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SUMMARY

TO ORDINARY, intelligent people, the governments of the world seem all
at sea. It is clear that, in all the different ways in which they try to deal
with the complex problems of the world, they are missing an essential ele-
ment: that of the psychology of human nature, which is programmed into
us from our genes (hence we call this the human givens). These givens can
be straightforwardly expressed as needs and resources — and meeting the
one, and correctly using the other, are key to global mental health.

The Human Givens Charter, and the pages that follow it, are intended to
unpack what this means and provide an opportunity for us all to step back
and look at the bigger picture. It complements the work published as
Human Givens: A new approach to emotional health and clear thinking.



THE HUMAN GIVENS CHARTER

N THE light of new knowledge about our innate psychological and emotional
needs” (the human givens), we all have a duty to help our health, educational,

economic and social organisations implement concrete’ plans for:

* maintaining an environment where people can feel secure and go
safely about their lives

 ensuring basic physical needs — for food, unpolluted water, pure air,
space to exercise etc. — are reliably available

* creating a social climate that takes account of each person’s need for
autonomy and volition, where they can take individual responsibility
for as many aspects of their lives as possible™

* encouraging and protecting environments and activities to enable
children and adults to feel emotionally connected to others, experience
and enjoy friendship and intimacy, in the family and beyond, and feel
valued by the wider community

» providing the conditions (but not prescribing the method) for the
cultivation of a culture where all children and adults can easily be
stretched mentally and physically in healthy ways — which is how
people find meaning and purpose in life.

Notes to the above

1.

It follows that the various departments of government and public services must ensure that
their activities do not prevent the people they serve from getting their innate emotional
needs met. A clear distinction between ‘needs’, which are psychologically necessary, and
‘wants’, which arise from greed and conditioning, must always be held in mind.

The leaders of organisations, whether in the public or private domain, only enjoy their
powers and rights in order to help people more fully meet human needs. To the extent that
any such person or organisation fails in this remit they are contributing to the generation of
mental and physical illness, the rate of increase of which is placing the survival of our
species in jeopardy. (Mental illness primarily arises when the innate psychological needs of
an individual are not being met in balance.)

Members of the Human Givens Institute have, for twelve years, been researching methods
and developing evidence based models for how these goals can be achieved. Considerable
progress is being made, especially in the areas of mental health and education.

* See the book Human Givens: A new approach to emotional health and clear thinking (2003) by Joe Griffin and Ivan Tyrrell.

i.e. not in abstract or ideological language.

* Government responsibility, in contrast, is to defend our territory, ensure the just laws are kept, ensure freedom and ease of
movement around the country, minimise bureaucratic interference with and from our institutions, support the protection of the
vulnerable — sick, elderly, asylum seekers, mentally and physically damaged etc. — and operate an easily understood taxation
system to pay for services whilst not wasting our money.



The Feast

AFTER yet another disastrous project that resulted in higher taxes
and more hardship imposed on the people, Nasrudin let it be
known at court that he was a master chef. One day he announced
a feast at which he would prepare the most delicious new food.
The King and all of his advisers were invited. When the various
dignitaries arrived, full of anticipation, the food was presented in
great style. But it proved to be disgusting.

“What is this abominable, poisonous mess you are asking us to
eat?” cried the outraged guests. “You’re making us all sick!”

“This is my latest recipe. I made it up as I went along, putting
in at random anything that came to hand — if it seemed like a good
idea.”

“That’s absurd!” the King and all his advisors shouted at once.
“That’s no way to prepare a meal.”

“I agree,” said Nasrudin, before making a hasty exit, “But I
thought it would be interesting, nonetheless, to try out a recipe
based on your way of doing things.”




Why our institutions are sick

YEAR BY year the rates of mental illness in the United Kingdom are
rising.' In parallel with this, people are increasingly disillusioned with the
institutions that run our society: the organisations responsible for mental
or physical health, education, policing, the legal system, governance,
foreign policy, the armed forces, the utilities, farming and fishing. Trust
in these institutions has fallen away dramatically.> Furthermore, large
numbers of people are unsettled by what they see as corruption in poli-
tics, financial institutions, industry and business, the hypocrisy within
traditional religious institutions of all faiths and a corrosively cynical
media, the output from which often seems devoid of moral sensitivities
and appears to be fuelling a perverse breakdown in civil behaviour
between strangers (manners).” At any one moment the inhumane way all
of the above institutions often work is causing massive distress to indi-
viduals, families, or sometimes even whole communities.

The Human Givens Charter is a vision of how this situation could be
changed for the better in just a couple of generations by practical people
inspired by a larger organising idea than those currently in fashion.* An
organising idea is one large enough to explain confusion caused by a
variety of existing, often conflicting, disparate ideas or practices, and
thus able actively to shape perception and thinking. The organising idea of
the human givens arose out of a twelve-year research programme into
psychology and behaviour that was primarily devoted to improving the
mental health care system.” The findings were that suffering always
follows if innate needs are ignored. When basic physical needs are not met,
poverty, disease and early death is the result. Of course, physical needs are
paramount. The human story, for the majority, has always been one of con-
tinual struggle to eat and survive the elements, but people also wither if
their emotional needs are not met. When people don’t feel secure, have no
autonomy, no status, do not have attention needs met in an appropriate
way, are not stretched and lack intimate or social connections with others,
they commonly become stressed, angry, anxious or depressed. This can
easily spill out into violence against themselves or others.

Almost all the institutions and services that come in for so much criti-
cism from the people they are meant to serve are operated by individuals
who want to do their work well and take pride in it. Unfortunately, too
many too often feel frustrated by the lack of freedom and responsibility
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they are given to do a good job. Research shows that similar levels of dis-
illusion about the institutions of power are found in all countries around
the world.

It is clear that the problems we are facing are primarily psychological
and behavioural in origin, coupled with a lack of knowledge. Ideology,
belief and passion are no substitute for knowledge of what needs to be
done in any given situation. That is why this project, which derives from
the first holistic school of psychology in modern times, was set up. Each
year thousands of professionals attend seminars and workshops through-
out the UK to study the implications of this work for relieving psycho-
logical distress and improving the way we educate children and perform
social work.® A common reaction to the human givens approach that they
express 1s that it ought to be more widely known about in all fields and
that it should influence politics and management at the highest levels, not
just the people working at the proverbial ‘coal face’ of the caring profes-
sions. New insights, however, take time to overcome entrenched habits of
thought and behaviour — and time is short. So it is with some urgency that
The Human Givens Charter has been produced.

The following pages explain our understanding of how the current
situation has come about, the psychological basis of it, and our suggest-
ions for initiating a systematic process for improving our lot.

How institutions tend to inhibit human development

Over the last nine thousand years, since tribal peoples began to settle
in villages and towns, leaders arose to defend and administer territory,
control trade and collect taxes. They became chiefs, warrior kings,
pharaohs, emperors, etc. and their relatives and descendants often formed
an aristocracy which in some cases in some cultures lasted hundreds of
years.” Whenever these kings created periods of comparative stability,
other power structures that could satisfy the innate human need for status
proliferated — in all areas of human activity: religion, law, war, crafts,
business, education, health etc. This was as natural as ice crystals form-
ing when the temperature drops. As populations rapidly grew, the people
at the top of each hierarchy devised laws and systems to help themselves
maintain power and counter the tendency towards complete anarchy. The
most thoughtful of leaders managed to minimise the excesses of cruel and
greedy behaviour and harness human creativity and cooperation for the
greater good. (As one would expect, the great intellectual discoveries



and achievements of earlier civilisations mostly occurred during periods
of relative order and tranquillity because it is difficult to reflect, think
and plan constructively when one is hungry, sick or frightened and has
to concentrate on survival. But it has also been observed that great
technological progress is made in times of war and disaster — necessity
being the mother of invention.)

As cultures expanded, the possibilities enabling yet more people to
satisfy their own need to exercise power grew too — every king needed an
army, and every army needed a hierarchy to run it.

The more complex a kingdom’s administration became, the more its
functions divided and specialised, into tax collection and road building,
for example. These functions also generated their own power systems and
the chance to gain status and exercise influence both at home and far
away. As trade flourished, merchant princes and guilds associated with
building, crafts and manufactured goods arose too, each with their own
hierarchy based on skills, wealth and patronage.

The religious life of the people, driven by our need to answer questions
about the meaning of life and our place in the world and the cosmic order,
provided further opportunities for power structures to develop and priest-
hoods did not hold back from seizing them. As cultures became more
complex, the animism and shamanism of tribal people were superseded
and more formally organised religions and philosophies developed like a
veneer over the primitive magical forms of thinking that still survived.
(Much modern behaviour is still governed by primitive beliefs, supersti-
tion, magical thinking and animal reactions.®) Most of us, and especially
representatives of institutions, like bishops, judges and politicians, ponti-
ficate about civilised behaviour — saying “this is civilised” and “that’s
uncivilised” — but such judgments are not as secure as we all pretend.
Even the most ‘civilised’ among us have, in certain contexts, been shown
to behave like primitives.’

