As mentioned,
some aim to do work that encourages people. Let’s look at one such
approach.

Maggie’s Centres aim to empower people to live with, through and beyond
cancer. The following section includes excerpts from the organisation’s
website and images from some of their many centres.

Maggie Keswick Jencks was the co-founder, alongside Charles Jencks, of
Maggie’s Cancer Caring Centres. Maggie was a writer, a landscape
designer, a painter and a mother of two.

In May 1993, Maggie was told that her breast cancer had recurred and
spread to her bones, liver and brain. When asked, her Dumfries
oncologist gave her two to three months to live.

By joining a trial involving advanced chemotherapy Maggie extended her
life by a further 18 months and it was in this time that her idea for a
cancer caring centre was born.

Our approach

We know that when you’re
diagnosed with cancer you need
much more than just medical
treatment.

We’re here for anyone with
cancer and their family and
friends, whatever kind of
cancer, and whatever stage
they’re at.

All our support is free. There’s
also no time limit on our
support, we’re here for as long
as we're needed.
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Professional support

Maggie’s isn’t part of the NHS -
we’re an independent charity -
but our centres are beside
major cancer hospitals across
the UK and we have excellent
relationships with our partner
hospitals.

Many of our staff are NHS-
trained and all our Cancer
Support Specialists have expert
knowledge about cancer and
treatment.

She worked closely with Laura Lee, her oncology nurse, and was asked to
write an article for a medical journal on a patient’s perspective on being
treated for cancer.

Maggie was convinced that everybody would feel better if they felt able to
take some active role in what was happening to them.

She talked to her medical team at the Western General Hospital in
Edinburgh about a place to help their patients with the very real, if not
medical, problems of living with cancer.

She drew up a blueprint for a pioneering venture, in a stable block in the
grounds of the hospital. Maggie died in July 1995. The first Maggie’s
Centre opened in Edinburgh in November 1996.

Charles Jencks was a renowned cultural theorist, landscape designer, and
architectural historian. "The Architecture of Hope" was co-authored by
Charles with journalist and author, Edwin Heathcote. It explores the
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history of Maggie's and the architectural tradition to which our centres
and their gardens belong.

After Maggie's diagnosis in 1993 Charles not only supported her through
her treatment but also in her idea of better spaces for people with cancer.

He encouraged Maggie to set up the very first centre that bears her name
and after her death continued to champion the huge importance of
environment in helping people with cancer and their families.

Charles helped to create beautiful buildings that contribute to the
significant work done at Maggie’s.

A friendly space

We work with some of the
best architects in the world to
design our centres because
we know that light, colour
and a connection to nature
can help people to feel
better.

Every Maggie’s is thoughtfully
designed to be calming and
welcoming.

We also make sure there are plenty of peaceful corners for quiet
moments and a chance to gather your thoughts.

Looking back, can you think of a specific situation when you did
enjoyable work that was also effective? What did you do right then? If
you wish, try tackling the exercise on this theme.
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Effective Work

The specific situation when I did enjoyable
work that was also effective was:

The specific things I did then to do
enjoyable work that was effective were:

The specific things I can do to follow
some of these principles in the future are:
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You Can Do Work
That Is Excellent

Imagine that you aim to do enjoyable work that is effective. You can then
take the next step and aim to deliver excellence. Sometimes it can also
lead to doing something extraordinary. Let’s explore how you can take
these steps.

Being Effective Creates The
Platform For Delivering Excellence

There are many models for doing fine work. One approach is to do
effective work to get to 7+/10. It is then to do something extra to get to
10/10.

Great workers often apply this approach. They aim to follow effective
strategies and build a solid platform. They then, when appropriate, do
something special to achieve excellence.

Doing work you enjoy is not always plain sailing. Sometimes it can involve
tackling difficult challenges. It is then important to remind yourself of why
you are doing the work.

Sometimes it can be useful to focus on the pleasure of doing such work -
even in so-called pressure situations. It is important to retain your sense
of joy because otherwise things can go awry. One athlete explained this in
the following way.

"I had to rediscover my love for the sport. I had become caught up with
the whirlwind of chasing money and comparing myself to others. This led
to negative self-talk and frustration.”

Thomas Bjgrn described a similar experience in the book he wrote with
Michael Calvin called Mind Game: The Secrets of Golf’'s Winners. In it he
recalls learning how to deal with the demons in his own head.

This involved returning to the love he had for the game as a child. Here is
an extract from the book where he describes facing this challenge.
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"A light went out when I lost my swing for a couple of years. I look for
myself today and realise I don't play the game with the same love I
lavished on it as a kid.

"I don’t run to practise or play golf for fun with my friends. To me, it is a
job, and it is therefore a short-lived thing.”

Thomas began to rediscover his
love for the game. He goes on to
describe how this helped him.

"It helped drive away the
demons by reminding me of
those beguiling moments when
: A o , golf is just a game instead of a
/ ’ THE“ - i+  starkly defined, casually cruel
SECRETS profession.
OF \
_G;QLFS "Innocence is lost quickly, easily.

% :WINNER,S ) If you cannot reconnect with the

 § -‘-;""(-,”ﬁ : sense of wonder you had as a
: child, then you, too, will be lost.”

Another athlete aimed to do their personal best but not at any cost. They
expressed their philosophy in the following way.

"I began playing sports for pleasure. I loved feeling alive and doing my
best. My talent took me to the point where playing sport became a
career. People then told me that I would need to sacrifice myself and
even suffer if I was to reach the top.

"Looking at the people who had won titles, some said that it bought relief
rather than joy. Some even lost things that were important in life — such
as their marriages and contact with their children.
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"I continue to get pleasure from my sport and make a good living. The
most crucial thing, however, is that I have managed to focus on what I
believe to be the most important things in life.”

The Entertainment Approach

Some people use their talents to focus on providing entertainment. This
sounds far removed from doing effective work but the people who take
this route often start by mastering the basics.

There are many definitions for the word entertainment. Here is one that
covers some activities in the arts, music, sports and other fields.

Entertainment consists of performances that give people pleasure.

Different kinds of performers will have different views on the nature of
their work. Much depends on their philosophy and the principles they aim
to follow.

Some football managers, for example, say they are only interested in the
business of winning. Some great football managers - such as Matt Busby,
Bobby Robson and others — also saw it as their job as to provide
entertainment.

Justin Hayward, a lead singer in the Moody Blues, said that the band saw
it as important to entertain the fans who attended their concerts. The
Moodies continued to evolve by doing experimental work in the studio and
on their albums.

The band had a certain philosophy when it came to live shows, however,
and focused on its audience. Here is a summary of how Justin described
this approach.

"Many fans have followed us for decades. They may be interested in some
of our new work but they really want to hear the songs that give them
pleasure. We aim to honour this and give them a great experience.”



366

Excellence

Great workers aim to become the best they can be. They aim to deliver
consistently high standards and produce excellence.

David Hemery, an Olympic Gold Medal winner, described the importance
of athletes taking this approach in his 1991 book Sporting Excellence.
Here is the official description of the book.

David found that great
. performers had intrinsic
e motivation.

SPORTIN This began at an early age.
. They chose to play their sport
EXCELLENCE because they wanted to play it
ASTUDY OF ‘ rather to please other people.

SPORTS HIGHEST
ACHIEVERS

They followed their inner drive
and developed their inner
discipline.

They then aimed to build on
their talent and become the

| DAVID HEMERY

— S| best they could be.

In his survey of over 50 world-class performers, David Hemery examines
the common factors which separate the highest performers from the rest
of the competition.

He asks over 80 questions covering subjects such as childhood,
upbringing, parental guidance, coaching, personal relationships, destiny,
stress and the influences of the mind.
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Over the course of the study covering the performers' physical, social,
mental and moral development, various patterns emerged and these are
illustrated with direct quotes taken from interviews given by the
performers.

David aimed to spread this approach with his work in education, sports
and business. His work includes creating a programme for schools which
encourages young people to do their personal best.

The programme reached thousands of youngsters. It encouraged them to
use their talents in the arts, sports, dance, maths, engineering, leadership
and many other activities. David explained this approach in the following
way.

Be The Best You Can Be!

Tens of thousands of young people from many backgrounds, ranging from
the deprived to the privileged, are currently engaged in the Be The Best
You Can Be! Programme across the UK.

All are enabled to follow their own unique learning journey to achieve
their full intellectual, physical, social and spiritual potential as responsible
individuals, citizens and member of their community.

There is a spark of greatness, something special and unique in everyone
and Be The Best You Can Be! is designed to unlock more of each
individual's untapped potential and is the translation of inspiration into
action.

Great organisations create an environment in which people are
encouraged to do their best. This sometimes involves taking the next
step.
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Building An Excellence Culture
Rather Than An Excuse Culture

When have you encountered an excellence culture rather than an excuse
culture? You may have visited a sports team, hospital, company or other
organisation where people continually delivered high standards.

What did people do to create such a culture? How did they keep
reminding people of what good looked like? How did they deal with any
quality problems? Let’s explore how it is possible to make this happen.

Excellence Culture Excuse Culture
The characteristics of people The characteristics of people
in an excellence culture are: in an excuse culture are:
They ... They ...
They ... They ...
They ... They ...
They ... They ...
They ... They ...

Many years ago I encountered two extreme cultures during the course of
a week. The first culture exuded excellence.

The pathway to the building was clean and attractive. The reception
people had been told I was arriving and had a badge ready. They
provided coffee and fruit for visitors in the reception area where customer
success stories were displayed on the walls.
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Watching the employees arrive, they appeared friendly and wanting to
work. The whole environment buzzed with a sense of energy. People took
responsibility for maintaining the high standards.

The Chief Executive came to collect me rather than sending somebody
else. Building on my comments about the reception area, she explained
the company wanted the visitors to go away saying:

"That is the best reception area I have ever visited. It exemplified what
the company aims to do each day. I wish my company’s reception area
could be like that.”

Great Organisations

They keep sharing the picture of success.

They keep showing their people what good
looks like.

They keep rewarding the behaviour they
want repeated.

The second company I visited was much less inspiring. The grounds
outside the main entrance were littered with cigarette butts, chewing gum
and empty cans in the hedges.

The reception area was grubby and staffed by uninterested people from a
security company. The meeting rooms were dark, had faulty window
blinds and had packages stacked in the corners.
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The company was grey. There were few signs of energy or love for the
work. People failed to take responsibility for improving the standards. I
left wondering how people got through each day.

Looking at your own experience, what do you think are the characteristics
of an excellence culture? What are the values that people believe in? How
do people translate these values into action? How do they actually
behave?

Looking at the other extreme, what do you think are the characteristics of
an excuse culture? How do people behave in such a culture? What
happens as a result?

Good leaders reward the behaviour they want repeated. They also never
walk past a quality problem - otherwise they have said it is okay.

Never walk past a quality problem -
because otherwise you have said it is okay
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A Managing Director taught me about this when I was due to meet him.
Sitting in the reception area of his company’s offices, I saw him park his
car and begin walking toward the main entrance.

Suddenly he dived into the hedge and emerged with an empty drinks can.
It was 7.30 in the morning and the can had obviously been thrown from
the nearby main street during the night.

The MD explained his approach in the following way.

"I refuse to walk past a quality problem. If we don’t keep our hedges and
car parks clean, visitors will think we don’t pay attention to our products.”

This approach also applies to dealing with people who display poor
professional standards. Here is one example.

Imagine the scene. It is 9.30 on a Monday morning and one team
member arrives 30 minutes late for a 9.00 meeting at the office. He then
says the following things to the rest of the staff.

"What a terrible day. The trains are late and later I am due to meet the
client from hell. What a way to begin Monday.”

What to do about such an entrance? You can ignore the person, confront
them or adopt some other approach.

I witnessed such an incident when the leader asked the team member
who arrived late to leave the room. He said:

"I wonder if you can replay that situation. Everybody has found it hard to
get into work today, but we want to get on with the job.

"I would like you to go out, then come in again. This time, think about the
impression you are giving to people in the office.

"I don’t want you to come in with a forced smile, but I do want you to
think about the tone you are setting on a Monday morning. Do you want
to try it? It’s up to you.”
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That approach sounds heavy, but it actually worked. The team member
smiled wryly, accepted the message and said:

“Sorry.”

They left the room and came in again 30 seconds later with a totally
different attitude. The leader was not looking for clones, far from it, but
he did want people who behaved professionally.

You will have your own way of never walking past a quality problem. This
can be easy when it applies to physical products or customer service. But
it can be harder with human behaviour.

People must get the message that certain actions are encouraged,
however, whilst others are unacceptable. Corporate misdemeanours can
often be traced back to ignoring people who behaved badly.

Good organisations encourage the people who take responsibility and
deliver the required professional standards. They do not dilute their
principles for those who do not want to fulfil the agreed contracts. It is
about maintaining standards.

Imagine that you aim to build an excellence culture. You may wish to do
this in a school, sports team, organisation or wherever. How can you do
your best to make this happen?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.



373

Excellence Culture

The specific situation in which I would
like to build an excellence culture is:

The specific things I can do to build an
excellence culture in this situation are:

The specific things that may happen as
a result of taking these steps may be
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You Can Sometimes Aim To
Do Work That Is Extraordinary

Some people may go into another dimension and do work that is
extraordinary. Let’s look at some examples.

Michael Murphy and Rhea White describe how great performers take this
step in their book In The Zone. This explores transcendent experiences in
sports, the arts and other fields.

One section describes how Mikhail Baryshnikov aimed to take ballet into
another dimension. The authors do this by using the following quote from
Herbert Saal, the ballet reporter.

The most exquisitely chilling weapon in the arsenal of this complete
dancer was his ballon, his ability to ascend in the air and stay there,
defying gravity, especially in the double tour en I'air, in which the male
dancer revolves two full times before landing.
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The Stuttgart Ballet’s Richard Cragun can turn three times in a blur of
motion. But Baryshnikov did it in slow motion. And it was unbelievable.

He blasted off with the hesitation and majesty of a spaceship. He turned -
once, twice — and every thread on his costume was plainly visible as he
soared high above the audience like an astronaut looking back at earth.

The authors describe a similar phenomenon happening in team sports.
They quote Bill Russell, who played for the Boston Celtics, describing how
the basketball team produced magic in games. Bill explains how the
process would start with three or four of the team’s top players acting as
a catalyst. He explained this in the following way.

"The feeling would spread to the other guys and we’d all levitate. At that
special level all sorts of odd things happened. It was almost as if we were
playing in slow motion.”

Bill goes on to describe what happened next.

VMICHAEL MURPILY "I could almost sense how the

author of GOLEF IN THE KINGDOM next play would develop and
wmd RIHEA A.WIIITE  where the next shot would be
taken.

IN THE ZONE

"My premonitions would be
consistently correct, and I
always felt then that I not only
knew all the Celtics by heart but
also all the opposing players,
and that they all knew me.

"These were the moments when
I had chills pulsing up and down
my spine.”
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Some people experience this feeling in their daily lives. They do this by
continuing to have a sense of gratitude, appreciate life or feel at one with
the world. They may experience it when doing creative work, playing
music or performing another activity.

Some people experience it through their senses. They immerse
themselves in activities and feel fully alive. They then feel transported
into another dimension.

Some people may also experience something like the original Greek
definition of ecstasy. This involves standing outside oneself and becoming
at one with the experience. Sometimes it involves being in a state of
rapture or at one with the divine.

Some people experience this feeling through making a creative
breakthrough. They may be deeply engaged in a piece of work or
searching to find a solution. The moment of enlightenment then brings a
rush of happiness. Carl Sagan said, for example:

“"Understanding is a kind of ecstasy.”

Let’s return to your own life and work. Looking to the future, can you
think of a situation where you may want to follow elements of the
enjoyment, effectiveness and excellence approach. How can you do this in
your own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Enjoyment, Effectiveness
And Excellence Approach

The specific activity where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Craft Approach

The Craft Approach

There are many ways to do fine work. One model is to
follow the craft approach by focusing on the following themes.

Caring

Creativity

There are many ways to do fine work. One model is to follow the craft
approach by focusing on caring, creativity and contentment. Let’s explore
these themes.

What are the kinds of work you really care about doing? You may care
about encouraging people, solving certain problems, helping people to
succeed, building a better world or doing another activity

How can you translate what you care about into pursuing a particular
craft? You may aim to do this by working as a counsellor, educator,
nurse, writer, film maker, scientist, problem solver, leader or in another
role.

How can you do creative work when pursuing this craft? Bearing in mind
your strengths, how can you focus on doing a specific project? How can



379

you concentrate and do superb work? How can you use your creativity to
find solutions to challenges?

How can you set goals each day and reach these aims? How can you
encourage yourself on the journey? How can you finish properly? How can
you, if possible, get a feeling of contentment?

How can you rest and reflect? Bearing in mind what you care about, how
can you then continue to develop as an educator, coach, mentor,
musician or in another role? How can you continue to pursue your chosen
craft?

There are many definitions for craft. Originally it applied to making things
by hand. More recently it has expanded to include other activities that
involve the pursuit of excellence. One definition is:

To create or make something with skill and careful attention to detail.

Imagine you want to follow this path in your own way. Let’s explore some
of the themes you may wish to pursue.

Caring
Seth Godin, the author, believes that sometimes it is difficult to find our

calling. He recommends instead to focus on the things we care about.
Here are some of the themes he explored in his blog.



380

Seth Godin - The Importance Of Caring

"I don't think we have a calling. I
do think it's possible to have
a caring.

"A calling implies that there's just
one thing for you, just one thing
you're supposed to do.

"What we most need in our lives,
though, is something worth
doing, worth it because we care.

“"There are plenty of forces pushing us to not care. Bosses,
systems, bureaucracies and the fear of mattering. None of them
are worth sacrificing something as important as caring."”

Imagine you want to pursue this path. One approach is to start by
clarifying the kinds of work you really care about doing. Different people
give different answers when exploring this theme. Here are some of the
things they describe.

The Kinds Of Work I Really Care About Doing Are:

Helping people to care for their wellbeing ... Creating beautiful things ...
Writing inspiring music ... Making sure everybody has access to clean
water ... Making films that inspire people to care for nature ... Developing
technology that empowers people.

If you wish, try tackling the exercise on this theme. Start by
brainstorming the kinds of work you really care about doing.

Looking at this list, have a go at describing the top three things. Then
rate the extent to which you care about these on a scale 0-10.
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Caring

The specific kinds of work I really
care about doing and the extent
to which I care about these are:

* /10
* /10
* /10

The next step is to focus on one of these and translate it into doing a
specific project. Depending on your chosen path, you may want:

To write an article ... To run a series of seminars ... To produce a piece of
art ... To direct a play ... To nurture a garden ... To coach a youth football
team ... To perform in a choir ... To make a sculpture.

