
Self-Image 
In Business and Life 

"The appl icat ion of modern-day psychology to sel f - image development 
is seen as a necessary prerequisi te to the so lu t ion of people p rob lems. " 

C.J. (Jamie) Weinstein 

The difficulty of seeing things from 
the other fellow's viewpoint has 
long been recognized. Back in the 
First Century A.D., the Roman 
rhetorician Quintilian told a story1 

about a countryman who was 
blamed by his friends for divorcing 
his wife. These friends demanded 
that he consider her apparent 
chasteness, fairness and fruitful-
ness. 

In response, this indicted Roman 
held out his shoe, asking if it were 
not new and well-made. "Yet," 
added he (and this is a direct quo-
tation from Quintilian), "none of 
you can tell where it pinches me." 

Quintilian was not alone in ex-
pressing this philosophy. Seven-
teen hundred years later, George 
Herbert said, "The wearer knows 
where the shoe wrings." And, a 
few years earlier, in Don Quixote, 

Cervantes wrote, "I can tell where 
my own shoe pinches me." 

A more contemporary author, 
George Plimpton, feeling the need 
to create authenticity in his writ-
ing, took the next step — that is, 
trying on the other fellow's shoes 
— for his books and screenplays on 
professional football, circus per-
formers, and auto-racing drivers, 
among others. 

The connection with our theme 
of self-image may not be obvious. 
How does one's self-image relate to 
empathy or understanding of the 
other person? In the last few 
years, the evidence of the connec-
tion has been accumulating. It is 
becoming increasingly clear that 
an individual's effectiveness in 
both business and personal life 
hinges heavily on achieving em-
pathy with others by developing 

self-awareness — an awareness of 
his or her own attitudes, capabili-
ties, goals and objectives. 

The application of the psycho-
logical principles underlying the 
self-awareness premise has been 
attempted in recent years by a 
number of educators and psycho-
logists — and to varying degrees 
of success. Sessions in "sensitivity 
training" and similar group-expe-
rience approaches have in some 
cases even smudged the image of 
business psychology. 

On the other hand, in instances 
where the achievement of specific, 
feasible business objectives might 
be hampered by the unintentional 
provinciality of dominating man-
agement, exposure of these people 
to the best of Berne, Maslow, Har-
ris, and Perls^ has proven its 
worth. In periods of growth, 
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change, or trauma of nearly any 
sort, companies that have recog-
nized the importance of so encour-
aging (or at least preserving) their 
most valuable assets — their peo-
ple — have generally suffered less 
than have their counterparts who 
held exclusively to authoritarian-
ism and discipline as their guiding 
principles. 

For this reason, we at The Inno-
vative Group (TIG) have directed 
the development of our learning 
systems toward an intensive man-
agement-level examination of self-
image. Thus, self-image becomes 
the primary catalyst for creating 
mental receptivity for the innova-
tion, in whatever form, that may 
result from participation in our 
learning-system programs. 

Then, to ensure a maximum 
benefit from the self-image 
concept, the TIG image program is 
soundly and precisely structured 

on only those well-validated and 
most relevant tools and techniques 
of modern-day psychology. Our or-
ganizational capabilities lie pri-
marily in the solution of "people" 
problems, particularly with re-
spect to internal and customer 
communications. So, applied tran-
sactional analysis, as pioneered by 
Eric Berne, receives a commensur-
ately high level of attention. 

This investigation into an under-
standing of the ego states and how 
they affect personal transactions is 
complemented by the exposition 
and demonstration of the meaning, 
value and approach to visualiza-
tion, biofeedback, meditation, re-
laxation, and auto conditioning, all 
quite recent and highly promising 
techniques for improvement of 
mental and physical well-being. 

A description of how the image-
program workshop for more 
effective personal performance has 

actually been implemented as part 
of a number of recent corporate 
seminars may stimulate or even 
provide guidance for readers faced 
with the responsibility for person-
nel development. 

