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Introduction


Thirty years ago I stood on the steps of the Massachusetts Institute of Technology looking across the Charles river to Boston. I had come to the New World, to the Sloan School of Management at MIT, to discover the secrets of management. I went to MIT because I felt somehow that those secrets were all wrapped up in numbers and technology, in accounting and economics, in statistics and equations and computers – worlds which were all strange and unknown to me then.

By chance that morning, wandering lost and a little lonely down the corridors, I met a member of the faculty called Professor Warren Bennis. Intrigued, I think, by my English accent, he invited me home to meet some friends and colleagues all of whom taught in the field of ‘organizational behaviour’. I had never heard of this subject – I had never thought of organizations behaving; indeed, I had never thought much about organizations at all. I had just assumed that they were always there, like the weather, and were also, like the weather, never what they should be.

That meeting in the corridor changed my life. Abandoning my search for numbers, I took up organizations and people instead and, gradually, so much of what had mystified me about people and the way they behaved was explained to me. Organizations of all sorts became fascinating places, not boring institutions. The strange behaviour of people in groups, in families and in committees, became less strange and more understandable. The way people treat each other, and even themselves, started to make sense once I began to understand a little of what might be going on inside them and between them (something often revealed in the spaces between their words).

I understood, and the understanding helped. Sometimes it helped because I was able to see why things were not working as well as they should and so change them. Sometimes, because I could now guess how an individual or a group would react, I was able to work out my approach. Sometimes the understanding just took the surprise out of the situation. If you know that people are bound to quarrel because of the different positions they are in, or because of their different preoccupations, then you are not too disturbed when they do, even if you are unable to prevent it.

The world of people and organizations began to make sense, and since, like most of us, I spend a lot of my time with people or in organizations, I'm sure my life became more sensible, more effective and certainly more enjoyable. Looking back, I am amazed that the ideas which were revealed to me during that year in Boston should have been hidden away from me for so long. You would think that these ideas, so simple yet so revealing, would be part of the core curriculum of every school. That, however, is not the case; instead we are left to find out such things by painful experience – by mistakes, lost friends, or family quarrels.

Yet we all need to learn these things because, in one way or another, we all have to get organized if we are going to get anything done, whether it is at home or at work; and getting organized means more than having a filofax and a plan for your week. It means learning how to work with and through other people, because few of us can achieve anything of significance entirely on our own. Getting organized, therefore, starts with understanding why people and organizations behave the way they do. ‘Know yourself and fear God and you will do well,’ said the Greeks. They should have added ‘know other people’ because none of us is a hermit or an island – we are all attached to other people. The ideas which I found so valuable are like small shafts of light which make so much clear, producing the ‘Ah-ha effect’ (‘Ah-ha, of course, that explains it’).

This book is my personal anthology of twenty-one of these ideas, ideas which may well change the way you see your world and help you to organize it better. Each idea is explained with examples to illustrate it and with a question or two at the end of each chapter to help you apply the idea to your own situation. If you can discuss the idea with the people you work with, or just with friends and family, you will find it easier to work out all that it means for you and, perhaps, for them. I have also thrown in some interludes between each chapter, little stories which I think have a message for most of us.

The book is intended for anybody who has to work with other people and particularly for those with responsibility for others, whether in a work group or a project group, a team or a family. Some of the ideas will strike more of a chord than others; some will make more sense later on when your responsibilities change, or would have been a great help a few years back. The book, therefore, is designed for dipping into, an occasional refreshment for all those who live and work with other people.


‘Well, at least that's one book I won't have to read,’ said Richard, laughing, when I told him that I was writing a book about getting organized. Richard is our local vicar.

‘Why not?’ I said, just slightly offended.

‘Well, it's for managers, isn't it – businessmen, that sort of people?’

‘It's not only for them,’ I said, ‘it's for everyone who has responsibility for other people or who needs to get things done by other people. And that must include you, Richard,’ I added.

‘Oh, I'm not much good at that sort of thing,’ he said, getting people to do things.'

