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The Yes/No Seesaw
(Being congruent with incongruence!)
By Joe Cheal

ave you ever been in two minds about
something?

Done something half-heartedly?

Part of you says ‘yes’ but another part says ‘'no’?

Welcome to the human race...and to the state of
incongruence.

Whilst we like to appear consistent and whole,
perhaps we are simply a collection of parts.
Personally, | find this idea very freeing as it takes the
pressure off having to be 100 per cent sure about
anything! | can honestly acknowledge that I'm (e.g.)
80 per cent on board with something (i.e. | have
some reservations but I'm prepared to go with it) or
that the ‘greater part of me’ says yes. In this sense, |
could claim to be congruent with incongruence!

The risk of being incongruent with our
incongruence (i.e. not being ‘at one’ with being
‘at odds’) is that it may lead to the problematic
consequences of ‘cognitive dissonance’. To explain,
cognitive dissonance is a discomfort in holding
conflicting positions (or information) in our minds.
This, in and of itself, is not necessarily unhelpful;
however, the consequences can be. Cognitive
dissonance can lead to us ‘over justifying’ a bad
decision or action which adds further psychological
commitment to that bad decision! This makes it hard
to ‘back down’ or do a ‘u-turn’ even when faced with
overwhelming contrary evidence.

According to psychologist Robert Cialdini, we like
to be consistent. We don't like to appear inconsistent
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or be accused of ‘changing our mind'. If it helps you
to move on from a poor decision, remember that
there is no such thing as a ‘change of mind’, but
simply a ‘progression of thought'!

The Yes/No Seesaw

Every decision we make or action we take...there is
a seesaw in our mind. On one side is motivation ‘for’
and on the other side is resistance ‘against’. Simply
put, if motivation outweighs resistance, we do it; if
resistance outweighs motivation, we don't.

Consider a significant purchase you may have
made recently. On the ‘one hand’, you may have had
a desire for that thing and liked some of the qualities
it had. On the ‘other hand’, you might have been put
off by the price or a better alternative elsewhere.

As a simple tool, we might weigh up the pros and
cons of a situation and then decide/act accordingly.
However, it can be useful to develop this a little
further, hence the Yes/No Seesaw (see Figure 1).

Each side comes with a set of questions (see
Figure 2).

If you want to weigh something up or become
more aware of your ‘covert’ drivers, the questions are
designed to help you in that process. I'm sure there
are many other questions you might add, including
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Yes (Motivation)

NLP

No (Resistance)

Figure 1. The Yes/No Seesaw

the Cartesian Co-ordinate questions of ‘what would
happen if | did’, ‘what would happen if | didn't’,
what wouldn’t happen if | did?’ and ‘what wouldn't
happen if | didnt?’

The second perceptual position

We can also use the seesaw to understand a second
perceptual position, where we look at the likely
‘yves’ and 'no’ of someone else, for example in an
influencing context.

A common mistake that people make when
influencing is to simply try and sell the benefits of
their proposal to the other party, but if the other
party has objections, the benefits are not heard
and are then wasted. Consider that to influence
someone, their internal motivation must outweigh
their internal resistance. You will need to think about
‘what’s in it for them?’

You might start in a position where all you can see
are the benefits of your proposal. However, the other
person might see things differently. They might
be thinking about the cost of your proposal and
perhaps feel a little nervous about changing from
what they know or do now. On top of that, they may
have some other objections too.

At this starting position, your benefits may be
outweighed by their objections and concerns. You
are not going to move them this way! You will need
to find some more motivation to outweigh their
resistance.

| believe that the most effective persuaders
put themselves into the mind of the other person
and start from there. The Yes/No Seesaw allows
you to model the other person’s ‘map of the world’
(though it may take a little bit of mind reading and
assumptions). At the very least however, this tool
encourages you to put yourself in the other person’s
mind and to be prepared for how they might
respond.

YES

o What might I gainif| do?
o Whatmight|loseif| don't?
® What might it cost me to not agree?

© What might | fearin not agreeing?