Workshop Environment 
and Mechanics 

The residual value of most learn-
ing experiences is directly related 
to the environment in which the 
experience occurs. Quite well-ac-
cepted is the need for a physical 
environment conducive to learn-
ing, the image program being no 
exception. In all cases, for our one-
to-three-day program, we have 
stressed the need for proper light-
ing, temperature and humidity 
conditioning, comfortable seating, 
frequent changes in pace and 
periodic breaks. 

More importantly, the leader 
/participant relationship is always 
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seen as a "joint venture" rather 
than a "proprietorship." That is, 
the physical arrangement of the 
chairs and tables (and the notable 
absence of the authoritarian ros-
trum) has been such that the 
teacher/pupil atmosphere is avoid-
ed in favor of freely evoked but 
competently guided group discus-
sion. 

Of even greater importance to 
discussion freedom has been the 
need to guarantee contributions 
unbiased by either fear of failure 
or fear of personal exposure. 

For example, our discussion 
leader tends to anticipate and 
verbalize the thoughts usually 
common to first-day participants. 
"You won't catch me raising my 
hand. Let somebody else make a 
fool of himself." This effective ice-
breaker must then be followed by 
the proper treatment of those who 
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do volunteer opinions and sugges-
tions. Under no circumstances 
should a contribution be openly 
criticized. Instead, other members 
of the group are solicited for sup-
porting or opposing experiences 
and ideas, or the train of thought is 
switched to an entirely different 
direction. 

The fear of personal exposure, 
especially to associates, can be a 
serious deterrent on the part of 
some hesitant persons, to achiev-
ing positive results from a pro-
gram of this type. To overcome it, 
a nonthreatening atmosphere is 
essential. This is achieved by elim-
inating any formal grading of ef-
fort and by working with examples 
or case studies which, while ap-
propriate to the business commun-
ication or interaction problem, in-
vestigate attitudes and behavior 
that might be encountered in any-
one's personal-life situations. 

Specifically, a discussion of the 
feelings aroused in an encounter 
with a traffic cop can lead to the 
reassessment of one's reactions to 
authoritarian figures and superiors 
without placing the discussion par-
ticipants in an atmosphere of ap-
parent jeopardy. Participants can 
identify without revealing them-
selves. 

In short, what we seek to 
achieve for the learning program is 
what TIG's Vice President, Jack 
Mason, calls a "sharing, experien-
tial environment." 

Workshop Content 
and Approach 

Our specific approach to investi-
gation and application of the find-
ings of modern psychology is more 
structured than one might imag-
ine. When one deals with complex 
mental processes and how they 
may be affected by an understand-
ing of transactional analysis and 
the other behavioral techniques, it 
is necessary that the end objec-
tives of the program, and 
particularly the business goals to 
be reached, are kept well in mind. 
We have found it imperative to 

lead our participants in a step-by-
step fashion from the beginning in-
sights to personal motivation to 
tl{e practical application of those 
insights in the day-to-day business 
(and personal) world. 

Although simple categorical 
labels fail to capture the profundi-
ty of the topics, our image pro-
gram is somewhat previewed by 
tlje six segment titles: 

1. Managing Motivation 
2. Interpreting Reality 
3. Building Personal Perform-

ance 
4. Developing "Response-Abili-

ty" 
5. Responding to Change 
6. Achieving Goals 
In what we have called "Manag-

ing Motivation," we basically in-
vestigate the concept that any in-
dividual is the sum total of all of his 
experiences and learning and that, 
by learning about himself, he will 
learn about others. 

Furthermore, we demonstrate 
that the mental process, the phy-
sical being, and the environment 
aire interrelated and influence one 
another in a holistic fashion (as de-
picted in Figure 1). Hence, the in-
dividual, conditioned by a lifetime 
of experiences and other mental 
inputs, will respond to the en-
vironment in a certain way. In the 
business environment, this means 
that incentives are not likely to 
motivate an individual unless he 
chooses to be motivated — unless 
the incentive or reward is particu-
larly attractive within the frame-
work of the individual's self-moti-
vation. 

Recognition of this fact by exe-
cutives is all important because of 
substantial evidence (including 
studies performed at Stanford and 
Harvard) that a great segment of 
American workers seem to have 
little job incentive — and therefore 
use only a fraction of their poten-
tial capability. 

