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Executive Summary

Change is not about change, it is about choice, leaving a bad place for a good place, or indeed leading a good place for a better place is a perfectly rational choice.
Choice is therefore about decision making and weighing up the pros and cons of why we should change.

Added to this decision making process is the assessment of making choices in minimal risk situations then  the  concern when making a choice includes safety.

 If the Environment is safe and the consequences of our choice is ‘safe’ then the change to a  better place is so much easier.

This is called Risk assessment.

The decision making process is two fold, firstly  what mechanisms are we employing when we decide, and having decided is it safe for us to put our choices to the test?

The essay concludes that the motivation for change is much more powerful when there is a choice, and choice is a much more empowering and self analytical concept than change which may just be seen as bad in itself. 

This principle of an ‘Umbrella’( protective) environment in which to make these choices is an overarching principle.
Change

Introduction
We cannot start off with the premise that change is for the better, the laws of unintended consequences are too complex.(1) for this to be so.
The question that is often asked is why therefore choose to change in the first place, as often preserving the status quo and conserving what we have got is often the ‘safer’ alternative.

Barack Obama ran his own 2008 presidential campaign on one word –‘Change’ (2) and today he still has this firmly in his political Agenda.

In truth we need to examine this deeper, if we go back to our Ancestors and their instinctive hard wiring then  the flight or fight response is typical of our reaction to change, especially when it threatens the status quo and our comfort in the knowledge that at this moment  we have enough to eat and the cave is nice and warm .
We then develop rituals and taboos that protect our self interest and we have notions of what is good, or clean and what is bad or ‘taboo’ (3)

Add to this mix the Freudian (4) view of pleasure and pain as motivational factors,  then at it’s best there is a simplistic answer as to how to implement change- you simply create a pleasureable environment whereby individuals or groups feel that by changing, they will gain something..

If the only way that change can occur is for betterment, then how do we achieve this without the law of Murphy (5) occurring and ,going back into motivational behaviour theory, how can we persuade people to change and make a choice between staying where they are and moving to this ‘better’ place.
So change is not about ‘change’, it is about ‘choice’. i.e decision making

Decision Making

There is a continuum of decision making based on certainty, i.e it is definitely raining so I had better take an umbrella, to uncertainty, it is not raining now, but may do so in the (near) future so I had better take one.

This is a simple choice, to carry the umbrella or not, to put up with the discomfort of getting wet or not. To put up with the hassle of carrying an umbrella round with me all day when in fact I will be back home before the first shower falls....or not..
Added to this there may be a  cost involved as you may in fact not own an umbrella in the first place , you can see that  simple decision making is fraught with choice..

Let’s also say that I will be wearing a very expensive coat and that by getting it wet I will ruin it completely beyond repair -all of a sudden  the stakes  are raised in the umbrella question. 

However, If  someone  (my manager) can give me an umbrella for free and wouldn’t mind following me around all day on the off chance it may rain, that would be a really good outcome and I wouldn’t have to worry about getting my expensive coat wet.
If someone (My Manager) was also to tell me that there is a low probability of rain, but if it came then it would be a real heavy downpour, and even then a bigger Umbrella would be required, then I am safe in the knowledge that the environmental conditions are acceptable and safe..

In the above example you can see there are many variables, however there are some even more basic rules at work here in decision making and we should look to the Managing or Sponsoring thought, what motivates our decision making?, fear or love?(6)
In the Umbrella question it is the fear of losing the coat, which is the rationale in the subordinates mind, In the Manager’s mind it is the ‘love’ of creating a stable friendly environment so that individuals feel secure.. It is the love of comfort that drives us, so in some respects the fear/pain/taboo analysis is in constant counterbalance with the love/pleasure and cleanliness analysis.

Also subordinates may require environmental conditions that promote change without fear of getting wet, so the overarching  provision of an umbrella, or indeed any protection is seen as a prerequisite for change, and the maintenance of a safe environment in which to exercise the choice of change without bad things happening . 

What is a ‘Safe’ Environment?
If we take the basic premise of the fear/pain/taboo being ‘bad’ and the love/pleasure/cleanliness being good, then how do we make good or bad environments?