‘That's the trouble,’ I replied, ‘an awful lot of people aren't much good at that sort of thing, but they're running our schools, they're dishing out supplementary benefit, they're looking after old people, they are raising families as well as running businesses. In fact, come to think of it, almost all of us are managers in some part of our life.’ ‘Should sell a lot of books then,’ Richard said, laughing again.


Making it Happen is the excellent book by Sir John Harvey-Jones, recounting and reflecting on his days in ICI. The message that I took away from his book was that one makes it happen by making it possible for others to make it happen. The director of a play does not appear on stage, even for a bow; he or she has to produce their effect through other people, tempting though it must sometimes be to do it all oneself.

This book, therefore, is for all those who want to make it possible for others to make it happen. That, I believe, is the real job of every organizer and of every manager; not to do it all himself, or herself. The book is for the supervisor just as much as it is for the regional manager. It is also for the editor of the journal and for the producer of the radio show, for the organizer of the town and the stage manager in the theatre, for the foreman in the factory and the PA to the chairman, for the vicar and the school-teacher, the matron and the hospital's general manager, for the secretary of the boat club and the chairman of the Parish Council, for the restaurant manager and for the head chef, for the director of the Royal Institute for whatever and for their fund-raiser, for the local doctor and the local vet, for the manageress of the beauty parlour and the farmer down the lane, for every father and every mother. Did I leave you out?




The Chapters

1 A World of Differences

In which the assumption is made that everyone is intelligent or talented but in a different way. Choose your talent from the list.

2 The ‘E’ Factors

In which we look at the way people's needs and ambitions change over time and according to the situation. Where were you, and where are you now on the ladder of human needs?

3 The Secret Contract

In which we examine the unspoken ‘contract’ which each of us makes with every group we meet but keep so secret that it seldom works. What is in your contract and do the others know?

4 The Territorial Itch

In which we look at the ways people stake out their ‘territories’ in their work and in life, and how crucial this can be. What are your territories and how do you protect them?

5 The Inside-out Doughnut

In which a job, any job, is compared to a doughnut turned inside-out, with responsibilities mixed with opportunities. Can you draw your doughnut? Would you like it to be different?

6 The Johari Window

In which one way of thinking about ourselves and other people is revealed and discussed with all its implications. What shape is your window?

7 The Actor's Roles

In which we see how the parts we are asked to play in life can shape the way we behave and the way people think of us. What parts have you been given? What part would you like?

8 Marathons or Horse-races

In which the different kinds of competitions which happen both in organizations and in life are experienced. Can you devise your own marathon?

9 The Self-fulfilling Prophecy

In which we examine how so often we live up, or down, to the expectations people have of us. Who expects what from you?

10 The Stroking Formula

In which it is explained why stroking people psychologically usually works better than striking them. Have you had any good strokes lately? Or given any?

11 Parents, Adults and Children

In which we explore whether we choose to play the adult or the parent or the child in different situations, why we choose which and what the results can be. Which role do you like playing?

12 Power Politics

In which the different options for influencing people are analysed. What is your power base?

13 Teams and Captains

In which it is explained why groups are not always teams and why committees never are, and why teams need different sorts of players and a captain. Is your group a team?

14 Outward and Visible Signs

In which we see how the outward signs of organizations and of people say a lot about their inward workings. What do the outward signs say about your organization, and about you?

15 Tribes and Their Ways

In which we explore the very different ways in which different groups of people have chosen to organize things. Choose the organization or tribe to fit your style.

16 Find Your God

In which the different styles of management are given the personality attributes of four Greek gods. Which one best suits you?

17 Counting and Costing

In which it is demonstrated that the cost of anything can be calculated in at least ten different ways. Do you know what the bits of your work really cost?

18 The Customer is Always There

In which it is argued that, to feel useful, we all need clients and customers, whether we are in business or not. Who is your client?

19 Curiosity Made the Cat

In which the atmosphere which makes successful organizations so avid for learning and discovery is analysed. The same can also be applied to people. Have you got the appetite?