The second session, "Interpret-
ing Reality," deals primarily with 
the principle that development of 
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empathy for the other person's 
position will result in the availabil-
ity of a greater number of options 
for effectively dealing with that 
person. To develop that empathy 
(or understanding of another per-
son's viewpoint), we need to un-
derstand that perception is a com-
plex process by which people se-

lect, organize, and interpret 
sensory stimulation into their own 
picture of the world. 

Consider as an example the case 
of the young mother grocery-
shopping with a small child. Expe-
riencing the not-uncommon behav-
ior of the child in such a situation 
(e.g., knocking over rows of cans, 
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yanking at mother's skirts, or cry-
ing loudly), the irate mother would 
normally threaten or even impose 
a harsh spanking. However, in this 
instance, junior also needed one of 
his shoes to be tied. The mother, in 
bending down to tie the shoe, sud-
denly realized that the child had 
only a waist-high view of the 
supermarket world and could 
hardly be expected to act as an 
adult in an environment designed 
only for adult interaction. 

Translating this scene into the 
business world, we begin to see 
how our supervisors, associates, 
subordinates, customers, and 
clients can easily misperceive the 
intent of our words or actions be-
cause of their own environment 
and conditioning. In our personal 
effectiveness program, we further 
clarify this situation through 
workbook exercises related to the 
specific business environment. In 
the workbook we included a series 
of facts about a hypothetical situa-
tion: 

1. The branch opened at 9:00 
a.m. as usual 

2. A man enters the branch at 
9:05 a.m. 

3. The teller gives him a large 
sum of cash 

4. He runs from the branch 
5. The manager runs after the 

man 
6. The manager phones the po-

lice department 
7. Patrolman Smith arrives at 

the branch 
Asked to write their interpreta-

tion of what happened, people gen-
erally drew the same conclusion 
that obviously there was some foul 
play, even though another, equally 
plausible story (which we've saved 
for our clients), offers the identical 
set of facts, but a completely dif-
ferent version. Again, a matter of 
individual, conditioned response. 

In our session on "Building Per-
sonal Performance," we delve into 
Eric Berne's work in transactional 
analysis. As publicized in his book, 
"Games People Play," the late Dr. 
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states and, if he or she has scored 
him or herself accurately, he or she 
has a baseline to use in modifying 
behavior accordingly. 

Not a typographical error, "De-
veloping Response-Ability," was 
deliberately coined to underline 
our definition of responsibility. 
Reading the term as "the ability to 
respond," we embrace the concept 
that an individual is free to choose 
his or her reactions to events ra-
ther than reacting as a victim of 
circumstance. 

The television comedienne, Lily 
Tomlin, uses her lisping little-girl 
character, Edith Ann, to express 
this idea most succinctly. Sitting 
crosslegged in her oversized rock-
er, Edith Ann smugly says, "I 
don't have to do anything I don't 
want to do — and that's the truth!" 

Unfortunately, many of us, al-
though born "okay," have through 
years of experience learned to fear 
failure more than to love growing. 
We might have learned that more 
effective performance comes from 

Berne demonstrated that one hu- ating in, we engage each learning a willingness to risk our image by 
man being acts or reacts from the group member in a series of self- freely choosing alternatives to 
viewpoint of one of three possible administered questionnaires de- given situations. Hence, in our 
ego states — the parent, the adult, signed to pinpoint his or her most program, we stress that each indi-
or the child. The Parent is an dominant ego state. One of these vidual continually needs to remind 
authoritative state frequently T/A questionnaires calls for the him or herself that, "It's not what's 
characterized by the use of such participant to rank each of a set of happening out there that counts, 
words as "shouldn't" and "must," statements in accordance with how but how I see it and how I choose 
but also being nourishing and help- closely it resembles his or her own to respond." 
ing; the Adult is the nonemotional, thoughts or beliefs. To demonstrate the variety of 
rational state; and the Child is the For example, one of the sets of choices or options available to all of 
spontaneous, emotional ego state statements used is as follows: us, one of our exercises offers a 37-
characterized by a seeming lack of • No matter how hard you try, page maze of hypothetical life deci-
concern for the consequences of you can never change human na- sions and actions. When a partici-
the decisions he or she makes. ture. pant independently "runs this 

