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Key Messages from this Book

1. There’s no point in trying to grow your business if you are currently busy doing the wrong
things. You won’t have time to adopt new approaches. Begin by reducing wasteful
behaviour to create the space to grow purposeful behaviour.

2. People like doing lean, fixed systems or efficiency exercises because it focuses attention
onto processes, which are seen as impersonal, and thus avoids the issue of having to change
your behaviour. Behavioural Waste™ is the largest hidden cost that businesses fail to
account for.

3. When people talk about culture, they don’t realise that they may have already chosen to
fail because talking about the culture of an organisation doesn’t help solve the problem of
what in particular, needs to change. The real cultural issue is everyone’s contribution to the
accumulated Behavioural Waste™ that is collectively strangling your purpose. If you have
purpose that is meaningful, you can empower people to say “no” to futile, wasteful working,
and to innovate usefully.

4. Behavioural Waste™ is parasitic. The old Parkinson’s Law quotation that work expands to
fill the time available for its completion is only partially true. In reality it is unchecked
Behavioural Waste™ that expands to cripple meaningful purpose.

5. When people understand their own Behavioural Waste™, as well as the consequences of
that Behavioural Waste™ on other people’s behaviour, and begin to control and reduce it
then new capacity for growth begins to appear and people have time to consciously think
and to innovate.



Preface

“It’s only 15 minutes.” It was always 15 minutes.

John was an affable team-leader in a successful PR business. He was always 15 minutes late
for the regular bi-weekly team meetings. The company was performing well in an extremely
competitive environment, so what difference could his 15 minutes of lateness make?

Here’s the difference: John’s lateness had several domino-effects upon everyone else’s
performance. The first domino-effect was that the 12 other members of the team each got
to waste at least 15 minutes because they still got there on time, which totals at least 3
hours of unproductive time per meeting or 6 hours a week, making around 300 hours a
year. Based on a 40-hour week, this equates to over 7.5 weeks of lost time. If we calculate
the cost of John’s 15-minute people lateness based upon a nominal salary rate of £50 per
hour, it amounts to £15,000 or $24,000. The second domino-effect occurred when people

"

worked out that the “real” meeting was always going to start +15 minutes, and adapted to
this reality by deciding to turn up 15 minutes late themselves which led to John adjusting by
an additional 5 minutes, and coming 20 minutes late, because no-one is ready for the +15
minutes delayed start since they are still coming into the room when he comes in, and so
the real meeting starts to drift, because his habit acts as a virus that infects everyone else’s

ability to work efficiently.

This is a small yet significant example of Behavioural Waste™, or a wasteful behaviour that
reduces performance related to goals connected to purpose. It may seem unimportant at
the time it occurs, but it has a negative impact when it wastefully consumes precious time,
effort and money. What happens in organisations where Behavioural Waste™ accumulates
and becomes embedded in a culture where it is consistently ignored and becomes treated
as part of the furniture? Could it even become a business-critical issue that needs to be
addressed?

Behavioural Waste™ is the equivalent of the well-meaning charity marathon runner who
wears a comical Onesie (one-piece) suit to publicise a cause, except that this runner is
uncritically unaware of the suit they are wearing on top of their running kit and its impact
on their performance. They can’t understand why they are unable to break their 3-hour
target for the race or keep collapsing through heat-exhaustion and dehydration even when
they buy more expensive running shoes.

In reality, the likelihood is that every member of the team will do something each day that is
a wasteful behaviour and is unaware of it. Imagine however, the impact of every member of
the team identifying just one wasteful behaviour that impacts their own and even others’
performances, stopping doing it and replacing it with something that focuses their attention
on adding value to them, to others and to the organisation. Imagine a beneficial domino-
effect of positive behaviours impacting others through doing the right thing, consistently!



Chapter 1 — The Journey: Recycling Behavioural Waste into Growth
Behaviour

“The greatest discovery of our generation is that human beings, by changing the inner
attitudes of their mind, can change the outer aspects of their lives.” Williams James - The
Father of Modern Psychology.