For a long time the churches, monarchy, parliamentary institutions, and
the legal and educational institutions of this country were a source of
pride. People trusted them, boasted about them — until recently a politi-
cian’s stock-in-trade phrase, when an institution was found wanting, was
to say that, “It may not be perfect but our such-and-such is the envy of the
world”. This doesn’t wash any more. Trust in institutions, trust that is
earned and deserved, the cement that binds civilised people together, has
almost completely crumbled away.'

11
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Any organisation set up for a useful purpose may quickly become an
institution and lose touch with its proper function. Since the foundation
of city states, people with authority have abused the powers invested
in them — every office at every level is vulnerable to corruption, to ‘jobs-
worths’ and to takeover by petty tyrants."

It is in the nature of institutions that they cannot react in flexible, appro-
priate ways to changing circumstances in the way that individuals or
small groups can. By and large, the bigger the institution, and the more
power held at its centre, the more inflexible it is. This inflexibility can feel
like mindless malevolent cruelty to those on the receiving end of its
actions. The story of the destruction of the British fishing communities is
just one example. The helplessness of the fishermen and their families in
the face of their livelihood being heartlessly and unfairly taken away by
the European Union was heartbreaking for many people to watch. It
remorselessly resulted in the break up of families and increased suicide
and drug abuse in those previously proudly independent people."

In a way, our institutions are a symptom not of civilisation but of
failure. They are nothing to be proud of. Indeed, it would be more appro-
priate if we were ashamed of them because they are an obvious visible
sign of how primitive and uncivilised our behaviour mostly is. Clearly
they sometimes perform necessary functions but they are the social equiv-
alent of the barbed wire used to corral and contain wild animals — there
to contain our excesses and stop us becoming completely degenerate,
destructive and out-of-control, just as prisons are needed to house dan-
gerous, antisocial, criminal people. Institutions exist because we can’t
trust each other to be honest, fair and humane towards one another, or act
from a real knowledge about how to behave. This is all well and good
when the circumstances mean that people are so awful nothing else can
be done — barbed wire has its uses, the soldiery has to be knocked into
shape — but the trouble with an institution is that it can’t think. Like
barbed wire they do little more than set limits (which is perhaps why our
present collection of them in the UK has the nickname ‘nanny state’").

To date, as the recent Balkan wars and atrocities show, institutions of
government have not managed to prevent wars and other large scale atroc-
ities from occurring. Indeed, when governmental institutions are taken
over by psychopaths, such as Adolf Hitler or Saddam Hussein, they make
war more likely. In addition, because it has no central ‘brain’, an institu-
tion can’t take responsibility for what it does. Scapegoats have to be
found when things go wrong.



Another, perhaps more subtle, difficulty is that implicit in the existence
of institutions is a denial that humankind can progress other than by
following their diktats. Obvious examples from history include the idea
spread by the Catholic church that only Catholics could get to heaven'
and the belief of the British establishment in Victorian times that it had a
divine right to rule the world.” Today we see the equally lopsided idea,
blindly believed by most Americans (and many outside America), that the
American style of free market capitalism should operate everywhere.'

Curiously, despite the problems institutions can cause, people easily
become emotionally attached to those with which they are familiar. They
can even become proud of them and, like members of cults, assert that
their belief systems are somehow superior to the belief systems of rival
institutions."”

This combination of disaffection with the nanny state and its insti-
tutions and the rise in the ‘blame’ culture, emotionalism, divorce rates,
mental illness, addiction, violence and disrespect for laws, are not un-
connected. They follow from the lack of a generally shared understand-
ing as to what constitutes the purpose of life. Unless something is done
about this our current systems will continue to drive down our collective
mental health, and institutional madness will continue to undermine the
effectiveness of good government and destroy the country’s infrastruct-
ure. Then collaborative society itself could collapse.

There are people, of course, who assert that our lives have no purpose.
They believe that life and the evolution of consciousness are just the
random results of meaningless evolutionary processes. We take a very dif-
ferent view. Our approach to the concept of purpose is that it derives from
the cherishing of nature’s rich endowment to each one of us — what we
bring into the world. It must be further enriched, so that it is of benefit to
more than just ourselves, and be passed on. This requires us, firstly, to
understand what that endowment is.

Valuing knowledge
The following ancient story exquisitely encapsulates our current situation.

A seeker after truth was walking along a remote mountain path
when he noticed a stone on which the words ‘turn me over’ were
written. He picked up the stone and turned it over. There, in
beautiful script, was the following question: ‘Why do you seek
more knowledge when you don’t make use of the knowledge you
already have?’

13
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We know that knowledge about how to survive and improve the way we
live on this planet has been gathered for tens of thousands of years
through the efforts of many people. Some of this knowledge has been
widely adopted, some only appreciated by a few, nurtured and passed on
whenever possible, and some has been lost and has had to be rediscov-
ered." But all of this /earnt knowledge could only be assimilated if it first
related in some way to another form of knowledge, a form that is innate
in us, which has evolved over millions of years, from the possibilities
inherent in the universe.

This ancient innate knowledge must always be our starting point. It is
the genetic inheritance of all healthy newborn babies. In our daily lives it
is expressed in the form of physical and emotional needs. When a baby’s
physical needs for sustenance — milk (food and drink), air, space, warmth,
light, touch, etc. — are met in the environment, it means that this inner
knowledge has been appropriately connected up with outside physical
reality and the baby can physically grow. Likewise when a baby’s innate
emotional needs — for security, attention, love, connection to others etc. —
are met by those around them, their personality can develop (because, in
effect, more of their potential to become fully human is being fulfilled).

By making sure that each person’s innate knowledge patterns are
matched up well, in a balanced way, to the sensory reality of the external
world, we enable people to be physically and mentally healthy, and thus
we benefit the whole species by raising the quality of humanity. That
makes it easier for our species consciously to evolve further (which, it
seems, might be the direction in which evolution is pushing us").

Working to refine the way that children and adults act to meet their
innate needs is a necessary service to humanity, an easily understood
common purpose that anyone could sign up to. It is our collective respon-
sibility, one we address in this charter. This is because the ‘givens’ of
human nature cannot be gainsaid. We cannot avoid them any more than
we can avoid breathing. Recognising this, and working to ensure that
innate needs are met, therefore supersedes lesser efforts that derive from
conditioning, ideologies and biases based on race, religion, territory,
habit, wealth or any political system.

An obvious example of the necessity of this approach on a large scale
is that of the tragic situation endured by Israelis and Palestinians. This
painful and bloody conflict will never be resolved until there is a genuine
acceptance on both sides that neither side can win and that peace depends



upon the innate needs for security, autonomy and status — which are
human givens — being met for both communities.”

A small-scale example (but with huge implications) is what happens
when the attention needs of children are not met in a well-balanced way,
perhaps because of watching too much television and not conversing
enough with parents and peers, in ways conducive to healthy develop-
ment. This has a damaging effect on the development of children’s brains
and negative long-term consequences for their future lives as intelligent,
capable social beings.”

With these types of example in mind (and they can be endlessly added
to) we can see that the fundamental reason for disaffection with institu-
tions — whether of religion, academia, finance, law, government or the
various civil services — is the growth in the number of people who intu-
itively sense that these organisations are not properly, and fairly, meeting
human needs. Indeed, institutions often seem to work actively against
people getting their needs met (and therefore against nature). The conse-
quence of the widespread ignorance of this is that ideologies fill the
knowledge gap and infect the body politic, which further corrupts institu-
tions. The results of their rampaging influence we can see all around us:
the breakdown in families, the rise in acquisitiveness, criminal behaviour,
violence, mental illness, and, on the international stage, violent conflict
between peoples, gross exploitation of the poor nations by the rich and
powerful, and the wilful, mindless destruction of the one and only environ-
ment that can sustain us.

The purpose of The Human Givens Charter is to analyse this situation
dispassionately and see if anything can be done to stop the rot and reform
our institutions to make them less centralised, more humane and more
open to the creative thinking processes that could improve our lot. This
requires, first of all, a significant number of people to audit the institu-
tions that they work for or have contact with, to see how well or badly
these bodies are contributing to the meeting of people’s needs. Then their
findings need to be made known and acted upon by common consent.

If we want improvement the human givens audit process is unavoid-
able, but it is not difficult to do, it just requires a change of focus on quest-
ions asked, though it will require a great effort from many people to bring
about the necessary practical reforms to enact the findings. Clearly an
institution cannot do a ‘needs’ audit on itself. It would be as absurd as
expecting a vain person to give an objective assessment of how beautiful

15



16

they were and as dangerous as asking a brain surgeon to operate on his
own brain. No government could monitor its own progress in an unbiased
way. The effort has to come from outsiders who, after the limitations of
institutions become more clearly understood, must have effective alter-
natives ready. These would need to be modelled on organic prototype
organisations already up and running, with those operating them ready to
mentor the necessary reforms.