How does a  Manager influence those around him so that they make  a decision to change in the way that the Manager requires and how are the benefits of change communicated with safety as an overarching principle ?

If we take the Umbrella example, it is the Managers responsibility to show his subordinates that he will actually provide the subordinates with the umbrella if they need it. How a Manager comes to that decision himself is part of his ability to safeguard his subordinates  and make their own decision making processes easier, this is done partly by example and partly by consciously creating safe environments for working together .

At it’s simplest level   this Managerial decision making  comes down to ‘ ‘Intelligence’ and it’s application puts the  Manager and the individual person in a position where good and bad are identified and measured, either subconsciously or consciously and the relevant choices are weighed up (7)
The Intelligence map (8)
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BY recognising  how decisions are made based on ‘intelligence’ means that non threatening behaviours/decisions/or environments can be made safe.

Self Intelligence- The Managers own 
Maximising potential  and staying there is a combination  of knowing yourself, your strengths and weaknesses and passions. Identifying these in others and promoting   strengths and supporting  weaknesses,-in short leadership of self and others.. 

Above all behave ethically, Behaviour and change in others can be achieved by showing exemplary behaviour .. Inconsistent behaviour will cause unrest - this dis-ease will manifest itself in inappropriate behaviour in others. 

Visibility and visible ethical behaviour builds trust. Openness leads to a shared sense of reality and will allow Managerial goals and subordinate goals to stay aligned.

This honesty and openness even comes down to admitting to others  what your weaknesses are so that energies can be channelled to support those areas that require it.

Managing the talents of others and being in the company of others ‘intelligence’  ensures a ‘feel good’ energy level and a bounciness that comes from other peoples motivations, i.e all working towards ‘good’ rather than ‘bad.’

Constantly re assessing the Managerial direction is essential, if the basic decision making environment does not work anymore then being in Denial will not help.
There has been many instances of inappropriate business decisions fast  becoming extinct through denial and subsequent inaction.

Every decisions has two components in it’s model ;the core and the augmented.

Inevitably the distinction becomes blurred over time, knowing that the core has moved and that the augmented is now the core  will enable resources to be allocated more efficiently (9), in a dynamic environment it means that the Manager has to constantly reassess the dangers and communicate openly to others when  new ‘Intelligence’ comes into play and at it’s simplest level the Umbrella needs to be put away and replaced by a parasol.
Environmental Intelligence
In a managerial setting  this  means  information.
Regular monitoring of the key barometers of the decisions making process should be undertaken, these can range   from the weather forecast and the likelyhood of rain, supply of tea bags to Sales per month, Cash in the Bank, or Pipeline orders, whatever measure is employed make sure it is timely, accurate and reliable..

At some point in the course of decision making there will come a time that calls for a degree of sophistication  in the  Information requirements
Reams of paper have been devoted to what is a good or bad information system.

A Manager will know instinctively what levers to press when the Information systems throw up anomalies.

Environmental  Intelligence is vital to identify early on appropriate safety nets ( umbrellas) and feedback loops will be in place that turn the temperature down or revise Sales Projections..

Whatever the degree of sophistication required of Information systems, sight must not  be lost of these Key Indicators.

Environmental Intelligence needs not only to be rationalisation of things past (Management Accounts) but also a predictor of future Environmental  Events (Sales Pipeline indicators) 

People need to be receptive to new and challenging information and others need  to acknowledge they misunderstood, or plainly got it wrong without fear of reprisal.- mistakes do happen
Emotional Intelligence (10)
People have different world views.

However, focus should be maintained and not deviate from the path without communicating so that direction is maintained and that individuals feel ‘comfortable’ with their choice.  ,i.e there is an umbrella here and it is advisable to stay beneath it, since if you go out from under it’s cover, you will get wet, however, I have gone from underneath the umbrella and found out to my joy that it is no longer raining and I must communicate my sense of excitement to others.
The rReverse is true, if it is still raining, I have imply got wet and made a mistake and therefore should admit my folly to others

Managers themselves can possess a level of Self Intelligence and  can be technically adept at key skills but they need to learn about people’s emotions.