Figure 2. The Yes/No Seesaw questions

A

Here are the key steps to using the Yes/No

Seesaw in a second perceptual position:

1 Start by listing out all the possible resistance the
other person might have against your proposal.
Be creative here...it is better to overdo it!

2 Draw up another list of things that might
motivate them to accept your proposal. Use the
resistance list to work out what you can counter
and what you can remove (see below).

3 Put some possible weightings against each of the
resistors and the motivators. This could be done
on a scale of one to ten (with one as low and ten
as high). How strong is the resistance and how
strong is the motivation?

Figure 3 shows some examples of motivators and
resistance.

The Yes/No Seesaw can be useful for ‘putting
yourself in their shoes’, however, when you are
actually with the other person, you will usually need
to ask them questions to check your assumptions
(and to add more details). For example:

e ‘If we could resolve that particular issue, would
that help?’

e ‘What else might prevent you from...?’

e ‘What causes that to be an issue?’

e ‘What would need to happen for you to be in a
position to... (e.g. work with me)?’

Handling resistance in others

In essence, there are four key ways (categories) |

have identified in which you can handle resistance

(though I'm open to there being morel).

1 Removing resistance, e.g. through education,
information or reassurance.

2 Counterbalancing resistance, e.g. whilst
your proposal may indeed have a cost, the
consequence of no action would be an even
greater cost.

NO

e What might I loseif | do?
o What might| gain if | don’t?
® What might it cost me to agree?

® What might I fearin agreeing?
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4 Utilising resistance, e.g. if they prefer an ® How might you meet those gains in other ways
alternative as it seems more secure, show them (i.e.in your proposal)?

how your proposal is secure too.

The Yes/No Seesaw is a simple model to help you

The fourth way is a lovely concept since it uses understand your position or someone else’s. It can
the idea of ‘positive intention’ to remove the idea be used easily in conjunction with a perceptual-
of resistance! What if there is no such thing as positions exercise.
resistance, but simply attraction to alternatives? By seeing both sides you should have a more
Instead of struggling with their objections, you ask: complete picture of a given situation. And at that
e What alternative are they attracted to? point, ‘'understanding’ invites congruence...even in
e What do they gain from that alternative? the most incongruent of situations! |

REASONS FOR YES: MOTIVATORS REASONS FOR NO: RESISTORS

Impact Feeling

® Benefits/What'sin it for them if they accept ® Fearof change, loss of control, unknown, outside ‘comfort zone’,

® |mpact/Consequences to them/their environment of not accepting lacking ability, ‘how will it affect me?’, failure, ‘my manager won't

proposal like it’

® Make or save money, profit ® Anger, resentment

® Savetime ® Panic

® Success/kudos/recognition/accolades ® Worried about consequences

® Hidden external stress/worries/problems

Credibility e Disruption, inconvenience, hassle

® Evidence/examples/information o Dislike you, youridea, who you represent (e.g. your company)

o (ertainty/expertise/clarity ® Don't trust you/your motivation

® Measurable/concrete end result ® Depression, hopelessness, apathy

Connection Thinking

® Fun/enthusiasm/passion ® (ostin time, money, effort

® Shared vision/goals ® lack of knowledge therefore they don’t understand
® Reassurance/empathy/clean slate Can’t see how it fits their plan/objective/ interests
® |nvolvement, ask questions and listen Can’t see benefit

® Appeal to their skills/expertise Don'tsee it as a priority

® Associate what they like to your proposal Conflicts with their plan/objective

Preferred alternative

Fitting their psychological profile Think they understand but they don’t

® Meets their needs/values History: previous bad experience/breaking of trust
® (Opportunity/possibility Attitude: ifit's not broke — don't fix it
® Team/group buyin Scepticism, prejudice, discrimination
® Positive challenge Peer pressure, loss of face
® Faseofaction Ego — not my idea
® Simplicity of proposal Hidden agenda/internal politics Y E S .
Don’t agree or they think you're wrong - !
Purpose _ d
® Purpose/reasons/'why?’ o 4 b4

® Belief or empathy in you/youridea
® Vision/goals
® Fits their plans/objectives/interests, etc

Figure 3. Examples of motivators and resistance
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Here We Go Again!
(Moving through the resistance to organisational change)
By Joe Cheal
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hange is ongoing... The universe does
‘ not stop. Change is natural...
But if change is ongoing and natural,
why do so many people struggle with it?
Whilst | write of many things psychological,
my main career experience has been working
with people in organisations. | have worked
with thousands of people in small groups who
are going through the change process. In this
context, | have noticed some patterns of how
people sometimes get themselves stuck and

resist the inevitable nature of ongoing change.