To help people find satisfying work ... To renovate a house ... To help
children with dyslexia ... To care for animals ... To solve a specific problem
... To do another activity.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Caring

The specific kind of work I
really care doing about is:

The specific things I can do to translate
this into doing a specific project are:

The specific benefits — for myself and for
other people — of doing this project will be:
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Creativity

Imagine that you have clarified what you want to do. You may then aim
to do creative work when pursuing your craft.

As mentioned earlier, great workers often do work that involves the heart,
head and hands. Their heart loves to do the specific activity. Their head
has an understanding — a model or a picture - of what they aim to
achieve. Their hands brings something into being.

By hands I mean, in some cases, literally their hands. They may paint,
build, fix, type or do another activity. But in other cases it may be using
their whole being - their experience, body, voice or whatever to produce
a result.

Dave Gamache, a designer and builder, encourages people to follow
certain principles to develop their craft. Here are excerpts from a piece he
wrote for the lifehacker website.

Craftsmanship - Doing What
You Love And Doing It Right

The concept of craftsmanship fascinates and drives me. There are
many definitions of craftsmanship.

Some silo the term to physical trades like carpentry, while others
@ pigeonhole it to artistic endeavors. My understanding of
craftsmanship is much more fundamental.

Craftsmanship is doing what you love and doing it right. No
matter what you do - designer, baker, electrician, architect,
author - your job is your craft.

Learn to think of your work as practice towards becoming an
@ absolute expert at what you do. Craftsmanship is not a
destination; it's a life-long discipline.
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Love your craft every day. Designing a product, web site, or
workflow shares the same core values as any other craft. It's
experience, the quality of the work and a passion for betterment.

Improve your work by learning from others and from your own
@ cxperiences. Design the simplest, most delightful product you can.
Watch people use your product and make it better for them.

Craftsmanship is universal. It's near impossible to capture all the
nuances ‘craftsmanship’ carries, but when you see it, feel it,
experience it - you know it.

Make things that you want to show to others. Build things that will
@ make you proud ten years from now. Sweat the details and the
final product will be something to be admired.

Some people start following this path early in life. They begin by throwing
themselves into a particular hobby or interest. They get into the habit of
doing this activity deeply and well.

The next stage comes later in life. They settle on a particular passion they
want to pursue. They then aim to follow certain principles and master
certain skills to achieve their picture of success.

Pursuing this path becomes a lifetime journey. They may aim to become
the best they can be as an artist, teacher, designer, mentor or whatever.

Here are some examples from women who have enjoyed this journey and
helped others to develop their skills. These are based on their biographies
for events celebrating female craftswomen on International Women's Day.
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The Pleasure Of
Pursuing Your Craft

The following pages provide quotes from
women who have pursued their craft

Liz Wellby - Artist, Teacher and Maker

"I am a maker and a tutor and I love both roles. They allow me to
play, explore and connect with other people, make me smile and
bring me joy."

Lucille Scott - Little Duck Forge

"I love teaching and encouraging young people to develop their
natural talent, when it comes to adults I feel I am making them
more aware of the skills involved in such an amazing craft.

"As a female doing this craft, I am just one of many but I hope that
every girl that sees me feels encouraged and that every person I
work with won't give it a second thought.

"The metal industry is amazing and respects you for what you can
do, most professionals are gender blind."
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Jo Harris — Henley-on-Thames School of Art

"Being a female artist, as well as a tutor, I really get to witness
firsthand the nurturing aspect of exploring our own creativity.

"There’s something very special about welcoming fledgling artists
into the studio and watching them come to life as they relax into
their own drawing style."”

Joe Gregory - Creative With Nature

"I'm a full time willow sculptor. Being a female craftswoman means
freedom and independence, a way I can earn a living doing
something totally sustainable, in something I love.

"I've been weaving for 12 years and this has led me to develop a
series of popular & achievable full day and two day weaving courses
in sculpture and basketry. Something I'm truly passionate about."

Kim Stoddart — Green Rocket Courses

"I'm been gardening for 30 years. I've been writing for the
Guardian on all matters grow your own since 2013 and teaching
gardening since 2014.

"My approach is very hands on and accessible and designed to
debunk a lot of the jargon to make gardening accessible and
wonderful for all.

"The nurturing of a seed into food is magical and increasingly
important. I delight in teaching how by working with nature you
can create a more resilient, productive and enjoyable space in
which to be.

"I edit The Organic Way magazine and have gardening columns in
the press. I am the author of The Climate Change Garden book."
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Alan Cooper, a pioneer in computing, described some qualities involved in
pursuing a craft. Below are some key points he made in a speech at the
Interaction Design Association conference in 2008.

An Insurgence Of Quality

Best to market, particularly in high tech, comes about only through
craftsmanship. And craftsmanship is all about quality.

The goal of craftsmanship is to get it right, not to get it fast. The ultimate
measurement of craft is not speed. It's quality. It's a pure measurement.
And a delightful measurement.

Craftsman - craftspeople - do it over and over, until they get it correct.
And in their training, in their apprenticeship, they build things over and
over.

They learn how to do things correctly, so they can bring enormous
expertise to create successful products. Thus the training of craftsman is
a long and drawn-out personal process.

Many people have tried to draw a distinction between the arts and crafts.
Denis Dutton, the academic and entrepreneur, explored this topic in a
Radio New Zealand broadcast in 1990. Below are some of the points he
outlined in his talk The Difference Between Art and Craft.
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Denis Dutton - Craft Is
One Of The Borderlands Of Art

Craft work is skilled work. It involves the application of a
technique and human intelligence. It produces things which are
useful for various human purposes.

Art involves involves craft. The training of practitioners in all the
® rts is based on the mastery of techniques. The artist then uses
their talent to create art.

Craft can also go beyond technique. It can involve exploring
novel and undiscovered possibilities. Hence, in this respect, it
can sometimes be considered to be art.

@® Craftis, in fact, one of the borderlands of art.

Imagine that you have translated what you care about into pursuing a
certain craft and doing a specific project.

How can you set aside time to do the work? How can you rehearse what
you are going to do? How can you follow your chosen ritual for beginning
the work? How can you set yourself achievable goals?

How can you follow your principles when doing the work? How can you
build on your strengths and your skills? How can you develop your craft
on the way towards achieving the specific goals?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Creativity

The specific project I want to do that will be
an expression of what I really care about is:

The specific goals — the real results I want
to achieve - by doing this project are:

The specific things I can do to do creative
work and keep improving on the way
towards achieving the specific goals are:
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Contentment

Imagine that you are pursuing your craft and working towards achieving
your goals. As ever, it can be useful to focus on the following steps
towards doing superb work.

Step One: Strengths

You can build on your strengths and follow your successful style of
working.

Step Two: Strategies

You can set specific goals and clarify the key strategies you can follow to
give yourself the greatest chance of success.

Step Three: Success

You can do superb work, continue to develop and work towards achieving
your picture of success.

Pursuing your chosen craft may mean that sometimes you go into what
Mihaly Csikszentmihalyi called a state of flow. You become so absorbed in
the activity that time goes away.

Different people do this in different ways. Malcolm McCullough described
some of the steps that people take in his book Abstracting Craft. Below
are themes he describes in the book.
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Malcolm McCullough - Pursuing Your Craft

This quality of engagement is personal. If you are like most people, you
probably work well only when your attention is focused on the task at
hand.

Something must draw your interest. This might be the pleasure of
@® handling a material or the concentration required not to ruin a piece of
work.

It could be the intricacies of solving a problem or the anticipation of a
finished product. It might be the ambition to succeed, or the fear of
failure.

Or it could simply be the calming effect of routine, based on soothing
motions, habitual expertise, and a sustaining commitment to practice.

If enough of these engaging qualities are sufficiently strong, nothing will
@ distract you from your work - the hours will fly by, and you might not
even hear the phone ringing.

Sometimes you will reach your daily goal and get a feeling of
contentment. Sometimes you will enjoy such moments but then turn your
thoughts to the next day’s work

This highlights the different drives within a craft worker. They enjoy the
journey as well as reaching the goal. They then want to keep improving
when pursuing their craft. Contentment can sometimes arrive by
accepting and combining these different drives.

It can be the feeling of completeness when seeing their finished product.

It can be the feeling of following their desire to keep developing and
making even better finished products.

It can be the feeling of using their talents to make their best contribution
during their time on the planet.
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Seth Godin believes that, if we focus on the things we care about, we
want to keep improving. He described this in the following way.

When we care enough, we raise the bar

Practice alone, the 10,000 hours thing, doesn't produce work that
matters.

No, that only comes from caring. From caring enough to leap, to bleed for
the art, to go out on the ledge, where it's dangerous.

When we care enough, we raise the bar, not just for ourselves, but for
our customer, our audience and our partners.

Different people demonstrate their caring in different ways. Let’s look at
one person who translate this approach into action.

Richmond Stace - The Pain Coach

UNDERSTAND &
OVERCOME

YOUR CHRONIC PAIN

The comprehensive guide to chronic pain
and how you can shape a positive future

RICHMOND STACE
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Richmond uses his skills to help people to shape a positive future. The
people referred to him may be experiencing persistent pain or other
symptoms.

He recognises the importance of a person wanting to immediately feel
better and on the road to recovery. Richmond provides people with
practical tools that they can use:

To manage, understand and, wherever possible, eliminate pain;

To care for their health by building on their inner resources and adding
other practical skills;

To, if they wish, develop their ability to maintain a healthy lifestyle and
shape a positive future.

Many of his clients benefit from this approach. Here are a selection from
some of the many testimonials.

Back to running after a couple of weeks
after struggling with plantar fasciitis for a year

Richmond Stace really helped me and more importantly empowered me
to get out of a hole!

His holistic approach, with no stone left unturned, got me to see clearly
where I was and provided me with the toolbox not only to get fit again
but hopefully to stay healthy.

I'd had a year of plantar fasciitis and other on-going chronic injuries
before I turned to Richmond. With a range of mental and physical
techniques, he helped me to heal and get back on track with my running.

Paul Cheetham, European Masters Marathon Champion (M45)
2017, World Masters Half Marathon: Team Champion (M45)
20109.
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More hopeful and more energy - fibromyalgia

The Pain Coaching with Richmond has helped me to identify and focus my
attention on the most important things in my life, introduce structure to
my routines and take steps towards my goals and build my confidence.

Definitely I can say that I feel more hopeful and I have more energy to
invest in what matters most for me in life.

I follow the exercise programme learned during the treatment, and use
practices such as mindfulness, breathing, gratitude, pursuing my purpose
and more. As a result, I learned to shift my attention and focus on
something more meaningful and enjoyable for myself rather than on my
limitations.

The Pain Coaching enabled me to get in tune with my body and the
sensations, be more focused and physically active.

AT, London 2018

Back to writing after a
post-traumatic dystonia

Olivia was just 17 in January 2016 when she was diagnosed with viral
meningitis and a tumour deep in her brain and in March she took a ball to
the head in a lacrosse match which resulted in her having a stroke.

She was immediately thrombosed and spent 5 days on an acute stroke
ward.

As a result of the stroke, she was diagnosed with post traumatic dystonia
and we were referred to Richmond by Dr Marie Helene Marion in
September.

Olivia’s right hand would totally freeze, sometimes for hours or days, with
the longest being for 2 months. The stress of being 17 and in the middle
of university applications and big exams whilst being unable to write was
huge.
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We came to see Richmond weekly and he helped her enormously with not
only coping with the stress levels but the total rehabilitation of her hand
and how to retrain her brain in to making her hand move again.

The big breakthrough came after a few weeks when her fingers started to
twitch and move again and she worked very hard on all the exercises that
Richmond gave her to do to re-associate her brain to her hand and to love
it again.

She re-learnt how to hold a pen and how to write and every week her
writing would get smaller and neater and it is now totally back to normal.

It has been a very scary year for her but Richmond has always been very
calming, explaining everything clearly and teaching her how to cope and
how to improve.

We found him to be extremely kind and compassionate and there are not
many people who could make a scared teenager feel totally at ease from
the first meeting, so positive, encouraging and always at the end of an
email if we had a query.

I can’t thank Richmond enough for everything that he did for Olivia and
for me!

He has restored her confidence and has taught her good coping strategies
for the future.

Her hand is now fully functioning, she aced her exams, passed her driving
test and has got amazing offers from top universities.

All things that 6 months ago looked impossible to achieve with the
dystonia. We would have no hesitation in recommending Richmond - a
nicer man you could not meet.

Liz and Olivia M.
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Let’s return to your own life and work. Imagine that you are pursuing
your craft and aiming to achieve a specific goal.

How can you keep doing good work? How can you follow your successful
pattern for finishing and reach the goals? How can you do your best and
perhaps get a feeling of contentment?

How can you relax, reflect and revitalise yourself? How can you move on
to the next stimulating project? How can you then do satisfying work?
How can you continue to develop your craft?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Contentment

The specific project I want to do that will be
an expression of what I really care about is:

The specific things I can do to do
my best to achieve the goals
and perhaps feel contentment are:

The specific things I can do to
focus on continuous development
and keep improving my craft are:
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The Picture Of Success Approach

The Picture Of Success Approach

This approach involves helping
individuals, teams and organisations:

To clarify the picture of success;

To follow the key strategies for
achieving the picture of success;

® To deliver the picture of success.

This approach can be used to help individuals, teams and organisations to
achieve their goals. It can be used in face-to-face sessions, workshops or
remote learning.

Imagine that you want to follow this approach in your own way. You may
be aiming to help a person, team or organisation to achieve their goals.
This involves focusing on the following themes. Whatever the situation,
you can help people:

To clarify the picture of success;

To follow the key strategies for achieving the picture of success;

To achieve the picture of success.

Bearing these things in mind, it can be useful to get some background

before moving on to helping people to achieve their aims. This can involve
focusing on the following themes.
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The Present Situation

What is happening in their world? What may be the challenges they face?
What may be the goals they want to achieve? What is the first topic they
want to explore? What is actually happening in the situation? Can they
give some specific examples?

The Picture Of Success

Looking at the topic they want to explore, what are the real results they
want to achieve? What is the picture of success? What would be the
benefits of achieving these goals? What would be the specific things that
would be happening that would show they have achieved the goals?

The Possible Ways Forward

What are the thing they can and can’t control in the situation? Bearing
these in mind, what are the possible options for moving forwards? What
are the pluses and minuses of each option? Are there any other potential
creative solutions?

What is the route they want to follow? What are the key strategies they
can follow to give themselves the greatest chance of success? How can
they get some quick wins? What else can they do to increase the chances
of achieving the picture of success?

When appropriate, the approach also involves you passing on knowledge
and practical tools they can use to achieve their goals. You will, of course,
do this in your own way.

Looking back, can you think of a situation you followed some elements of
the picture of success approach? You may have been encouraging a
person, facilitating a workshop, leading a team or doing another activity.

How did you clarify the real results they wanted to achieve? How did you
clarify the strategies they could follow? How did you pass on knowledge
and practical tools they could use? If you wish, try tackling the exercise
on this theme. This invites you to complete the following sentences.
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The Picture Of Success
Approach In The Past

The specific situation in the past
when I used elements of the
picture of success approach was:

The specific things I did then to use
the picture of success approach were:

The specific things that happened as
a result of using this approach were:
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There are many ways to clarify the picture of success. The following
pages explore some of these approaches.

The Goals Approach

My Goals

The goals I want to achieve in my life or work are:

To ...

For example ...

To ...

For example ...

(] To ...

For example ...

This is one of the most basic approaches to working with people. It
focuses on helping them to clarify and achieve their personal or
professional goals.

The first time I came across it was when practicing Reality Therapy. This
encouraged people to take responsibility for shaping their futures.

There are many ways to use the goals approach. These include variations
such as the classic GROW model. This encourages a person to focus on
their goals, reality, options and their will to work towards achieving the
goals.
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Whatever approach is used, these often involve using the keywords What,
How and When. Different people use different questions when using this
approach. They may, for example, invite somebody to explore the
following themes.

What

What do you want to do in your life? What do you want to do
in your personal or professional life? What are your specific
goals? What will be the benefits of achieving those goals?

How

How can you do your best to achieve the goals? What are the
key strategies you can follow to give yourself the greatest
chance of success? How can you translate these into action?

When
When do you want to work towards achieving your goals? How

can you get some quick successes? What will be happening
that will show you have achieved your goals?

There are many ways to apply this approach. The following pages explore
some of the most common ways to help people, teams and organisations
to achieve their aims.
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The Real Results Approach

The Real Results Approach

This approach goes deeper than focusing on the goals a
person says they want to achieve. Bearing in mind their
aims, it involves exploring with them:

What are the real results you want to achieve?
What will be the benefits of achieving these results?

@®  What is the picture of success?

Imagine that somebody has asked for your help in clarifying their aims.
Different individuals will want to explore different themes. They may, for
example, describe some of the following aims:

I want:

To help our son to pass the exams needed to get to university ... To keep
progressing in my career ... To regain a sense of purpose in my work ... To
become a marketing director ... To change the culture in our company ...
To fulfil my potential.

Imagine that a person wants to focus on one of their goals. It can be
useful to clarify the real what - the real results to achieve.
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What does a parent want to achieve, for example, by helping their son to
pass exams? Do they want to help them to get into university or to have
a satisfying career?

There may be other ways to help their son to have a satisfying career
without going to university. They can help them: a) to build on their
strengths; b) to do stimulating work; c) to earn a good salary.

What does a person want to achieve by becoming a marketing director?
They may want to do strategic marketing work and build an outstanding
reputation.

Some marketing directors are able to do this, but some join companies
where the CEO sees themselves has the chief marketer. They simply want
somebody who is an implementer. The person may be able to find other
ways to build a reputation as a strategic marketer.

Imagine that a customer asks you to fix a specific problem. They may
already have an idea about what needs to be fixed and how. They may
say something along the lines of:

"We want your help in fixing: a) ... b) ... ¢) ... The things we would like you
to do to help fix it are: d) ... e) ... f) ...”

The customer is understandably focusing on the immediate issue, but
there may also be a longer-term issue. Bearing this in mind, you may say
something along the following lines.

"I can fix the present problems and make sure they never happen again.
If you are interested, I can also build something that will ensure you
achieve your future goals.”

You can clarify the real results to achieve in both the short and long-term.
The customer may or may not be interested. If they are, however, you
can help them to achieve ongoing success.
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The Actual Words Approach

The Actual Words Approach

The actual words I/We want to hear the
person or the group of people saying are:

The specific things I/we can do
ensure they are saying these things are:

Imagine you are helping a team to set their goals. They may well focus on
what they want to achieve in terms of profits, product quality and
people’s wellbeing.

You can bring these goals to life by inviting them to do this well-known
exercise. People go into groups and take the following steps.

They list each of the key stakeholders they want to satisfy — such as their
bosses, the various customers, their colleagues and other stakeholders.

They describe the actual words they would like to hear each of these
stakeholders saying about the work the team is delivering.

