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Welcome to this issue
- our second since our new Council was elected.
Within our usual report from the Council, we let you know about our
activities on your behalf, and we follow that with an update about a
school in the UK successfully operating the TA Proficiency Award for
Children & Young People .
This is followed by a report about EATA Council Meetings, provided by
the UK Delegates Lynda Tongue and Cathy McQuaid.
Next we have a Book Review of The Ego’s Code, which is written by
IDTA Treasurer Clayton Ainger and focuses on a different meaning of
the term Ego than that usually used within TA.
Finally, we have yet another extract from the workbooks that Julie Hay
provides for the workshops and webinars she runs with colleagues for
students seeking CTA and/or MSc—this time on Problem Solving, based
on the discount matrix, and prepared for a group in Egypt.
And as usual, on the back page of this Newsletter we give you contact
details for those with specific roles.
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Report from IDTA Council
Council Meeting
The newly appointed Council met for the
2nd time across the lunchtimes of 12 and
13 September and were able to cover a lot
of business. Our next meeting will be an
online arrangement during October so feel
free to send us any ideas or questions for
discussion then.

Marketing Committee
The Marketing Committee, chaired by
Susan Botfield, have been hard at work
developing a Marketing Plan for IDTA.
We have decided to run tweet fests, and
accordingly invite all IDTA members to let
us know whenever they have items that
could be tweeted, such as workshops to be
run, books published, etc.

We also decided to set up LinkedIn and
Facebook pages for IDTA. We considered
having some online discussion groups but
experiences of these run by others have
made us cautious because sometimes the
quality of TA theory within posts is not as
good as it could be and we do not want it
to be seen that IDTA is endorsing
something inappropriate; we will therefore
continue considering how to moderate
discussion groups if we decide to start one.

Practitioner Register
We have decided to start a Practitioner
Register that will include IDTA members
who are offering coaching, counselling,
training, etc. The current Professional
Register tends to have only CTA and P/TSTA
entries and we would very much like to
publicise the services of members who
have not yet reached the CTA level of
certification. We propose longer term to
use the ICDTA Certificate (which also serves
as a foundation level for the MSc) as a
suitable indicator. In the meantime, we

will be devising a process by which we can
assess applications until such time as more
IDTA members have attained the
Certificate. Look out for an announcement
on this during the next few weeks.

DTA Community Gathering – online
We have decided to organise an online
conference to take place sometime in
January 2016, to be entitled the DTA
Community Gathering. We are now
planning this and expect to provide further
announcements very soon.

TA Proficiency Awards
The new National Coordinator for the TAPA
in the UK, Mary Tobin , reports on page 3
on the successful conclusion of a UK
programme that led to 12 students
receiving TAPACY badges and certificates at
their school speech day—and some very
gratifying comments endorsed by the head
teacher about the changes that had been
seen.
An article about the TAPA scheme as a
social action initiative, by Julie Hay and
Ulrika Widén, has appeared in the July
issue of the Transactional Analysis Journal.

ITAA Affiliations being discussed
We have expressed a strong interest in
being involved in discussions that ITAA
have proposed as part of their wish to seek
affiliations with other TA associations.

Eric Berne Archive Project
IDTA has made a donation to the Eric Berne
Archive project, which has been set up to
arrange for Eric Berne’s professional
papers/archives to be held online at the
University of California Library in San
Francisco and hence available for access
free for everyone around the world. The
project has its own website at http://
www.ericbernearchives.org, where
personal donations can also be made.
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TAPACY in the UK
Mary Tobin, the TAPA National Coordinator
for the UK, reports that in July 2015 St.
Andrew’s School in Bedford celebrated
their annual end of year prize-giving and
for the first time the celebration included
12 girls who received a TAPACY award.
Afterwards, Liz Jackson, the IDTA member
who did the teaching, said “The real
demonstrations of understanding and
application are often in ways which can’t
always be quantified.”
Some time before the school speech day,
the girls with Liz and some other teachers
had held a party where lots of strokes were
openly given and received. They ate a
windows on the world (life positions) cake
and ego state biscuits which they had
made.
The evidence presented for the Awards
included statements form Liz, confirmed by
the Head Teacher of the school, about the
changes that had been seen. The girls
learned about the positive/negative
aspects of ego-states and therefore were
able to be more flexible in their approach.
Most of the girls identified that they had
spent much of their time in Adapted Child.
This meant they had either fitted in with
others too much or become rebellious.

