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|sthe Brain Stuff
Still the Right (or
L eft) Stuff

Of what value is the research and theories into the ways of the
brain? Wdll, that depends on whom you ask. Some have taken it
as their task to purge any vestige of brain dominance theory
from modern psychology. (See T&DJ, November 1985.) But
here, Dudley Lynch offersthe evidence that may prove such
research valuable, for | IRD and a host of other fields.

By DUDLEY LY:scCllI

!! Imost a decade ago, theorist
Henry Mintzberg praised the
"split-brain" idea inyou know which
business review, and suddenly it was per-
missible to talk-about management and
the brain. Right away the dividing of the
property began. Men generally took the
left hemisphere and women the right, in-
tellectuals the frontal lobes, Win-Winners
the limbic circle and Neurolinguistic Pro-
grammers the reticular activating system.
Many miracles were claimed.

So where are we, ten years later? In the
human resource sphere, has the brain per-
severed and blossomed as a model of some
endurance? Or, as Daniel Goleman
warned in a 1977 issue of Psychology Today
that it probably would, has the brainjoined
pet rocks, T groups and backyard nuke
shelters as a victim of the fad-producing
virus, instantaneous over Mllus.

How to answer depends on what we
mean by "thebrain suff." | vet'slook at afew
examples.

The right brain/left brain phenomenon,
Dr. Goleman and others to the contrary,
has proved incredibly durable. Even the
medical community is often found climb-
ing aboard the Wagon of the Oppositional
Hemispheres today, apparently finding the
idea greatly legitimized by Dr. Roger
Sperry's 1981 Nobel Prize for split brain
research. For example, the July 1985 issue
of Psychiatric Annals devoted its entire issue
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to"The Question of Laterality” (and in the
process demonstrated'once morejust how
"left-brained" physician/researchers can be;
one memorable paragraph was nearly
1,650 words long and covered parts of
three pages). Cardiologist Meyer Fried-
man is another laterality "believer,” sug-
gesting that Type A behavior isaresult of
an overdeveloped left brain, which he says
sees life only as a continuous stream of
competitive numbers.

The blanket tendency to lay al ills of
westernized culture, management theory,
and organizational habits at the door of the
|eft brain has, however, dwindled. |deolo-
gical burnout? No, actually you can credit
serious research. The more we learned
ilbout the nature of right-brain processing,
the less enthused we became at uncritical -
ly accepting the answers posed by The
Aquarian Conspirators. Put the left hemi-
sphere to sleep with sodium amytal, and
you find that the unregulated right brain
isaswamp of unpredictable, often moody,
even messianic chemicals. Nothing you
would want to take to Wall Street.

Also, in a bold and controversial new
book, The Social Brain, split-brain re-
searcher Michael S. Gazzaniga argues that
the left brain does more—much more—
to shape its world than just control speech:
It also controls the formulation of beliefs
by providing a language-tissues-related "in-
terpreter” to explain what the brains many
behavior-producing modules are up to. If
you have to make achoice between hemi-
spheres, the emerging evidence says, in
the strongest terms, "Keep the left half of
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the brain, not the right!" (Choicest of all,
though, remains the idea of lifelong, up-
down, left-right, front-back, past-future,
neurosomatic, neuroelectric, and neuro-
genetic development, for each and every
individual brain.)

Many of the initial brain enthusiasts—
from HRD practitioners to public school
educators to professional self-helpers—
viewed the brain function inquiry primarily
as away to develop the creative mind. But
preachers often failed to practice. Borrow-
ing each other's exercises and illustrations
outrageously, everyone copied everyone.
The outcome wasJacquelyn Wonder's and
Priscilla Donovans JVhole-Brain Thinking,
which contained a revealingly thorough
assortment of "split-brain" stories, tech-
niques, drawings, and claims handed from
facilitator to facilitator over the past ten
vears. The book was akind of valedictory
to that era.

Various sectarian varieties devel oped out
of the brain movement, and many conti-
nue yet, their disciples often fervid
believers in brain-change possibilities.
Most see their protocols as instruments for
expanding or harnessing the unconscious.
Some want you to fire-walk or break thick
boards with bare fists. Others seek to
recapitulate your phytogeny in aweekend
seminar that moves from fish to primate
to "you." From a mainstream corporate
stance, however, most of these approaches
are viewed as an extravagance.