Communications or transactions • I find that I enjoy life as much maze," each decision he makes, 
can be analyzed to show which of as others do, yet I'm able to main- starting with a job decision, 
the three ego states we are "com- tain a sense of alert detachment branches him or her to another 
ing from" at any given time and when other people seem to become page which presents the effect of 
that the effectiveness of the tran- emotional. the decision in terms of profile or 
saction may be enhanced by great- • There are times when I've character development as well as 
er awareness of these states. Such heard myself say: "I do not make the next set of choices available, 
awareness is like a barometer ex- the rules, I just follow them." At the conclusion of the exer-
plaining what's happening in the From the self-scoring on this and rise, each participant has complet-
environment at a given time. 24 other similar sets of statements, ed a profile sheet which represents 

Because of the importance to each individual can assess his or the outcome of his or her action 
transaction effectiveness of know- her most dominant, second most choices, and which can be com-
ing which of the states one is oper- dominant, and least dominant ego pared to the outcome profiles of 

FIGURE 1. 
Holistic view of the organic or functional relation between the individ 
ual and his environment. 
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other participants to dramatically 
show the results possible when 
"we take charge of our lives." 

In the session entitled, "Re-
sponding to Change," we empha-
size that, throughout life, change 
is inevitable and that a person's ef-
fectiveness is often measured by 
the ability to adapt to the changing 
environment and retain personal 
equilibrium. 

Because the services of The In-
novative Group are so often called 
upon when a company is undergo-
ing some rather radical form of 
change (e.g., new location, new 
name, new image, etc.), we believe 
it vital to demonstrate to affected 
individuals that change need not 
be a problem, but may be looked 
upon as an opportunity for growth 
and personal development. 

To demonstrate this point, the 
Image program presents several 
case studies of individuals exposed 
to change or potential change in 
their careers and/or personal 
lives. The studies presuppose the 
attitudes and reactions of not only 
the individuals concerned, but also 
of their associates and families. 
Then, these attitudes and behav-
iors, both positive and negative, 
are opened to group discussion for 
the purpose of stimulating partici-
pant analysis of possible alterna-
tives and the self-examination of 
personal parallels. 

Our session on "Achieving 
Goals" examines the importance of 
addressing one's own goals as op-
posed to responding to the goals of 
others. 

Although the application of this 
principle is extensively investigat-
ed during the workshop via a com-
petitive team analysis of a number 
of business situations and possible 
alternatives, the session also con-
cerns itself with: 

• The distinction between goals 
and objectives — an objective 
normally expressed with specific 
and measurable criteria is more 
precise than the broad directional 

statement characterizing a goal. 
• The difference between avoid-

ance and approach goals — 
opposed to the normally positive 
approach goals, the avoidance 
goals are seen as limitations im-
posed on achievement of one's po-
tential either by one's self or by 
others. 

• The importance of problem 
prevention to eliminate potential 
deterrents to goal achievement. 

Results Achievable 
A recent doctoral dissertation^ 

at the University of Southern Cal-
ifornia which studied the program 
demonstrated the remarkable effi-
cacy of such a group experience 
though the learning time span is 
considered by some as extremely 
short. 

The personal effectiveness de-
velopment effort has proven its 
merit in several ways. For one 
thing, many of the participants 
have come from the program with 
a greater awareness of how and 
why they had developed their own 
sets of self-images complete with 
biases, fears and motives. Thus, 
they enlarged their capability of 
interpersonal relationships. 

Secondly, typical "problem-
focused" thinking was largely re-
placed by "solution-focused" think-
ing, by the realization that many 
problems may be viewed as oppor-
tunities when envisioned within 
the larger framework of personal 
development and growth. This 
gives individuals a "new handle" in 
problem-solving. 

Finally, it seems clear that near-
ly everyone exposed to the pro-
gram develops a new degree of 
"open-minded skepticism" about 
the behavior and ideas of self and 
others — an important step in the 
betterment of human relations in 
business, professional, and person-
al life. iiistiium 
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