20 Shamrocks Galore

In which it is forecast that more and more organizations are going to have three leaves, like a shamrock, each with a different type of workforce. What part of the shamrock do you work in?

21 Portfolios and Flexi-lives

In which it is envisaged that for many of us the world of work will be made up of bits and pieces, thus creating the need for each to make their own collection or portfolio. What might go into your portfolio?

22 Epilogue




Synopsis of Television Series

This book was designed to accompany ten television programmes about managing change in organizations, entitled Walk The Talk. In these programmes you can watch some of Britain's new breed of managers put the ideas in this book into practice; they actually walk the talk. The managers make it all seem simple and obvious and so it should be, but often only with hindsight and after reflection. This book provides the aids to reflection on the stories in the programmes. Each programme illustrates the ideas in at least four chapters, as these short synopses indicate.

Body and Soul follows the hectic first six months of a new Body Shop franchise. Anita Roddick shares her thoughts on motivation, and we see how crucial it is that the new franchisees understand the kind of culture which they are joining and what is expected of them. (Chapters 1, 2, 3, 15, 16.)

B Elliot Expects shows chairman Michael Frye putting new energy and confidence into organizations by his personal leader style and an insistence on quality and standards. (Chapters 9, 10, 13, 14.)

Race For the Pitch follows a London advertising pitch for the ‘Food and Wine of France’ account. We see how the excitement of competition and good chairing weld a bunch of talented stars into an effective team. (Chapters 1, 8, 11, 13.)

Dinosaurs and Sacred Cows looks at the challenge facing Julian Spalding, director of Glasgow's Kelvingrove Art Gallery and Museum Service. He breaks down the fences which departments have built around their treasured psychological space and unleashes a surge of individual initiatives. (Chapters 2, 4, 5, 12.)

Confidence à la Carte Dr Barnardo's Caribbean Kitchen in Leeds offers training for school leavers in a racially mixed area. Victor Shaw shows how much can be achieved by instilling confidence in young people which in turn earns the confidence of the surrounding community. (Chapters 1, 6, 9, 10.)

Pride and Privilege Gleneagles Hotel plays host to eighty managers from the Leading Hotels of the World. Vivien Sirotkin, the general manager, has to see that everything is all right on the night. Standards, detail, communication and individual responsibility are all crucial. (Chapters 5, 13, 14, 18.)

Ten Before the Mast Thirty people, men and women, from three companies go to sea for a week in a Tall Ship to learn how to work as a team. The unusual situation forces them back on their own resources, and on each other. (Chapters 1, 6, 7, 13.)

Cruickshank's Casebook How do you manage 150 000 people and three billion pounds a year and know that you are effective? That is the problem facing Don Cruickshank, formerly Richard Branson's right-hand-man at Virgin, as he becomes the first chief executive of Scotland's Health Service (Chapters 12, 16, 18, 20.)

Magnificent Mouchoirs Two City whizz-kids leave their lucrative jobs to set up their own business making and selling designer handkerchiefs. We follow them as they learn, by experience, how to transfer their skills. (Chapters 3, 17, 18, 19.)

Seconding the Best What can organizations learn from each other? Esther Roberton runs a placement scheme for industry and education, we watch teachers, students and business people cross cultural frontiers and find out what they bring back. (Chapters 1, 6, 14, 15.)


1
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A World of Differences




In the early 1980s I went to see a new programme for fourteen- and fifteen-year-olds at a school in the south of England. For two days a week a group of twenty-five students were taken out of normal classes and put into a ‘special project’ programme under one teacher. He had organized them into television production teams for the term, giving each group of eight or nine young people the task of researching a topic for a seven-minute public education programme, scripting it and shooting it in the studios of the nearby Brighton Polytechnic.