The NLP crowd has itsfoot in the orga-
nizational door, perhaps because its
theories and techniques make alot of com-
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mon sense. Its feuds between competing
camps, however, are already legendary.
One reason for al the discontent—and the
damage it brings—is that the entire move-
ment is a sometimes angry revolt against
the psychological establishment, and a
great many NL Pers are psychological pro-
fessionals. Rebels, of course, breed
rebellion.

Accelerated learning is another brain off-
shoot. It started with Georgi Lozanov's
suggestopedia ideas. The Ostranders
(Sheila, Lynn and Nancy) made it fashion-
able for atime with their near-bestseller,
Super-Learning, published in 1979, but the
method's claims never quite proved out.
More conventional speed-learning practi-
tioners are now bringing knowledge-

behavioral to the social sciences. The
result isan unprecedented "kind of scien-
tific migration,” as Hamburg called it,
toward the brain as a focus of inquiry.

If HRD's theorists and practitioners
choose tojoin the migration in a big way,
what will they find? For one thing, alively
debate goes on over just how primary, or
basic, isthe brain's made-to-order version
of what philosophers (and physicists) call
middle-order reality. Does the brain, in
other words, synthesize a certain kind of
optical world simply because space/time
and causality have proved so convenient in
handling the demands of middle-order
living? If so, then the brain may have evolv-
ed this mode of "seeing" adaptively. If so,
then HRD must persuasively develop new

Brain-streamers may offer HRD a major eandidate for replae-
ing s«eh fraying-at-the-edges approaehes as Theory \
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mastery techniques long used by good
elementary school teachers into the cor-
porate learning environment, using the
brain umbrella.

When summed, these clusterings of ef-
fort and enthusiasm, varied as they are,
add up to aconsequential development. In
answer to the question, "Where are we?"
brain-streamers can reply, "While it hasn't
been particularly pretty, our effort of the
past decade has put us at atimely thresh-
old. We appear on the verge of offering
HRD amajor candidate for replacing such
fraying-at-the-edges approaches as Theory
Y, the various grids, and the self-actualiza-
tion/participatorv-management models."

Present theory and HRD

Not al of this opportunity is strictly of
our own making. Call some of it luck. In
the decade since the first brain presenta-
tionsat HRD conventions, the brain itself
has emerged as the wunderkind of scientific-
inquiry. If HRD decides to make the brain
a major player for the remainder of the
20th century, it hardly will be alone. At this
year's annual meeting of the American
Association for the Advancement of Sci-
ence, President David Hamburg observed
the outpouring of current brain research
and noted, "We're in the midst of as
dramatic atransformation as has ever oc-
curred in science."

In a virtual eye's blink, the brain has
come to dominate many avenues of scien-
tific inquiry—from the physical to the

understanding, new uses, and new forms
of experimentation for modes and me-
chanisms of knowing. Unlike milk, the
world appears less and less ahomogenized
place.

Yet, the field of HRD remains anchored
in what Dr. Alex Comfort, in Reality and

Empathy: Physics, Mind and cience in the

21st Century, calls "the hard-hat model of
an objective reality." Reading HRD's ma-
jor theorists, you would never suspect that
modern physics has just spent 85 years
overthrowing the idea that the brain mere-
ly threads its way through a ready-made
world.

Comfort, a physician, biologist, and
neuropsychologist who predicts that the
study of introspection will dominate scien-
tificinquiry in the next century, says flat-
ly, "Worlds are created by brains."

Now that it isfinally dawning on us that
the few physical processes uncovered by
physicists in the subatomic world are also
at work in our own heads, we stand poised
at amajor transformation in thinking about
how we think. Since HRD is primarily
head work, a reformulation high on the
Richter Scale is probably just ahead in our
basic constructs about learning, organiz-
ing, and managing.