It’s all in the Mind

Williams James’s 1892 quote is still pertinent today. Our behaviours are a reflection of our
attitudes in action. These attitudes are formed by life experiences, which may have been
rich and varied, positive or otherwise negative, but all involving emotions. How we
interpreted and handled those past experiences will determine how we respond to people
and situations today, whether at work, whilst reading a paper, or with our children. Those
experiences will form our beliefs about ourselves, others and the world we live in. From our
beliefs opinions will be formed and played out. Our view of our world and how we live in it
will mirror those beliefs and this sits at the heart of how we behave today. If those beliefs
are largely negative then that is how we will live, and will form the basis of Can’t-Do and
Won’t-Do attitudes that drive our behaviours and influence others.

The good news is that we can choose to modify or change our beliefs, attitudes and
behaviours, and through focused practice over a short time, we will learn how to change.

Our history shows how humans are amazingly adaptable. At work we have to adopt
different behaviours in different situations throughout most of the day, switching from one
thing to another without thinking. We repeat what we have discovered from past
experiences that appear to work well, or copy others. We adapt to different team or
organisational cultures and it becomes part of how we do things. Most people do not
consciously think about the situation they are in, because it tends to become a given feature
that we just know how to operate in it.

Unfortunately, as we will identify throughout this book these habitual working practices are
where we find Behavioural Waste™, volumes of it, which means that there is a significant
opportunity to turn waste behaviour into Growth Behaviours that benefit you and your
organisation.



Culture

Culture is a big word but it doesn’t give us any real clues as to how to change.

A culture is the product of the dominant, shared attitudes and behaviours of its people,
based on what appears to work most of the time. The problem with talking about culture is
that it’s rather like talking about the weather. It’s a conversation that usually leads nowhere
because even if some of us know how weather works and what forms it, no-one knows how
to change it. This can mean that when people talk about working in a negative culture, they
don’t realise that they have already chosen to be a part of that negativity and they
unconsciously reinforce a culture that leads to waste, with their own negative behaviours.
People become trapped into that thought process of “you can’t change anything. It’s just
the way it is. Anyway, cultural change takes years.” And of course that is exactly what
happens. The cynicism becomes a truth.

The parasitical nature of Behavioural Waste™ is commonly ignored in most organisations.
As one of Parkinson’s Laws states, “Work expands to fill the time available for its
completion”. Unfortunately, from our observations, it is the behaviours around the core
work, especially the Behavioural Waste™ that actually expands to fill the unused space
surrounding the key processes for work. If leaders fail to confront, check and remove this
everyday growth of Behavioural Waste™ it continues to expand, to squeeze and kill your
purpose and your business by constraining your ability to work productively.

People fail to see the plethora of opportunities offered by stopping or reducing Behavioural
Waste™ because they think it’s normal part of work. It is only by tackling and reducing
Behavioural Waste™ that energy, resources and time can be released to enable the
identification and construction of innovative solutions.

A key step toward productive work is to construct a meaningful purpose and ensure that
what is being done every day delivers that purpose, directly or indirectly. If the purpose is
being achieved then you are in the area of Growth Behaviours. If not, you can remove the
distractions that slow the realisation of that purpose. The act of defining a clear and
collective purpose gives meaning that enables individual to add value. By building the space
for Growth Behaviours to evolve, it becomes possible to enable and build a more dynamic
and positive culture that leads to better service, increased productivity, or new customers.

The journey in this book

We began by introducing the idea of Behavioural Waste™ in the Preface with the real story
of the leader who used to be consistently 15 minutes late for meetings and whose
behaviour had quantifiable costs in terms of time, effort and money by reducing others’
ability to work productively.
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In Chapter 2, we set the scene for the journey you are about to embark on by referring to
Sutton and Rao’s (2014) work emphasising the importance of removing waste first before
adopting new practices in order to create the space for change instead of adding more stuff
to current ways of working and consequently doing everything badly . We introduce the
idea that personal Behavioural Waste™ leads to cultural Behavioural Waste™ and at the
other extreme what starts out as a positive strategic intention can often lead to rigid
systems and processes whose misuse means they become an end in themselves.