Our innate physical and emotional needs

These needs are not difficult to appreciate since we all share them. As
human animals we are born into a material world where we need air to
breathe, water, nutritious food and sufficient of the right quality of sleep.
These are our paramount physical needs. Without them, we quickly die —
as many people do in parts of the world where clean water is scarce and
food is in short supply. We also need the freedom to stimulate our senses
and exercise our muscles. In addition, we instinctively seek sufficient and
secure shelter where we can grow, reproduce ourselves and bring up our
young in safety. Our physical needs are intimately bound up with our
emotional needs.

Emotional needs include:
e security — safe territory and an environment which
allows us to develop fully
 attention (to give and receive it)
* sense of autonomy and control
* Dbeing emotionally connected to others
* being valued by the wider community — status
 friendship, intimacy

* meaning and purpose — which comes from being
stretched in what we do and how we think.

If these needs are not met as we grow up, we easily become needy,
greedy, angry, anxious and depressed — forms of emotional arousal that,
when we are in thrall to them, reduce our humanity and lead to all the
miseries and cruelties in the world. When it is more widely recognised
that one of the main responsibilities of every type of human group, from
the family to the largest institution, is to help ensure that the physical and
emotional needs of every child and adult with which it is engaged should
be met, life will be more rewarding in every way.



Fortunately nature also programmed us with resources to help us meet
our needs.

Innate human resources
These resources evolved alongside our needs and include:

* The ability to develop complex long-term memory, which enables
us to learn and add new knowledge to our innate knowledge.

* The ability to build rapport, empathise and connect with others.

* Imagination, which enables us to focus our attention away from
our immediate emotional responses and solve problems more
creatively and objectively.

e A curious, conscious, rational mind that can check out emotions,
question, analyse and plan (a left brain hemisphere activity).

* The ability to store and develop knowledge — that is, to understand
the world through metaphorical pattern matching (an unconscious,
right brain hemisphere activity).

* An observing self — the awareness of being aware: that part of
us which can step back from our intellect, emotion and
conditioning and be more objective (a frontal lobe activity).

* The ability to dream, which discharges unexpressed emotional
arousal from the day just gone to free the brain to deal with the
next day’s emotionally arousing concerns and thus preserve the
integrity of our genetic inheritance.

These needs and resources are explored fully elsewhere” but, even in
this truncated form, it is possible to see how many of them could be used
to provide a simple yardstick for gauging the effectiveness of an institu-
tion, political policy, company or service: in other words, how well it
measures up to the criteria of meeting physical and emotional needs — the
human givens. We can check, via this means, whether schools and uni-
versities are working in tune with the way nature designed us to learn,
and whether institutions dealing with mental and physical illnesses,
disabilities, social problems (addiction, poverty, antisocial behaviour,
crime), law and policing, as well as organisations responsible for the
financial and material wealth of society, are aligned to the human givens.
It is all a question of balance and any organisation not working in align-
ment with our human givens is likely to have gone off the rails and be
damaging to society in just the same way as an individual who goes off

17
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the rails causes chaos in the local community.

The kind of institutional damage we mean can be seen in almost any
work-place. Many people today feel paralysed and prevented from using
their initiative, employing their skills to the full and taking responsibility
for what they do, with the result that they can only make a minimal con-
tribution to the organisations they work for, as their need to be in control
and be stretched is gradually conditioned out of them. (This can start in
childhood in those families where children have everything done for them
and so are not encouraged to take responsibility for their actions.) Almost
anywhere you look the real work is done by only a handful of people,
those who manage to retain a degree of control over major elements of
their work life, all the rest could be seen as ‘hangers on’ and should not
be classed as workers at all. Due to the fact that status tends erroneously
to be equated with power (i.e. management roles, conferring power over
others), institutions reward through promotion, and thus literally promote
dissatisfaction and incompetence. The well-known Peter Principle states
that employees rise up the ladder to the point where they spend less and
less time doing what they can do well, and more and more time doing
what they can’t do well, after which they progress no more. Thus the
useful work is accomplished only by those employees who have not
yet reached their level of incompetence.** The others, meanwhile, may
become more and more stressed, as they fail to achieve what is expected
of them. This is particularly a problem in institutions where responsibility
for tasks is centralised.

The consequence is that fewer and fewer people develop the higher
human qualities society needs. That is why so many government projects
and private businesses fail.” And those ventures that do prosper do so
because of the efforts of a handful of people who carry the majority.*
It seems that, when fear or hunger are removed as a motivation to excel,
many people take the easy option and do as little as possible. So there is a
shortage of people of quality, even at the highest levels. Moreover, this sys-
tem of incompetence protects itself by making it legally difficult to hire
and fire. (If employers try to insist that underperforming, lazy people do
the job properly, they can now be accused of work-place harassment at
great expense to themselves, but little inconvenience to the employees.*)

Because rules and regulations imposed by successive governments have
effectively leached away individuals’ sense of personal responsibility for
good behaviour, more and more of us feel it is OK to cheat the system.



Many overstretched GPs, for example, may, for a variety of reasons,
collude in fraud by writing sick notes for ‘patients’ who pressure them,
even when they know the person is not sick.”® Growth in irresponsibility
and moral cowardice can be seen in all professions, as can the disastrous
consequences.” Yet it is the very design of the institutions we all sub-
scribe to that makes such consequences inevitable.*

How the autistic thinking style of governments
ensures continual crises

Every badly governed country is highly visible and self-publicising. (It
seems that the more corrupt and inhumane a society is, the more in thrall
to the cult of personality it becomes.”’) Good government is invisible.*
When everything is running smoothly we don’t need to know how it is
done or who is doing it, just as we don’t think about our cars when they
are working properly — we take them for granted and get on with our lives.

But in the UK things are not running smoothly. Far from it. Govern-
ment is highly visible and so are the personalities working in it — which
is a bad sign. And that is largely because our government (which itself has
been corralled by the European Union) operates from a centralist philos-
ophy that believes it should take to itself ever more power and control
over our lives.” The big problem with this, from the psychological
perspective, is that, by forcing the population to conform to its centralist
ideology, and binding people to it with invasive rules and regulations,
government is impinging directly on a fundamental human need: that of
feeling one has autonomy, volition and a degree of personal control over
events and circumstances.” (The only people getting that need met are
those making the rules to control the rest of us!) This obsession with
centralising power and ‘control freakery’ arises in many other institutions,
thereby ensuring that they clumsily harm whatever they influence. It can
always be seen when management is out of touch with the reality of a sit-
uation and divorced from doing productive work.

There are psychological reasons that explain why these things happen.
Political leaders do not usually set out deliberately to do damage. Most
start off fundamentally decent. Yet they seem to lack psychological self-
insight and so rarely develop an objective knowledge of what is really
needed in given situations. Hence their reliance on ideology, which is a
poor substitute for knowledge and so often has explosive consequences.

19
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When assessing the psychology of the processes by which those who
run institutions attempt to fulfil their obligations to us, we see that the
characteristic type of thought they use is ‘straight-line thinking’. (This is
a term coined by someone with Asperger’s syndrome — high functioning
autism — to describe his inability to monitor and prioritise numerous
streams of information and react flexibly to them in the normal way.”)

In politics it is such straight-line thinking that unleashes the deluge of
initiatives, decrees, ‘official guidelines’ and political correctness that
make the lives of the working population so difficult.” In management it
is straight-line thinking that fuels the continuing weedlike growth of
paperwork, reports and demands for information that are only obscurely
related to the work the organisation was set up to do. A system like this
tends “to meet any new situation by reorganising, and a wonderful
method it can be for creating the illusion of progress while producing
confusion, inefficiency and demoralisation.”” We see this in the insistence
by straight-line thinkers on the meeting of targets. Typically, administra-
tors gather information about how well targets are met, or apportion
blame when they are not, and debate how to change the targets. (This
behaviour now passes for management and decision making in the public
sector and in other large organisations.)

Target Obsession Disorder

What we like to term Target Obsession Disorder (TOD) seldom leaves the
headlines, whether the targets are concerned with cutting down waiting
lists in hospitals and other medical services, increasing the percentage of
children in schools who reach a certain standard of literacy and numeracy
by a certain age, or getting a higher percentage of young people into uni-
versity. TOD creates more layers of bureaucracy to manage it, mountains
of paperwork and form filling, and undermines the balance between work
and effectiveness. In professions like social work some surveys show that
client contact time has been reduced by up to 80% because of paper (and
email) work. Research recently reported that, whenever a politician
declares that his department is going to cut ‘red tape’, it always gets worse!
When an obsession with collecting information (which of course is anoth-
er autistic trait) dominates the activity of an organisation it quickly over-
rides the actions of people who are trying to get real work done. In hos-
pitals this reductionist approach means patients’ real needs are pushed
further down the priority list;* in schools even more children fail to get a



basic education®” and our universities are dumbing down to meet the tar-
gets set for them.* The lack of real organising ideas in politics is evidenced
by the fanfare with which New Labour introduced targets in the NHS,
schools and elsewhere, only to follow up some years later with their next
big idea, which was to do away with targets!