When the girls realised, through their TA
learning, that they had a choice about how
to behave in future, they were less likely to
follow others down unhelpful paths. Many
pupils who had found it hard to speak up
for themselves learned to become more
assertive, while pupils who had been more
dominant learnt to be more considerate of
others.
The affirmations they were given by other
pupils and adults for this change to positive
behaviour helped to raise their self-esteem.
Lots of work was done on the drama/
winner’s triangles and strokes, enabling
pupils to ask for what they needed in a
positive rather than gamey way. They also
learnt to recognise their triggers and
respond more to positive strokes which in
turn helped to increase their self-esteem.
(you could say an upward instead of a
downward spiral).
Overall, while pupils already recognised the
impact others had on them, they came to
realise the impact that they had on others.
Learning about contracting helped them to
realise that while the school was
responsible for providing teaching they, the
pupils, had to take responsibility for their
own learning.
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EATA Council Meeting – UK
Delegate Report
Lynda Tongue and Cathy McQuaid
This year’s Council meeting was well
attended. There were 3 new delegates (one
shadowing) and one person replacing a
delegate who was on maternity leave. As
well as the delegates also present were the
Chairs of COC (Sue Eusden), TDRC (Laura
Bastianelli) and PTSC, the Chair elect of
COC, John Heath (President of the ITAA),
Robin Hobbes (Ethics Advisor), Marina
Banic (EAP rep), Peter Eichenauer
(Treasurer), Stefano Mandolesi (Proposed
new Treasurer) and Marco Mazzetti
(President of EATA).
There is also a new association BATA
(Bulgaria). EATA now has 7,230 members in
27 different countries and in 43 different
associations.
After the approval of the previous Council
meeting minutes there were a number of
reports. During the introductions it became
clear that a number of national
organisations are having difficulties getting
TA recognised within their country.

ITAA President’s Report
The ITAA membership is now 1000+
members. The ITAA is considering
developing partnerships with interested
organisations for networking purposes.

The President’s Report
1. The renewal of EATA’s membership of
European Association for Psychotherapy
(EAP) has been successful.
2. The new Bulgarian organisation (BATA)
joined EATA in the Autumn of 2014.
3. Peter Eichenauer has resigned as
Treasurer. Stefano Mandolesi has applied
to take over this role.
4. There is a new job description for the
EATA delegates – this was presented to
Council and agreed.

5. Marco has resigned as the President of
EATA – elections were held on Monday and
Krispijn Plettenburg was elected. Krispijn
will be the President elect until September
2015 when he will take over from Marco.

Executive Report
The Executive ran a successful outreach
programme in Sofia.
There has been an internal issue within the
Executive which has now been resolved via
mediation.

Committee/Task Force Work
After the morning group meetings with all
delegates present after lunch on the first
and second day delegates worked within
their own committees. With presentations
made to the whole group during the final
plenary.

Trainers Pool Task Force
There will shortly be a page on the EATA
website whereby trainers who wish to offer
training days may advertise their
workshops. Similarly if a member is looking
for a training workshop they can use the
webpage to find a suitable option. The site
will operate like a market place for trainers
and those looking for training. The website
address will be www.eatanews.org/thetraining-marker-place/

EAP Report
Marina Banic presented some interesting
information about how local
(Psychotherapy) organisations can become
Approved Training Centres with EAP –
there are 3 ways via a University, via an
Institute or via a National Organisation that
organises training. It was suggested that if
a National Organisation is having difficulties
having their training/TA/members
recognised by their local government and
the EAP rep can ask for EAP to liaise with
the government concerned.
EAP have a journal available and are hoping
to have one issue specifically focusing on
TA research in due course.
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Book Review: The Ego’s Code
– Understand the Truth
Behind Your Negativity!
Clayton John Ainger (2015) St Albans,
Herts: Panoma Press 199 pages £15.99
© 2015 Julie Hay
A new book from a member of IDTA
Council!
Although this is not a TA book, and Clayton
uses the term Ego to mean the “… part of
your divine Higher Self [that] detaches to
form your Ego Self. The ratio is normally
about 99% to 1% respectively depending
on your soul’s journey. Your Ego Self then
becomes imprinted with all the lessons you
need to learn associated with the traumas
of your past.” (p. 72), it covers a number of
ideas that fit well with the philosophy of
transactional analysis. He also introduces a
great ‘donkey bridge’ for ego of Expand
your Greatness Out.
Having provided an introduction that tells
us we can read through, dip in or do
anything else we wish with the book,
Clayton goes on to explain runes as
symbols with specific energy and meaning
to help you in life and power animals that
are helping spirits similar to Guardian
Angels. He uses these at various points
later in the book when he provides
exercises for working through. He also
illustrates why the book will be so useful
for dealing with negativity by giving several
examples from his own life, concluding by
commenting that “the combination of your
negative self-talk, thoughts, feelings,
actions, behaviours and emotional wellbeing highlight the key that will help you to
understand and decipher their meaning so
that you can eventually live an Ego free
identity. This is called the Ego’s Code. (p.
XIX) (italics and bold in original).
Clayton goes on to write about the six
degrees of separation that mean our