Chapter 3 puts Behavioural Waste™ in the context of organisations whether public or
private. We suggest that such waste is often known about but generally ignored whilst
organisations embark on activities that promise to meet unrealistic customer expectations
that they cannot hope to achieve such as in transport, Policing or the NHS.

The powerful idea of a personal behavioural map is introduced in Chapter 4 and a
comparison is made with the London Underground Map that enables people to identify
where they are, where they want to go and the direction they are travelling. We call our
map the Mind Fit Map® and it performs the same function for people within the context of
behaviour. Unless you are aware of where you are on your behavioural map in different
situations you may find that you are travelling in the wrong direction, which leads to more
negativity. We also explore the 3 attitudinal states at the extremities of the map namely,
Can’t-Do, Won’t-Do and Can-Do.

Chapter 5 focuses on Behavioural Waste™. We give some common examples of waste
behaviours that people regularly play and introduce the sources of those behaviours in
terms of “Gaps” and “Traps”. Gaps are the differences between what systems and processes
are supposed to deliver and what organisations actually get. Some examples of Gaps are
provided that include the Predictability Gap, the Change Management Gap and the
Engaged/Disengaged Gap. All may be linked directly to the business strategy however, when
such failing systems and processes become dominant, the gaps between actual and
preferred outcomes quickly widen when the management of work processes becomes more
important than the original outcomes they were designed to deliver.

Traps are internalised beliefs that we uncritically accept as true without checking them out.
Traps can justify uncritical adoption of Behavioural Waste™ by distracting us from focusing
on activities that deliver the purpose of the business. They include the Performance Trap,
the traps of “no resources” and “no time”: all of which stop innovative thinking dead in their
tracks and can produce powerful Zombie or disengaged behaviours.

We deliberately separate the Knowing—Doing Gap in Chapter 6 because it is so wide. For
decades knowledge training and trainers have dominated the people development arena
with the belief that by providing knowledge, related to soft topics such as leadership, it will
change behaviours and delivers results. The overwhelming evidence is that it does not and
we have highlighted some of the sources to support our claim. We offer a simple solution to
close this Gap by focusing on developing the desired behaviours first, enabling the learner
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to identify the relevant knowledge for themselves that enables them to become more
effective in their situation.

In Chapter 7 we explore Growth Behaviours and provide several examples showing that
small changes can have big impacts. We discuss how individuals’ complexity means we can
all start from different places or situations and yet can converge at an agreed point. The
growth behaviour journey is a personal one and we each need to take responsibility for
making it. Only we can choose in which direction to travel and to change our behaviours.
Only we can choose to become the person we are capable of becoming and that is achieved
by stopping those negative attitudes and behaviours and starting or enhancing positive
ones.

The idea of Personal Agility appears in Chapter 8, exploring the full definition of Mind
Fitness — “choosing to use our natural abilities to perform to our optimum in different
situations, through Can-Do attitudes and a Winning Mind”. We introduce the idea that if any
of us are going to perform to our optimum then we need a reason for doing so — a clear
purpose. Examples of some simple yet effective organizational purposes are shared. We
look at the myth of talent and how if we are going to improve in anything that we choose to
do we need to apply focused practice as with driving a car, handling new technology or
leading people.

Chapter 9 introduces the Performance Cycle as a means to ensure that what you practise
does lead to the desired improvement. We emphasis the importance of self-awareness, self-
control, focus and feedback not only in what we do but also in how we think and feel, our
drivers and how we connect with other people. We use golf as an analogy for identifying
where we should focus.

Chapter 10 passes the baton over to you. If you are serious about changing your attitudes
and behaviours then we offer two methods that you can use to self-assess. The first is
opened out in the chapter and the second is to use the Mind Fit Self-Assessment APP, which
is free. You can download the Mind Fit Self-Assessment APP, which allows you to record
your response to different situations enabling you to build up your attitude and behavioural
profile. Through self-assessment awareness is increased, which gives you the information
that you need to begin change.

We hope you enjoy the journey.

Would you like the whole book?
Just click here
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