When change is announced (or rumoured)
in an organisation, certain people go into
various degrees of ‘resistance mode’. Each
person will have their reasons and in an article
entitled the ‘Yes/No Seesaw’ (Rapport Winter
2014, issue 42), you will find a good starting
point for understanding more about the ‘No’
reaction. In many ways, that piece works hand
in hand with this one.

Of course, reactions to a change will tend

to depend on what the change is, how it is
perceived, how much involvement people
have had and how much control they perceive
that they wield. | read somewhere that people
don’t always resist change but they may

resist being changed. In addition, people

may understand the need for the ‘what’ (the
change itself) but they may resist the ‘how’
(implementation and management).

This article explores two concepts from NLP
and how they may be useful in understanding
people and helping them get ‘unstuck’. There
is then a model that encapsulated where
people may find themselves (psychologically)
during change and what they may need to feel
ok again.

Change is a nominalisation!

When people talk of company change, they
often talk of it as if it is a thing, i.e. a noun. The
words at the start of this article... ‘change is
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ongoing’ may give you a clue that ‘change’, as a
noun, is a nominalisation. It takes the process/
verb of ‘changing’ and freeze-frames it into a

thing. Consider the difference between the (depending where the

two psychologically: ‘the change’ versus ‘we loss comes on the hierarchy).

are changing’. For many, the ‘thing’ of change For many, having this list written down (and
becomes something to worry about...it is hence conscious) becomes more empowering.
upcoming, looming like a Doctor Who monster  They can see an objective list of what they
lurking round the corner. It is something they value and so can take action to find those

are going to bump into and it will probably things in other ways if necessary. For example,
hurt. It feels like it has a ‘tangibility’ but really, if ‘problem solving’ is on someone’s criteria

it is still intangible and hence unknowable. As and a change means that they will be taken
a verb, however, it implies process, action and out of a reactive environment that they enjoy,

movement. Even as a thing, if we remember then they might seek out some project work
its primary origin as a verb, there is the sense within their company after this process of
of going through change. ‘Through’ implies change is complete.
that there is an ‘out the other side’. Hence, |
encourage those affected by organisational The 4P Model (*1)
change (including those who are managing During change initiatives, different people
others) to think of change as a process, rather may be at different places with regards to the
than a thing. change. This is not about personality (though
it is may be affected by personality) it is simply

Loss and the hierarchy of criteria about where people are at. Firstly, they will be
Despite popular opinions, change is rarely on a continuum (or metaprogram) from ‘being
introduced for the sake of change. It is usually on board’ with the change (i.e. positive) to
designed to resolve issues and/or improve against it (i.e. negative). Secondly, they will be
situations. However, even with the most on the continuum of ‘active about the change’
positive of changes, there will be a loss of to passive (or inactive).
some things as well as a gain of others. An These two continuums create a dialectic
office move may mean a newetr, cleaner, construct (quadrant model) of four positions
fresher, roomier working environment...but (see Figure 1).
also a longer trip to work, a more distracting
noise level or sitting at a desk without a ACTIVE
windoyv view. What is pe(ceiygd asagainor a PROTESTER | PARTICIPANT
loss will depend on each individual and what is NEGATIVE POSITIVE
important to them personally. PRISONER | PASSENGER

| work with a presupposition that people
resist change because they are scared of PASSIVE
losing something from their hierarchy (or Figure 1. Quadrant model
list) of work-related criteria. The curious
thing however, is that most people are not Participant: will do what needs to be done
consciously aware of what their work-related and are supportive to the change. They are
criteria are. They just know that they don't like prepared to challenge where necessary but
the idea of the change. this will be for the betterment of the change