They describe the specific things they can do to do their best to ensure
the stakeholders are saying these words.
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The team may want the customers, for example, to be saying the
following things about the service it provides.

"They really understand our business ... They deliver great service that
helps us to achieve our goals ... They act as one-stop shop for dealing
with problems ... They are true partners and help us to achieve success.”

The team may also want the leaders at headquarters saying the following
things.

"The team always delivers its targets ... It is self-managing, proactive and
makes a good contribution to the business ... It delivers great service to
its internal customers ... It produces people who go on to take important
roles in the company.”

This is an exercise I have used many times with individuals and teams.
People describe what they want their stakeholders to be saying. They
then aim to deliver this picture of success.
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The Stakeholder

The name of the stakeholder is:

The actual words we would
like to hear them saying are:

The specific things we can do to do our best
to ensure they are saying these things are:

*




408

The Outcomes Approach

The Outcomes Approach

This involves continually focusing
on the following themes:

To clarify the desired outcomes;

To make clear contracts
about the desired outcomes;

To keep working towards
the desired outcomes.

This approach mirrors some of the themes explored in the picture of
success approach. It is included here become many people apply it in
their daily lives and works.

The outcomes approach can be used in different situations. It can be used
when setting personal goals, helping a person or working with a group of
people. Let’s explore how this can work in practise.

Clarifying The Desired Outcomes

The approach starts by clarifying the outcomes to achieve. These can be
on many levels — such as concrete, emotional and other outcomes. It can
also be useful to clarify the benefits of achieving these results.

This involves starting from the destination. It calls from clarifying the real
What - the real results to achieve — before moving on to the How. It then
involves translating these into a clear picture of success.
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The next step is to explore the How. It is to clarify the key strategies you
can follow to achieve the goals. Sometimes you will do his by yourself,
but on other occasions you will involve other people.

This will obviously be the case if you are helping an individual. You will
create an environment in which they are able to clarify their aims. If
appropriate, you can then help them to settle on their strategy for
achieving the desired outcomes.

Great leadership teams often clarify the real results to achieve - the What
- and the key aspects of the How. When appropriate, then then involve
their people in building up the complete picture.

Whether you are setting personal goals or working with other people, it is
vital to clarify the outcomes to achieve. You can then move on to the next
stage.

Clear Contracting About
The Desired Outcomes

Good leaders often communicate the following things to their people.
They start by giving them the big picture and context. They then explain:

The specific outcomes to achieve together with the benefits of achieving
these outcomes;

The specific strategies for working towards achieving these outcomes;
The specific contributions that will be required to achieve these outcomes.
They always give the big picture and the reasons for the strategies. They
also give people the chance to ask questions and, when appropriate, add
their ideas.

Such leaders then give people the chance to reflect and decide if they

want to contribute towards achieving the goals. If so, they again describe
the outcomes to achieve. They then go through the following steps.
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They make clear contracts with each
person — or each team - about:

The specific things they will deliver towards achieving the outcomes;
The specific support they will need to deliver their part of the outcomes;

The specific things they will do to proactively keep others informed about
their progress towards delivering their part of the outcomes;

The specific early successes they will get on the way towards delivering
their part of the outcomes.

Good leaders make sure that everybody knows what each person - or
each department - is contributing towards achieving the goals. This helps
to ensure that everybody is working towards the same picture of success.

Individuals sometimes make clear contracts with themselves. They may
do this when working towards their personal or professional goals. Such
people often go through the following steps.

They clarify the outcomes they want to achieve and the benefits of
achieving these goals;

They clarify the specific things they can do to do their best to achieve
these goals;

They clarify the pluses and minuses involved and, bearing these in mind,
rate their motivation — on a scale 0-10 - to do what is required to reach
the goals.

Such individuals make sure the rating is at least 7+/10. They then ask
themselves the following questions.

"Am I really serious? Am I prepared to do what is required to reach the
goals?”
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They then decide if they really want to go for the goals. if so, they make a
contract with themselves about the actual things they will do to do their
best to achieve success.

Continually Working Towards
The Desired Outcomes

Great workers continually check that they are working towards the
desired outcomes. They clarify what is working and what they can do
better. They then keep following the disciplines required to achieve the
goals.

Events sometimes occur that call for readjusting the goals. If so, people
clarify what they can control. They then commit to achieving the new
picture of success.

Good leaders also educate their people to continually focus on the desired
outcomes. One leader I worked with did this when team members came
to them to talk about challenges.

A person once asked him how to deal with a client that was causing
problems. The leader said something along the following lines.

"Let’s go back to the outcomes we want to achieve. Do we still want to
get wins for our company, wins for the customer and wins for our people?
If so, what could that look like?

"What is the profit we want to make as a company? What is the quality of
service we want to give to the customer? What are the feelings we want
our staff to have? How can we do our best to achieve these outcomes?”

The leader and staff member clarified the real results to achieve. They
then explored the possible options for going forwards — together with the
pluses and minuses of each option.

Taking time to reflect, they considered if there were any other creative
solutions. They then settled on the route they wanted to follow to do their
best to achieve the picture of success.
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There are many ways to use the outcomes approach, but it is worth
repeating one key issue. The approach often calls for focusing on the
more than the tangible results. It considering the emotional aspects.

Good decision makers often take this approach. They clarify the actual
things they want people to be feeling, saying and doing after reaching the
goals. These outcomes form part of the desired picture of success.
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The Sharing The Dream Approach Rather
Than The Selling The Dream Approach

Some Leaders Follow:

The Sharing The
Dream Approach

Rather Than:

The Selling The
Dream Approach

Good leaders sometimes follow the sharing the dream approach rather
than the selling the dream approach. This highlights a paradox.

This is because some people are more likely to buy into a dream that is
being shared rather than being sold. Such people then feel more freedom

to decide if they want to support it. This is because:

Sharing the dream is about describing something and showing the
benefits to people;

Selling the dream is about trying to do something to people.
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Different leaders share the dream in different ways. This can depend on
the aims they are sharing with people. Whatever the goals, however,
some leaders take the following approach.

Sharing The Dream

This sometimes involves:

Showing the dream;

Showing the benefits of achieving the dream;

[ Showing the strategies for achieving the dream.

Showing The Dream

This involves describing the picture of success. It important to bring this
to life by giving concrete examples that resonate with people. It is also
important to describe some of the specific things that may be happening
when people have delivered the dream.

Showing The Benefits
Of Achieving The Dream

This involves describing the benefits — for all the various stakeholders - of
achieving the picture of success. People buy success but it important to
be honest with people. It is vital to describe the potential pluses - and
how to manage any potential minuses - involved in delivering the dream.
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Showing The Strategies
For Achieving The Dream

This involves describing the strategies for achieving the picture of
success. It is to show people: a) the strategies most likely to achieve
success; b) the potential early successes; c) the ways to deal with any
challenges. It is to show people a practical plan for delivering the dream.

Some leaders go through these steps. If appropriate, they may then
invite people to decide if they want to contribute towards achieving the
goals. If so, they make clear contracts about how people can use their
strengths to help the deliver the dream.

The sharing the dream approach is about people being motivated to
achieve the picture of success. It is not about people being briefly
motived by charisma or an inspiring speech. These can be helpful. But
people must be motivated by wanting to do the work.

The sharing the dream approach may sound counter intuitive. But the
paradox is that, when done properly, it can be more attractive than trying
to sell a dream.

People are more likely to opt in when they are treated like adults and
given the full picture. They can then decide whether they want to
contribute and do their best to deliver the dream.

Let’s return to your own life and work. Looking ahead, can you think of a
situation where you may want to follow elements of this approach? How
can you do this in your own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Sharing The
Dream Approach

The specific situation where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Second Empathy Approach

The First Empathy And The Second Empathy

The First Empathy The Second Empathy
is with People’s is with
Actual Situation People’s Aspirations

Good mentors often use both the first and second empathy. The latter
approach calls for being able:

To connect with people’s aspirations ... To establish clarity about what
they want to achieve ... To help them to achieve concrete results.

The First Empathy

Some mentors show that they can see, feel and experience the world
from the other person’s point of view. They play this back to the person
to ensure they have got the right picture. This is the first empathy.

The Second Empathy
Some mentors connect with people’s aspirations. They do this in such a

way that the person feels it is possible for them to achieve these goals.
This is the second empathy.
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How to practice the second empathy? One approach is to focus on when a
person has used their strengths or followed their successful style — even if
it only for a few seconds. It is then extrapolate this information to explore
what the person can become in the future.

This involves using the organic approach. It is to focus on examples of
when a person has done fine work. It is then to show how it may be
possible for them to follow these principles to shape their future.

Belief is an inside job. People have to believe in their guts. If they have
done something before, they are more likely to believe they can do it
again. They can follow similar principles - plus add other skills - to
succeed in the future.

Good mentors invite a person to talk about their aspirations. It
appropriate, they also clarify what they believe the person can achieve.
They may then say something like the following.

“"As far as I understand it, you want to ... Is that right? Let me ask you a
question. Would you also like:

1) To..

2) To ..

3) To...

"The reason I ask is because, from what you have said and the things I
have seen, I believe you could do achieve these aims. It would involve
you setting certain goals and doing the work. But I believe that you could
achieve these goals. What do you think?”

This seems an enormous leap but I have seen it taken by many great

counsellors, educators and mentors. Here is an introduction to what such
mentors do when using the second empathy.
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The Second Empathy

Some mentors are good at connecting with people. Some are good at
connecting with people’s aspirations. They sometimes do this by going
through the following steps.

Step One

They make the person feel welcome and at ease. They clarify what is
happening in the person’s world. They then invite them to focus on the
first challenge or topic they want to explore.

They clarify what the person says they want to achieve. They also listen
for any underlying themes. They clarify what they believe may be the
person’s short and long-term goals.

Step Two

They watch the person, listen and ask certain questions. They quickly
gather information about the person’s attitude and abilities. They begin
thinking about the person’s possible ways forward and potential.

They do this by focusing on certain things. They focus on the person’s
positive spirit — the times when they come alive or do good work. They
also focus on their strengths and successful style.

Step Three

They clarify what they believe the person can achieve. They base this on
the information they have gathered. They then clarify how they can best
share this with the person.

They play back what they believe the person can achieve in their life and
work. They see which of these themes resonate. They clarify the route
the person wants to take and help them to achieve their aims.
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The Second Empathy Involves
Understanding Different Worlds

People who use this approach
often have the ability:

To see what is happening - the various
situations - in different worlds;

To see the challenges and potential solutions in
the different worlds;

To see what people can do to achieve success in
the different worlds.

People who use the second empathy approach are often good at
understanding the challenges that different individuals may be facing.
They often have a background of learning about what is happening in
different worlds.

Such people gather information in a neutral way without rushing to
judgement. They like to understand: a) the challenges that people face;
b) the potential solutions; c) the things that people can do to achieve
success in these worlds.

They often have a pattern of being curious since childhood. They may
have read extensively, watched films, visited various countries or done
other things that widened their horizons.
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This is a quality often shown by good therapists, educators, interviewers,
trusted advisors and people in other fields. It helps them to understand
other people’s situations and help them to manage challenges.

Seeing what is happening
in different worlds

Looking back at your life, when have you explored what was happening in
different worlds? You may have read many kinds of books, explored
various spiritual faiths or thrown yourself into learning about aspects of
sport, art science or other fields.

You may have developed empathy by putting yourself into many different
situations. These may have included nursing, drama, teaching,
volunteering or other activities.

You may have watched many television programmes that take you into
different worlds. These help them to get an inside view of what is
happening in hospitals, banking, technology, sport and other fields.

Some people gather such information to learn. They may have strong
opinions, but they gather information in a neutral way. They want to
widen their lens and develop their understanding. They do not see things
through a narrow lens and rush to judgement.

Such individuals are aware of their confirmation bias. They like to gather
information and then, when appropriate, decide on their chosen way
forwards.

Seeing the challenges and
solutions in different worlds

Different people look for different things when exploring different worlds.
Some people simply like to gather information and learn.

Some want to understand more about: a) the people; b) the challenges
they face; c) the potential solutions. Such people may use the following
framework when looking at a situation.
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What is happening in this world? What are the situations that people face?
What are they doing to tackle the challenges? What are they doing to
achieve success?

Who are the individual people? What is their background? What is
happening in their lives? What are the reasons they are doing this kind of
activity? How does this fit into the rest of their lives?

Looking again at this world, what is actually happening in the various
situations? What are people aiming to achieve? What are the challenges?
What are the potential solutions to such challenges?

Seeing what people can do to
achieve success in different worlds

Some people focus on success when exploring different worlds. They may
ask the following questions when looking at a situation.

What are people trying to achieve in this kind of world? What works in the
various situations? What are the successes? What are the benefits of
delivering these successes?

What are people doing right to deliver these successes? What are the
principles they are following? What are the strategies and skills they
employ? How do they translate these into action?

What may people in this world want to achieve in the future? How can
they do their best to achieve success? What will be happening that will
show they have achieved their picture of success?

Let’s return to your own life and work. When do you sometimes explore
what is happening in different worlds? What do you learn from exploring
these situations? How do you sometimes apply this knowledge?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Seeing Different Worlds

The specific times when I explore what
is happening in different worlds are:

The specific things I sometimes may learn
from exploring these different worlds are:

The specific things I sometimes do to apply
this knowledge in my life and work are:
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The Support And Space Approach To
Helping People To Achieve Success

Success

This approach starts by clarifying the picture of success. It then
involves giving people the support and, within certain parameters,
the space they need to achieve success.

Support ‘ Space

There are many models for helping people to develop. This is an approach
that can be used with individuals, teams and organisations.

The approach starts by clarifying their picture of success. It then involves
giving them the support and, within certain parameters, the space they
need to achieve success. Let’s explore these themes.

Success

Imagine that you are helping a person to develop. After making them feel
welcome, you will clarify their aims. The way you do this will depend on
the situation. Let’s consider some scenarios.
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Personal Goals

Imagine that a person has asked for your help with their personal
development. You may begin by inviting them to describe the themes or
challenges they want to explore. Looking at the first topic they want to
tackle, you may aim:

To clarify the real results they want to achieve - the picture of success;

To clarify the key strategies they can follow to give themselves the
greatest chance of success;

To clarify their responsibilities and the support they would like from you
to achieve the picture of success.

Bearing these things in mind, the person may then make a clear action
plan. The next step may be for them to get some quick successes on the
way towards achieving their goals.

Professional Goals

Imagine that you helping a person to make their best contribution
towards an organisation. Much will depend on your role, but one approach
is go through the following steps:

To focus on the organisation’s purpose, principles and picture of success;

To, bearing in mind their strengths, clarify their best contribution towards
achieving the picture of success;

To make clear contracts about the outcomes they will deliver, the support
they need and how they will proactively keep people informed about their
progress towards delivering their part of the picture of success.

Bearing these things in mind, the person may then pursue their action
plan. If appropriate, you can meet with them regularly to enable them to
achieve the goals. This highlights the next stage.
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Support

Many people are self-motivating but it can also be useful to offer them
support. This can take many different forms. If appropriate, you may be
able:

To offer them encouragement and emotional support;

To offer them positive strategies and practical tools they can use in their
own ways;

To offer them other kinds of support that they can use to achieve their
goals.

Bearing these things in mind, it can be useful to have a conversation with
them about:

The specific things they see as their responsibilities in working to achieve
the goals;

The specific kinds of support they would like from you or from others to
help them to achieve the goals.

You will do your best to help the person to succeed, but it is important to
be clear on the kinds of support you can and can’t offer. You may be able
to provide encouragement and practical tools, but they may need to
continue to motivate themselves.

Imagine that you have made clear contracts about the person’s
responsibilities and the support you can provide. It may then be time to
move on to the next step.

Space

People like to have space to pursue their chosen strategies. This means
them having the emotional, physical or other kinds of space to use their
knowledge to achieve the goals.
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People need space to develop and grow but, in some cases, this can
involve operating within certain parameters. They may be encouraged:

To follow certain principles or professional standards;

To operate within other parameters on the way towards achieving the
picture of success.

Good leaders, for example, make clear contracts with a person on the
specific goals to achieve. They also explain the principles that the
organisation wants people to follow, plus the reasons for these principles.

Such leaders manage by outcomes rather than by tasks. They encourage
people to use their knowledge and skills within certain parameters to
deliver the goods.

Imagine that you have made clear contracts with a person about their
aims and the support they would like to achieve their goals. You can then
encourage the person:

To be true to themselves and, when appropriate, use their emotions in a
positive way;

To build on their personal or professional strengths and follow their
successful style;

To find their way of following certain principles or professional standards
on the way towards achieving the picture of success.

You can encourage the person to feel that they have the freedom, within
certain parameters, to use their strengths to achieve their goals. This can
lead to the next step.

Success

Imagine the person is pursuing their chosen strategies towards achieving
their aims. How can you encourage them on the journey?



428

This may depend on whether they are working toward personal or
professional goals, but some common themes can be worth bearing in
mind. When meeting with the person, it can be useful to help them:

To refocus on the real results they want to achieve - the picture of
success;

To clarify what they are doing well and what they can do better on the
road towards achieving the picture of success;

To, when appropriate, offer them positive models and practical tools they
can use to achieve the picture of success.

You can continue to provide encouragement and pass on knowledge. The
person can use this in their own way to achieve their picture of success.

There are many ways to help people to grow. One approach is to give the
support and space they need to achieve their goals.

Looking ahead, can you think of a situation where you may want to use
elements of this approach? If you wish, try tackling the exercise on this
theme. This invites you to complete the following sentences.
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The Support And Space
Approach To Helping
People To Achieve Success

The specific situation where I may want
to follow elements of this approach may be:

*

The specific things I can do then to
follow elements of this approach are:

The specific things that may happen as
a result of taking these steps may be:
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The Flip Questions Approach

Flip Questions

"You say that you feel bad. What do you want to
feel instead?”

"You say that a person behaves in a way you that
don’t like. What do you want them to do instead?”

"You say that people in the organisation failed to do
O something properly in the past. How would you like
them to behave in a similar situation in the future?”

This approach encourages people to channel their energies in a positive
way. It can be used in situations where an individual or a group express
themselves in a negative way. They may be saying:

"I don't like it when x does y ... I can’t understand why they behave in
that way ... The organisation is messing up again ... etc.”

One approach is to just listen. If the person or the group keeps
complaining, however, this may not help. Another approach is to ask Flip
Questions.

These invite the person or the group to say what they would like to see
the other party do instead. It is to say things like:

"What would you like to see happen? What do you want the person or
organisation to do instead? What could they do to encourage you? What
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could they do to help you to achieve success?”
People who are complaining may resist this approach at first or may
choose to stay in the negative spiral. They may also say there is little

point in trying because the other party will not change.