behaviour directly or indirectly affects
every person on earth, the butterfly effect
or how small changes have big impacts,
and your internal flame which contains
your goodness, greatness and positivity as
well as your joy, passion, love, kindness
and divinity within you. Working against
these positive elements will be your
negativity, which he defines as echoes or
whispers of your past, including previous
lifetimes, and emphasises that spiritually
this is energy that needs to be released or
transformed as you move through your
learning journey in life. To do this requires
that we become aware of the unconscious
stories we tell ourselves [rather like the
injunctions and drivers within TA] and
Clayton suggests the use of mantras of
positive messages about ourselves e.g. “I
am always me; it is safe to be me!” (p. 36).
A brief introduction is included about
biology and science, with some easy to
understand diagrams of what happens
within the brain, an explanation of the
source of “cells that fire together, wire
together.” (p. 66), and the usefulness of
meditation to create new neural networks.
Next we are introduced to the notion that
everything is connected within the Divine
Spiritual System and how this needs the
oneness of the head and heart working
together rather than in opposition. Living
in flow means living in unity and for this we
need to be clear about our core values.
Clayton goes on to propose 8 truths
accompanied by 8 lessons, such as “Truth
4: You must go into and through the
resistance” and “Lesson 3: Learning is the
route to being!” (p. 119).
In the later part of the book there is an
increased emphasis on the use of the runes
and the spirit guides, and an explanation of
why people resist change – through fear of
the unknown, fear of loss, no reasons to
change, and habit. Ideas are given for ways
of celebrating success and how to draw our
an effective action plan that includes
consideration of your environment and
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whether those within it will reinforce or
work against the changes.
Finally, Clayton summarises the need to
journey through four stages: the beliefs
you tell yourself; what is known to you; the
unknown, which is where the magic truly
happens; and your truth, which is your
“Unified Being embedded into your Realm
of Fulfilment.” (p. 169) and exhorts us to
be
ourself,
focused,
congruent,
courageous, well, ‘the change you want to
see in the world’, free and grateful. In this
way, you will be able to repair the way in
which your Ego was formed through a tear
in your Higher Self.

Free Online Group
Supervision for IDTA
Members
See http://www.instdta.org/supervision-for
-idta-members.html for more details
Join as supervisee or observer Book
early to be sure of a slot Book by email

23 Nov 2015 Bill Heasman PTSTA O
25 Jan 2016 Anita Mountain TSTA OP
21 Mar 2016 Lynda Tongue TSTA O
23 May 2016 Bill Heasman PTSTA O
25 Jul 2016 Lynda Tongue TSTA O

Get an MSc while you study for
CTA, CTA Trainer or TSTA
Get credits for prior TA learning –
including adding an extra field
Get recognition by EMCC, ILM, CMI

Workshops and/or Webinars
Join at any time
Led by Julie Hay TSTA Org Psych Educ
Wide range of options, including: # TA Awards you can offer your clients
# Practitioner Awards for those already qualified in non-TA approaches
# Professional Qualifications that equate to 25% and 50% of CTA
# Postgraduate Certificate, Diploma, MSc
# TA Trainer/Supervisor and TA Master Trainer/Supervisor
For more information see www.pifcic.org or contact Julie Hay on pifcic@pifcic.org
to arrange a free exploratory discussion.
Psychological Intelligence Foundation CIC,
Wildhill, Broadoak End, Hertford SG14 2JA, UK

IDTA Newsletter Volume 10 Issue 3 September 2015

6

abilities to identify, solve or take
action on problems

Problem Solving
©2015 Julie Hay
The following was written for a workbook
to accompany a webinar that I am running
for a group at a hospital in Egypt – some of
it is similar to what has already appeared in
my books but some is new material.
Feedback and/or questions welcomed to
julie@juliehay.org, especially if you
undertake any of the Activities . . .

Discounting
We may have a problem that ‘presents
itself’ clearly to us; we may foresee a
problem looming in the future if we don’t
change what we are doing now; we may
forecast a problem by imagining a different
future and then recognising we need to
change to make it happen. We may not
even realise that we have a problem
although other people can see, and we may
even be the problem in other people’s eyes
– as in the saying: “Are you working on the
problem – or are you part of it?”
One of the reasons that we may appear to
lack problem solving ability is our tendency
to discount. Discounting in this context is
an internal process whereby we minimise
or ignore, without realising it, some aspect
of ourselves, others or the situation. In
other words, we fail to recognise what is
actually there or what is possible. There
are several ways in which we may do this.
We may overlook:


the stimulus - the evidence within
the situation of what is actually
happening or is about to happen



the significance -- the fact that the
stimulus is an indication of a problem



the solutions - the availability of any
options we have to solve the
problem



the skills - our own or other peoples’



the strategies - how we might plan to
implement action



success itself – we don’t believe we
(or others) can achieve a successful
outcome.