Running any complex organisation is a holistic operation. Of course
targets and goals are useful. But they should never become the main tool
of management because they encourage lopsidedness. When ‘targets’ and
‘goals’ are primarily aimed at one aspect of a problem, such as cutting
down the waiting list for hip operations in a hospital, for example, the
inevitable consequence is that you imbalance the organisation of the rest
of the hospital.* In just the same way, if teachers are told what to teach,
and have to follow a rigidly prescribed curriculum, their need to be
involved in creatively awakening the understanding of their pupils,
through their own enjoyment of being stretched by the subject they are
teaching, is frustrated. And nobody benefits when teaching stops being
meaningful for the teacher. Likewise, when the balance in the attention
exchange between teacher and pupil is lost, because the material being
taught is not connected up to each pupil’s existing knowledge, or there is
too much emotional arousal in the class, a teacher cannot react in flexible
ways to the needs of each individual — which is serious because every
child is unique, and being flexible when teaching is vital. Setting targets,
however, is great for producing statistics.

Sometimes it can seem that putting a spin on statistics is all that politi-
cians and higher civil servants are doing.* They appear to the rest of us to
operate a primitive, illogical, ‘government by appearance’ strategy as if
the people of this country have created nothing more than an appearance
culture. They protest otherwise of course, but of ‘knowledge’ and ‘think-
ing things through’ there is little sign that ordinary citizens can recognise.
Instead, politicians and their servants involve themselves in “ceaseless
activity to grapple with the unacknowledged consequences of yesterday’s
mistakes”.” For example, when government departments do ask for input,
in an effort to do better, they tightly restrict the way in which that input can
be given, thus undermining the endeavour by making it difficult for
people who could really be useful to contribute. New Labour’s much
touted public relations programme, the ‘Big Conversation’, launched in
2003, 1s one such example.* Another is the way the National Institute for
Clinical Guidance (NICE) tightly specifies the forms in which evidence
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can be submitted which, by their very nature, preclude other, perhaps more
useful, information from being considered.

When obsessive straight-line thinking drives government and its
administration, it is hugely cavalier with our money (no politician is made
to suffer from wasting £millions of our tax revenues; the worst that can
occur is getting voted out®). It also disempowers those people who are
trying to get on with useful work. And the high levels of frustration and
stress which this autistic form of government causes ultimately impacts
on the mental health of us all. (The international dimension is even more
autistic, as is daily demonstrated by the mayhem done to the smooth run-
ning of industries and social affairs by the centralising policies of the EU.
These are seeping steadily into every facet of life in Europe and under-
mining our innate need to control our own law making and the ways we
conduct our social and business affairs.* Without autonomy, people
become slaves, as anyone knows who has been ‘chained to their desk’ by
the endless form-filling demands required by EU legislation.*’)

Words that paralyse thought

A technique used by political managers or administrative ‘spinners’ to
give the appearance of action is that, whenever they want to impose
another untried recipe for doing something, they dress it up with abstract
nouns — words with no substance that make people feel good or certain
about what is being said. For example, ‘evil’, ‘truth’, ‘freedom’, ‘wealth’,
‘change’, ‘potential’, ‘innovations’, ‘modernisation’, ‘spiritual’, ‘values’,
‘principles’, ‘progress’, ‘success’, ‘quality’, ‘enterprise’, ‘ethics’ ‘stand-
ards’, ‘democracy’, ‘terror’, ‘aspirations’, ‘education’, ‘equality’, etc.
These words are known by linguists as nominalizations. They actively
muddle clear communication because, by pretending to refer to some-
thing concrete, the people using them create a feeling in the listener that
something meaningful is being said when it isn’t.

Political speeches are marinated in nominalizations. Who could fail to
agree with the leader of the opposition Michael Howard’s fatuous policy
declaration, “I believe it is natural for men and women to want health,
wealth and happiness for their families and themselves”?* Or Prime
Minister Tony Blair in his 2001 election manifesto pledge? (“Millions of
hard-working families want, need and deserve more. That means more
change in a second term, not less — to extend opportunity for all.”*) And
who could not be puzzled by President George W. Bush’s assertion that



America had “... delivered freedom, liberty and democracy to Iraq™ as if
these vague, abstract concepts were food aid. (Nominalizations in italic.)

The problem with this type of word is that, because it contains no con-
crete information or meaning, the reader or listener has to go on an inner
search and pattern-match to what it means to them personally, based on
their own past experience. Inevitably, such a word will mean different
things to different people — one person’s ‘aspiration’ is not the same as
another’s. Once pattern matched we have our own meaning. This
becomes a perception which is automatically ‘tagged’ with an emotion.
Our emotions are stirred but not connected up to anything tangible.
However, it is largely an unconscious process and we are not usually
aware it is happening. Which is why politicians use nominalizations a lot
— they are words that can mesmerize and influence people but cannot
serve to pin politicians down. In this way (because they contain no real
information) nominalizations hinder thinking and communication. This
abuse of language confuses and frustrates those not inoculated against it.

The lack of large, high quality organising ideas

A flourishing organisation grows in an organic way. Its structure is deter-
mined by organising ideas that are big and flexible enough to encompass
all conceivable eventualities. To succeed, everything has to be in place at
the right time: people, skills, money, geographical location, the required
technology and infrastructure, and the need (market) for its product or
services. When an organisation is running well it is because the people in
it share perceptions about what they are doing, why they are doing it, and
how best to do it. Such perceptions derive from organising ideas. To some
extent the degree of refinement of shared perceptions in any group can
be used as a measure of how advanced it is. Conversely, crude shared
perceptions are a mark of the primitive nature of an organisation or
society. For example, when only crude perceptions (beliefs and ideologies
powered by straight-line thinking) are imposed on us by government,
government interventions inevitably fail.”

An organising idea is always needed to shape our perception and our
thinking. This is because we organise what we see and experience
through what we believe we know.”” Thus an organising idea determines
where we look. It guides our research. All human undertakings operate
from organising ideas and, if we are learning, we are continually refining
and updating them to understand the world. Real understanding comes
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from the type of thinking that produces organising ideas large enough to
make sense of the detail. (This, of course, takes considerable effort. It
stretches our mental faculties.) A new organising idea that is any good is
always bigger than earlier ideas and able to explain the anomalies that
previously caused confusion.

Progress comes from this type of thinking. For example, Florence
Nightingale came to understand the relationship between cleanliness and
health, and then managed to reduce the fatality rate among wounded
soldiers in the Crimea from 40% to 4% by introducing basic hygiene
practices and improved sanitation.” This was her big organising idea. As
the idea spread it refined earlier ideas about the importance of cleanliness
to health.

Organising ideas that are useful, however, can be lost again. Because of
bad management and government interference NHS hospitals in the UK
today badly need a ‘Florence Nightingale’. Hospital Acquired Infection
(HAI) caused by poor hygiene practices affects 300,000 people a year.™
Over 5,000 die unnecessarily of it each year in Britain alone and it con-
tributes to the death of a further 15,000. It costs the NHS more than £1
billion a year and loses at least 3.6 million bed days.” (Many doctors
believe the true fatality figures are worse because doctors are so ashamed
to record HAI as a cause of death.*®) This far exceeds all fatalities inflict-
ed by terrorists throughout the whole of Europe and the USA in the last
ten years.”’

When individuals and groups don’t refine their organising ideas they
become set in their ways and operate mechanically out of conditioned
habits and emotion. Their plans and efforts are likely to be self-defeating
because they have difficulty assessing changing circumstances. This is
because, like rats in a maze, they are incapable of seeing the bigger
picture. And, prior to them instigating changes in an organisation, the
chances are that there was a degree of functionality in it. This is because,
when people are given responsibility and left to their own devices, human
ingenuity can usually make things work in a ‘good enough’ way. But
when straight-line thinkers, especially those suffering from TOD, force
unnecessary changes onto people, they invariably make processes more
bureaucratic, less efficient and less humane. And when such people have
power it can be dangerous for the rest of us. (Hitler, for example, had
autistic psychopathy.*)

A good example of what we mean by this is that, when schools are
designed and managed in a straight-line way — without taking into account



how to realistically work in tune with the psychobiological givens of how
children learn and teachers teach — the requirements for a successful teach-
ing environment can not be met. The end result of that is that whatever
level of functionality the school previously had becomes destabilised.

We believe that this kind of approach to tackling problems has played
a large part in the rising levels of disenchantment, dissatisfaction, mental
illness and crime and violence in our society.

The opposite of autistic, straight-line thinking is organic thinking. All
human groups are living organisms. All the separate systems that go to
make up a living organism must have independence and must interrelate.
The human body, for example, contains many organs and, if the whole
body is to work well — heart, kidney, liver, and immune system ... and so
on — have to operate to some degree autonomously, but if any one part is
impaired, it affects the totality. You cannot change one system in the body
without impacting upon others: so, when a liver becomes diseased, it
makes us sluggish, affects our mood and impairs our ability to think clear-
ly. (The best doctors are those with a holistic approach to diagnosis.)