For apreview, HRD practitioners might
wish to look at some of the brain models
developed for use in the organization in the
past decade. Looking back, well no doubt
find them simplistic or partial. But they are
a start, and now that we are beginning to
interpret them in light of what Dr. Heinz
Pagels in The Cosmic Code called "quantum

weirdness," they are routinely triggering
new "ahas!" even for their designers.

Brain creativity

Common to each model isthe ideathat
Douglas Flofstadter espouses in his
Pulitzer Prize-winning book Godel, Escher;
Bach: An Eternal Golden Braid. The idea,
as voiced by his brilliant Mr. Tortoise, is
that "the top level [of the mind] pretty
much has to wait for decisions to percolate
up from the bottom level" and that "when
reasons collide, the real battleground is not
at the verbal level; it's really a battle be-
tween opposing armies of neurally coded
memories, residual atavistic fears, and an-
cient biological realities."

Brain theorists are attempting to model
Immanual Kant's reality-channeling T—
or the process that Hofstadter's lortoise
hasjust described—so that we have abet-
ter feel for what kind of world agiven brain
can be expected to create. Knowing that,
then we can expect to be more proficient
at educating, managing, and rewarding the
brain in question.

Viewing the brain as afocusing process
that creates its own kind of world, we have
begun to explore the meaning and ap-
plicability of ideas such as these;

¢ Thesingle most descriptive thing we can
say about an individual brain in an organiza-
tional context concerns its sense of thefuture.
Physicists like Dr. Fred Allan Wolf (par-
ticularly in his latest work, Sar Wave:
Mind, Consciousness and Quantum Physics)
suggest that in the world of the quantum,
it is the present that creates the past and
the future that creates the present. Wolf
believes these are also principles of mind.
And our own work, in modeling decision-
making from a brain perspective, shows
agreement.

In fact, it now appears that the greatest
psychological leap of the species lies be-
tween those brains that are capable pri-
marily of creating the past out of the pre-
sent and those brains capable of creating
the present out of the future. That gap
seems to occur at the farther edge of Mas-
low's "self-actualization." Thus those brains
that have moved "beyond self-actualiza-
tion" offer our organizations the best shot
at creating futureswhere many of our cur-
rent problems drop out.

The organizational challenge becomes
one of identifying these individuals, pro-
viding the resources they need, and man-
aging them in accordance with worlds their
brains create. Plus—in no way inciden-
tally—finding ways that they can coexist
politically with others whose brains are
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creating different, less future-oriented
redlities. In apersonal sense, the challenge
is one exploring the limits and, if they
beckon, mustering the commitment, in-
sights, and techniques to trigger an in-
dividual refraining of capabilities.

» The most distinctive quality occurring
within various brain-values or beliefsystems
that wefind in organizationsiswhat thebrain
does with new information. In the Kins-
Person, or tribalistic, brain-values system,
new information is nearly always "offered
up to the gods." Thus there is no way to
create anew order since the brain subcon-
sciously subsumes &l new information as
opposed to being transformed or enlight-
ened by it.

In what continuesto be the most heavily
populated, Industrial Age brain-values
system, the Cautious/Careful or loyalistic,
new information is severely judged by
whether it meets the approval of authori-
ty. Obviously, there is little room here for
transcendence. Thus, despite signs of
danger, military-trained pilots may fly
airliners into severe thunderstorms at a
cost of many lives. Politicians and their
backers will defend apolicy like apartheid,
while a nation disintegrates. And domestic
manufacturers will continue to produce
goods of insufficient quality while better-
made foreign goods flood their markets.

Once again, not until we cross that
Rubicon to the bank where we are at home
easily creating the present out of the future
do we encounter brains adept at cefram-
ing. These brains—called the Choice-
Seekers, the Integrateds or the Systemics
in our brain-values systems—react to new
information by using it immediately to
reconstitute a "new world,” one con-
structed of the most apropos ingredients
available. Since an Age of Information en-
courages flux, these brains are very much
at homejuggling the age's many formulas.

¢ Altering the brains ability to ptvcess
change requires increasing its processing op-
tions. T he key to ratcheting our own brains
"up" the double helix (as Dr. Clare Graves
termed it) of increasing conceptual (or in-
formation processing) skills is to use our
brain powers to do different things.