If we miss the stimulus, we fail to notice
that something is happening. Perhaps
there are occasional raised voices within
our work group, which are the result of
tensions between colleagues with different
opinions. If we are engrossed in our own
task, we may simply fail to hear the
remarks even though they are said more
loudly than the general conversational
level. Many of us overlook clues to what is
going on in this way. This is especially likely
when we have become very used to the
stimulus, such as when we don’t really
listen to what the office bore is telling us.
If we miss the stimulus altogether, we
certainly won’t recognise the significance
of it. However, we may notice the stimulus
and still fail to recognise that it indicates a
problem. We may see someone pacing up
and down but not suspect that they are
stressed and anxious. Perhaps we pace
because we find it easier to think that way,
so we assume they are doing the same.
We are unaware of the significance of
whatever data we have observed.
We may notice the stimulus, realise that it
is significant and represents a problem, but
cannot imagine that there are any solutions
for dealing with it. For example, a busy
supervisor may see that a subordinate
looks unwell, by noticing their flushed face,
sneezing, etc. The supervisor who spots
these signs may decide that this is
significant; it is a heavy cold that will
interfere with the employee’s ability to do
the work. However, the supervisor may
even then believe there is nothing that can
be done. They know there is no easy cure
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for the common cold and it does not occur
to them that there are options about what
to do now. So they do nothing, when they
might have shown concern for the
individual, suggested ways of minimising
the discomfort, considered alternative
means of getting the work done – or
maybe decided to send the employee
home so that colleagues and service users
are not exposed to infection.
Next, we may notice a stimulus, recognise
the significance, identify some solutions,
and yet still take no action because we
believe that people lack the skills to
implement any solutions. An example of
this stage occurred in the UK when
smoking was banned within organisational
premises. Many employees who were
smokers believed they lacked the skills to
give up smoking, even though they
accepted that smoking was a significant
problem and that there were strategies
that other people had used to break the
habit.
Having accepted that we or others do have
the skills we need, or can acquire them, we
may then baulk at the notion of
implementing any kind of strategy. The
smoker may complain that they are too
busy right now to add in any non-smoking
activities such as joining a support group,
or too stretched financially to pay for
patches, ignoring the fact that they would
have the money usually spent on cigarettes
– and that they might get state funding.
Discounting is not logical!
Finally, the last level is all about success.
Some of us seem struck in a belief that we
are not a successful person. So we notice
the situation, realise the significance of it,
can identify solutions, have the skills and
have put together a strategy – and then we
just don’t do anything. Maybe we’ll do it
next week! This can mean that the success
step becomes the sabotage step.
This rather strange process happens
originally to keep us sane. It enables us to

concentrate on important things through
ignoring others factors with a situation. So
we tune our traffic noise in a classroom to
better pay attention to the teacher, or
background noise at a party so we can
concentrate on what is being said by the
one person we are standing with—except
that if someone says our name, we will
hear that—so that part of us is constantly
monitoring the environment to check for
dangers.

The Discounting Process
Although I have described behaviour in the
examples, discounting itself is actually an
internal process. It serves to maintain our
frame of reference. By ‘not noticing’ things
which would conflict with what we believe,
or want to believe, we are able to avoid
changing our view of the world, of others,
and of ourselves. Because the discounting
is outside our awareness, it is difficult to
spot without feedback from other people.
This is why it can be so helpful to talk
things over with someone else. Coaching
and counselling can be thought of as
antidotes to discounting; effective coaches
and counsellors help clients to see what
they have been overlooking – whether that
relates to their awareness of events, their
understanding of the significance, or their
opportunities to do things differently. It is
also why professional supervision is so
helpful—the supervisor helps us notice our
own discounting and not just that of
clients.
At the root of discounting is a wish that we
could leave it to someone else to deal with
our problems. As adults, we know that
such a wish is inappropriate; however a
part of us would still sometimes like to be
free of responsibility. If we can act as if the
problem doesn’t exist for long enough,
perhaps someone else will come along and
deal with it for us. If we give out signals
that it’s too hard for us, maybe they will
rescue us by taking over.
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We may also adopt the other side of this
avoidance tactic when someone else is
trying to sidestep their responsibility. As
they discount their ability, so do we. We
convince ourselves that they would not
listen to us anyway, or we take over the
problem from them even though it is not
our responsibility.
When other people discount in different
areas to us, we can often spot what they
are doing. If we notice the stimulus and
they don’t, we know they are discounting
it. Similarly, if we can see the significance,
or realise there are solutions, skills and
strategies that could be applied, we can
identify what they are overlooking. There
are also some more general ways in which
discounting shows up.
If we consider first our general behaviour,
then evidence of discounting might include:
doing nothing, as when we do not respond
to events or simply look anxious; overadapting, when we go along with what
someone else suggests without even
considering whether it is right for us;
agitating, as when we pace about, chainsmoke, or otherwise occupy ourselves with
repetitive actions which take our energy
away from problem solving; and
incapacitation, when we get
psychosomatically sick so we cannot be
expected to do anything about the
problem.