As an exercise, | ask people to write a or to point out potential potholes and pitfalls.
list of things that they like about their job, John Kotter (¥2) suggests that you need 75%
including what is important to them and what ~ of management on board with a change to
they enjoy. Try this out for yourself. When gain a momentum. (Personally, | think that the
you have a list, consider that a change in the more you have above that figure, the smoother
organisation meant losing something from the ride will be.) Participants need to be kept
the list. What would be your range of reactions  updated and involved where possible to keep
(depending on what was taken away)? Most them on board.
people appear to experience mild annoyance Protester: usually angry about something.

through to wanting to leave the company They may oppose a change for a variety
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of reasons (e.g. personal loss, perceived
unfairness, fear of the unknown). Perhaps

they don't feel involved, consulted or heard.
Protesters need to be listened to, preferably on a
one-to-one basis. Hear their objections, provide a
rationale (what and why) where possible and ask
for their solutions.

Passenger: on board but they are not
driving anything. Whilst it is possible that they
are apathetic or lazy, the passenger is usually
bombarded with other work and so is not
prioritising the change initiative. Perhaps their
manager is not allowing them time or perhaps
they don't really understand what is expected
of them (in terms of what they are meant to
be doing or how). The passenger needs help in
understanding what they are meant to be doing
and to prioritise the change.

Prisoner: don't want the change but feel
there is nothing they can do about it. They
tend to feel trapped with no choice. They
may become prisoners if they have tried to
communicate their concerns or frustrations
and have felt ignored or put down. This causes
them to withdraw and fester. At best they
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future? What will it be like in the organisation?
What will your job be like? What will you have,
feel, see that is different (and the same) as
now? How will you need to be...to easily and
effortlessly function there? What will you need
to do to surf the waves of change?

Picture size awareness: being able to see the
details of the day to day but also the bigger
picture (and cycles) of the years and decades.
Being able to focus on the minutiae within
your own job whilst having an awareness of
the whole organisation and the marketplace it
sitsin.

Outcome awareness: being able to establish
outcomes when faced with an issue...before
jumping to solutions. The Solution Reflex
(seeking solutions when faced with a problem)
tends to be reactive and potentially random! It
is not until we establish the outcome that we
have something to work towards. When faced
with a problem think: outcome...then solution.

[22]

will be silent throughout; at worst they may
resort to sabotaging the change from under
cover. The prisoner needs encouragement to

And through the other side
Whether you are initiating, implementing or
express their concerns on a one-to-one basis or facilitating others through change, remember
some positive reinforcement on their value and to work with the emotion and psychology of
worth. At worst, if no resolution can be found, the  the people (including yourself). Change
prisoner may need to be set free. management without the psychological element
is simply ‘project management'...essential to
Change is a mindset organisational change but not enough on its own.
As well as being a process, effective change To the ongoing change...to your ongoing
management is a mindset. Those that are best ~ success.m
able to cope with change appear to share a
certain resilience to change that comes from
the way they think and ‘frame’ change. Here
are three examples.

1 Temporal awareness: being aware of the
past and how things have changed with a
view to keeping an eye on the future and
how things might be. How might threads
of the past weave into possible futures?
What will things be like in five years’ time...
technologically, socially, environmentally,
professionally? How will that affect your
organisation? How will the organisation
need to be different to exist in that possible

References Joe Cheal is an NLP Master Trainer and has been working with NLP since 1993. He

(*1) Ifirst encountered this model on an Organisational is a partner in the GWiz Learning Partnership and GWizNLP (www.gwiznlp.com),
Transaction Analysis (TA) course taught by Julie Hay in 1999. As transforming people and businesses through the fields of personal, professional,

faras I'm aware, it is not an official TA model but | have been leadership and organisational development. He holds a degree in Philosophy and

unable to find an earlier reference point (or originator). Psychology and an MScin Organisational Development & NLP. He is the author of Solving
(*2) Figure 1 comes from an excellent article: John Kotter, Impossible Problems, Who Stofe My Pie, co-author of The Model Presenter and is the creator
‘Leading change: why transformation efforts fail". and editor of Acuity: The ANLP Journal. He can be contacted via: joe@gwiznlp.com.