I went along to see the programmes being actually filmed in the studio. Everything was the same as it would have been in real life; the roles played by the students, the tension, the excitement. There was the fifteen-year-old director, the Afro hair-styled fourteen-year-old behind the camera, the visual aids and even a rigged-up autocue made of sheets of paper held in front of Jimmy, the young presenter. Jimmy, I was told, was the shy boy of the class, the silent one; they, the group, had thought it would be good to give him a go at the presenter role. They were allowed one practice run and then one for real. Jimmy dried-up in the middle of the practice in spite of the autocue. Robbie, the young director, a tough-looking character, rushed out from the control room and I wondered what would happen. He put his arm around Jimmy, who was white and very quiet.

‘That was wonderful, Jimmy, quite super. Now we'll do the whole thing for real and you can go right through it. Any problems?’

‘No thanks, Robbie,’ said Jimmy, and went on to give a faultless performance next time through. How many managers, I wondered, would have handled that situation half so well?

On the way back to the school I talked with the group. ‘What are the rest of the school doing?’ I asked. ‘Why have you been singled out for this exciting project?’

‘Oh, the rest, they're in class, studying for exams. They're the clever ones, see? We're the stupid gang, have to be kept out of the way.'


That experience finally convinced me that we try to define intelligence in a very narrow way. Research at Harvard University was, that same year, measuring a whole range of different ‘intelligences’, with names like linguistics, logical-mathematical, spatial and bodily-kinesthetic, and beginning to demonstrate that they could actually be measured and, most importantly, that they did not necessarily connect with each other. Maybe the Greeks were right when they spoke of different ‘faculties of the mind’.

Forget the technical names. Remember only the key fact that intelligence has many faces which do not necessarily connect with each other. We can be intelligent in more than one sense. My own working list has seven different types of intelligence.







        

	Logical

	– those who can reason, analyse and memorize.


	Spatial

	– the person who can discern patterns in things and create them.


	Musical

	– those who can sing, play or make music of all sorts.


	Practical

	– the person who can pull a carburettor to bits but might never be able to spell the word or explain how they did it.


	Physical

	– the footballers, athletes and dancers among us.


	Intra-Personal

	– the sensitive people who can see into them-selves, the quiet perceptive ones.


	Inter-Personal

	– those who can make things happen with and through people.






There may be more – communication skills may be a combination of inter-personal and logical or they may be an intelligence in their own right. Problem-solving, too, may combine the practical and the spatial or may stand on its own. The precise list is not important. What is important is the possibility, I would say the probability, that everyone is intelligent in some way, if only we could recognize it.

It is the tragedy of much of our schooling that we are led to think that logical intelligence is the only type that matters. Any observation of our friends and colleagues in later life will prove that the other intelligences are at least as important, if not more so. Indeed, all the intelligences in my list are recognized by teachers but too often all, except logical intelligence, are grouped together as out-of-school activities – in other words, marginal. We should train ourselves to not ask ‘How intelligent is he/she?’, but ‘Which intelligence does he/she have most of?’.

Many of the chapters in this book will emphasize the importance of having the right mix of people for each situation – of understanding the other person as well as yourself and of treating people as individuals rather than as identical clones. To say that people are all different is, perhaps, a blinding statement of the obvious, but all too often it is forgotten. We assume that everyone will react in the same way, that they are all like us or, sometimes, that they are all quite different from us. In the short-term, life gets much simpler if we can fit people into boxes: ‘That's a British football supporter’ (and therefore a hooligan); ‘He's a tax inspector’; ‘She's a teacher’; even, too often, ‘She's a woman’, or ‘Well, a man would say that, wouldn't he?’. We are all great stereotypers.


William was at university, clever, talented and articulate. He dressed fashionably which meant that he had his hair in a pony-tail, wore baggy black trousers, a black sweater and bulky, shapeless shoes. His parents encouraged him to join them and their guests for dinner one night when he was at home. His look of dismay and contempt when he saw the two grey-suited, cocktail-dressed couples enter the room was obvious, as was his silent, sulky demeanour during the first half of the evening. He didn't need to say, ‘What am I doing here with you lot!’, his face said it for him. However, the conversation warmed up and William joined in. His radical views turned out to be less radical in some ways than those of the guests. He began to warm to their wit and their arguments and they to him. They left late.