In the physical world, we seek to under-
stand by working with principles of time,
space, energy, and wavelength. In the
mental world, we work with values, exper-
ience, intuition, and affects. Some brains
lock in doubly hard on values; they go to
great ends to think things through and
control events. Others swear by the ex-
perience; what they want, they go for. Still
others excel at intuiting; they are constant

seekers. And those who feel most deeply
establish the strongest likes and dislikes.

By concentrating on one form of pro-
cessing, the brain leaves great gaps in its
understanding. The I-control-processing
brain knows little of easy emotions, open-
ended questions, or failing without guilt.
The |-explore-processing brain lacks
knowledge of systematic inquiry, stabilized
beliefs, or a sense of completeness. The
I-pursue-proeessing brain fails to appre-
ciate elaborate explanations, strangeness
as agoal, or unnegotiated outlooks. And
the I-preserve-processing brain leaves un-
discovered such experiences as neutrality
of knowledge, argument as an exercise in
rhetoric, and a balanced view of
possibilities.

Each of these preferred domains of in-
formation processing produces vulnerabil -
ities for the organization whose brains
adopt them. One promising method for
creating alternative futures is to take the
viewpoint of a processing approach not
normally used. Another advantage of this
model is that by coaxing ourselves to
engage in activities that require an alter-
native way of processing information, we
gain new perspectives. Maybe even new-
energies. With both, we have hope of
breaking into a new brain-values system.

» Wecan changethefuture ofour organiza-
tionsas quickly as we can change their minds.
Believing this, we turn with a new-
seriousness to the findings of cognitive
psychology, quantum physics, artificial in-
telligence, neurochemistrv, philosophy,
religion, and any other source useful in
guiding us to a better understanding of
how people think.

From a political scientist like Robert
Axelrod, we learn that we can promote
cooperation among egoists without a
strong central authority—no more than 5
percent of the population need act coop-
eratively. From a quantum physicist like
Wolf, we learn that there is no "out there"
out there—that is, something absolutely
concrete, anchored in an objective reality
that exists immutably, unchangingly, com-
pletely indepedent of who you are, what
you think, and how you are responding.

From apsychologist like Hunter Shirley,
w e learn that the entire body isa"cognitive
envelope" constantly flashing preverbal
clues as to what the mind is hatching.
From an information systems expert like
Walter Lowen, we gain knowledge of how
memory specializes and once biased, puts
its indelible design on everything it
touches. From psychologist Goleman, we
learn how the mind protects itself against
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anxiety by policing awareness. Educator
Lawrence Kohlberg keys us to adominion
of rationality where, for those who reach
it, the brain instantaneously formulates
universal moral principles adequate for
most any occasion or challenge.

The Italian economist Pareto reminds
us that 80 percent of an organizations
problems often are caused by 20 percent
of its activities. Armed with the new brain
approaches, insights, and models, we have
reason to be optimistic that we can
develop at least 20 percent of its brainsto
where they can handle at least 80 percent
of the problems.

If this isachieved, it will buy time for the
rest of us—or buy peace. The more adept
we become at understanding the differ-
ences between brains and the kind of
world they create, the better we should be
at what the modern manager is essential -
ly paid to do: establish environments
where the work can be done humanely,
cost-effectively, and efficiently and with
satisfaction in the achievement.

For further reading:

Axelrod, R. (1984). Theevolutionvf cooperation. New
York: Basic Books. Using acomputerized tourna-
ment in which entries from several countries twice
played a deceptively simple game called the
iterated Prisoner's Dilemma, political scientist Ax-
elrod demonstrates how easy and wise it is for"
cooperation to evolve between egoists even in the
absence of a central authority.

Comfort, A. (1984). Reality and empathy: Physics,
mint/, and sciencein the Ust century. Albany: State
University of New York Press. A penetrating book
on the dangers of being blind-sided by aworldview.
Dr. Comfort suggests that the great scientific ex-
plorations of the 21st Century will be into the
nature of introspection—into the mechanisms used
by the human brain to construct its understanding
of what isreal. For serious students of mind only .