Occasionally, we may even become violent
as a form of incapacitating ourselves; while
others are restraining us we will not be
expected to problem solve. I recall
employing a less extreme version of this
many years ago when I used to storm out
and slam the door of my manager’s office.
This was guaranteed to earn me respite
from his bad temper but at the same time I
was ‘allowed’ not to do anything about
problem solving, because who could expect
someone to think when they were as angry
as I was. Fortunately, at the time more
senior managers were aware of that

manager’s unacceptable behaviour so
understood why I was acting in that way –
and after a while they dismissed him.
At the micro level, our discounting may
show up in our speech patterns. We are
likely to be grandiose, claiming that things
are ‘always’ or ‘never’ so. We make
sweeping generalisations based on very
skimpy evidence. One example may be
used by us as the basis for believing that
we have identified a major new trend.
We may also redefine – a process whereby
we answer at a tangent or even change the
subject completely. Asked if our report will
be ready on time, we may respond by
complaining about the lack of clerical
support. Only later will our questioner
realise that they still do not have our
answer on whether the report will be
ready. Another common example of
redefining is that infuriating response
“What would you like to do?” said in reply
to exactly the same question.

Steps to Success
We can help others by challenging
discounting at an individual and an
organisational level. As an individual, we
will probably need someone else to act as
‘devil’s advocate’ for us, to challenge us to
notice the areas we are inadvertently
overlooking. Within an organisation, we
can probably better identify where
creativity and problem solving are being
lost if we are not the person who is
responsible for the system. This is why
quality circles come up with such good
results; the members of the circle are
unlikely to discount in exactly the same
way as each other and as the person who
initially designed the work procedures.
At an individual level, challenging
discounting can be relatively
straightforward once we have identified
that it is happening. At micro level, we can
challenge (politely) the process by
repeating the original question, and by
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querying grandiose statements. We might
ask if they really mean always or never; will
they tell us their evidence for
generalisations; can we just make sure
their previous experiences are truly
relevant in the current situation.
To challenge discounting more generally,
and thereby help others with their problem
solving and decision making, we can
operate to a sequence that relates to the
typical patterns, checking that:


they have noticed the stimulus



they realise that it is significant



they accept that there will be a
solution



they know that they or others have
the skills to act



they devise a strategy for
implementation



they are willing to deal with any of
the ways in which implementation
might be undermined

There will be no point in asking them to

consider aspects earlier in this sequence
than they have reached themselves.
Talking about solutions makes no sense to
someone who has not even accepted that
they have a problem; urging them to draw
up action plans is a waste of time if they
lack confidence in their ability to change.
It is as if we are standing on some steps
and we are higher up than they are. These
are the Steps to Success and, as you will
see in the figure, it is no use talking to
someone from a higher step – they will not
understand what we mean. We have to
walk down to the step they are on, and
preferably at least one step below that.
We can then, metaphorically, take their
hand and help them up to the top of the
steps. We do this by prompting and
questioning so they become aware of the
facts at each step.

Activity: Steps to Success
The following sequence will help you or
someone else identify your own
discounting process. You might like to

Steps to Success
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practice it with a partner. Because
discounting is out of awareness, it is
difficult for anyone to recognise that they
are discounting the situation. We will
therefore have to use something where
you are already on the second step - with
something that you know is a problem but
which you have had difficulty resolving.
This may be an individual problem, a
relationship problem, or a group or
organisational issue.
Keep in mind that once you help someone
identify where they are discounting, they
may walk up the rest of the steps without
your help. Your role then becomes to
check that what they say sounds
appropriate, and to congratulate them on
solving their problem.
Level 1: Situation
What is happening?

Who is saying and doing what?
What expressions, gestures, body
movements are there?
Level 2: Significance
What might the situational evidence mean?
If there is an issue or problem, what might
it be?
How is any of this significant?
Level 3: Solutions
What solutions are available (if you could
achieve anything)?
What options might lead to better
outcomes?
What options might lead to worse
outcomes?
Level 4: Skills
What skills do you need to implement
various solutions?
What relevant skills do you have already
(including those you’ve previously used
only in different circumstances)?

How can you acquire any additional skills
needed?

Level 5: Strategies
How will you plan to implement solutions?
What help or support might you get from
others?
How might others get in your way – and
what will you do about that?
Level 6: Success
What is your rationale for not taking
action?
What are the benefits from not taking
action?
What are you afraid may happen when you
take action – and how will you deal with
that?