Good mediators, for example, stay patient. They keep inviting people to
say what they would like to see happen. They ask them:

To clarify what they would like the other party to do instead;

To clarify the specific things they can do to present these options in a
positive way - including explaining the benefits to all parties;

To act as good models and do their best to achieve the picture of success.
Therapists also use flip questions. Whilst they may show empathy, they
sometimes invite the person to channel their energy in a positive way.
They may some of the following things to a person.

"“You say that you feel bad. What do you want to feel instead?”

"“You say that you want to stop feeling angry. What do you want to you
want to feel instead?”

The therapist will help the person to clarify how they can do their best to
achieve the positive results.

Looking back, can you think of a time when you have used elements of
this approach? If so, try tackling the exercise on this theme.
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The Flip Questions Approach

The specific situation in the past when I
used the flip questions approach was:

The specific things I did then to use
the flip gquestions approach were:

The specific things that happened as
a result of using this approach were:
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The Success Stories Approach

This is an approach that can be used to help individuals, teams,
organisations and even societies to achieve success. It is based on the
principle that:

People buy success rather than the theory of success.

People are more likely to change their behaviour if they can see what
works and see the benefits. Let’s explore how this can work.

Helping people to learn
from their own successes

Imagine that a person or a group of people would like to tackle a
challenge or achieve a specific goal. One approach is to invite them to
learn from their own success stories. You can invite them:

To recall when they have tackled a similar issue in the past and achieved
success;

To clarify what they did right then - the principles they followed and how
they translated these into action - to achieve success;

To clarify how they can follow similar principles — plus maybe add other
skills — to tackle their present issue and achieve success.

Helping people to develop by you doing
superb work and producing success stories

Imagine that you have been asked to do help people to succeed and
maybe even shift a culture. You can try to get everybody in a system to
change their behaviour. This seldom works, however, and can lead to
frustration.

Another model is to take the success stories approach. This involves
taking the following steps.
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The Success Stories Approach

People buy success rather than the theory of success. It
can therefore be useful to do superb work and share the
knowledge by producing success stories. It be helpful:

To choose a specific area where you can do superb
work and produce a success story.

To set things up to succeed, do superb work and
deliver success.

PY To share what worked and pass on the knowledge
by producing a success story.

This approach is explained in greater depth later in the book in the
section called The Three Waves Approach. It describes how to shift a
culture by building prototypes and sharing success stories.

The first step is to focus on a specific area - such a topic, team, project or
other activity. It is to choose one where, providing you do superb work,
you stand a good chance of delivering success.

The second step is to focus on what you can control and set things up to
succeed. It is then to get some early wins, do superb work and deliver
success.

The third step is to pass on the knowledge by producing success stories.
The aim is to show what works. It is then up to people to decide if they

want to apply these principles in their own ways to achieve their picture
of success.
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The Gold Medal Approach

Peter Vidmar - Winning The Olympic
Gold By Getting A Perfect Ten

Olympic 9.4
Standard

Risk 0.2
Originality 0.2
Virtuosity 0.2
Perfect Ten 10.0

There are many ways to do fine work. One approach is to have a gold
medal mentality.

Peter Vidmar won a gold medal in gymnastics at the 1984 Los Angeles
Olympics. Looking back at how his event was scored in those days, he
describes the steps people took to get a Perfect Ten, which was first
achieved by Nadia Comaneci in Montreal.

They must first achieve the Olympic standard of competence. This often
took years of dedication and would give them the 9.4.

They could then add 0.2 by taking a risk; 0.2 by demonstrating originality
- something that had never been done before; and 0.2 by showing
virtuosity - flair. Such a brilliant performance would produce a 10 and,
hopefully, the Olympic Gold.
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Peter is an inspiring speaker. Many people leave his sessions fired up.
Some say:

"We can now believe in our dreams. All we have to do is to be original,
take risks and demonstrate virtuosity."

They only forget one thing. Peter's most important message is that people
must first achieve the 9.4. That is the first step towards winning an
Olympic Gold.

Imagine you want to follow elements of this approach. Here are three
steps you may want to take in your own way.

You can choose an activity in which
you stand a chance of achieving a 10

Focus on an activity where you stand of a chance of delivering peak
performance. What is your professional version of the Olympics? Which is
the event - the activity - in which you stand a chance of competing for a
gold medal?

On the other hand, you may not be interested in competition. You may be
a pioneer who invents a new event. Great performers are, by definition.
extremists. They are extremely good at what they do and are often
brilliant niche suppliers.

Focus on the activity where you are able to excel. There is no point in
going into an event where, at best, you can only get a 6.

You can work to achieve the 9.4

Great workers build on their strengths and are also prepared to sweat.
They pursue their chosen strategy, find solutions to challenges and work
hard to achieve success.

As ever, you can start by clarifying what you can control in the situation.
You can then aim: a) to clarify the picture of success; b) to clarify the key
strategies you can follow to give yourself the greatest chance of success.
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Clarify your road map, complete with milestones, and set out on the road
towards achieving your goals. Then follow daily disciplines. Start each day
with an early success, perform superb work and encourage yourself on
the journey.

Do the right things in the right way until they become second nature. Do
everything possible to reach your equivalent of the 9.4.

You can add the risk, originality
and virtuosity to achieve the 10

Great workers deliver the goods at vital moments. Providing the
foundation is in place, they may take what appears to be a risk. But in
their minds - or in their muscle memory - they have done it a thousand
times. One person said:

“"People say that I take risks, but I have already rehearsed all the
scenarios, explored the possible strategies and settled on the way
forward.

"I feel comfortable with what I am doing. In fact, it would be a greater
risk not to take what appears to be a risk.”

Great performers also do something that appears original. But it is the
result of spending hours, days or months finding creative solutions to
challenges. Then comes the final piece: virtuosity, flair or showmanship.

They may do something magical that stays in people’s minds forever.
How can you follow these steps in your own way? How can you build on
the 9.4 and do your best to produce your equivalent of a 10?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Perfect Ten

The specific activity in which I may
have the ability to achieve my
equivalent of an Olympic Gold is:

The specific things I can do to
achieve my equivalent of the 9.4 are:

The specific things I can do to then add
the other elements and do my best
to achieve my equivalent of a 10 are:
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The Positive Pictures Approach

The Positive Pictures Approach

This is a positive approach to helping
people. It involves being able:

To study positive pictures;

To share positive pictures;

To support people and help them
to achieve their positive pictures.

This approach is based on studying success in many areas of life. It is to
study what works, share what works and support people to do what
works on the way to achieving success.

One key point is worth mentioning at this stage. Whilst this piece uses the
word pictures, some people will have other ways of learning from positive
models. They may learn through listening, talking, thinking and then
making sense of experiences. Bearing this in mind, let’s explore the
following themes.

Studying Positive Pictures

Imagine you want to study what works in a specific area of interest. You
may want to learn about how people live fulfilling lives, do rewarding
work, manage traumatic events, build successful teams or do another
activity.
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One approach is to study positive models. It is to learn from people,
teams or organisations that have done these things successfully. It is to
study what they did right - the principles they followed. It is then to build
a picture of how they achieved success.

This is an approach that my mentors encouraged me to follow. The first
step was to study what worked in the role I had at the time - running
therapeutic communities for young people. As my work evolved, however,
it involved studying the principles that people followed:

To build on their strengths, follow strategies that worked and achieve
success;

To do positive work and, when appropriate, build positive teams and
organisations;

To manage setbacks and find solutions to challenges and go on to achieve
success;

To manage traumatic events and, as far as possible, go on to live fulfilling
lives;

To manage differences and to find, as far as possible, win-win solutions;

To do pioneering work, build successful prototypes and help to shape a
positive future;

To focus on their purpose, follow their principles and achieve their picture
of success.

You will have your own approach to learning about what works in your
specific areas of interest. Sometimes this can lead to the next step.

Sharing Positive Pictures
Different people apply what they have learned from positive models in

different ways. They may apply the lessons in their own lives or, when
appropriate, pass on the knowledge to other people.
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There are many ways to share positive pictures. Depending on their
strengths, a person may pass on the principles that work through:

Writing, speeches, films or other media;

Offering therapy, education, workshops or other learning media;
Sharing stories that show people how it is possible to achieve success.
This is an approach that can be used to encourage people. It can help
them to learn from positive models and, if appropriate, begin thinking

about how they can apply the ideas in their own lives.

Different people do this in different ways. Looking at my own work, this
has sometimes involved aiming:

To understand people’s situations and clarify what they achieve — their
picture of success;

To share what works in these situations — such as the principles that
other people have followed to achieve success;

To learn from their positive history — such as the principles they followed
in similar situations to achieve success.

There are many ways to build on what works. Sometimes this can involve
the next step.

Supporting People And Helping Them
To Achieve Their Positive Pictures

This is an approach that I was encouraged to follow early in my career.
When meeting a young person who came for an interview at our
community, for example, I said something along the following lines:

"Welcome to our community. What do you want to do in your life? If you
wish, we can help you to achieve your life goals.
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"We do have certain community guidelines. We expect people to take
responsibility, encourage other people and work towards their aims.

"It is your choice, of course, so take time to decide if you would like to
come here and follow these guidelines. If so, we can provide tools that
you can use to achieve your life goals.”

The aim was to encourage people to channel their energy in a positive
way. Some wanted us to treat them at patients but we did not take that
approach. We immediately focused on the carrot - their life goals - and
then helped them to work towards their picture of success.

This is an approach that I adapted when working with schools, sports
teams, businesses and organisations. After clarifying what the key
stakeholders wanted to achieve, I would begin the actual session by

saying something along the following lines.

"Welcome to the session. As far as I understand, you want to continue to
build on your strengths and work towards your picture of success.

As far as I understand, the specific results you want to achieve are:

To ...

To ...

To ...

"We can focus on these and any other things you want to achieve.

"My role is to provide encouragement and practical tools that you can use
to achieve your goals. Your role is to encourage each other, take the

ideas you like and use these in your own way.

“"Bearing this in mind, are there any other topics you would like to add to
the agenda? We can then start working towards the picture of success.”



443

Inspiring speakers sometimes adapt this approach in their own way. They
take people to a positive place by describing an inspiring but believable
vision. They may say things like:

"I have a dream ... Imagine a place where ... We can get to the moon and
back ...”

Such speakers describe more than a positive vision - they also have a
plan. They move from the concept to the concrete by giving concrete
examples of what the vision may look like in practice.

Mentors also help people to work towards positive pictures. They start by
making the person feel welcome and the centre of their world. They then
aim:

To clarify the results the person wants to achieve - their picture of
success;

To pass on knowledge that the person can use to achieve their picture of
success;

To, when appropriate, provide ongoing support to help the person achieve
their picture of success.

Let’s return to your own life and work. Looking ahead, can you think of a
situation where you may use elements of this approach? How can you do
this in your own way?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Positive Pictures Approach

The specific situation where I may want
to use elements of this approach may be:

The specific things I can do then to use
elements of this approach in my own way are:

*

The specific things that may happen as
a result of taking these steps may be:
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There are many other methods that people can use to work towards a
picture of success. Several of these are described elsewhere in the book.
These include the following.

The Mission Approach

People focus on delivering a crystal-clear mission. This often has the
following characteristics:

It has a clear and achievable goal;

It has a strategy that can work and the resources required to achieve the
goal;

It has a clear time frame and the equivalent of an exit strategy.
The Positive Legacy Approach

People may want to pass on a positive legacy during their time on the
planet. They may want to help others emotionally, financially or provide
them with hope. They may do this by passing on models, knowledge or
practical tools that enable people to shape a positive future.

This is an approach that can be when interviewing people for a role or
helping them to set goals in a new job. You can introduce the exercise in
the following way.

“There are many ways to set goals. One approach I would like you to
explore is to look into the future and do an exercise called Positive
Legacy.

“The exercise invites you to describe the three things you want to have
achieved or to have passed on by the time you move on from the role.
We can then explore how it may be possible to pass on this positive
legacy. Here is the exercise.”
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Positive Legacy

The three things I want to have achieved or to have
passed on by the time I move on from the role are:

* To have ...

For example ...

* To have ...

For example ...

* To have ...

For example ...

The Positive Future Approach

This section has explored several models for helping people. Many of
these are based on the positive future approach. This helps people to
move from their present situation and take practical steps towards
achieving their picture of success.
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The Positive Future Approach

This involves helping people to move forwards from their present
Situation and take practical steps towards achieving their picture
of success.

Present ‘ Practical ‘ Picture
Situation Steps

Of Success

The first step is to help people to clarify their aims. It is then to offer
them practical tools they can use to achieve positive results. As
mentioned earlier, these are topics we will be exploring in greater depth
later in the book.

Let’s return to your own life and work. Looking ahead, can you think of
situation where you may want to use elements of this approach? This
could be in your personal or professional life.

You may want to encourage a person, support a team or enable an
organisation to achieve its goals. How can you help them to clarify their
picture of success? How can you then provide practical tools and help
them to achieve positive results?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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The Picture Of Success
Approach In The Future

The specific situation in the future when
I may want to use elements of the
picture of success approach may be:

The specific things I can do
then to use this approach are:

The specific things that may happen as
a result to using this approach may be:
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The Pacesetter’s Approach

Pacesetters

They have a different kind of psychology.

They Extend

They Take They Maintain
The Lead The Lead

§

The Lead

Pacesetters have a different kind of psychology. They take the lead,
maintain the lead and extend the lead. They often develop by surfing
several sigmoid curves. They may also create a paradigm that shows
people another way of achieving success.

There are many ways to build on your strengths and do pacesetting work
in your chosen field. Some people do this by focusing on the following
steps.
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Pacesetting

There are many ways to build on your strengths. One approach is
to have a positive attitude, follow your principles and do
pacesetting work.

Positive ‘ Principles ‘ Pacesetting

Positive

Pacesetters have a positive attitude to their work. They often follow a
passion where they have the ability to do great work. They love to
explore positive possibilities for the future.

Such people take their work seriously but also have a sense of play. Some
retain this quality throughout their lives. Play powers our imagination. As
George Bernard Shaw wrote:

"We don’t stop playing because we grow old; we grow old because we
stop playing.”

Richard Feynman, the professor of physics, urged his students to focus on
what they loved to do. This could take them into different dimensions. He
kept returning to the following themes.
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Fall in love with some activity and
do it!

Explore the world. Nearly
everything is really interesting if
you go into it deeply enough.

Work as hard and as much as you
want to on the things you like to
do best.

Don’t think about what you want
to be, but what you want to do.

Keep up some kind of minimum
with other things so that society
does not stop you from doing
anything at all.

Pacesetters often see patterns and extrapolate what may happen in the
future. They visualise how things can be and want to deliver this vision.

Such people are able to see the destination quickly. When entering the
situation in which they excel, they quickly see the potential picture of
success. They go A, B ... and then leap to ... Z.

The architect walks onto a site and visualises the finished house. The
innovator sees how a piece of technology can transform the world. The
mediator imagines a win-win solution for people who are stuck in conflict.

Some people go beyond the first Z. They go onto the second alphabet.
Some people go even further. They go into another dimension and onto
the third alphabet in their chosen field.
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The Third Alphabet

People who are good at a certain activity often see the destination
quickly. They go A, B ... and then leap to ... Z.

Some people go beyond Z. They are already onto the second
alphabet. Some people go even further. They go into another
dimension and go onto the third alphabet.

Such people can be inspiring to work with but also challenging. One Chief
Operating Officer explained this in the following way.

"Our leader is a real visionary. He sees the future and is years ahead of
everybody.

"It is as if he is actually there. He can see, feel and experience what is
happening. He can also describe the steps that have been taken to get to
this place.

“Whilst a visionary, he can explain some aspects of the journey in great
detail. He describes the steps to take and how to overcome challenges.
On other occasions, however, he gets exasperated with people who throw
in objections.

"He simply says: '‘We can solve that,” and goes on to explain the vision.
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"Many people find him inspiring, whilst other want more detail and get
frustrated. My job is to act as a translator. It is to clarify how we can keep
running the business whilst also working towards his long-term vision.”

Pacesetters See Possibilities

Seeing Possibilities

Pacesetters often use their strengths to
see possibilities and deliver success.

Strengths Seeing
g ‘ Possibilities ‘

Pacesetters often use their strengths to see possibilities and deliver
success. Sometimes they do this in positive situations. Sometimes they
do it when faced by challenges. They then ask some of the following
questions.

What are the possibilities in the situation? What are the potential
solutions? What are the opportunities rather than just the obstacles?
What are the principles I want to follow? What are the practical solutions?
How can I do my best to get positive results?

Such people are often lifelong learners. Everybody is different, but
creative thinkers may demonstrate some of the following characteristics.
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They developed self-learning skills early in life. They explored through
reading, experiences or other methods. They were encouraged to follow
their passions or were left alone to adventure.

They explored many different philosophies and the many approaches to
life. They may have met different kinds of people or lived in different
cultures.

They have learned to see things from different angles. They learned to
explore different options without passing judgement. They pursued the
things they found fascinating before settling on their chosen specialism.

People who see possibilities aim see the big picture. They look for
patterns and connections. They then do deep work on the way towards
achieving a compelling goal.

Creative people are sometimes prepared to explore many options without
rushing to judgement. They may consider what may seem contradictory
ideas and love to keep adding colours to their paintbox. When hearing
something, they may ask themselves:

“What if the opposite is true? What happens if I turn the idea upside
down? What if I see this as an opportunity rather than an obstacle? What
if we turn this so-called limitation into something that is liberating?”

Pacesetters sometimes have what Arie de Geus, the author of The Living
Company, called a memory of the future. Such workers anticipate
challenges and find potential solutions.
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Developing A Memory Of The Future

Great workers continually look ahead to envisage
what will happen and develop a memory of the future.

LIVING
COMPANY

I
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Arie de Geus
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Looking ahead, they use their imagination to take the following steps.

They explore both the positive and challenging scenarios;

They explore how to capitalise on the positive scenarios and how to
prevent or, if necessary, manage the challenging scenarios;

They explore the best ways forwards for improving the chances of
creating future success.

Such workers find these rehearsals help them as events unfold. Even if
the unexpected happens, they will have rehearsed strategies for dealing
with many scenarios. This gives them an advantage over others who may
not have rehearsed properly.

Such people sometimes go beyond having positive visions. They want to
translate these into action. They then focus the next step.
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Principles

Pacesetters often follow their chosen principles. The next section looks at
people who have done this in different fields.

John Wooden, the legendary American College basketball coach, was a
pacesetter who influenced many coaches in sports. He never mentioned
winning, but his teams won more titles than any other in College
basketball history.

During his early career he began developing his famous Pyramid of
Success. This consisted of guiding principles that athletes could put into
practise both on and off the court.

The base of the Pyramid consists of phrases such as: Industriousness;
Friendship: Loyalty,; Cooperation; Enthusiasm. Behind each word there is
an explanation. Industriousness, for example, is explained in detail. This
includes the phrases:

“In plain language, I mean you have to work — and work hard. There is no
substitute for hard work. None. Worthwhile things come only from real
work.”