‘Did you enjoy it?’ asked his parents.

‘Yes, I did,’ he said, once I got behind their appearance.'

‘That's exactly what they said about you,’ his parents replied. They thought you were a lout until you started to talk!'


People are different. We each have our own personality and peculiarities but, in some way, we are all intelligent. The positive assumption is that everyone can be useful and productive somewhere or somehow; that the differences are useful. The negative assumption is that differences make difficulties and that the more we can flatten down the bumps, smooth the edges and get people conforming, the easier life will be.

Getting organized used to mean getting rid of differences: nowadays it means using them. This may sound trivial but it matters enormously when it comes to running a business, an office, a school or even a family.

A family of differences means that the children are encouraged to develop their own personalities and talents and not simply follow in the footsteps of their parents. A school of differences wants every student to have their own development plan, their own course of studies and their own personality. A business of differences recognizes that talents mature at different ages in different people, that different ways of working suit different groups. The sales department is unlikely to want to mirror the accounts section or vice versa. A whole society of differences accepts that there are many kinds of success; that class, or where you were born, is of little relevance to anyone else, that what you wear or how you live is your own concern provided it does not offend your neighbour.

Such a world of differences can easily degenerate into a selfish egocentric world of ‘I'm all right Jack’ attitudes. The challenge of getting organized lies in uniting these differences into a common cause. It is easier, without a doubt, to run an organization where people are like robots; where everyone is a number, conditioned to obedience. It is easier, but also more dangerous, because it puts all the responsibility for planning the organization, for its strategy and its survival onto the shoulders of just a few people and, in turn, on the people who have been reared in their image. People grow old and the world changes too fast for that to be a safe strategy. It would be a rash grandfather who tried to predict the right career for his granddaughter. Wise grandparents and wise organizations cultivate the differences and then seek to mix them fruitfully. This is now the secret to getting organized.

Many years ago I worked for a while in what was then the British colony of Sarawak. Until ten years before it had been literally owned, and administered, by an English family called Brooke. I was impressed, I remember, as I travelled around the country to see how much all the older district commissioners and senior government officials resembled each other. I was told later that the old Rajah' Brooke had a simple but effective way of recruiting people to serve on his estate before the Second World War. The first prerequisite for appointment was that they had been educated at any of the public schools in the West Country – this was the background of the Brooke family and therefore provided a kind of tribal bonding Secondly, they must be over six foot tall (the Dyaks, the native people of Borneo, were small and would, it was thought, be impressed by their taller rulers). If they met these preconditions they were invited to dinner at the Savoy, given two strong drinks before the meal, wine with it, and two strong drinks after it; if they could then maintain a civilized conversation and walk unfalteringly to the door at the end, they got the job (the Dyaks mixed a powerful drink which local manners required one to drink and remain unaffected by).

The story may well be apocryphal in its details, although they were indeed all tall, hard-drinking country-gentle-men types when I was there. However, it exemplifies the homogeneous style of organizations in those days; ‘Get them as much like you as possible, that way you know where you are.’ This is certainly true but the organization may not necessarily survive as a result.

Sarawak was ceded to the British Government in 1946.


When trying to get organized it helps to know what some of the differences in people may be. The obvious ones: male or female, short or tall, young or old, may not be as important as they used to be or as crucial as the less obvious differences such as the nature of one's intelligence.

Some of the more interesting but less obvious differences show up in our attitudes to life. There are, for instance:

ORIGINS AND PAWNS

This was a distinction made by a researcher called de Charme in the sixties. An Origin is a person who feels that they are in charge of their own destiny, that what they are doing is of their own free choice. They think carefully about what they want, are aware of their abilities and limitations, and choose their goals accordingly, ruling out those that are too risky or too easy.