We see organic thinking just as clearly in the practice of psychotherapy.
To effectively help an emotionally distressed person, a psychotherapist
must take a flexible, organic approach and look at their patient’s live in
the round — his work situation, how much control he feels he has, the
quality of his intimate relationships and friendships, the status he per-
ceives he has, his diet, and whether he is being satisfactorily stretched
(physically and mentally) to maintain a sense of meaning and purpose.
Therapists who know how to help people get their unmet needs fulfilled
better produce good, lasting results in the quickest time.”

Organic thinking is concerned with how interrelated elements of any
given set of patterns work together. It looks at how instigating change in
one part of a system impacts on other aspects of the system. It also asks,
would a change really make the system more effective? (If it ain’t broke,
don’t fix it!)

Thinking big intelligently

The absence of organic thinking is placing the very survival of our species
in jeopardy. And the suitability and quality of the organising ideas that
humanity operates from is the reason. All the trends outlined so far — the
increase in mental illness and drug addiction, rise in family breakdown,
poor schooling, the alienation people feel towards the institutions of law
and government, centralisation, and the harmful effects of using ever
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more sophisticated technology to stimulate greed in people for
commercial gain — all relate to that. The materialistic achievements and
success of the Western world were based upon straight-line thinking, on
a model of reality that presumes that we can always have access to
massive amounts of energy, minerals, and other sources of wealth such as
pure air and water and fertile soil. It is clear to scientists around the world,
however, that the planet’s resources are finite — undeniably limited.” It is
also clear that the rate at which these resources are being used up is
rapidly accelerating because other parts of the world are now copying the
Western way of generating wealth.®

The Western model for wealth generation is based upon innate, and
therefore natural, animal selfishness — that we can take (grab or steal)
from the earth whatever we need, or want. When we first evolved our sit-
uation was such that this didn’t matter much. It is by such behaviour that
all mammals find a niche in which to survive. But as we advanced our
impact on the landscape and the planet’s resources did start to matter,
even though, for a while (since the most rapacious modern technologies
took a while to spread), the dangers weren’t obvious, except to the most
farsighted of individuals. Now, as populations have increased and tech-
nology has advanced exponentially, everything has changed. One doesn’t
have to be a pessimist to sense the problems piling up. The speed at which
second and third world countries can now develop and become advanced
technological cultures is a fraction of the hundred years it took America.
Now that the billions of previously poor are getting in on the act and
rapidly developing their technology, they are becoming greed-based
market economies too. And, as this can happen in a decade or less, it is
placing a rapidly rising demand on the planet’s limited resources.

The tensions that this is already generating will undoubtedly result in a
major crisis for the economic model which, up until now, has served our
Western society and culture pretty well. But, just as when an individual
can no longer get their needs met and their model of reality fragments
and they become mentally ill, so large populations can become emotion-
ally aroused and behave in insane ways. The crisis will occur before
resources actually begin to run out. Signs appear long before, just as in
mental illness. In the case of our economy, the pressure will mount and
the pretext for economic bullying, theft on a vast scale and war will
increasingly be focused on those parts of the world where diminishing
resources still exist.



Because the Western economic model is dependent upon economically
weaker countries providing it with cheap natural resources and labour, it
doesn’t matter specifically where this modus operandi first starts to frag-
ment. The economies of all countries are now so interdependent that the
pressures will impact upon them all. If we carry on as we are, with greed
predominating over cooperation, we will see a collapse into chaos. And
this is likely to happen sooner rather than later.

The bottom line is that our economic crises will be largely due to the
autistic thinking style of modern governments. This has a strong tendency
to blindly assume that all problems can be solved in impulsive random
ways or ways that worked in the past, or by imposing on people more and
more social and financial control mechanisms, or by ignoring problems
altogether and leaving them for future generations to solve. Governments
are also drawn to unrealistic fantasies that a new development in technol-
ogy or new cheap energy source will come to the rescue and save every-
thing,” which is analogous to an individual buying lottery tickets in the
hope of averting a financial crisis.

One has to be realistic about (without being overwhelmed by) the many
problems facing us. There is a long list of them, it is true. The greenhouse
effect is currently causing concern.” Starvation and poverty are increas-
ing for millions of people.* Diseases that are to a large extent containable
are not being contained because of economic greed.” Our overuse of
antibiotics is setting us up for ever more virulent virus infections, leading
scientists in many countries to predict massive death tolls from major
epidemics.” We degrade the environment, poison soils around the world
and are speeding up erosion.” Pollution is contaminating our food supply,
whether harvested from the seas or the land, and making it less nutri-
tious.®® Rubbish is ubiquitous. And so on ...

The need for ‘species thinking’

That these problems await us cannot be denied. But it is possible that the
build up of psychological pressure they are causing in us will lead to an
evolutionary breakthrough, a leap to a more refined form of thinking.
The Human Givens Charter is intended for people who wish to co-
operate in designing practical ways to approach the situation from a
human givens perspective. Perhaps the more we and our institutions are
prepared to be fit enough to cope, the more likely our species is to survive.
We really do believe that we are talking about the survival or extinction
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of the human species. If we are to enhance our consciousness and survive,
we must first look to our psychology and behaviour to see how we might
rise above the primitive ‘greed’ of identifying ourselves with our country,
our ‘people’, our race. We have instead to develop something that might
be called ‘species consciousness’. This could well be the next evolution-
ary step we need to take, precisely because it builds upon the natural
instinct we already have, to protect and promote the survival of our fam-
ily. Species consciousness would lift us above the ‘them and us’ public
policies that currently hold our leaders entrapped.

On first thought, the idea of species consciousness may seem somewhat
selfish, as though we are promoting our species in preference to others.
But we suggest that this is not so, because it taps into another natural
template — the instinct for cooperation.” Early in our evolution, people
wanted to protect their own families, and they realised they could only do
so by making alliances with non-family members in the vicinity. They
formed tribes, and that is how society evolved. We became instinctively
social animals and this is now innate in us. (We know this because when
people are not emotionally connected to the wider community, they
suffer emotional distress.) If we now start thinking about protecting our
own species, it becomes apparent that the only way we can do so is by
looking after all other species that occupy the planet, and forging effect-
ive relationships with them. So species consciousness taps into a natural
template — to look after our own — and should lead organically to planet
consciousness and to caring for the planet as a whole.

When the dog owner does the barking

Large organisations — including ones involved in governing our economic
and political affairs — cannot thrive if centrally directed. “The people
closest to the work know the work best.”” A well run organisation, and a
well run country, has disciplined local autonomy combined with a will-
ingness to experiment, own up to error and move on.

This has been well explained by Professor John Kay in his book The
Truth About Markets. “Most decisions are wrong. Most experiments fail.
It is tempting to believe that, if we entrusted the future of our companies,
our industries, our countries, to the right people, they would lead us unerr-
ingly to the promised land. Such hopes are always disappointed ... even
extraordinarily talented people make big mistakes.””!

After discussing the failure of people who had tried to run organisations



and companies in a centralist manner, Kay goes on to say that pluralism
and discipline are the keys to the success of a market economy: “Because
the world is complicated and the future uncertain, decision making in
organisations and economic systems is best made through a series of
small-scale experiments, frequently reviewed, and in a structure in which
success is followed up and failure recognised but not blamed: the mech-
anisms of disciplined pluralism.” Organisations flourish, he says, wher-
ever it is recognised that the job of the leader is to appoint good people
and trust them to do the job, introduce pluralism, and at the same time to
impose discipline, through audit and accountability.

Socialism failed because it substituted centralised direction for disci-
plined pluralism and because it could not stop individuals from taking
advantage of the power that they enjoyed to feather their own nests.

Government agencies and large businesses face exactly these problems.
Indeed, the ways capitalist economies fail are often similar to the ways in
which socialist economies fail. When greed is seen as the motivation
behind a company’s performance, then managers are more inclined to steal
from companies. The common response to such corruption, and the in-
efficiency it encourages, is to set targets and reward or punish by reference
to the targets. As Kay says, “This is the system that worked so badly in the
Soviet Union. It worked badly for two main reasons. One was that the
centre did not have sufficient local information to set the targets effective-
ly. The other was that the targets could only imperfectly reflect the centre’s
real objectives. These problems arise whenever target setting is tried, in
public sector activities such as health and education, in the regulation of
utilities or in encouraging executives to maximise shareholder value. The
same fundamental difficulty arises in each case. If the target setters had
enough information to set targets appropriately, they, not the people on the
ground, would be the effective managers of the business. So the managers
aim to meet the targets, not the objectives of the targets.””