Learning to trust other people to do a ‘better’ job and providing re assurance is a key skill.- forgiving the transgressors for getting wet would be a start!
Managers require the ability to ‘resonate’ with subordinates and explain decisions in a non threatening way. If the subordinates are receptive to a style of decision making that is  reflective rather than instinctive, then develop an instinctive, non procrastinational style of thinking. If the subordinates have a collective ‘style’ a manager should reflect this style in the decision making process.

If decisions turn out to be bad, then reflect or rationalise the group response and alter accordingly., if a bad decision is made, this reflection will lead to a  better decision afterwards
Daniel Goleman (10) has explored the area of Emotional Intelligence in great depth . If decisions are made in this quadrant, an antennae to catch the prevailing mood swings and personal issues surrounding you is crucial. People will sense intuitively when people are developing dysfunctional habits, either individually or in Groups  

 Recognition that idiosyncratic strengths and weaknesses can be blended into a synergistic whole is a start, but constant monitoring of team behaviour is paramount.

Managing creative tension is the positive aspect of team performance, avoiding slipping into the dark side takes real skill and knowledge

There will be times when teams go into  a  ‘bad’ or toxic environment  because the group task is beyond there capabilities and the reversion to type when under stress leads to dysfunctional behaviour. Managers need to be aware of this and the propensity to assume that the square peg task always accommodates the square pegs at his disposal means that the early warning signs are not easily noticed.
Teams fail to accomplish tasks for a variety of reasons, but the a Manager needs to assess the task at hand and whether the Team will perform effectively or teeter into toxic meltdown as a result.

This will not be the safe environment that the manager requires. 

Once the Team has reached this point, a whole level of mistrust creeps into the team and they can never reproduce the synergies they once had because the fear of meltdown pervades. Allowing this to happen is plain bad management- both on the part of the Manager  and the Team who have consciously (or unconsciously) jettisoned the idea of being in a safe place, the environment is now more threatening..

It is a fine line between comfort and harm , the distinction comes down to leadership and probably a rationlaisation of why the Umbrella is there in the first place.
Sure signs of responses to a harmful environment (11) include

Procrastination

Threatening behaviour

Defensive posturing

Silence

Pairing
Inaccurate perceptions

Lack of Respect

To avoid this happening the Manager  should constantly monitor the visible ( and often invisible) signs of behaviour and not just the results of the team task but also how these results were achieved and the behaviour displayed.

Toxic meltdown is an unsafe environment and can set fire to the Umbrella  .
Where conflict is involved the Manager must provide a resolution to avoid dissonant behaviour becoming inbred, and ambient fear becoming the norm. .

Political Intelligence

Politics is the art of getting things done either via power or persuasion, in some organisations, the predominant style of decision making is via this method and conversations outside formal meetings and pre meeting meetings often have a beneficial effect on smoothing the decision making processes. In any environment  there can be  ’good’ politics,  conversely there can be ‘bad ‘ politics..

The Political consequences of any decision have to be managed. 

This starts from the decision originator- if there is an insistence on clear open transparent decision making and effective communication then the undercurrent of Political behaviour can be channelled to the good.
Reading the Political landscape, and indeed setting out the boundaries is key.
Politics is an interweaving of information, value judgements and often just plain moodiness throughout, it cuts across authority levels and quite often can promote ‘fear’ thorough ignorance.
Allowing  time to listen to comments and clues again is an example of promoting safe environments.
Managers who are effective decision making operate on two levels.
Firstly, constantly monitoring behaviour and ensuring compliance with the decision

Secondly counselling and directing strategy.

The line between Executive and Strategic is very fine and can lead to misunderstanding of allotted tasks if the rules of Engagement are not clearly communicated..