A Pawn, on the other hand, is a person who feels that someone or something is in charge of their fate. They do things because it happened that way, or because they were asked to. Pawns, therefore, do not plan their lives or their actions very deliberately; rather they hope that lady luck will smile on them. Often she does. When she does not, they simply write it off and get on with the rest of their life, content to float on the waves of existence.

Organizations of all sorts need both Origins and Pawns; all Chiefs and no Indians makes it very difficult to get organized with everyone trying to take charge. On the other hand, too many Pawns tends to mean no initiatives, no change and therefore no progress. Remember, it is not all bad news being a Pawn; Pawns may be intelligent in any of the different ways listed, they may be very competent and very diligent – they just do not want to take charge of the future.


TYPE A AND TYPE B

This distinction was made by Friedman and Rosenbaum, two other researchers. Type A people, they said, were characterized by ‘extreme competitiveness, striving for achievement, aggressiveness, haste, impatience, restlessness, hyper-alertness, explosiveness of speech, tenseness of facial musculature and feelings of being under the pressure of time and under the challenge of responsibility’. Type B were more laid back in every way, more calm, less enthusiastic, less aggressive – often more pleasant to be with! There have been studies which linked extreme Type A behaviour with known risk factors to health such a high blood pressure, high cholesterol, high levels of uric acid, smoking and lack of fitness. However, it is very difficult for Type A people to become Type B people or vice versa; you are what you are, and organizations, once again, need both.


THE HUMOURS

There have been many attempts to categorize personality types, but sometimes I feel that we have not got much beyond the four humours as described by the ancient alchemists. Here are their traditional divisions (with some modern translations):







        

	Melancholic

	– moody, anxious, rigid, sober, pessimistic, reserved, unsociable, quiet.


	Choleric

	– touchy, restless, aggressive, excitable, changeable, impulsive, optimistic, active.


	Sanguine

	– sociable, outgoing, talkative, responsive, easy-going, carefree, lively.


	Phlegmatic

	– passive, careful, thoughtful, peaceful, controlled, calm, even-tempered.







All of us have aspects of each of the four humours in our personality, but the ancients were probably right in thinking that we have a general tendency towards one.

It is always tempting to try to make the world in your own image; to shape your children or your work group into images of yourself. This is not only hard, it is also usually wrong. Instead, we must learn to delight in the differences, even though it may be hard to watch our children choose different lives and attitudes and values than we chose ourselves. However, there is one thing I know to be true: it is easier to delight in the differences and to make the most of them once you know what they are and how to recognize them.
Some questions for thinking and talking about

Getting organized requires that you make the best of the differences. Start by classifying yourself and your family or work group according to the list of intelligences.

1 Do you agree with the list? Cross out any you do not recognize. Add any you think should be there. This is your list, not anyone else's.

2 Give yourself points 1 (low) to 5 (high) on each type of intelligence on the list. Do the same for the other members of your group and add up the totals. They may well add up to roughly the same, demonstrating that most people are equally ‘intelligent’ but in different ways.

3 a) Look at the work that you do, and the roles that you perform. Are you doing the things that you are best fitted for?

b) Now do the same with the people you are responsible for at work or at home.

4 If you or they are not doing what you are best fitted for, what can you do about it?

5 Which of the other ways of describing differences do you find useful? Can you categorize yourself?
“Newly appointed to head my oil company's marketing division in Sarawak, I was twenty-five and eager to prove my capability in my first command. Sarawak is part of Borneo, as big as England, but with rivers instead of roads, rivers which the native Dyaks use as their highways in canoes powered by outboard motors. My company sold them the petrol for the motors.

I was amazed to discover that all the petrol was delivered in drums up hundreds of miles of river. Very expensive, I reckoned. It would be much cheaper to put in some bulk tanks at the main towns and supply them by petrol tanker.

I got approval from Head Office and installed the tanks at the end of the rainy season, chartered a petrol tanker and filled them up. I had, I have to admit, noticed smiles on the faces of the villagers as the tanks went in but I assumed that that was just wonderment at
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