Shedding responsibility but not authority

Managing by targets produces the appearance of market disciplines with-
out the substance. “Real contracts are voluntary, mutually beneficial
agreements between autonomous agents. And it is only possible to make
such contracts in competitive markets where there are creditable alterna-
tives for both buyers and sellers. These arrangements often attempt to
shed responsibility but not authority. They enjoy their best chance of
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success when there is a genuine readiness to delegate power — as when
authority to set interest rates is given to a central bank (like the Bank of
England). They are least likely to work when there is no real intention of
devolving authority ... The alternative is to try to align the interests of the
various players. People who work in health and education, on railways
and in water companies, have selfish and material concerns like everyone
else, but they also, for the most part, want to provide these services
effectively and efficiently. Corporate managers were once concerned to
promote the interests of shareholders, and of their business — and gener-
ally still are, though some, having been told that greed was the driving
force of the market economy, believed it and discovered that very little
would be done to stop them helping themselves to the company’s money.
The objective is not to design institutions that are robust to self interest
but to stimulate elements of behaviour that are not purely self interested.
These are divergent objectives: in structures designed around self interest,
self-interested behaviour becomes adaptive.””

It is contrary to the instinct of most politicians to allow diverse sources
of control. Their natural instinct, coming from primitive greed for power
and status, is to centralise control and so expand their own territory. So, if
leaders are to introduce disciplined pluralism, they have to go against these
primitive instincts in the interests of society at large, as Kay explains.

“Disciplined pluralism is contrary to the natural instincts of most
political or business leaders. For politicians to support it requires them
to struggle with their own inner natures. When governments make eco-
nomic policies, their constant inclination is to suppress pluralism and to
override discipline: to favour new ventures that the market will not accept
or old industries which the market has already rejected. Frequently, they
succumb. This is why the record of government economic intervention,
even in rich states, is generally poor.... Centralised structures cannot cope
easily with the normal fact of economic life, that it is very difficult to
determine what the right thing to do is and the best recourse is to try many
things on a small scale and see which few work. Pluralism necessarily
conflicts with uniformity. But if government structures genuinely allow
pluralism and decentralised authority, variability in the quality of what is
provided is inevitable. It is tempting to argue that everyone should receive
‘the best’ but the consequence is that ‘the best’” will not be very good. If
everyone to whom power is delegated makes the same decision, there is
no pluralism and no real delegation. ... Disciplined pluralism in public



services requires that there be careful audit — of outcome, not of contri-
bution to process. Disciplined pluralism requires that there be real
accountability for these outcomes, of a kind which is only possible when
agents have the autonomy which makes them genuinely responsible. The
corollary of autonomy is research-assessment exercises, school league
tables, hospital performance measures and rigorous accounting standards
and corporate-governance rules. Performance can be compared because
other people are trying to achieve the same goals.... ‘Discipline’ is per-
haps not quite the right word: it is the recognition of error, not its punish-
ment, that matters. Centralised structures find this hard. The democratic
will, or the heroic leader — politicians or chief executive — can rarely
conceive of making a mistake and still more rarely wish to be told of a
mistake. Apparent failures must be failures of implementation, for which
those engaged in implementation are responsible. The result is a culture
of blame in which it is difficult — and personally costly — to admit mis-
takes, and therefore few mistakes are admitted to: hence, there is no
process of retreating from mistakes or abandoning mistakes. The simplest
means of not being blamed for a mistake is not to make a decision. This
1s a common recourse. Organisations in decay are often simultaneously
authoritarian and indecisive.””

From the human givens perspective an analysis such as Professor Kay’s
leads us to think it likely that if a process of managed, systematic decen-
tralisation of authority does not begin soon, our quality of life will deter-
iorate further and we will become even more dominated by tyrannical
people. To undo the damage currently being done by centralised control
of our civil and financial affairs, control should be given back as close as
is reasonably possible to the people affected. Local councils should be
given back their autonomy; governments in Europe should become more
independent of the EU. We need to appoint good people and trust them to
do the job. Which brings us to a problem: who are good people?

The plague of experts who aren’t

Another huge vulnerability in modern times is that, as a species and as a
society, we now have no straightforward way of assessing expertise. This
vulnerability is a consequence of history and, to appreciate this, we need
to step back into the past for a moment.

Human and prehuman species were driven to evolve as social creatures
because we were tasty morsels for the larger meat eating animals.” The
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only way we could survive was to band together in groups. We had no
choice. We cooperated or we were cast out on our own to be eaten. It was
in the context of social, family-based communities, constituting no more
than about 150 people, that the human species evolved.” (This optimal
size is instinctive and once the number of people in an organisation
exceeds 150 its efficiency and sense of community drops away.) In each
group different people had different skills and aptitudes and this was plain
for all to see. If you were a good cook, everyone could tell and enjoy the
results. If you were good at building shelters, it soon became obvious and
people would seek your help and advice.

Expertise has always existed. Each person has different knowledge,
skills and different degrees of professionalism. In ancient times expertise
was easy to recognise and readily accessible when needed. The whole
tribe would know who was the best hunter, tool-maker, fishhook-maker,
childminder, and so on. It would also know who was best at sorting out
certain types of medical problems with herbs, who was good at setting
broken bones and who had the most wisdom and authority to sort out rela-
tionship difficulties and conflicts. Thus genuine expertise was widely val-
ued within the community.

Our vulnerability today is that, in the complex society we live in, made
up not of loose gatherings of 150 individuals but of millions of people, we
cannot rely upon our own observation of human capabilities or on local
knowledge to assess expertise. To overcome this, we devised
various systems that were, in effect, ‘badges of status’ to indicate who is
or is not an expert. Gradually this system developed; special clothing,
membership of a guild or, if you were part of the ruling aristocracy, a coat
of arms, marked you out. Today we allocate status and worth through
academic qualifications such as degrees, diplomas and doctorships,
through membership of trade associations, and by honour systems of one
sort or another (including ‘celebrity’ and displays of wealth). We replace
real knowledge about who has expertise with the letters following a
person’s name, or the uniform they wear or the jargon they use. This
approach would have worked well in small communities because the
status would still be correlated with expertise and easily tested for. The
master blacksmith was so regarded because everyone could see he could
do his job well.

But, in our society today, status is mostly awarded, or claimed for,
without our being able to observe whether a person really has expertise



before we employ them. Because we have become an appearance culture,
instead of a knowledge culture, the badge is now more important to
people than the knowledge or skill that the badge was originally intended
to denote. We are faced with the fact that, because somebody has quali-
fications in architecture, or law, or medicine, it does not mean they are a
competent architect, lawyer or doctor.”” And if someone appears to have
great wealth, it does not mean they have actually earned it. (He may have
inherited it, or be a conman.) This causes great problems. If a person
wants psychotherapeutic help for a family member suffering depression,
status will often determine which professional or organisation is
approached. Someone might think that the Tavistock Clinic in London is
the place to go, because it enjoys high status within the NHS. Yet the main
type of therapies practised at the Tavistock derive from the arid theories
of psychoanalysis and are not helpful for depressed people, as they tend
to deepen and prolong depression.”® But how can a member of the gener-
al public know that? The Tavistock Clinic’s perceived status in this case
is no guide to expertise and effectiveness. Unless someone points out to
them that ‘the emperor has no clothes’ the only two ways to find out are
either by trial and error, which is usually costly, or by becoming an expert
in the field themselves.

The system of badges of status leaves us at the mercy of one another —
as much as our ancestors were at the mercy of those hungry predators in
the wild. (The lists of the victims of pension fund scandals, the people Dr
Shipman killed or of people wrongly convicted because of incompetent
lawyers or judges, are enough to illustrate the point.)

Our first line of protection is to recognise that the possession of sym-
bols of status does not automatically denote expertise. We must intelli-
gently question whatever is done on a case by case basis whenever it is
practical to do so. The common-sense rule is: it is always what people do
that counts, not what they say they can do. Once it is widely understood
that status is not correlated to expertise it is possible to look for better
criteria by which we can ascertain people’s abilities. We should find
objective proof — real evidence — that a particular person has the exp-
ertise they claim. Recourse to litigation when things go wrong is not a
reasonable course of action.

We cannot afford to accept any longer the simplistic notion that, if
somebody claims, or is given, ‘status’, they have expertise. The fact that
someone decides to go into politics, for example, does not make them
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competent to run a country, conduct a war in our name or make alliances
with other countries which could undermine our ability to operate freely
and flexibly.

We have all been through the teaching system and know that there are
some teachers who are naturally talented and inspiring communicators.
We also know that there are some with far higher academic qualifications,
who are walking disasters. So, to reform the way our children are taught,
we would need to assess expertise and choose the right people to be
trained to be teachers in the first place. The same is true of psychologists,
psychiatrists, architects, builders, solicitors, judges and accountants. The
increasing emphasis on academic ability, when inappropriate — another
instance of straight-line thinking — over natural talent and practical
experience exacerbates the problem.

The academicization of the nursing profession, for example, means that
on an eighteen month course a student nurse can spend less than an hour
and a half on learning about taking a patient’s blood pressure and temper-
ature and a whole afternoon studying poverty in Russia.” Nurses now are
taught very little anatomy in their courses, and the importance of hygiene
and how to make sure patients don’t get bed sores is given a low priority.*
As one sister described it, many new nurses emerge from their theoretical
training courses picturing life in the hospital, “at a computer or with a
doctor on his rounds. They are horrified to discover that 90% of the time
is doing things for patients.” This is a terrible indictment of nursing
colleges since the main purpose of nursing is to do for the sick what they
cannot do for themselves; it is a very ‘hands-on’, caring activity.