There are several levels to the Pyramid of Success. It culminates in the
principle of Competitive Greatness. This is explained as:

“"Perform at your best when your best is required. Your best is required
each day.”

John Wooden reinforced the Pyramid of Success by using certain maxims
to remind people of their responsibilities. These included the following.
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There is a no substitute for hard work
and careful planning. Help others.
Make friendship a fine art. Make each
day your masterpiece.

Never try to be better than someone
else. Learn from others, and try to be
the best you can be. Success is the by-
product of that preparation.

Success is peace of mind which is a
direct result of self-satisfaction in
knowing you did your best to become

the best you are capable of becoming.

Many people were influenced by his work. Here are two quotes about
Coach Wooden. The first is from Bill Walton, a former player.

“(He) has a heart, brain and soul that have enabled him to inspire others
to reach levels of success and peace of mind that they might never have
dreamed possible on their own."

The second is from Alan Castel, UCLA assistant professor of psychology,
who interviewed Wooden about aging and memory during the summer
2008

"Wooden was a role model, not just as a coach and a wise man, but also
for his modesty and character, and on how to age successfully.

"He was a legend in ways that go far beyond basketball. His personality,
positivity, wisdom and attitude toward aging played important roles in his
cognitive vitality.”
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Maria Montessori was a pioneering educator who followed certain
principles to help children to develop. She began her career by qualifying
as a doctor but then wanted to work as a teacher.

Finding it difficult to get a role in the educational system, she was offered
the opportunity to educate children in a mental hospital. Able to work as
she wished, Maria created what became known as the Montessori Method.

This produced remarkable results and inspired many other educators to
help children to develop. Many people have enjoyed learning in
Montessori schools. Some of the famous names include the following.

Anne Frank, the diarist; Gabriel Garcia Marquez, the novelist; Katherine
Graham, the former owner-editor of The Washington Post; George
Clooney, the actor; Jeff Bezos, the founder of Amazon; Sergey Brin and
Larry Page, the co-founders of Google; Jimmy Wales, the founder of
Wikipedia.

Many others have supported or taught at such schools. These include:
Helen Keller, Alexander Graham Bell, Thomas Edison, Buckminster Fuller,
Jean Piaget, the Dalai Lama, Erik Erikson and Nigel Kennedy. Here are
some of the themes she followed in her approach to education.

Maria believed in following certain principles to help children to learn. She
developed her own philosophy which is allied to the concepts of deep
learning and deep work. She expressed this later in the following
quotations.
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We must not dwell on a child’s
limitations but focus on their
possibilities.

The teacher's task is to prepare
and arrange a series of motives
for cultural activity in a special

environment made for the child.

The essential thing is for the
task to arouse such an interest
that it engages the child's whole
personality.

Childhood passes from conquest
to conquest in a rhythm that
constitutes its joy and
happiness.

"Our aim is not only to make the child understand, and still less to force
him to memorize, but so to touch his imagination as to enthuse him to his
innermost core.

"The essential thing is for the task to arouse such an interest that it
engages the child's whole personality.

"It is necessary for the teacher to guide the child without letting him feel
her presence too much, so that she may always be ready to supply the
desired help, but may never be the obstacle between the child and his
experience.”

"The first essential for the child's development is concentration. The child
who concentrates is immensely happy. The first dawning of real discipline
comes through work. Every action of the teacher can become a call and
an invitation to the children.

"The more the capacity to concentrate is developed, the more often the
profound tranquillity in work is achieved, then the clearer will be the
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manifestation of discipline within the child. Childhood passes from
conquest to conquest in a rhythm that constitutes its joy and happiness.”

Pacesetters Can Learn To
Channel Their Personalities

Pacesetters sometimes have personalities that are seen as different. They
may be considered to be introverted, highly sensitive, dyslexic or slow
learners at school.

Such people can learn to channel their personalities rather than change
their personalities. They can learn strategies to survive but these may be
different from those needed to succeed when following a conventional
route.

Some people who have such qualities are encouraged but others have a
more difficult time at school. They may be labelled as dyslexic, having
Attention Deficit Disorder or other challenges.

Some find their niche when moving into work. One successful trader I
know had synaesthesia, the joining up of senses that are normally
separate. They talked about their ability to actually ‘smell a deal’. They
followed their nose and delivered the good.

Some people are inventive and create their own field rather than try to
succeed in an established field. They may invent a new sport, industry or
activity. They then aim to thrive and perform at their best in this new
field.

There are many books on the subject of how creative people can learn to
develop. The following section describes some ideas outlined in Wired To
Create by Carolyn Gregoire and Scott Barry Kaufman.

Here is an excerpt from the official description of the book. This is
followed by some characteristics displayed by creative people. These are
based on an article that Carolyn Gregoire wrote for the Huffington Post.
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This book shines a light on the
practices and habits of mind that
promote creative thinking.

Kaufman and Gregoire untangle
a series of paradoxes - like
mindfulness and daydreaming,
seriousness and play, openness
and sensitivity, and solitude and
collaboration.
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They show that it is by embracing
our own contradictions that we
are able to tap into our deepest
creativity.

Some Of The Things Highly
Creative People Do Differently

They daydream.

They let their minds wander and sometimes go through a process
of creative incubation.

They observe things.

They see possibilities and are constantly taking in information that
becomes fodder for creative expression.

® They work the hours that work for them.

They will often figure out what time it is that their minds start firing
up and structure their days accordingly.
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They take time for solitude.

We need to give ourselves the time alone to simply allow our minds
to wander. It's important to take time to find and express your
inner voice and vision.

They turn life's obstacles around.

They sometimes use setbacks as a spur to doing work that
improves things in their own and other people’s lives.

They ‘fail up.’
Doing creative work is often described as a process of failing

repeatedly until you find something that sticks, and creatives - at
least the successful ones - learn not to take failure so personally.

They ask the big questions.

Creative people are insatiably curious. They generally opt to live
the examined life, and even as they get older, maintain a sense of
curiosity about life. They look at the world around them and want
to know why, and how, it is the way it is.

They take risks.
Steven Kotler wrote the following in Forbes.

"Creativity is the act of making something from nothing. It requires
making public those bets first placed by imagination.

"This is not a job for the timid. Time wasted, reputation tarnished,
money not well spent - these are all by-products of creativity gone
awry."
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They view all of life as an opportunity for self-expression.

They are more likely to see life and the world as a work of art. They
constantly seek opportunities for self-expression in everyday life.

They follow their true passions.

Writing in The Handbook Of Creativity, M.A. Collins and T.M.
Amabile explain: "Eminent creators choose and become
passionately involved in challenging, risky problems that provide a
powerful sense of power from the ability to use their talents.”

They lose track of the time.
They may find that when they're writing, dancing, painting or

expressing themselves in another way, they go into the zone or a
flow stage that helps them to create at their highest level.

They surround themselves with beauty.

Creatives tend to have excellent taste, and as a result, they enjoy
being surrounded by beauty. Some surround themselves with
things are stimulating.

They connect the dots.

If there's one thing that distinguishes highly creative people from
others, it's the ability to see possibilities where others don't -- or,
in other words, vision.

Many great artists and writers have said that creativity is simply
the ability to connect the dots that others might never think to
connect.
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Pacesetters Follow Their
Own Creative Principles

Pacesetters enjoy being creative. Some like to start with a blank piece of
paper and lots of resources. This sounds alluring but can lead to paralysis.
A person may take a long time to decide what they actually want to
create on the blank piece of paper.

Some people prefer to start with the equivalent of borders around the
piece of paper. They are then forced to use their imagination to achieve
their goals. The borders they are given may include:

The results they aim to deliver ... The resources available for delivering
the results ... The time limits within which they must deliver the results.

Karen Hough described this approach in an article she wrote called
Creative Constraint: Why Tighter Boundaries Propel Greater Results.
Below is an extract from the article.

It sounds counter-intuitive, but boundaries can actually boost creativity.
Think about procrastination — deadlines are often the single factor that
ensures projects get done. As Dave Gray commented on his blog:

“"Creativity is driven by constraints. When we have limited resources —
even when the limits are artificial — creative thinking is enhanced.

"That's because the fewer resources you have, the more you are forced to
rely on your ingenuity.”

When there are no boundaries, the possibilities may seem too large.
That’s why some of the greatest art and innovation has come from a
situation of constraint.
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Being Creative Within Borders

People can sometimes be more creative when forced to work within
borders rather than when being given a blank piece of paper.

Different pacesetters choose different ways to pursue their chosen route.
Some prefer to work alone or run their own businesses. One person
expressed this in the following way.

"I spent years working inside organisations trying to persuade people to
change. But I was battling against the nature of systems theory.

"Systems move towards homeostasis — the drive to return to their
present state. Sometimes this can be good because it creates stability.
But sometimes it can be dangerous because it can be a question of
develop or die.

"Systems sometimes drive out the creativity they need to survive. So I
found other ways to develop new ideas.”

Gordon Mackenzie was somebody who did creative work within an
organisation. He described how to do this in his book Orbiting The Giant
Hairball: A corporate fool’s guide to surviving with grace.
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He spent 30 years working for the Hallmark Card Company and managed
to orbit around what he called the hairball of organisational bureaucracy.

Gordon encouraged people to continue to dare, explore and be pioneers.
One chapter in his book consists of just one sentence:

"Orville Wright did not have a pilot’s licence.”

(ORBITING THE GIANT HAIRBALL)
A Conporate Fool's Grade to Surviving with Grace

Gordon liacKenzie

Gordon believed that every person is an artist but the process of
suppressing this spirit starts early. During his working career he often
spent whole days in elementary schools and asked each group of children
the same question. Starting the day in the kindergarten class, he asked:

“Who here is an artist?”
Everybody in the room put their hands up. Many wanted to show their

paintings or other creative work they had done. The first grade class
responded in a similar way, though with a little more caution.
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Gordon continued to ask the question as he worked through the grades.
By the end of the day few young people raised their hands. Something
had happened to the spark within.

How can a person continue to be an artist? Some people choose to
express their talents by being freelancers. Others go into organisations
and try to change them from the centre.

Both routes are options, said Gordon, but there is another route. This is
to contribute by orbiting around the centre rather than let it cramp your
creativity. He explained this in the following way.

"Orbiting is vibrancy. Orbiting is manifesting your originality. It's pushing
the boundaries of ingrained corporate patterns.

“It's striking a relationship with the corporation so that you can benefit
from what it offers - its physical, intellectual, and philosophical resources
- without being sucked in by its gravitational pull.

"It's a symbiotic relationship: without the hairball, the orbiter would spiral
into space; without the orbiter's creativity and originality, the hairball
would be a mass of nothing.”

Certainly it is vital to fulfil your obligations to the organisation that pays
your wages. At the same time, however, it is important to express your
creativity. Here are some quotes from Gordon.

"Everyone has a masterpiece within them from birth. When we are young,
society draws pale blue lines, as if your life were a paint-by-numbers kit.

"The message is: If you stay in the lines your life will be a masterpiece.
That's a lie. You have to constantly battle to be nobody but yourself.”

"What is the biggest obstacle to creativity? Attachment to outcome.

As soon as you become attached to a specific outcome, you feel
compelled to control and manipulate what you're doing and in the process
you shut yourself off to other possibilities.”
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“"Creativity is not just about succeeding. It's about experimenting and
discovering. If you go to your grave without painting your masterpiece, it
will not get painted. No one else can paint it. Only you.”

Some people find ways to do creative work in organisations but others
choose another route. Let’s explore this path.

The Innovation Often Takes Place
Away From The Institution Approach

Institution »

Innovation

Sometimes it is possible to encourage people to use their imagination
within an institution. Many innovators, however, choose to spend time
away from institutions.

The institution may be a building, organisation or other body that has an
ambivalent attitude towards creative thinking. It can therefore be useful
to go beyond such a situation and find other stimulation.
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Some innovators may still belong to an organisation but they create some
kind of distance. This may be a physical distance - such as working at
home or in their own laboratory. Sometimes they aim to create be a
psychological distance - such as doing things differently.

Let’s look at one example. Tom was a broadcaster who made compelling
films that highlighted problems but also presented positive solutions. His
work gained national prominence through regular appearance on
television.

Two years after his breakthrough Tom was approached by a national
organisation. They gave him the following message.

"We like your innovative ideas and want to hire you to head our
organisation. The challenge we face is that we need to revitalise our
approach. Unless we do that, we may not be around in five years.”

He admired the institution and chose to take the role. Full of energy at
the outset, Tom then ran up against barriers. At this point he and I
explored how he could thrive and do good work.

Tom'’s strengths lay in certain areas. He believed passionately in
improving activities that overlapped with the organisation’s aims. A
superb communicator, he also had a track record of making powerful
films that brought about change.

The organisation did not seem to understand his strengths. Arriving for
the first day at the office, he was given the following message.

"We have mapped out your diary for the first two months. This includes
running the Monday morning meetings and taking charge of operations.

"We also want you to dine with our traditional backers in the Shires. They
are sceptical of change, but you can win them round.”

Tom launched into fulfilling the schedule but soon because disillusioned,
which is when he contacted me. During our first meeting we focused on
how to do good work. He soon realised that it was important:
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To focus on one area of the organisation’s charter that he believed in and
translate this into doing a specific project;

To use his strengths as a broadcaster and communicator to mobilise
national attention around this topic;

To show practical ways forward in this area and do his best to deliver
positive results.

Tom took this route. He made regular appearances on national television,
mobilised public opinion and the project was successful.

His employers were uneasy, however, and issued an ultimatum. They
wanted him: a) to energise the organisation; b) to do this in a way that
left many of the same things in place.

Tom decided to return to his first love — making compelling films and
communicating with the public. He continues to do this and recognised as
a respected figure in his field.

The organisation he left remains in a difficult place. Many of its traditional
backers are no longer around, so funding is a challenge. It says it wants
to follow its principles — which are sound - but has difficulty in applying

Let’s return to your own life and work. Looking ahead, can you think of a
situation where you may be more innovative away from an institution?
The institution may be a workplace or a set way of doing things.

Both of these can be useful at times because they can provide a
framework for doing fine work. It may be that on some occasions,
however, you may want to get away from such a familiar setting.

You may want to get stimulation by going for a walk, listening to music,
appreciating beauty, being in a different place or having other
experiences. There may also be other ways to spark your imagination.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Innovation Away
From The Innovation

The specific topic where I
would like to be innovative is:

The specific things I can do to try to be
innovative away from the institution are:

The specific things that may happen
as a result of taking these steps are:
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Imagine that want to do a piece of work. You may want to do a creative
project, build a successful prototype, shift a culture or do another activity.
You may want also want to do work that embodies the following qualities.

Pacesetters Often
Surf The Sigmoid Curve

Surfing The Sigmoid Curve

There are many ways to do fine work. One approach is followed by many
pacesetters. It is to keep developing and surfing the sigmoid curve. Let’s
explore this approach.

Charles Handy popularised the sigmoid curve approach his book The Age
of Paradox. Originally a mathematical term, it can also be used to track
the development of a product, an organisation or even a civilisation.

People can also apply this approach to their careers. As one curve reaches
its peak, they can aim to create and surf onto the next sigmoid curve.
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They can then keep doing stimulating work and developing rather than
lapse into what they see as decline.

Different people will be at different stages of the curve at different stages
of their careers. Sometimes they get the right balance between stability
and doing stimulating work that helps them to develop. Sometimes they
stay too long at a certain stage. One person expressed this in the
following way.

"My greatest challenge has been deciding how long to stay in a particular
role. Looking back at the jobs I have had, sometimes I kept growing and
did fine work.

"At other times, however, I have stayed too long. Sometimes I lapsed
into cruise control, when really I should have developed my successor and
moved on.”

You will make your own decisions regarding how you can continue
developing in your own way. If you wish, however, it can sometimes be
useful to explore the following themes.

You Can Clarify Where You
Are On The Sigmoid Curve

Imagine you are climbing the curve in a specific aspect of your
professional life. Where are you now?

Perhaps you are halfway up the curve. Feeling hungry, you may believe
there is lots of scope for development. On the other hand, you may have
hit a ceiling or believe that your own growth - or the product or service
you offer - is deteriorating.

Looking at the wider picture, the sigmoid curve approach also has
implications for businesses. Many companies invest heavily in research
and aiming to climb or create a new curve.
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The reality is that they may money, however, from the products that have
already reached their peak or are in decline. It is therefore important to
maintain high standards when delivering the older services and products.

This approach may also call for employing different kinds of people in
different parts of the business. Such an approach means that it is
possible:

To continue developing new products ... To continue capitalising on the
older products that are providing the money for the new developments.

Many people are attracted to creating the new products but the research
and development stages seldom brings early returns. It is therefore
important to provide encouragement for those who are making money
from the older products.

Let’s return to your present work. Imagine you are still climbing the
curve. How can you keep developing? How can you keep building on your
strengths? How can you stay close to your customers and help them
succeed?

If you wish, try tackling the exercise on this theme. Describe a specific
aspect of your professional life that you want to focus on. Describe where
you are on the sigmoid curve in this aspect of your professional life.
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Where I Am On
The Sigmoid Curve

The specific aspect of my professional
life that I want to look at is:

The specific place where I am in
this aspect of my professional life is:
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You Can Surf Onto
The Next Sigmoid Curve

Imagine that you want to surf onto the next curve. Bearing in mind your
strengths, it can be useful to explore the following themes.

How can I stay ahead of the game? Looking at my professional life, what
will be happening in my field in the next three years? What may be the
innovations and challenges that people face? How can I spend time with
pacesetting customers who will be focusing on these issues?

How can I build on my strengths to create services or products that will
tackle these issues? How can I help these pacesetting customers to
succeed? How can I build successful prototypes? How can I do these
things and create or surf onto the next sigmoid curve?

If you wish, try tackling the exercise on this theme. Describe the specific
things you can do to find or create the next sigmoid curve.

The specific things I can do to find
or create the next sigmoid curve are:
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You Can Climb The Sigmoid Curve
But Also Be Aware Of Warning Signs

Pioneering workers often enjoy building new things. When appropriate,
they may therefore hand over the new service or product to other people
who can maximise its value for the company.

Let’s return to your own work. Imagine that you are enjoying climbing a
new sigmoid curve. It may be important to be positively engaged but also
recognise any warning signs that mean you lose concentration. Bearing
this in mind, it can be useful to explore the following themes.

How can I continue to do stimulating work? How can I do this in a way
that works for my customers? How can I deliver a superb service or
product? When appropriate, how can I hand over this knowledge to other
people so they can apply it in the company?

How can I stay fully focused and do superb work on this sigmoid curve?
How can I be aware of any potential warning signs — such as losing
interest? How can I make sure I deliver the goods properly before
focusing on the next sigmoid curve?

Let’s assume that you are doing superb work on producing a new service
or product. As mentioned, it can be important to deliver the goods
properly before moving on to surfing the next sigmoid curve. How can
you do this in your own way?