Corballis, M.C. & Beale. |.L. (1983). Theambivalent
mint!. Chicago: Nelson 1lal Inc. Just how basic is
right-handedness and |eft-handedness—that is, a
fundamental imbalance—in nature? These authors
probe not only brain findings but also findings at
the biochemical and molecular level. Their suspi-
cion: that there is an absolute, universal distinc-
tion between left and right.

Freeman, W. & Watts, J. (1950). Psychosurgery In the
treatment ofmental disordersand intractiblepain (2nd
ed.). New Haven: Yde University Press. An ex-
planation of psychiatric surgeon Freeman's ideas,
based on his studies of prefrontal lobotomy pa-
tients, of afunctional, latitudinal "split-brain—one
that divides duties between the frontal lobes and
the posterior cortex. For serious students of mind
only.

Gardner. H. (1983). Framesofmind: Thetheory ofmulti-
ple intelligences. New York: Basic Books. Harvard
psychologist Gardner challenges the long-prevalent
idea that asingle test for intelligence is sufficient
by arguing that we are al born with the potential
for a multiplicity of intelligences.



Gazzaniga. M.S. & LeDoux, JK. (1978). Thein-
tegratedmind. New York: Plenum Press. This book
was celebrated by many as an antidote to the pop
psychological theories generated by the so-called
esplit-brain* studies. The authors dev eloped an "in-
tegrated" view of mind using findings from split-
brain patients but ended up with a theory some
consider even more bizarre than those they set out
to challenge: the view that a person is a con-
glomeration of selves—a sociological entity.

Goleman, D. (1985). Vital lies, simple truths: The
psychology of self-deception. New York: Simon &
Schuster. A fascinatingly novel look at the way fixed
patterns of thought guard the access ways to the
mind. Why? Perhaps the secret liesin the fact that
the same brain hormones control both attention
and pain.

Halstead. W.C. (1947). Brain mechanisms and iu-

.refligenre. Chicago: Chicago University Press. Based
on his study of the psychological testing of prefron-
tal lobotomy patients, neuropsychologist Hal stead
proposes that a higher form of intelligence awaits
in the frontal lobes for those who cultivate it. For
serious student of mind only.

| lofstadter. D.R. (1979). Code/. Esther, Bach: An eter-
nal gulden braid. New York: Basic Books. A prize-
winning classic—all 777 pages of it—that explores
t lofstadtersintuition that consciousness results as
the brain explores itself in akind of Strange | .oup
that sets up aself-reinforcing "resonance" between
its many levels, if that's not clear, then credit
yourself with stumbling Over thefirst of Hof stadters
many difficultbut entertainingly juggled, ideas. For
serious students of mind only.

Hunt. M. (1982). The universe within. New York:
Simon and Schuster. A popularized look at the
findingsof cognitiv e science—the study of the fun-

ARE YOU A

SYNTH ESIST

IDEALIST

ANALYST
REALIST

damental workings of mind. Hunt's book offersa
new appreciation for just how intricate and men-
tally capable our minds are.

Kolhberg. L. (1985). Thepsychology of moral develop-
ment. New York: Harper & Row. The second
volume of essays on Kolhberg's theory that moral
development takes place in stages, if indeed it takes
place.

Konner. M. (1982). The tangled wing: Biological con-
straints on the human spirit. New York: Holt,
Rinehart and Winston. A detailed, inquiring ex-
amination of the barriers to progress and
reasonableness built into human biology.

Lovven. W. (1982). Dichotomiesof themind: A systems
science model ofthemind and personality. New York:
John Wiley & Sons. At times aided by the split-
brain findings, at times by psychological findings,
and at times by his own theories on artificial in-
telligence, Lovven devel ops point-by-pnint. pgae-
by-page, a conceptual model for the functioning
of mind. For serious students of mind only.

Love, D. (1983) I hesphinxand therainbow. Boulder:
Shambhala A futurist surveys the models and
mechanisms of "forw ard-seeing” from perspectives
ranging from brain physiology to holography to
quantum physics.

Luria, A.R. (1973). Theworking brain: An introduc-
tion to neumpsycliology. New York: Basic Books.
Among other insights, the noted Soviet neuropsy-
chologist discusses his findings that the frontal
lobes are related to adult intelligence. For serious
students of mind only.