The worst case of this would be where the Manager, in frustration, does the allotted` task all by himself just to prove a point, thus ensuring that the subordinates have not allowed change into their world and therefore this pattern will replace itself and change only happens when enforced, further driving subordinates into more entrenched comfort zones.
Managers should promote the concept of Political  learning (12) by setting leadership agenda which influences the way Political energies are channelled. E.g
Set direction, clearly show people the size and purpose of the Umbrella and set out the mission
Political insights gained from  bad decision making need to be assimilated , understood and not repeated.
Power plays

Managers should realise that they are in a position of power and that people will be motivated to copy  behaviour.

Without motivation there will be a  lack of comfort this is because there is  no incentive to perform tasks to a high standard or complete them on time. It is therefore important that there are some carrots available for the choices people make ( usually  expectation of more money)
Lack of motivation is a key source of poor decision making
 

Everyone is motivated by different things and a majority of these factors are not always money orientated: instead people may react more effectively to incentives that offer personal recognition and achievement. In which case, you should determine what motivates individual people and further determine whether a financial or non-financial incentive is the solution.

 

There is a fine line between factors that motivate  and factors that prevent job dissatisfaction. the first step is usually an *acceptable* wage that they can live on.

Beyond money there are other non financial rewards that motivate, managers need to tap into the psyche of the person that requires motivation (including themselves) and work on a reward system accordingly

Whilst Maslow(13) has tended to be discounted over the years, seeing choice as a tool to move up the hierarchy of needs is a good place to start.

.

Conclusion

So, do Managers always provide the right circumstances (umbrellas) where change can happen and people are free to exercise choice? 
The answer quite often is ‘it depends’.

The purpose of the Intelligence map is to see what part of the decision making world People inhabit and realise there  are several processes at work when choices are being made..
By constantly reviewing the intelligence map the Everyone can have a mental checklist about their decision making and can find  direction and focus by using the right mix of intelligences to make the right choices.
Communicating  change to the relevant personnel and providing conditions to encourage the analysis of choices is essential . 

By identifying what sort of ‘Intelligence ‘ is being used to promote the decision making process, then further review of other parts of the map may mean a better decision is taken and  directional resources, time and energy can be applied to those areas that are most needy. Ensuring there are umbrellas in place to protect everyone from the bad stuff and sharing this with others is part of this choice process 

The Intelligence map is dynamic, what the prevailing   ‘weather’ conditions are today and the location will have changed from yesterday, as will the size of the  required Umbrella, or even a change of mindset to Parasol .
To implement change the default position should be a choice to move towards the ‘good’ and away from the ‘bad’, or the move away from the ‘good’ to the ‘better’.

In some ways this is going into a more paternalistic style of management , and the provision of needs by a senior figure is the desired mindset of subordinates who will quite happily choose to go outside their own comfort zone  if they know that it will be a safe environment..
In the final analysis the answer lies in not just what is achieved but the environment in which it is achieved.

Creating  a sustainable and workable Intelligence map to achieve the short and long term position  is important, the measure of  success  in this area is how easy it is to implement change because  a safe environment has been created in which to enable a choice to explore new concepts without the fear of getting wet , or indeed drowning, or overexposure to sunlight.

Choices that are  pleasureable and good and will move with you forward.

People will choose for themselves, and it is a managers skill and Intelligence that will keep the big outdoors safe and enable people to move about and interact without fear of getting wet., In short allow people the choice of change and not impose it...
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1 The Laws of unintended consequences see

http://www.theregister.co.uk/2005/01/21/unintended_consequences/
2 quote from Obama’s website
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3 Best anaylsis of this is Mary Douglas whose work ‘Purity and Danger’ analyses why we surround ourselves with notions of cleanliness and taboo, basically these are survival mechanisms.

M Douglas - 2002 - books.google.com
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6 Sponsoring thoughts- for a further exposition on this see ‘Conversations with God ‘

  ND Walsh 1996 
7 See ‘Risk’

Dan Gardner

Virgin Books

Isbn9780753515532
8 The Intelligence Map, purely my own creation  see 

www.lenejones.com /essays/ what makes a good CEO?

9   Theodore Leavitt- The Marketing Imagination

10    Daniel  Goleman Emotional Intelligence: Why It Can Matter More Than IQ
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