If you wish, try tackling the final exercise on this theme. This invites you
to complete the following sentences.
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Doing Superb Work
On The Sigmoid Curve

The specific things I can do to deliver superb work
on the current curve and then, when appropriate,
focus on the next potential sigmoid curve are:

Pacesetters Aim To
Deliver Positive Results

Different pacesetters choose different ways to deliver positive results.

They may aim to build a successful prototype, pass on their knowledge or
offer people a different paradigm.

Anita Roddick was somebody who acted as a role model for people who
wanted to build ethical and successful businesses. Whilst it was important
that The Body Shop was profitable, she also talked about different
definitions of success.

She may have come across as an idealist, but Anita was remarkably
savvy. She learned the ‘can do’ attitude from her Italian parents. They
ran an American-style Diner café in Littlehampton, Sussex, during the
1950s.
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Opening the café at 5.00 am to cater for the fishermen’s breakfast, they
kept serving throughout the day until the last customer was satisfied.
Anita served in the café from an early age and felt what it was like to
handle money.

Gilly Mckay and Alison Cork take up the story in their book The Body
Shop. They say that Anita’s apprenticeship proved invaluable when
starting her first shop in Brighton in 1976. Here are some quotes from
Anita that are in their book.

"When I opened the doors, I was not thinking about changing the world. I
simply had to take £1000 in the first week to feed the baby and pay the
bills.”

Anita had learned, however, to provide good service that attracted and
retained customers. Believing that retail is theatre, she tried to create a
good atmosphere in the shop.

“With £4000 borrowed from the bank I could only afford to spend £700 on
products. But the 20 products we formulated looked pretty pathetic all
standing on one shelf. So to make the shop look busy and full I produced
them in five sizes of bottles.

"I couldn’t afford fancy packaging so I bought the cheapest bottles
available and the labels were handwritten. We painted the ceiling of our
tiny shop green to cover the damp patches and put garden fencing on the
walls to stop rain splashing the products.

"The first day we opened was a Saturday and we took £100. The other
retailers in the street were laying odds of 10-1 against our surviving six
months, but we were on our way.”



480

Pacesetters

They sometimes introduce a new paradigm
- a new way of looking at the world.

The Old The New
Paradigm - Paradigm

Pacesetters sometimes introduce a new paradigm - a way of looking at
the world - that shifts things in a profound way. Such ideas can be
transformational and change the rules of the game.

Dick Fosbury created a revolutionary method of high jumping. Sony
invented the Walkman. The internet had a profound effect on the way
people live, work and do business.

Thomas Kuhn popularised the term paradigm shift in his 1962 article on
The Structure of Scientific Revolutions. He explained how breakthroughs
in science sometimes come from seeing the world in a different way.

The example that is often quoted is the Earth once being considered the
centre of the universe. Seeing that it actually revolves around the Sun
enabled people to see reality in a different way.

Pioneers do not subscribe to the cliché of thinking outside the box. They
do not actually see a box. They improve things a transformational way
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and introduce a fresh paradigm. This can sometimes revolutionise whole
industries or societies.

This was an approach taken by Buckminster Fuller, the author of
Operating Manual For Spaceship Earth. He believed it was vital to show
people another way of living, working and sustaining Planet Earth. Bucky
believed in the following approach.

You never change things by fighting the existing reality.
To change something, build a new model that makes
the existing model obsolete.

Pacesetters sometimes seem to go into a different dimension to deliver
the desired results. They may be playing a sport, performing a song,
solving a problem, tackling a challenging or aiming to achieve a specific
goal.

They do things that go beyond what others can imagine. They seems to
focus on something that only they can see. They then translate this into
reality and do something special to deliver the goods.

People who do such things may demonstrate a touch of genius. They then
bring to life the often cited quote by Arthur Schopenhauer.
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Genius

Talent hits a target
no one else can hit;

Genius hits a target
no one else can see.

Let’s return to your own life and work. Imagine that you want to follow
some elements of the pacesetting approach. How can you do this in your
own way?

You may want to do this in the field of counselling, education, health care,
business or another activity. You may want to do it when working an
individual, a leader or when building a successful prototype.

What may be the piece of work you want to do? How can you deliver this
successfully? What will be the benefits of doing such a piece of work -
both for yourself and for other stakeholders?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.



483

Pacesetting Work
In The Future

The specific piece of pacesetting
work that I may like to do is:

The specific things I can do to do
this piece of pacesetting work are:

The specific benefits of doing this
piece of pacesetting work may be:
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The Class Act Approach

Class

Creativity

Consistently
High Standards

Competence

Character

“They are a class act,” is a phrase used to describe somebody who
consistently performs brilliantly and also adds that touch of class.

The singer produces a memorable encore. The victor behaves generously,
whilst the loser makes a gracious speech. Nelson Mandela turned away
from violence and personally thanked his warders when leaving Robbins
Island.

Looking back, can you think of when you did superb work and added that
touch of class? What were the principles you followed? How can you
follow these principles - plus add other skills — to add that touch of class
in the future?

How to become a class act? One approach is to start by choosing a
specific activity where you stand a chance of becoming a class act. You
may want to choose one where:
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You are in your element — at ease and yet able to excel;

You move through the stages of doing work that is effective, excellent
and extraordinary.

A singer may have this ability when performing certain kinds of songs but
not others. A footballer may have this ability when playing in one position
but not another. A counsellor may have this ability when working with
certain kinds of clients but not others.

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.

Becoming A Class Act

The specific activity where I would
like to become a class act is:

The specific reasons why I believe
I may have the ability to become
a class act in this activity are:
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Imagine that you have chosen to focus on a specific activity. Here are
some steps you may consider on the road to doing your best.

Character

Character is the foundation of success. Looking at the activity in which
you aim to excel, do you have the character to deliver the goods? Do you
have the right drive, discipline and determination?

A salesperson must have the drive to hit financial targets. An actor must
have the resilience to overcome rejection. An athlete must have the
discipline to train every day.

There are many models for exploring where you may have the
characteristics for becoming a class act. One approach is to focus on a
specific activity where you demonstrate calmness, clarity and the ability
to deliver concrete results. Let’s explore these themes.

Calmness

Great workers often feel calm in the situations where they excel.
Establishing clarity, they then do their best to deliver the desired results.

The paramedic stays calm when arriving at the scene of the accident.
Seeing the whole picture, they recognise what must be done to help
people recover. Picking their way through the wreckage, they take the
necessary steps towards saving lives.

Where do you experience something like this feeling? You may be
facilitating a one-to-one session, leading a team, tackling a particular kind

of problem or doing another activity.

Going into the situation, you feel calm. You feel also alive, alert and able
to make a positive contribution. Looking at the situation, you ask:

"What is happening?”
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You see both the big picture and the small details. You use your personal
radar to see patterns. Extrapolating these patterns, you anticipate what
could happen.

Clarity

Stepping back, you focus on what you can and can’t control in the
situation. You then move on to establish clarity by asking:

"What are the real results to achieve?"

Settling on the goals, you list these in order of priority. You consider the
possible options for going forward together with the consequences of each
option.

Casting your ideas wider, you look for potential creative solutions. You
ask:

"What are the key strategies to follow that will give the greatest chance of
success?”

Concrete Results

You then move on to the next stage. Committing to your chosen course of
action, you perform superb work.

You are fully present. You are able to both helicopter above the situation
and be hands-on. You then do your best to deliver the goods

Calmness, clarity and concrete results is a good starting point. But
becoming a class act may call for other qualities. These may include
having a positive attitude, encouraging others, being resilient or other
characteristics.

If you wish, try tackling the exercise on this theme. Bearing in mind that
activity in which you want to become a class act, describe the following
things.
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Character — Rating Myself

The characteristics that I believe
somebody must demonstrate to be
a class act in my chosen activity are:

The rating I would give myself in terms
of demonstrating these characteristics is:

___ /10

The specific things I can do to
maintain or improve the rating are:
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Competence

Character is a good starting point but a person must also have the
required competence. This calls for having the right combination of
strengths, strategic thinking and skills.

Chefs must have a natural feeling for food and have a good palate.
Trouble-shooters must be able to quickly get to the heart of the matter
and make good strategic decisions. Carpenters must have the right skills
to produce works of craftsmanship.

Great workers continue to develop. Let’s look at one approach to making
this happen.

The Dreyfus Model

Hubert and Stuart Dreyfus studied superb practitioners in many fields.
Here is the model they created that describes the stages a person goes
through to progress from being a novice to an expert.

The Dreyfus Model
For Skill Development

Novice

Advanced

Beginner

Competent
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Here are the descriptions they use to describe each stage of the model.
Novice

They have little or no experience. They have little situational perception
or discretionary judgement. They have a rigid adherence to rules.

Advanced Beginner

They start trying tasks on their own. They have difficulty troubleshooting.
They want information fast. They can place some advice in the context
required. They use guidelines but without holistic understanding.

Competent

They develop conceptual models. They are able to deal with crowdedness.
They develop conscious planning and routines. They troubleshoot on their
own and seek out expert advice. They see actions in terms of long-term
plans and goals.

Proficient

They are guided by maxims but apply these to current situations. They
see situations holistically and see what is important. They self-correct and
learn from the experience of others. They make quicker and better
decisions that achieve success.

Expert

They transcend rules, guidelines and maxims. They work primarily on
intuition based on deep understanding. They sometimes return to analytic
approaches used in novel or problematic situations. They have a vision of
what is possible and deliver it.

Imagine that you are helping a person to go through some of these steps.
One of the key factors is to help them to manage crowdedness.



491

Crowdedness
People can sometimes experience crowdedness - many things

happening at once in a specific activity. They can then feel out
of control and overwhelmed when doing this activity.

! 11
T

Some people may feel comfortable managing complexity in certain
activities but may get thrown off-course in other areas. The slightest
complication or setback can lead to them feeling burdened.

This highlights the following factors.

Some people who are good at a specific activity may naturally be able to
manage crowdedness in this particular activity;

Some people may be able to add to their repertoire of skills for managing
crowdedness in a particular activity;

Some people will be good at managing crowdedness in some activities but
often have difficulties in other areas.

Great workers have the ability to cut through crowdedness in the
activities where they excel. They can deal with masses of information -
and many things happening at once - in situations that may confuse
other people.
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Different people demonstrate this skill in different situations. They may
have it when solving technical problems, helping people who have
emotional challenges, dealing with particular kinds of crises or whatever.

Such workers often have a strong feeling for the activity. They have a
framework for making sense of the information, clarifying what is
important and then pursuing their chosen strategy.

Great Workers Cut Through The Crowdedness

\lll 1 lll/

They make sense of what is happening and clarify the
desired picture of success.

They explore the potential options for going forwards
and settle on their chosen strategy.

They pursue the strategy and do their best to achieve
the picture of success.
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People can learn tools for dealing with crowdedness in the areas where
they feel uncomfortable. Sometimes they can do this by themselves. They
can identify the triggers that lead to them feeling out of control, getting
angry or feeling overwhelmed.

They can develop a ritual for buying time to think. They can clarify the
options for going forward - including the pluses and minuses of each
option. They can then pursue their chosen strategy for achieving the
desired results.

Some people may need help to take this step. If appropriate, you can
help them learn how to manage their emotions. You can help them to
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develop their own rituals for taking control in the situation and working to
achieve success.

Let’s return your chosen activity. What are the kinds of competence you
need to demonstrate? How can you keep developing and adding to your
skills?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Competence - Rating Myself

The kinds of competence that I believe
somebody must demonstrate to be
a class act in my chosen activity are:

The rating I would give myself in terms of
demonstrating these kinds of competence is:

___ /10

The specific things I can do to
maintain or improve the rating are:
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Consistently High Standards

Great workers have a strong work ethic. This is because they love their
work. They therefore aim to deliver consistently high standards whether
they are performing at the Village Hall or the Carnegie Hall.

They believe in honouring their work. Professional to their fingertips, they
aim to do the right things in the right way every day. Different people
develop consistency in different ways. Let’s explore one model.

People Who Aim To
Deliver High Standards

They have a strong work ethic because they love their work.
They often take the following steps when starting their career.

They aim to build on their gifts and get a good

grounding.

They aim to learn from good models and get good

experiences.

They aim to keep developing, maintain high
standards and do good work.

They Aim To Get
A Good Grounding

People who want to build on their gifts often aim to get a good grounding.
They do this whether they aim to go be good at nursing, education,
football management, performing on stage or doing another activity.
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Great actors, for example, often describe the importance of them playing
repertory theatre. They developed their skills by performing comedies,
tragedies, musicals and other plays.

They Aim To Learn From Good
Models And Get Good Experiences

Great workers often talk about learning from superb performers. These
may have been senior professionals, coaches, mentors or other people
who acted as good models.

People often aim to emulate people they admire. They may take this
approach when developing as songwriters, teachers, footballers or doing
other kinds of work.

Great workers often focus on the field of work where they can use their
gifts. They may then try many different activities in this field before
specialising in a particular niche.

People who aim to go into the caring professions, for example, may
gather experience by working in care homes, hospitals and hospices. This
can help them to settle on their chosen path.

Such workers have often had a background of good experiences, even if
some of these may have actually been bad experiences. They translated
the difficulties into a good experience by learning from the challenges
they faced.

They Aim To Keep Developing, Maintain
High Standards And Do Good Work

Great workers learn skills for self-development. Some ask themselves the
following questions after an experience.

What were the lessons I learned from the experience? What was good
about it? What was challenging?
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What were the things I did well? What could I have done better and how?
How can I apply these lessons in the future?

Such workers develop the habit of continuous improvement. This is a skill
they continue to use throughout the years.

Great workers often have a pattern of starting to produce good work in
their early careers. They may do this when working as a writer, chef,
teacher, carpenter or in another role. They then begin to develop
consistency.

Young footballers, for example, sometimes produce good performance but
then fall away. Some commit themselves to their careers and continue to
develop. This can result in them beginning to deliver consistently good
performances.

Let’s return to your chosen activity. What are the consistently high
standards you need to deliver? How can you keep delivering these day
after day?
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Consistently High
Standards - Rating Myself

The consistently high standards that I
believe somebody must demonstrate to
be a class act in my chosen activity are:

The rating I would give myself
in terms of delivering such
consistently high standards is:

___ /10

The specific things I can do to
maintain or improve the rating are:
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Creativity

Success calls for employing the right creativity at the right time to get the
right results. Creativity comes in many different forms.

Class acts have great personal radar in their potential field. They quickly
see patterns and see the potential picture of success. They seem to know
what will happen before it happens.

They have a wide professional repertoire. They have the strengths,
strategies and skills required to deliver the goods. They then employ their
radar and repertoire to pursue their chosen strategy towards delivering
the right results.

There are many approaches to being creative. One approach is to keep
your eyes on the goal rather than the obstacles. It is then to find creative
ways to reach the goal.

Creative People

They Follow:

The Being
Creative Approach

Rather than:

The Being Addicted

To Barriers Approach
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Different people follow this approach in different ways. Some people
explore the following themes.

They Clarify The Goals By Asking:

What are the goals? What are the real results we want to achieve? What
will be the benefits? What will be happening that will show we have
achieved the goals?

They Clarify How They Can
Reach The Goals By Asking:

What are the things we can control? What are our strengths? What are
our assets? How can we use these to reach the goals? How can we find
creative ways to go around any obstacles to reach the goals?

Creative people recognise that sometimes there are barriers that it can be
good to remove. But it is important not to become addicted to focusing on
barriers.

One organisation, for example, told its people to spend lots of time
focusing on removing blockers and barriers. It worked for a while but then
people paralysed themselves by talking endlessly about barriers.

This led to people becoming institutionalized. They fell into the habit of
waiting for the organisation to make life perfect before they could be
creative. We eventually helped people to revive their creative muscle and
develop new ways to reach their goals.

Many creative people follow the creative art. They go around barriers to
reach the goal. A teacher described this model during a lecture I attended
in the early 1970s. He gave the following description.

“"There are creative thinkers and conventional thinkers.

“"Creative thinkers spend a lot of time clarifying the What. They then find
imaginative ways to reach the goals.



501

"Conventional thinkers quickly jump to the How. They spend lots of time
analysing barriers. They can sometimes become dispirited and feel that
the problems are impossible to solve.

“"Creative thinkers often follow the shape of a heart. They keep their eyes
on the prize and think of creative ways forward. They go around barriers
to reach the goal.”

The Creative Art

The creative art is to sometimes follow the shape of a heart. It is to keep
your eyes on the goal. It is then to follow the creative road - rather than
the conventional road — and go around barriers to each the goal.

The The
. The
Creative Conventional Creative
Road Road Road

The
Barriers

The Goal

During the 1970s I got the chance to work with entrepreneurs and other
creative people. Such people did not follow the cliché of thinking outside
the box. They did not recognise there was a box.

The creative people I met used different approaches to making things
happen. One approach they had in common, however, was to focus on
the real results to achieve.
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They did not keep banging their heads on the barriers. They went around
barriers by following the shape of a heart. They kept following the
creative art to achieve their goals.

Let’s return to your chosen activity. What are the kinds of creativity that
are required to do great work? Which do you have at the moment? How
can you keep adding to your repertoire?

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.
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Creativity — Rating Myself

The kinds of creativity that I believe
somebody must demonstrate to be
a class act in my chosen activity are:

The rating I would give myself in terms of
demonstrating these kinds of creativity is:

___ /10

The specific things I can do to
maintain or improve the rating are:
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Class

Great workers keep doing the basics and then add the brilliance.
Sometimes they reach the goal by adding that touch of class.

Great sprinters employ their talent and technique to get in sight of the
tape. They then flow, focus and finish. This sometimes involves taking the
following step.

The Exponential Climb From 7/10 To 10/10

Many people have the natural ability to get to 7/10 in a specific area.
They may do this as an athlete, singer or in another professional role. But
then comes the hard part - the exponential climb towards 10/10.

Great workers also aim to make the exponential climb from 7/10 to
10/10. This is the equivalent of going from county champion to national
champion to continental champion to world champion.
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Some people find they can do this occasionally, but then comes the hard
part. It is to perform superbly on a regular basis.

Great workers play to their strengths and follow their successful style of
working. They put themselves into positions where they can take their
approach. Being realists, they also find ways to manage the consequences
of their weaknesses.

They build on their strengths. They also keep developing their repertoire
of strategic thinking skills and the practical skills. They aim to perform
superb work and produce peak performances. They then repeat the cycle
to keep doing great work.

Sometimes people reach their goals by adding that touch of class.
Sometimes this can be spectacular. Sometimes it can be a simple act of
kindness. Sometimes it can be something that gives people a positive
memory for life.

Nelson Mandela demonstrated this quality on many occasions. Here is one
instance I heard about from the staff of a London hotel where he stayed.
He showed a personal touch that they all remembered.