Lynch, D. (1984). )bitr high-pafmnancebusiness brain:
An operator's manual. Englewood Cliffs, N.J.:
Prentice-1 fall. This bottom-line look at business
and the brain synthesizes 20 years of key

[ )
[ )
PRAGMATIST ©®
[ )
[ )

MAKE YOUR BEST GUESS AND FIND OUT BY SENDING THIS AD TO:

InQ Educational Materials
(A division of Bramson-Parlette Associates)

P.O. Box 10213

North Berkeley Station
Berkeley. CA 94709

We'll send you a complimentary copy of the InQ. The InQ is an
extraordinarily powerful instrument, especially useful in executive
development, succession planning, and project assignment.

The InQ has had rigorous psychometric evaluation and has proven its
worth in thousands of training sessions.

Circle No. 108 on Reader Service Card

discoveries, including the provocative thesis that
the brain is evolving psychologically.

Pagels, | i. R. (1982). the cosmiccode: Quantumphysics

as the language of nature. New York: Simon and
Schuster. A pellucid account of 20th century
physics' world of "quantum vvcirdness—often
praised as the most balanced and most careful nar-
rative yet written on the subject for lay people.

Segalowviiz, S.J. (1983). 'two sides of the brain.
Knglevvood Cliffs. N.J.: Prentice-Hall. Perhaps thc
best of al the pocket books when it comes to
dividing the "split-brain" claims into those backed
by strong, scientific findingsand those that fal be-
tween conjectures and the possible.

Shirley, 11.B. (1983). Mapping the mind. Chicago:
Nelson-ilall. An explanation of Shirley's"psvcho-
vector" theory of mind based on years of observ-
ing signalling behavior observed in extensive field
studies in Europe and Africa. For serious studnets
of mind only.

Smith, A. (1980). The mind. New York: The Vik-
ing Press. A noted British science w riter, convinced
that dl of us havefar more brain capacity than we've
managed to use, introduces us to agreat many facts
about this organ.

Springer. P. & Deutsch, G. (1981). left brain, light
brain. San Francisco: W.I I. Freeman. Going back
a hundred years, these authors critique a wide
variety of materials on hemispheric
asymmetries—the split-brain approach—and give
their measured estimate of what is fact and w hat
is speculation.

Wilber, K. (I'M.). (1982). The holographicparadigm and
otherparadoxes: Exploring theleading edge ofscience.
Boulder: Shambhala. Another effort—and awide-
ranging one—by writcr/editor/thinker Wilber to
discourage "pop mysticism" and dl other ideas sug-
gesting that to know the answers to the New
Physics isto know the answersto the nature of God
and other perennial conundrums.

, Ed. (1984). Quantumaquestions: Mystical
writingsofthe world'sgpeatphysicists. Boulder: Sham-
bhala. Wilber lets some of the 20th century's
leading physicists debunk the idea that quantum
physics offers us an explanation of mystical religious
insights.

Wolf, F.A. (1985). Sarmme:  Mind, consciousnessand
quantum physics. New York: Macmillan. A highly
original work that uses the findings of quantum
physics as the basis for explaining the emergence
and workings of mind. For serious students of mind
only.

Wonder, J. & Donovan, P.(1984). Whole-brain think-

ing: Hriii-ingftnmboth sides ofthe brain to achievepeak
job performance. New York: W. Morrow. These
authors stake out their turf so that right brain ac-
tivity isintuitive and left brain activity is efficient
and carve the world of business up in very readable
fashion accordingly.

Yaker, H., Osmond 11.. & (.'heck, F. (Eds.). (1971).

Thefuture oftime. New York: Doublcday. A study
of how personalities defined by Carl Jung's per-
sonality types differ in their experience of time.

Zdenck. M. (1983). Theright-brain experience: An in-

timate program tofree thepowersofyour imagination.
New Virk: McGraw-Hill. Zdenck interviews such
people as cartoonist Charles Schultz, dancer Marge
Champion, and w riter Ray Bradbury on the sub-
ject of creativity and then offers67 mental exer-
cises that stimulate right-brain activity."

Training and Development Journal, February 1986