Discounting within groups
An instance of discounting by a group of
individuals, who discounted in their own
special ways, occurred in a group of
hospital pharmacists. The hospital was
introducing total quality management and
wanted to set targets for patient care. The
pharmacy group were required to look at
the way they treated patients who were
collecting prescription items prior to
leaving the hospital. A consultant from the
personnel section had been allocated to
help them think this through.
What the consultant found was that
patients often waited a long time for their
medicines. They were not always dealt
with in order of arrival, but had no way of
knowing that this was because different
staff handled different groups of drugs. A
small survey of patients found that many of
them were baffled by the system, felt they
wasted time waiting because the
pharmacists were too busy, and were
resigned to low standards of care.
When the survey results were discussed by
the pharmacists, the following reactions
were apparent:
Stimulus discounted: Peggy was surprised.
She had always thought they were doing a
reasonable job and all the patients she had
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dealt with herself had seemed satisfied.
Peggy had not noticed any signs of
impatience – she had discounted even the
impatient body language that was evident
to most observers.
Significance discounted: Todd knew the
patients were unhappy but didn’t realise it
had anything to do with the service from
the pharmacists. He thought it was
because the patients were in discomfort
due to their illnesses. Todd discounted the
significance of what he saw, by overlooking
the fact that these patients were leaving
the hospital and were therefore unlikely to
still be in a great deal of physical
discomfort from their ailments.
Solutions discounted: Zoran had realised
that the patients were dissatisfied with the
pharmacy service. However, Zoran
reckoned that all pharmacies had the same
problems. As far as he was concerned,
there were no solutions to this lack of
resources; the way they allocated the drugs
between them could not be changed; they
had the best system it was possible to
devise in the circumstances.
Skills discounted: Maria had plenty of ideas
about how the system could be improved.
She had never bothered to suggest them
because she didn’t think anyone would
listen to her. She was the junior
pharmacist and doubted her ability to
influence the others. Even if she did, she
was sure that they would not be able to
interest senior management in their ideas.
Strategies discounted: Valentina knew
about the problems and thought Maria’s
ideas were excellent. However, although
she was a Senior Pharmacist, she had little
confidence in management and assumed
they would simply reject any strategies on
the grounds of cost.
Success discounted: even if the group had
presented proposals to management and
had them approved, they were generally so
demotivated that they would have paid lipservice only to the new approach – and

patients would have sensed this and still
been dissatisfied.

Discounting by Management
We can apply the theory of discounting as
an alternative way of understanding what
happens when managers seem to overlook
problems, or even reject necessary and
appropriate solutions. Often, the problem
is that the person suggesting the solution
has started talking about the strategy level
– the implementation plan – whereas the
managers have not even reached the first
stage of noticing what is happening within
the situation – and certainly not
recognising that it matters – the
significance level.
As an example:
At the stimulus level, we may have
managers (and sometimes whole
organisations) that have no attendance
records. Hence, there is no information
(evidence) that would alert them to the
fact that some people fail to come to work
regularly. City trading houses are an
example of this – their highly paid staff are
not expected to sign in each day. Some
small companies also overlook this because
they avoid having too many administrative
systems.
At the significance level, there may be
attendance records but they are not easily
accessible. Perhaps they are kept in the
wages office, where they are used only to
calculate payments. Managers may
assume that the levels are reasonable,
without ever checking the statistics. In
some organisations, even when managers
are shown the absence figures they merely
take it for granted that these are industry
norms and not worth worrying about.
At the solutions level, management may
recognise that absence levels are a
problem. However, they do not believe
there are any viable strategies for dealing
with it. Even if they are advised of
methods used in other organisations, they
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may dismiss these as irrelevant in their
particular industry.
Then, at the skills level, they may conclude
that they themselves lack the ability to
implement the solutions, or that the
employees are incapable of learning to
come to work regularly, or that the trades
unions or works councils would never
agree, or that senior management would
never support them.
At the strategy level, the rationale is likely
to be about having too many initiatives
already on the go, or there is not enough
money in the budget, or there is no-one
with the time to be the project leader.
Finally, at the success level, management
may not want to face up to the fact that
they must lead from the front and may be
unwilling to deal with the absenteeism of
one of their colleagues, or a senior
manager’s secretary.
Understanding about discounting provides
us with a way of ensuring we are more
influential when we present our ideas to
management. We can structure a
persuasive presentation that reflects the 6
levels, or steps, as follows:
Begin by describing the current situation
and check that your audience have noticed
what is actually happening. You may need
to have some evidence ready at this point
to convince them – keep in mind that if
they had already noticed what is
happening, they might already have done
something about realising that it is a
problem.
Now talk to them about why this is a
problem. Keep in mind that they may not
realise that what is happening can be
changed or even that it matters.
Sometimes it can help here to provide
evidence of the impact of what is
happening, in terms of costs perhaps, or
feedback from service users, or the
reputation of the organisation. Another