When departing at 6.00 in the morning, Nelson saw 20 staff lining up to
form an aisle towards the door. Though being asked to leave quickly by
his security guards, he took the time to say goodbye to each of the
twenty staff members.

Giving each person his famous two-handed handshake, he looked them in
the eyes and said:

"Thank you for looking after me.”

There are many models for doing great work. One approach is to focus on
a specific activity where you have the ability to excel. You can keep
developing the character and consistently high standards required to do
superb work. You can then add that touch of class.

If you wish, try tackling the final exercise on this theme. This invites you
to complete the following sentences.
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Class — Rating Myself

The specific touches of class that I believe
somebody can demonstrate to be
a class act in my chosen activity are:

The rating I would give myself in terms of
demonstrating these touches of class is:

___ /10

The specific things I can do to
maintain or improve the rating are:
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The Flow, Focus And
Fulfilment Approach

Flow

There are many ways to do fine work. Some people
aim to flow, focus and do their best to find fulfilment.

Flow

Focus

There are many ways to do fine work. Some people aim to flow, focus,
finish and, as a by-product, sometimes find fulfiiment.

Different people pursue this approach in different ways. They may follow

it when encouraging people, doing creative work, playing a sport or doing
another activity.

Mihaly Csikszentmihalyi did much of the pioneering work on flow. He
described his findings in books such as Flow: The psychology of optimal

experience and Creativity: Flow and the psychology of discovery and
invention.

Before Mihaly’s work some people talked about flow in terms of being in
the zone or having peak experiences. Timothy Gallwey also touched on
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these themes with his books on The Inner Game of Tennis and also Inner
Skiing.

Mihaly says that flow experiences are those where you become
completely absorbed in an activity and time goes away.

You start by tackling a stimulating task that you have a chance of
completing. Setting clear goals, you embark on the work. You feel a sense
of control, concentrate and get immediate feedback.

Becoming absorbed in the task, you experience a deep and effortless
involvement that removes the frustrations of everyday life. The
experience is so enjoyable that time goes away.

Your sense of self disappears when doing the task but afterwards you
emerge stronger. Mihaly explains this in the following way in his writing.

We have all experienced times when, instead of being buffeted by
anonymous forces, we do feel in control of our actions, masters of our
own fate.

On the rare occasions that it happens, we feel a sense of exhilaration, a
deep sense of enjoyment that is long cherished and that becomes a
landmark in memory for what life should be like.

The best moments usually occur when a person's body or mind is
stretched to its limits in a voluntary effort to accomplish something

difficult and worthwhile.

Optimal experience is therefore something that we make happen.
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The following pages explore one framework that people can follow to flow,
focus, finish and find fulfilment. There are, of course, several parts to
each of these stages. Let’s explore these themes.

Flow

Looking at your own life, when do you experience a sense of flow? You
may do this when encouraging a person, gardening, painting, cooking,
dancing, playing music, riding a horse, solving a certain kind of problem
or doing another activity.

Later we will look at how you can do more of these things in the future.
Before then, however, let's explore what inspired Mihaly to study this
concept.

He was born in Rijecka, Croatia. His family was Hungarian, and his father
Alfred, a diplomat, had been posted to Italy. Living in cities such as Rome
and Florence exposed Mihaly to different cultures and he became fluent in
Hungarian, Italian and German.



510

Despite being a child, he was interned in Italy for a while and tried to
make sense of events. Interviewed years later by Dava Sobel for Omni
Magazine, he explained this in the following way.

“"As a child in World War 2 Europe, I was dismayed to find that grown-ups
had no idea what was going on and were helpless to extricate themselves
from the mess they had created.

"I resolved to figure out how one could live a better life. I tried many
things, such as art, fiction, philosophy and working in youth
organisations.

"I discovered psychology through the writings of C.J. Jung, and thought
that perhaps this was the best way to understand behaviour and history. I
can't say I have, but in the process I learned a lot and had a good time.”

Travelling to Switzerland when he was around 16, Mihaly heard Carl Jung
lecture about the human soul and this had a profound effect on him. He
told Sobel:

"Because as a child in the war I'd seen something drastically wrong with
how adults - the grown-ups I trusted - organised their thinking.

"I was trying to find a better system to order my life. Jung seemed to be
trying to cope with some of the more positive aspects of human
experience."

Choosing to study psychology at university level, he found the most
attractive courses were in America. He applied to the University of
Chicago and, despite speaking little English, was accepted.

Mihaly arrived in Chicago in 1956 with little more than a dollar in his
pocket. He did well at university and went on to study for a Masters.
Explaining his chosen field of study, Mihaly told Elizabeth Debold of
Enlightenment Magazine:

"I did my doctoral dissertation on young students at the Chicago Art
Institute.
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"One thing that I noticed - and I knew also from my own experience - is
that when they started painting, they almost fell into a trance.

"They didn't seem to notice anything, and they just moved as if they were
possessed by something inside themselves.

"When they finished a painting, they would look at it, and they'd feel good
for about five or ten minutes.

"Then they'd put the painting away and not look at it much after that.
What became important was the next canvas.

"So I tried to understand what psychologists have written about this kind
of thing, this state of complete involvement.”

CREATINITY ~ FLoWwseors

FLOW AND THE

PSYCHOLOGY
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Mihaly moved on to studying chess players, rock climbers, musicians and
basketball players. He asked them to describe what happened ‘when what
they were doing was really going well’.
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Despite coming from different fields, people reported similar experiences.
Explaining this in an interview with Sarah Trevelyan, Mihaly said:

"Women who weave tapestries in the highlands of Borneo, meditating
monks in Europe, also Catholic Dominican monks, and so forth. They all
said these same things. So ‘flow’ seems to be a phenomenological state
that is the same across cultures.

"Many of the interviewees described their feeling as 'being carried away
by a force greater than myself,” or '‘being in a current,” or 'being in flow.’ I
chose the last of these analogies as being the most simple.”

Let’s return to your own life and work. Looking at the activities where you
enjoy a sense of flow, can you think of one you would like to build on in
the future?

You may want to do this when helping people, cooking, writing, painting,
designing or doing another activity. What are the reasons why you would
like to pursue this activity? What would be the benefits for you and for
other people?

Focus

Great workers sometimes follow their flow and translate this into a
specific goal. They may aim to write an article, climb a mountain, perform
a piece of music, run a marathon or do another activity. They then take
the following steps.

They focus on achieving a specific goal;

They focus on the key strategies they can follow to achieve the specific
goal;

They focus fully on the task they are doing when working towards
achieving the specific goal.
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Individuals and teams take this approach. They prepare properly and then
click into action. Looking at teams, Mihaly gave the following example in
his writing.

Surgeons say that during a difficult operation they have the sensation
that the entire operating team is a single organism, moved by the same
purpose.

They describe it as a 'ballet’ in which the individual is subordinated to the
group performance, and all involved share in a feeling of harmony and
power.

Great workers commit themselves fully to the task. They often do this
after doing lots of research. Bearing in mind the activity they want to
pursue, they take the following steps.

They clarify the real results they want to achieve and the key strategies
they can follow to achieve the goals;

They clarify the pluses and minuses involved in working to achieve the
goals;

They clarify their motivation to achieve the goals and make sure it is at
least 8+/10.

They then commit themselves fully to achieving the goals.

Great workers sometimes demonstrate elements of what might be called
self-chosen autism. They cut-out everything else and focus fully on the
piece of work.

Some cut themselves off physically by going to a specific place where
they can focus on the work. Some cut themselves off psychologically by
going into their own world. Some make full use of their talent by pursuing
the following approach.
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The Deep Work Approach

Deep Work

This sometimes involves
focusing on the following themes.

Drive

Deep Work

Many people love to absorb themselves in doing deep work. One approach
they take is to focus on the following themes.

Drive - They feel driven to do a certain activity and decide to work
towards achieving a specific goal.

Deep Work - They follow certain disciplines and absorb themselves
completely in the activity to do deep work.

Delivery -They continue to do their best and find solutions to challenges
on the way towards achieving their goal.

Different people do different things to take such steps. One approach they
have in common, however, is to set aside time to go through a process of
absorption, adventure and achievement.

Cal Newport's book Deep Work helped many people to take this approach.
Here is an extract that shows the benefits of doing such work.
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Deep work is the ability to
focus without distraction
on a cognitively demanding
task.

It’s a skill that allows you
to quickly master
complicated information
and produce better results
in less time.

better at what you do and

CAL NEWPO RT provide the sense of true

fulfilment that comes from
craftsmanship.

Imagine that you want to follow elements of this approach. This can
involve focusing on the following themes.

Drive
Looking at your own life, what are the specific activities you feel driven to
do? What are those that give you positive energy? Or, as the Gallup
Organization says when helping a person to find their strengths:
What are the things you cannot help but do?
Different people give different answers to these questions. Here are
things that some of the mentees I have worked with mentioned when
exploring this topic.

I feel driven:

To encourage people ... To help people to find positive ways to manage
pain ... To make films about fixing old Land Rovers ... To teach people how
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to write best-selling pop music ... To show people how they can use
technology to simplify their lives.

Great workers often build what they feel driven to do. They then make
some decisions by exploring the following questions.

How can I translate this drive into doing a piece of work? What are the
real results I want to achieve? What are the key strategies I can follow to
achieve the picture of success?

Imagine that you have focused on something you feel driven to do and
set a specific goal. It may then be time to move on to the next stage.

Deep Work

People who do such work sometimes have a certain history. Some grew
up in environments where they were given the opportunity to take the
following steps.

Such individuals absorbed themselves in deep play. They got used to
pursuing a passion, following certain principles and achieving positive
results.

Some then focused on deep learning and explored the things they found
fascinating. This sometimes involved gathering experience, making sense
of experience and applying these lessons in their lives.

These experiences provided a good grounding. They got into the habit of
following their own rhythm and then following certain disciplines when
doing a piece of work.

Some individuals also follow certain rituals. They may slow down, go for a
walk or rehearse what they are going to do next. They then click into
action and absorb themselves in doing the work.

Such workers aim to be fully present. One approach is for them to
prepare properly. It is then to have a positive attitude, follow their chosen
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principles and do their best to achieve the picture of success. One person
expressed this in the following way.

"Some people say that I work hard but I see it differently. I feel driven to
do something and love following certain disciplines. This often involves
responding to what is happening, finding solutions and doing deep work.
This is enjoyable and does not feel like hard work.”

Imagine that you are following elements this approach and doing deep
work. It can then be time to move on to the next stage.

Delivery

People who do deep work love to achieve their aims. As Maria Montessori
said, however, this sometimes means satisfying both an inner goal and an
outer goal. One writer expressed this in the following way.

"I keep writing until the piece feels finished. I need to feel this in my gut.
It needs to look right, sound right and feel right. I am then ready to
publish the piece and share it with people.”

You will have your own approach to finishing properly. Sometimes this
involves continuing to do your best and finding solutions to challenges on
the way towards achieving your goal.

Imagine that you are pursuing an activity where you are able to flow and
focus. You may then move into action and aim to take the final step.

Fulfilment

There are many parts to taking this step. These sometimes involves doing
fine work, finishing and, as a by-product, finding fulfilment. Let’s explore
how you may want to follow these steps in your own way.
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Finding Fulfilment

This stage involves doing fine work, finishing and
sometimes, as a by-product, finding fulfilment.

Fine Work

Finding
Fulfilment

Finishing

Fine Work

Imagine that you are embarking on doing a specific project. How can you
do fine work? There are many definitions for such work. These include:

Great Workmanship ... Excellent ... High Quality ... Very Good ...
Outstanding ... Superior.

People who do work they care about put their hearts into what they are
doing. Kahlil Gibran described this approach in his writing. He wrote:

Work is love made visible

And what is it to work with love?

It is to weave the cloth with threads drawn from your heart,
even as if your beloved were to wear the cloth.

It is to build a house with affection,

even as if your beloved were to dwell in the house.

It is to sow seeds with tenderness and reap the harvest with joy,
even as if your beloved were to eat the fruit.



519

Different people have different approaches towards finishing. One
approach is for them to do their best to achieve excellence.

Ron Berger encourages students to develop the habit of delivering
excellence. He wrote the following piece when working in a small school.

Fostering an ethic of excellence

For 25 years I've led a double life. I'm a fulltime classroom teacher in a
public school. To make ends meet for my family, I've worked during the
summers, and sometimes weekends, as a carpenter.

In carpentry there is no higher compliment builders give each other than
this: That person is a craftsman. This one word says it all. It connotes
someone who has integrity, knowledge, dedication, and pride in work -
someone who thinks carefully and does things well.

I want a classroom full of craftsmen - students whose work is strong,
accurate, and beautiful; students who are proud of what they do and
respect themselves and others.

In my classroom I have students who come from homes full of books and
students whose families own almost no books at all.

I have students for whom reading, writing, and math come easily, and
students whose brains can't follow a line of text without reversing words
and letters.

I have students whose lives are generally easy, and students with
physical disabilities and health or family problems that make life a
struggle.

I want them all to be craftsmen. Some may take a little longer; some
may need to use extra strategies and resources. In the end, they need to
be proud of their work, and their work needs to be worthy of pride.
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Ron has gone on to provide teachers with many practical tools they can
use to help students deliver excellence. One of the most well-known is the
video called Austin’s Butterfly.

This showed how Austin, a first-grader, developed his original drawing of
a butterfly. Below is a picture of his first version. This is followed by one
where he had made improvements and finished properly.

Austin’s Butterfly

Ron Berger believes that people can be helped to develop their work.
The pictures below show how Austin, a first-grader, improved his
drawing of a butterfly from his first version to his final version.

First draft Final draft

Finishing

Imagine that you are doing a piece of work. How can you finish it
properly? One approach is to follow your successful pattern for finishing.

Looking back, when have you finished something properly? You may have
written an article, run a marathon, renovated a house, led a team to
success or done another activity. What did you do right then to finish?
What were the principles you followed? For example, you may have
chosen:
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To commit yourself to finishing properly ... To set aside time to finish ... To
rehearse what you were going to do ... To break down the work into
manageable pieces ... To click into action.

To become absorbed in the work ... To keep doing the right things in the
right way ... To encourage yourself on the journey ... To build in time for
rest and recovery ... To keep going until you felt satisfied

If you wish, try tackling the exercise on this theme. This invites you to
complete the following sentences.

Finishing

The specific principles I have followed
to finish things properly in the past are:

The specific things I can do to follow
these principles — plus add other skills -
to finish things properly in the future are:
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Fulfilment

Imagine that you have done fine work and followed some of your
successful principles for finishing. You may then experience a sense of
fulfilment.

Sometimes this can happen during the work, sometimes at the end.
Sometimes it comes from stretching yourself to reach a goal that is
stimulating and achievable.

Mihaly describes people who took this path when recovering after
accidents. Tragedies Transformed is the title of a study conducted by
Professor Fausto Massimini who interviewed paraplegics.

Many said their accident had produced both positive and negative
consequences. Tragic events presented them with extremely clear goals.
Learning to live again was in itself a matter of pride.

People who mastered the fresh challenges experienced a clarity of
purpose they had not felt before their accidents. Lucio had been a 20-
year-old gas station attendant when a motorcycle accident paralysed him
below the waist. He explained what he had done since the accident.

"When I became paraplegic, it was like being born again. I had to learn
from scratch everything I used to know, but in a different way.

"I had to learn to dress myself, to use my head better. I had to become
part of the environment, and use it without trying to control it. It took
commitment, willpower and patience.

"As far as the future is concerned, I hope to keep improving, to keep
breaking through the limitations of my handicap. Everybody must have a
purpose. After becoming a paraplegic, these improvements have become
my life goal."

Franco also has paraplegia. Before his accident his most intense flow
experiences came from acrobatic dancing on Saturday nights. Now



523

paralysed from the waist down, he has set new targets. The most
important goal in his life is:

"To feel that I can be of use to others, help recent victims accept their
situation.”

Franco, Lucio and other paraplegics have focused on what they want to
accomplish in their lives. They have set specific goals and strived to reach
them on the way towards achieving their pictures of success.

Different people apply the flow approach in different situations. Let’s look
at one such application

The Flow
Approach In Action

The flow approach is sometimes used with athletes, performers or others
in certain situations. They may be playing a sport, auditioning for a
musical role, giving a keynote speech or doing another activity.

The aim is to encourage them to flow rather than be paralysed by fear.
Looking ahead, we focus on how they can relax, rehearse properly and
then follow their rhythm.

They aim to be positive and do their personal best. It is also to follow
their principles rather than worry about the prize. The key is to emerge
from the experience feeling that they have done everything possible to
perform at their best.

This is an approach that works, but people may need to keep returning to
it before every event. They can then aim to pursue the flowing way rather
than the fearful way.

Great workers who go into a state of flow often enjoy the journey as
much as reaching the goal. They see finishing as another name for
beginning.
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They feel satisfied for a while but then want to focus on the next journey.
They love following the principles as well as achieving the prize. Mihaly
explains this approach in the following way.

The mystique of rock climbing is climbing; you get to the top of a rock
glad it’s over but really wish it would go on forever.

The justification of climbing is climbing, like the justification of poetry is

writing,; you don’t conquer anything except things in yourself. The act of
writing justifies poetry. Climbing is the same: recognising that you are a
flow.

The purpose of the flow is to keep on flowing, not looking for a peak or
utopia but staying in the flow. It is not a moving up but a continuous
flowing,; you move up to keep the flow going.

Some people also aim to flow and show fighting spirit on the way to
fulfilment. They take this approach rather going straight into fighting
mode.

One person described how they learned to follow this approach rather
than immediately getting into the boxing ring.

"Most of my life has been spent in fight mode. I have run companies
where the emphasis was on selling, beating the opposition and growing
every year.

"I have actually been good at fighting but there has been a price to pay.
Every day was a battle and I sometimes passed this on to my family.

"One breakthrough came when helping my son who is dyslexic. At first I
tried to force him to fight it but then I had a realisation.

"My son and I related best when we did activities where he was in flow.
This was when were went cycling, swimming and doing other activities. At
those times I relaxed and supported him.
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“"Bearing this in mind, I experimented by aiming to go into flow at work. I
did this before channelling my fighting spirit. This worked and I am much
happier for it.

"Of course, sometimes I go straight into the boxing ring but then I remind
myself to slow down and flow. This is both more effective and makes
everybody happier.”

Looking ahead, can you think of a specific activity where you may want to
follow the flowing approach? This could be in your personal or
professional life.

You may want to do this when encouraging a person, renovating a house,
playing a sport, doing a creative project, tackling a challenge or doing
another activity. You may want to do this when acting as a parent,
educator, medic, trusted advisor or in another role.

Looking ahead, how can you give yourself the chance to flow? How can
you set things up to succeed? How can you also plan to encourage
yourself on the journey?