Likewise, half of the doctors in this country now are unhappy in their
career choice because their work does not challenge them in a satisfying
way, nor does it meet their needs.*” Their unhappiness adversely affects
their patients.¥ Some lack crucial competencies. Doing well academic-
ally at medical school does not itself confer the interpersonal intelligence
necessary to be a good doctor.

A similar dilemma now applies in policing. In the 1960s, for ideologi-
cal reasons, politicians decided that police forces should no longer have
authority resting on “the broad basis of the consent and active coopera-
tion of all law-abiding people”,* preventing crime just by being visibly
embedded in the community (‘bobbies on the street’), but should mainly
react to crime after it has happened. Policing has now become a largely
desk-bound bureaucracy that takes its authority from the Home Office.



Just as many nurses have lost touch with the needs of patients, many
policemen, snowed under with paperwork, have lost touch with the
concept of serving the community more informally.*

We need to stimulate enlightened self-interest by recreating a con-
sciousness of vocation. A sense of vocation involves the idea of service
and young people should be encouraged to consider these three questions:
What are my talents and abilities? How can I best develop them? And in
what role can I put them to the service of the community?

In the same way that exercising our bodies keeps us physically healthy,
it is a given that the human brain thrives only when it is being put to good
use. People who stretch themselves, develop their mental abilities and
make a contribution to society are, on average, physically healthier and
emotionally happier.* We need to shift consciousness away from ‘How
can | get from others?’ to ‘How can I serve others?’

We daily see examples of politicians all over the world, driven to appear
busy, dreaming up harebrained schemes in committee rooms in
the hope that they will improve the running of their country. If they
get elected, they can institute such schemes in ways that significantly
affect us all. This is no different from someone with little knowledge of
cooking making up random recipes and getting other people to eat the
disgusting result (as the story we recounted in our opening pages
described).”” They do not often admit that what they are proposing is
experimental, yet there is no meaningful comeback when it goes wrong.
All they do is blame anything or anyone but themselves rather than admit
to experimentation and try to learn and do better next time. (This costs
taxpayers £billions.*) Because political parties operate from ideologies —
straight-line thinking again — politicians find it hard to objectively con-
sider whether what they are doing will really help more people to get their
needs met (which really is the only reason the we employ them).

Their problem, and consequently ours, is that without an organic analy-
sis, based on the givens of human nature, sound knowledge and large
enough organising ideas, any change our political parties try to bring into
being is likely to fail. And not only fail, but make things worse. We see
this in the running of the railway system, the utilities, the social services,
the NHS, the postal services, the education system and so on.
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Where does new knowledge come from?

“A characteristic of almost all human societies is the general
belief, hallowed by institutions and uncritically accepted, that
something must be:

e Convenient;

e Plausible;

* Believed;

» Allowed by precedent;
» Accepted as true;

» Capable of ‘proof’ within confines laid down by self-
appointed authorities or their successors;

* Admitted by some established body of experts: otherwise
it is not allowed to be ‘true’.

The fact is, of course, as we can immediately see once we pause
to analyse it: An idea, scheme, or almost anything else, really
needs no other qualification than that it is true.” ¥

To tackle the difficulties for reform outlined in this charter requires new
ways of thinking about them. We must therefore keep in mind that inno-
vative ideas almost always come from outsiders — people who are gener-
ally perceived as ‘oddballs’. The reason for this is not hard to see. People
who fit easily and comfortably into existing mores and institutions are less
likely to be motivated to question the assumptions, ideas and procedures
by which these institutions are run — not least because they would assume
that to do so would risk their future career advancement or security.

There are countless examples in history of the most important new
ideas and knowledge coming from people who were considered odd and
who didn’t fit in with the conventions of their time.” Socrates, for exam-
ple, never held an official position but was a self appointed tutor to the
brightest young men of Athens. His use of reason and logical argument to
identify the basis of ethical behaviour so frightened the authorities that he
was executed for corrupting the young. His pupil, Plato, went on to devel-
op and transmit his ideas and they eventually became the inspiration
behind Western civilisation.”

Isaac Newton is generally regarded as one of the greatest scientists who
ever lived but he was very much an eccentric loner, as intensely interest-
ed in the occult as he was by mathematics and the laws of physics.



Albert Einstein developed his theories of relativity whilst working as a
patent clerk in Zurich. He was in that job because he was regarded as too
strange to be employed as a teacher.

Charles Darwin, the most influential biologist who ever lived, never
held an academic post, was thought of as a slow student, and wrote up his
theories of evolution whilst working from home.

From the world of engineering, literature, business and economics too,
there are countless examples of ‘outsiders’ introducing new ways of doing
things, often to initial ridicule. So we should not reject out of hand ideas
emanating from people who do not enjoy high status conferred on them
by membership of prestigious institutions. Amongst all the undeniable
nonsense that emanates from ‘oddballs’ and outsiders are likely to be
found the innovative ideas that will enable knowledge to advance and
society to recover from its current malaise. It is also for this reason that
the people who audit the effectiveness of institutions must come from out-
side institutions.

The human givens audit

There are three main types of thinking that need to be checked for.
Autistic thinking by our decision makers is the biggest source of blinkered
solutions causing us more problems than they solve, but nonetheless it
usually springs from good intentions. However, there are two other styles
of thinking that can come to dominate an organisation that are not so well
intentioned, psychopathic thinking and cult thinking.

A survey published in 1996 found that one in six UK managers is a
psychopath.” The classic signs of psychopathy that these managers exhib-
ited were: emotional coldness, bullying, deceit, lack of remorse and love
of risk. As these people intimidate, ingratiate and charm their way
to more senior positions in an organisation, they will often employ other
psychopaths to fill lower managerial roles. This can result in a culture of
bullying which undermines the mental health of ordinary staff members.

The third style of ill-intentioned thinking that can come to dominate an
organisation to the detriment of its members and, ultimately, the wider
public, is cult thinking.” Cult thinking is not, as many people assume,
confined to strange minority ‘religions’. It can be found in businesses and
political movements and in academic, educational, psychotherapeutic,
scientific and sports organisations as well. Typically, in organisations run
on cult lines, there is a progressive attack on the member’s needs for
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autonomy, for connecting to the wider community and having a stable
family life, combined with a perverse abuse of the need to be stretched.

The cult-making process can be quite subtle. In a business with this
affliction, special company outings and weekends away from one’s
family for staff members only (to ‘foster company spirit’), is one such
technique. Others include: repeated (indoctrination) lectures extolling the
company’s commitment to its workers in return for staff loyalty; the
expectation that responsibility to the company (to be a good company
man or woman) must supersede family responsibilities; the creation of
an atmosphere of insecurity by expelling or demotion of scapegoats for
trivial reasons; encouraging a cult of personality around a ‘leader’ etc.
Any company, institution, political party or religious grouping that pro-
gressively undermines the ability of the people involved with it to get
their needs met is actually regressing them to a state of infantilism: the
very opposite of the human givens approach.

From a human givens perspective, the way to begin to understand an
organisation is first to be clear about what its real function is. That
involves specifying what needs it is supposed to be meeting and what its
actual effects are on its customers/clients and staff. These have to be set
out in concrete terms (i.e. not in nominalizations).

In a company, for example, the needs of customers, staff and share-
holders have to be given equal priority. If the needs of one group are met
without equal attention being paid to the others, we know we are back
dealing with straight-line thinking and therefore that the organisation will
ultimately fail. From such a perspective it is easy to identify delinquent
companies, governments and institutions. Generally speaking, in a non-
greed driven world, the larger the organisation, the more people’s needs it
should be meeting in order to justify its existence.

It is important that all parties connected with an organisation get their
needs met in balance through what it does. This ‘looking both ways at
once’ aspect has to be incorporated into the process when changes are
recommended. (It is because this is not happening at present that psycho-
pathic personalities often terrorise their way to positions of power in
our institutions, using fear and intimidation to create a bullying culture
that, as well as damaging the people working in it, further alienates the
institution from the rest of society. The handmaiden of tyranny is always
emotional arousal.) Management’s urgent task, therefore, is to ensure that
the organisation flourishes in a way that serves both the people outside it



(that it was set up to help), and the people inside (who work for it). A way
of assessing how well the psychological needs of both groups are taken
into account should be built into the system. This would ensure that any
change of structure or practice instituted in the organisation does not
impinge on these needs. Facilitating alignment with the human givens
should be at the core.

In assessing the health of an organisation, then, people with proven
relevant expertise need to be the ones to design and operate a human
givens needs audit. Simultaneously, a human givens psychological
resources audit should be carried out. That means, for example, seeing if
an institution is stimulating a healthy use of imagination in its workers
and clients (rather than unhealthy greed or worrying) or whether or not
cult-like behaviour is being induced.

No political or ideological interference with the assessment should be
tolerated, nor any that stems from any other vested interests.