option is to remind your audience of the
problems that the situation may cause for
them personally if it is not dealt with –
such as that their own manager will hold
them responsible once the problem
becomes evident.
At this point, you may want to mention
that you are aware that they may be
thinking that this is an unsolvable problem.
However, you are now able to suggest
some ideas to them for solving the
problem. You may be able to say that
these ideas have been used elsewhere, or
that they are the result of a lot of thinking
by you and your colleagues, or anything
else that will help to reassure them that
these will be worthwhile ideas.
You may now want to mention to them
that you suspect that they may be thinking
that their employees would not have the
necessary skills or capabilities to
implement the ideas you are suggesting.
Again, you need to reassure them that
these ideas can be applied, and that people
do have the necessary skills or they can be
trained to acquire them.
Now your audience is likely thinking that
these ideas will cost too much money, or
the organisation is too busy with other
priorities to implement anything else at
this time. Hence, your input at this step is
to indicate that you do realise these will be
concerns for them, and tell them how you
have solved them. For example, will the
savings from your ideas more than
compensate for the cost of implementing
the ideas? Have you found a way of
financing your ideas by moving money
from another budget? You might at this
point also want to refer back to Step 2, and
stress just how many problems there are
likely to be if nothing is done about the
current situation – in other words,
however much it might cost to implement
the changes, can the organisation afford to
carry on ignoring what is happening now.
It is at this fifth step that you may need to
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be ready to describe a detailed action plan
for implementation that demonstrates how
thoroughly you have considered this and
that you are presenting something that
they can easily agree to.
Assuming that they have now agreed to
apply your ideas, you now need to take
care of those things that might interfere
with it being successful. This might be
things such as someone in a senior position
who is likely to undermine the new
initiative through the way they usually
behave, or even that the whole group of
senior management may undermine things
if they do not ‘walk the talk’. Hence, you
need to be ready to mention ways in which
the plan may fail if they do not fully
commit to the initiative. This may require
considerable tact, of course, but the
alternative may lead to the failure of the
initiative and make it harder for you to
introduce any more new ideas.

Activity: Preparing a Persuasive
Presentation
Working individually or in a group, identify
a problem area within your organisation
and prepare a persuasive presentation
which you might present to management
or to a group. Use the following questions
to prompt you about what needs to be
included.
What is the situation; what evidence do
you have?
Why does it matter; what are the
consequences that are arising from the
current situation; why does it matter in
particular to the audience you are
addressing? (if it does not, you are talking
to the wrong audience!)
What ideas do you have for solving the
problem; how can you reassure them that
these will be appropriate solutions?

How can you reassure them that the people
within your organisation will actually be
skilled enough to implement whichever

solution you are recommending; might
some additional training be needed first?
What needs to be included in the
implementation plan; have you considered
who needs to be involved and what they
need to do; have you considered the costs
and how this might be financed; have you
considered how this will fit alongside
whatever other initiatives are happening
within the organisation at this time?
What about potential ‘sabotage’
mechanisms – might this lose credibility by
not being applied consistently across the
organisation; might there be people who
will work against the implementation and
how can that be prevented?
Finally, don’t forget to prepare a short
summary to introduce what you will be
talking to your audience about, and a
similar summary at the end during which
you will stress the major benefits to the
organisation, and perhaps to members of
the audience, of solving this problem in the
innovative way that you are suggesting.

Innovation
We can use the levels from steps to
success to review how we innovate,
whether this be across an organisation or
within our own professional practice. To
recap on the steps, on Step 1 we discount
the stimulus and don’t notice what is
happening so the identification stage is
missed. Step 2 concerns our failure to
recognise the significance of the initial
evidence; having done this we are unlikely
to call for any more information about the
situation. Step 3 occurs when we have the
information but still believe that nothing
can be changed, so we simply do not
bother to look for any ideas.
Steps 4 to 6 involve our thinking about
people and their capabilities. Step 4 clicks
in when we have ideas but do nothing with
them because we doubt that anyone will
bother to change what they do now; we