You may set aside a block of time to do the work and follow certain rituals
before moving into action. Focusing fully on the task, you may aim to
follow your rhythm and do fine work. You may work for a while but then
take time to recharge your batteries.

Looking ahead, you may relax, reflect and then rehearse what you are
going to do next. You may then again immerse yourself fully in the task,
do fine work and finish. This may then lead to having sense of fulfilment.

If you wish, try tackling the final exercise on this theme. This invites you
to complete the following sentences.
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The Flow, Focus And
Fulfilment Approach

The specific activity where I may want to
follow elements of this approach may be:

The specific things I can do then to
follow this approach in my own way are:

The specific things that may happen as
a result of taking these steps may be:
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The Positive Teams Approach

Positive Teams

There are many ways to build superb teams. One approach is to
build a positive team that gets positive results.

This is one where people aim to be positive, professional and
deliver peak performances. They do this by focusing on the team’s:

Purpose ‘ Principles ‘ Picture

Of Success

This section looks at one approach to building superb teams. It is based
on a model that I have seen work in many fields during the past fifty
years.

Although here it is called Positive Teams, the organisations I have used it
with have branded it in different ways. They have called it Super Teams,
Peak Performing Teams or other names.

Whatever the name, however, the principles remain similar. They are
based on what works and - providing people do the work - it works.

This piece on teams is long because it includes many models and tools
you can use to build such teams. You can then use these in your own
way. Let’s explore these themes for building such teams.
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Setting The Scene

Positive Teams

They create a positive environment
in which motivated people

can achieve peak performance

Good leaders start by creating a positive environment in which motivated
people can achieve peak performance. They sometimes take the following
steps towards making this happen.

Such leaders make sure that everybody understands the team’s purpose,
principles and picture of success. They do this because they believe that
people work best when they have context and can see the big picture.

They then give people the chance to reflect and decide if they want to
contribute. If so, they encourage people to build on their strengths and
clarify their best contributions.

Positive teams are made up of people who aim to be positive, professional
and peak performers. They also want to do superb work and do their best
to help the team to succeed.
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Good leaders make clear contracts with people about the results they will
deliver towards achieving the goals. They also give people the support
they need to deliver the goods.

They then manage by outcomes rather than by tasks. They encourage
people to coordinate their strengths, perform superb work and find
solutions to challenges. People then do whatever is required to achieve
the picture of success.

People often go through the following steps on this journey. They choose

to build a positive team, a professional team and then a peak performing
team. They do not choose to build a poor team.

The Positive Team Approach

People often go through the
following steps. They build a:

Positive Professional Peak
Team Team Performing Team

Imagine that you are leading a team that is about take the next step in its
development. You will have your own framework for making this happen.

If you wish, however, you can use the following approach for enabling
people to achieve peak performance. The following pages describe the
specific things you can do:



530

To clarify and communicate the team’s purpose, principles and picture of
success;

To make clear contracts with people about their best contributions
towards achieving the picture of success;

To enable people to perform superb work and do their best to achieve the
picture of success.

Clarifying The Team’s Purpose

There are many ways for a person or team to begin clarifying their
purpose. Here are some of the common approaches.

People focus on something they want to serve - such as a set of values,
vocation or mission - that is greater than themselves.

People focus on the things they feel passionately about in which they can
also achieve peak performance.

People focus on how they can build on their strengths and do superb work
that helps all their stakeholders to achieve success.

Some people combine all of these approaches. They then translate their
findings into a compelling purpose.

Many start by building on their strengths. This involves them taking the
following steps.

They clarify their strengths — the deeply satisfying activities in which they
deliver As rather than Bs or Cs.

They clarify the specific kinds of people — customers, clients and other
stakeholders — with whom they work best and the challenges these
people face.

They clarify how they can use their strengths to do satisfying work and
help these people to achieve success.
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Building on what they have discovered, they then do an exercise that
involves them beginning to clarify their purpose.

Imagine that you want to take this step. Imagine also that you and your
colleagues have already done some work on clarifying the team’s
strengths.

You can then invite them to build on the team’s strengths and define the
specific thing that the team really wants to do. Here is one approach you

can take to begin the process.

Invite each person to complete the following sentence. They can write
their ideas on Post-its.

The purpose of our team - the
specific thing we really want to do - is:

"We want to ...

You can also invite people to give some examples of what this might look
like in practise. They can write these examples on separate Post-its.

People can put their ideas on flip charts that are headed in the following
ways. They can also explain what they have written on the Post-its.
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The Team’s Purpose

The purpose of our team - the
specific thing we really want to do - is:

* We want to ...

Here are some examples of the things that will be
happening that will show we are achieving our purpose:
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Imagine that you have done this exercise with your colleagues in the
leadership team. It can then be useful:

To build on the points people have in common;

To take time to reflect and then have a first go at wordsmithing the
team’s purpose;

To use this as the basis for focusing on the principles and picture of
success - but also being prepared to return to the one liner and recraft it
if you wish.

There is one key point worth bearing in mind when doing this exercise.
Some people may want to get into a discussion about the difference
between a purpose, mission and vision.

Different people interpret these words in different ways, so try to avoid
getting into a long discussion about semantics.

One view is that a team’s purpose describes the specific thing people feel
really driven to do. They then translate this into specific goals that they
want to achieve by a certain date. This then becomes the team’s vision or
picture of success.

Some organisations prefer to use the word mission. A military mission, for
example, must have achievable objectives. It must also be time based
and, if appropriate, have a clear exit strategy. Military people then know
what they must achieve by a certain date.

Susan Ward studied many organisations that took this approach. Here is
her definition of a mission statement.

A mission statement is a brief description of a company's fundamental
purpose. It answers the question, "Why does our business exist?"

The mission statement articulates the company'’s purpose both for those
in the organization and for the public. For example: "Tesla's mission is to
accelerate the world'’s transition to sustainable energy."
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Imagine you have focused on the team’s purpose. The theme you have
come up with may need some wordsmithing, which you can do later. It
can be useful, however, to move on to the next step.

Clarifying The Team’s Principles

The next step is to define the principles - the guidelines - you would like
people to follow to achieve the purpose. There are many ways to define
these principles.

One approach is to simply invite people to describe the Dos and Don’ts
that everybody in the team can follow to work towards achieving the
goals.

If you wish, you can invite people to take this step by them writing what
they believe are the Dos and Don’ts on Post-it Notes. They can then put
these on flip charts under these respective headings.

The key thing about principles are that these describe the guidelines
people can follow to increase the chances of achieving the goals. These
are driven by the team’s purpose rather than by the whim of the leader.
Here is a list of the Dos that one organisation communicates to people
when they join. They describe these as their professional guidelines and
use real examples to bring these to life.

Principles

The principles we would like people to follow
to work towards achieving our goals are:

Do be positive and encourage other people;

Do be clear on the organisation’s goals and your part in contributing
towards achieving these goals;

Do make clear contracts with people and fulfil these contracts;
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Do focus on outcomes - the real results to achieve in a situation - and do
your best to achieve these outcomes;

Do behave professionally, present solutions to challenges and help both
colleagues and clients to succeed.

You will have your own set of Dos and, if appropriate, Don’ts. It is also
important to be able to give the reasons for each of the principles. When
communicating these, you can say:

The first principle we would like people to follow to
increase the team’s chances of achieving success is:

The reasons why it is important
to follow this principle are:

This helps people to understand the team’s purpose and also why it is
important to follow certain principles to reach the goals. If you wish, you
can invite people in the leadership team to complete the following
exercise.
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The Team’s Principles

The principles we would like people to follow - the Dos
and Don’ts together with the reasons for these - when
working towards achieving the purpose are the following.

The Dos

Do ...

Do ...

Do ...

Do ...

Do ...
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The Don’ts

* Don't...

* Don't..

* Don't...

* Don't...

* Don't...

Clarifying The Team’s Picture Of Success

Imagine that you and the leadership team are reasonably happy about
the team’s purpose and principles. You can then translate these into
specific goals to achieve by a certain date. These goals will then become
the team’s picture of success.

There are many frameworks you can use to take this step. One approach
is to see it as clarifying the team'’s story, strategy and road to success.

This involves focusing on the What, Why, How, Who and When. It
involves you using the following headings.

The What

The specific goals we want to achieve are ...
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The Why

The specific benefits of achieving these goals will be ...

The How

The specific strategies we aim to follow to achieve the goals are ...

The Who

The specific responsibilities of the various people in working towards
achieving the goals will be ...

The When

The specific things that will be happening - and when - along the road
towards achieving the goals will be ...

Several points are worth bearing in mind when writing the team’s road to
success.

You can choose your own time frame.

Different teams choose different time frames. You may want to pick a
date one year, two years or three years in the future.

Start by settling on your chosen date. Describe the specific things you
want the team to have achieved by that date. This becomes your picture
of success.

You can be clear on the mandatory things the team must deliver to
achieve success.

The team will be expected to deliver its scorecard - the specific targets it
must deliver - over the financial year. You can add other things on top of
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this — such as stimulating projects and successes - that will enrich the
team’s story.

You can clarify for whom you are writing the presentation.

You may initially write it for your employees. This will ensure everybody
knows the team’s goal. Later you can adapt the presentation — whilst
staying true to its spirit — so that it resonates with other key

stakeholders.

You can write the presentation by yourself or, if you wish, involve other
key people at various stages.

This will give people a sense of ownership in terms of shaping the future.
Choosing A Template

Different teams use different templates for framing their goals. Many
leaders in companies focus on the three Ps when clarifying their aims.

They focus on the Profits, Products - including Customer Satisfaction -
and People. These are, of course, interrelated. For example:

Profits - the profitability they want to deliver;

Products - the product quality, customer satisfaction and processes they
want to deliver;

People - the culture they want to deliver.

Here is one approach you can use to craft the picture of success.
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The Team’s
Picture Of Success

The What, Why,
How, Who and When

The What - The Picture of Success

The goal we want to achieve by ... is:
* To have ...

The specific things that will be happening then
that will show we have reached the goal will be:
Profits
* To have ...

* To have ...

* To have ...
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Products
* To have ...
* To have ...
* To have ...

People

* To have ...
* To have ...
* To have ...

The Why

The benefits of reaching the goals will be:
For the company

*To ...
*To ...

*To ...
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For the customers

*To ..
*To ..
*To ...
For the colleagues
*To ...
*To ...
*To ...
The How
The key strategies we can follow to give
ourselves the greatest chance of success are:
Profits
*To ..
*To ...

*To ...
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Products
*To ...
*To ...
*To ...
People
*To ...
*To ...
*To ...
The Who
The leadership team’s responsibilities
in working to achieve the goals are:
*To ..
*To ...

*To ...



*To..

*To ..

*To ...

*To ...

*To ...

*To ...

* To have ...

* To have ...

* To have ...

* To have ...

* To have ...

* To have ...

544

The manager’s responsibilities in
working to achieve the goals are:

The colleagues’ responsibilities in
working to achieve the goals are:

Products

People



*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...
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The Why

The benefits of reaching the goals will be:

For the company

For the customers

For the colleagues



*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...

*To ...
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The How

The key strategies we can follow to give
ourselves the greatest chance of success are:

Profits

Products

People



*To ..

*To ...

*To ...

*To..

*To ..

*To ...

*To ...

*To ...

*To ...
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The Who

The leadership team’s responsibilities
in working to achieve the goals are:

The manager’s responsibilities in
working to achieve the goals are:

The colleagues’ responsibilities in
working to achieve the goals are:
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Clarifying The Road Map

The road map is the When part of the story. This will become the team’s
ongoing working document. Several things are worth remembering when
making the road map.

Start from the destination and work backwards.

Start by picking a date in the future. Describe the specific goal you want
the team to achieve by that date. Also describe the specific things that
will be happening then that will show you have achieved the goal.

Dating the road map.

Start at the top of the Dates column and put the end date. Then work
backwards towards the present day. You may want to break up the road
map into quarters or other suitable periods.

This starting from the destination approach is used on many successful
projects. It encourages people to keep focusing on the end goal.

Choose a suitable template for chunking the goals.

Here we have used the Three Ps framework - Profits, Products - including
customer satisfaction — and People. You may prefer to use another
template.

Describe the cumulative targets.

The totals under each heading for each quarter should be cumulative.
This is illustrated below with Profits but you can do it with each heading.
For example:

Q4. Profits £1 million
Q3. Profits £750k
Q2. Profits £500k
Q1. Profits £250k
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This describes the headline under Profits, but this could be broken down
into more detail. You might want to consider having three bullet points of
deliverables under each of Profits, Products and People. This helps to flesh
out the road map

Bring the road map to life with quotations.

Describe the actual words you would like to hear people saying at various
stages of the journey. These can be quotes from leaders, customers,
colleagues or whoever.

Here is the framework for the road map. This describes the specific things
the team needs to have delivered by the end of each quarter over one
year. You can use a longer or shorter time frame for the road map.

The When - The Road Map
Towards Achieving The
Team’s Picture Of Success

The 'one line’ specific goal our team
wants to achieve by the end of the year is:
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Milestones. The specific Quotes. The words we
things that we will have want to hear people
achieved by then will be: saying then are:

Profits

nw "

nw "

Products “ "

A\ "

People “ "

A\ "

Profits w "

A\Y "

Products W ”

A\ ”

People " d

nw "




Q2

Q1

Profits

Products

People

Profits

Products

People
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Communicating The Picture Of Success

Imagine you want share this with the whole team. If this is the first time
you have described the purpose and principles to your people, then it will
be important to spend some time on these.

What you may find, however, is that people may simply see these as
confirmation about the overall direction. They may be more concerned
with their specific goals for the next year.

If you feel it is appropriate, you can give people further background about
the purpose and principles. It will be important to explain the reasoning
and bring the ideas to life by giving concrete examples.

You can then share the picture of success. Describe and bring to life the
What, Why, How and Who, because this provides the overall direction for
the team.

You can also give people a brief overview of the team’s road map - the
When. This can be explored in greater depth, however, after people know
the team’s direction and picture of success.

You may want to gather people together and say something along the
following lines. You can supplement this with attractive slides that bring
the ideas to life.

The Team's Purpose, Principles And Picture Of Success

Welcome to the session. Today we would like to look at how the team can
continue to achieve ongoing success.

The Purpose

As you may know, the team’s purpose is:
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The Principles

As you may also know, the principles we encourage people to follow to
work towards achieving the team’s purpose are:

The Picture Of Success

Looking ahead, there are certain goals we want to achieve in the next
year. We have translated these into a provisional picture of success.
Before describing this, we want to give you some context.
We want to explain the possible strategies we have considered for going
forwards. We will then describe the strategy we have chosen to follow and
the reasons for pursuing this route.
Bearing in mind the various challenges we face, there are many different
routes the team can take towards achieving its goals. Here is an overview
of some of the possible routes we could take in the future.

Option A would be to ...
The pluses and minuses of this route would be ...

Option B would be to ...
The pluses and minuses of this route would be ...

Option C would be to ...

The pluses and minuses of this route would be ...

Option D would be to ...
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The pluses and minuses of this route would be ...
Option E would be to ...
The pluses and minuses of this route would be ...

Bearing these options in mind, we have chosen to take the following route

The reasons we have chosen this route are because ...
There are, of course, pluses and minuses involved in pursuing this route.

The specific things we can do to build on the pluses and minimise the
minuses are ...

We have therefore put together the following picture of success.

Later we will describe the potential road map. We will then want your
input regarding the action plan.

You can then go through the slides that describe The Picture Of Success.

Getting Responses To
The Picture Of Success

Imagine you have communicated the purpose, principles and picture of
success. Again, if this is the first time you have communicated the team’s
purpose and principles, it will be good to get people’s responses to these
themes.

Imagine, however, that people are already generally aware of these. It
can then be useful to explain that, whilst you are happy to answer
questions about the purpose and the principles, you mainly want their
views on the picture of success.
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How to get good quality responses from people? Instead of simply asking
for questions, you can take the following steps to stimulate and involve
the team.

Invite people to form groups. There is to be a scribe in each group. Ask
people to give their responses under the following headings.

The Picture Of Success

The additions
and suggestions
we have are:

The things we
like about it are:

The concerns The success rating — and
and questions how we can improve the

we have are: chances of success - is:

Give people at least 30 minutes to do the exercise. Each group’s ideas
can be written on flip charts as they go along.

If you are the leader - or if there is a leadership team that has introduced
the strategy — you can give people twenty minutes to get started. You can
then go around and look at the themes that are emerging.

This helps you to prepare to address the themes and answer any
questions. (You will have told people beforehand that you will be going
around to see the themes that emerging.)

The next step is to invite people to report back. It can be useful to cluster
the themes and questions that emerge. You can then respond and answer
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more effectively. When answering questions, explain the following
guidelines to people.

You will aim be honest and answer as fully as possible. You will do this
because you want people to understand the strategy, the rationale behind
it and the steps going forwards.

You will focus on the overall strategic issues when answering the
questions. You will not be able to say exactly what each person in each
job will be doing in a few months.

You will set aside time over the next week to meet individuals and
answer, their questions. They can book a time to see you.

You may not be able to answer all the questions in the session. You will
be able to get back with some answers. There may also be questions that,
because of certain issues, you will choose not to answer.

You will also take away the ideas and see which of these can be added to
the strategy.

Bearing these things in mind, you can embark on addressing the themes
and questions that have emerged.

Good leaders often see these sessions as an opportunity to educate
people about the strategy. People go away with a wider grasp of the
issues. They are then more able to explain the strategy to new people
who join the team.

Here are the exercises you can give to the team members to get their
responses to the presentation.
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Like About It

The specific things
we like about it are:
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Additions And
Suggestions

The possible additions and
suggestions we have are:
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Concerns
And Questions

The concerns and
qguestions we have are:
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Success Rating

Bearing in mind the things we can control,
the present rating we would give regarding
our team’s chances of achieving the goals is:

/ 10

The specific things we can do to
maintain or improve the ratings are:
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Clarifying Everybody’s Contribution
Towards Achieving The Picture of Success

Good leaders aim to build a culture in which people can thrive. They also
recognise, however, that great teams are made up of people who have
similarity of spirit and diversity of strengths. Diversity of spirit is a recipe
for disaster.

Such leaders create teams that are made up of people who aim to be
positive, professional and peak performers. They then invite these people
to make their best contributions towards achieving the picture of success.
They take the following steps to make this happen.

They communicate the purpose, principles and picture of success.

They give people a chance to reflect and decide if they want to opt into
achieving the goals.

They invite people — the smaller teams within the larger team and the
individuals within those teams — to make clear contracts about their best
contributions towards achieving the goals.

Good leaders manage by outcomes rather than by tasks, so you may wish
to take the following steps:

To, if appropriate, ask each smaller team within the team to produce its
road map towards delivering its contribution towards achieving the overall
picture of success;

To pick a date — perhaps three weeks in the future — when the whole
team will gather and each smaller team will present its road map;

To then set a date by which each individual will have