By doing a human givens audit, using the most comprehensive up-to-
date knowledge available, we can identify and measure how well an
organisation is working to satisfy human needs. And the dangers for the
wider society that arise when an organisation is working against the
givens of human nature will be more easy to identify.

The human givens approach to institutions will reveal what should be
added to, or subtracted from, the way they are managed in order to bal-
ance and improve them. In the course of time some institutions may need
to be abandoned as too unwieldy and difficult to change. For example, the
NHS is in such a management shambles that the only way forward might
be for a new, properly managed, pluralistically organised health care sys-
tem to gradually grow up alongside it. As that happens, the dead weight
of the NHS centralised organisation could be shrugged off like a snake
slowly shedding its skin. (If this seems inconceivable now we only need
to look back twenty years at how the USSR seemed to most people such
a permanently entrenched power system. Now it has gone, a mere foot-
note in history.)

This effort at reform will employ knowledge from many disciplines.
There is a great deal to take into account. Sociological knowledge for
example — how the greater disparity in wealth in a society directly corre-
lates with health, longevity, crime and violence on our streets (because
the violence in our streets is simply the mirror image of the institution-
alised violence that prevents people getting their needs met**) — must be
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incorporated. The long-term view cannot ignore the fact that violence
proliferates in any society when its institutions prevent people from
flourishing.”

The leaders we need

If government and its institutions are to improve, better ways to assess the
quality of people who run them must be found.

AN old king once married a young woman who, after a while,
started to pine for the excitement of the marketplace in the
nearby town, which was some miles away. She loved to shop.
The king eventually said she could go, provided she went with
his trusted retainer, Nasrudin. So Nasrudin set off one morning
walking beside the beautiful young woman who rode on his
donkey.

The journey took four hours. Then she shopped until the
market stalls closed and then she chatted with her women friends
in the town. The consequence was that the king spent a very
anxious night worrying about his wife who he had expected back
the same day. He was exasperated when Nasrudin, with the
king’s wife riding his heavily laden donkey, turned up the next
morning. Nasrudin apologised and said by way of explanation
that he couldn’t get his donkey to travel any faster.

The next time the wife said she wanted to go into town the
king ordered a young man who had a fast strong horse to take
her. So the queen mounted the horse with the young rider and
they rode off in a cloud of dust, leaving the king confident he
would see his wife again ‘ere nightfall.

But she didn’t return that night, nor the next. Nor the next, or
the one after that. In fact she returned with the young man a week
later.

The king turned to Nasrudin and said, “I realise now how your
donkey is much more reliable than that horse.”

“It’s not the means of transport you should be looking at,” said
Nasrudin, “It’s the quality of the person you ask to use it.”

This story illustrates vividly the concept of quality, and that it is the
quality of politicians and civil servants individually, not their policies,
that our attention should be focused on. They must have the spare



capacity to work disinterestedly for the whole community and sufficient
humility to be able to draw upon the expertise of other people. And, as
said earlier, we must not mistake status for real knowledge. In future the
quality of the people we elect to represent us as Members of Parliament
will have to be emphasised, rather than their hypothetical plans for
‘change’ being the criteria. We should be highly suspicious of plans that
have never been tried and tested and that are not secured in any genuine
knowledge base. If individuals are sound, they will harmonise easily with
what needs to be done, as happens in any successful enterprise. Our
current problem is one of an abundance of unsound, even mad, people in
positions of power. When real knowledge exists, political parties do not
have to indulge in dreaming up new manifestos, ‘spinning’ and arguing
amongst themselves.

There is an interesting parallel between the worlds of psychotherapy
and politics. Each of the hundreds of different models of therapy have
little bits of truth in them which they institutionalise and try to operate in
isolation from, or opposition to, other models. The same thing happens in
politics. It is clear in psychotherapy that all of the models cannot be right
(hence the evolution of the human givens approach). Likewise, the vari-
ous different political approaches cannot be right. Traditional parties
align themselves along a left to right dimension. Those on the left seek to
protect the rights of the majority at the expense of the individual, whilst
those on the right seek to protect the rights of the individual at the expense
of the majority. Each party recognises some human needs, but by failing
to recognise others, which also need to be met in balance, they only suc-
ceed in destabilising society further when they attain power. When every-
one can see what needs to change, and how, we can set about doing it. The
human givens needs audit gives us a benchmark against which to meas-
ure all plans and policies.

With this project, we will not, as failed reformers in the past have done,
merely claim that we have a wonderful idea for how to reform institu-
tions, and demand support for untested theories. Our effort should be
demonstrable in the real world. Those already involved with the project
have begun researching solutions for some of the major problems we have
discussed, starting with those in the mental health professions. We have
already developed a new form of therapy that operates from the human
givens approach, which is proving more effective than existing models
because of the bigger organising ideas it is based on. MindFields College
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is teaching this approach throughout the country. (More than 135,000 pro-
fessionals have already attended seminars and workshops on it.) And, to
show how mental health can be improved relatively easily, we are plan-
ning a prototype Human Givens Hospital where people suffering severe
mental illness can be humanely and more effectively treated.

In the hospital, which will also be a research and teaching facility, we
will demonstrate, in line with existing research findings, that psychotic
patients can routinely be treated more humanely and, in the majority of
cases (if they are reached early enough), can quickly become functioning
members of society again, without any need to take mind-damaging med-
ications for the rest of their lives.” We can show how to lift depression,
resolve trauma (post-traumatic stress disorder) and other anxiety disord-
ers, work with addicts and angry people and, at the same time, teach other
people how to do this. As the demand for this type of mental health
service spreads, we envisage that it will have a positive effect on existing
mental health care which will either adapt to it or have to be abandoned.

Research is also underway into how education can be improved through
the adoption of human givens principles in schools and universities. So
far, many head teachers and other educationalists have responded enthu-
siastically to these new ideas.

To show how much better children and young people could be educat-
ed using the human givens approach, we need to encourage schools that
are already working in tune with human nature and the way people learn,
and develop more of them. Teaching children at their own pace in a way
that stimulates their curiosity (as a small minority of innovative schools
are already doing) will demonstrate that pupils can learn in an organic
way and achieve higher standards of emotional maturity and clear think-
ing than current practice expects of them. They will also gain a knowl-
edge base for life that conventional institutions currently don’t provide.

This project will also reveal how those teachers who work in tune with
the human givens (as many do, even if they don’t call it that), enhance
their own skills and derive more satisfaction in the process. A school that
employs organic thinking, where the people responsible for its effective-
ness on a day to day basis are free to run it, will ask whether a particular
change will undermine the teachers’ sense of volition or increase it. Will
it bring down their stress levels by making them feel more in control, or
will it raise them by minimising their control input? Will it give them
status or take status away? Will it make their work more meaningful, so
that they look forward to each day at work, or make them feel like



drudges? If a change doesn’t meet teachers’ needs as well as those of
children, it won’t benefit either group. Teachers and pupils and the school
as a whole end up functioning at seriously sub-optimal levels.”

This is just the start. Now the project is also attracting people to it who
are thinking about ways to manage our economic, legal and political
systems more effectively by attuning them more closely to real human
needs. There is, of course, a huge amount of work still to be done and the
resources of many gifted people will be needed to help to plan for the
reformation of institutions on a national scale. But we believe it is incum-
bent upon our generation to do whatever we can to ensure the survival of
our species.

Saving the Human

The Human Givens Charter owes no allegiance to any political party, any
religious or non-religious institution, or indeed to any ideologically based
body. It is a completely independent project and you can help it succeed
by encouraging people to read, think about and discuss these ideas.

To succeed it will need practical help — with finance, information,
expertise, time — from anybody who supports it. We will need many tens
of thousands of people to involve themselves over the next few decades if
its aims are to be achieved. There are no magic wands. The finance to set
up each prototype project will have to be sought and found individually;
then each will have to be designed, built and managed properly.
But, if too many good people do nothing and don’t start challenging
institutional thinking and reform it, it is clear that the huge problems our
society now faces — and that politicians, despite their best intentions,
seem at a loss to do anything about — will become far worse.

However, although we are facing major problems in the world today, it
is important to be optimistic. We believe the ideas deriving from the
human givens perspective, and explored in detail in the book, Human
Givens: A new approach to emotional health and clear thinking, offer
much that is realistic to help us move out of the straitjacket of emotional-
ism and autistic straight-line thinking that has got us into this mess. If the
time is right, we may succeed and, in the process, positively help to fur-
ther the evolution of our species.

We also know that these ideas can be expanded, revised and improved
upon by other people’s ideas and experience (perhaps yours?).
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How to take this further

If you would like more information about the progress of the Human
Givens Charter, or can help in any way, please email:

charter@humangivens.com

with your name, profession and contact details, or fill in and return the
form on the page opposite.
We welcome any constructive comments.



“Civilisation means, above all, an unwillingness to
inflict unnecessary pain. Within the ambit of that
definition, those of us who heedlessly accept the

commands of authority cannot yet claim
to be civilized men and women...”

Harold Laski, The Dangers of Obedience
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