IDTA Newsletter Volume 10 Issue 3 September 2015

14

decide that the idea is unworkable instead
of recognising that our real difficulty is our
opinion of human capability. Step 5 trips us
up when we assume that we and others
are incapable of solving the problem; we
therefore neglect to investigate and gather
sensible feedback because we assume that
people will react negatively to our
solutions anyway. Finally, Step 6 sabotages
our energy and commitment; our
implementation is ineffectual because we
are convinced that our solutions are still
unworkable.
So the six steps, or stages, involved in going
from initial stimulus through to
implementation; become
Step 1: Identification –what is happening?
Step 2: Information – what might eed to be
improved, what problems are there?
Step 3: Ideas –what could be done
differently?
There may be 2 sub-steps here:
Step 3a: Incubation –an optional extra:
forget about it and wait for inspiration
Step 3b: Insight –a flash of awareness from
step 3a
Step 4: Invention –develop an idea into a
solution
Step 5: Investigation – check solution for
acceptability
Step 6: Implementation – put solution into
effect
Step 1 concerns identification. In this
stage, we need to notice that something is
happening. We may not yet recognise it as
a problem but we need to be aware of
what is going on. At the corporate level,
this may involve us in monitoring levels of
sales or services provided, of goods
produced and rejects, of costs of supplies
and/or staffing. Departmentally, it may be
about noticing staff turnover or workload
achieved. For an individual manager, it
may also encompass knowing your staff,
knowing their work and personal profiles,

knowing equipment capabilities – and all
the things that observant managers pick up
when they get away from their desks and
‘walk the floor.’
Step 2 - The second step is one of
information gathering and analysis. Having
noticed the raw facts, we now need to
collect more data so we can determine
whether a problem exists. We have to
understand the significance of what we are
observing. A decrease in sales figures
could be a serious problem or could mask
the fact that we are actually selling less at
higher prices and making more profit. An
increase in sales figures could hide a
problem if we have put prices too low.
Step 3 -Third comes ideas. At this stage,
we need to be able to recognise that the
situation could be different. We then need
to generate ideas for how things could
change. Encourage everyone in the team
might have ideas. Even impractical ideas
are important; the truly creative solutions
will start from the strangest beginnings.
There may be two optional extras within
this stage – incubation and insight.
Incubation occurs when we stop working
directly on the problem. Perhaps we sleep
on it, or do something else for a while in
the hope that we will have a sudden flash
of inspiration. Insight is when we have that
sudden flash of inspiration; when we
realise that we know how to solve the
problem or at least have the germ of an
idea.
Step 4 - We then move onto a phase of
invention. We must now work out how to
develop our idea into something workable.
This is typical of what inventors do; they
have an idea and then they work out the
practicalities of putting it into effect. This
may be purely a mental process as we
think through the steps to take to
implement our idea. Alternatively, this
step may involve designing tools and
equipment, drawing up plans, or even
building something tangible.
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Step 5 - Next comes further investigation
as we check out the acceptability of our
new solution. We need to consider our
own views of the idea; if we have doubts
we are unlikely to implement it effectively.
The views of others will also be important,
especially if they are affected by the
problem or the solution, and even more so
if we will be requiring their involvement in
the implementation. At this stage, we are,
in effect, evaluating the chances of success
for our solution. Will it work, will people
apply it, will it really solve the problem, will
it change the situation for the better?
Step 6 - Finally, we move on to
implementation. We are now ready to put
our solution into practice. This last step
needs a level of energy and commitment as
we will be changing the status quo. Any
stages that we may have omitted may well
impact negatively now, so that unforeseen
objections are raised by people who were
not consulted, or defects in the idea
become apparent as we put it into effect.
If we have moved through the steps, we
will be ready to apply the results of our
creativity and problem solving.
We can apply the 6 steps directly to the
ways in which we deliver our professional
services to others.
Identify – what happens within your
professional practice or activities; what do
you do; what do the service users do?
Review the information – look for areas
where improvements might be made, or
possible problems; do clients seem to get
what they want or need, how do they
evaluate your services; how do your
management evaluate your services?
Generate ideas – what might you change?
Do you need time for steps 3a and 3b?
Incubate – sleep on it or do something else
while your subconscious works on having
ideas.

Insight – keep notes of any ideas, however
bizarre.
Invention – take your ideas and work them
into practical options. Aim for alternative
strategies so you can choose the ones that
work out best.
Investigate – check out your ideas by
talking to colleagues. Test feasibility by
trying out one new approach at a time.
Implement – retain the best options and
add them into your repertoire.

Activity: Innovation
Work in small groups to apply the steps
suggested for Innovation in order to
identify some options that might be used
generally to improve the way in which
work is done within your organisation. The
following prompts have been adapted for
group working.
Identify – what happens within your
professional practice or activities; what do
you do; what do the service users do – that
might be improved?
Review the information – look for possible
problems; do service users or colleagues
seem to get what they want or need, how
do they evaluate your services; how do
your management evaluate your services?
Generate ideas – what might you do
differently?
Invention – take your ideas and work them
into practical options. Consider alternative
strategies before selecting which one is
likely to work out best.
Investigate – consider how you can check
out your ideas, so that you can test
feasibility by trying out one new approach
at a time.
Implement – retain the best options and
add them into your repertoire. Tell
management what you have done.
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