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Quick Guide to Think Smart

What is Think Smart?

Think Smart is a short self-perception instrument, designed to measure how you prefer to think across
10 styles of thinking. How we prefer to think affects how we behave, how we communicate, how we
learn and how we process information.

Think Smart identifies whether you have a High, Moderate or Low preference for the following thinking
styles:

Sensory:

Visual: involves looking and watching, the use of pictures, diagrams and visual memory
Auditory: focuses on language and the use of words, listening and talking things through
Intuitive: involves feelings, emotions and intuition

People:
Conforming: wants to fit in, dislikes confrontation and will take a non-challenging approach
Challenging: dislikes being told what to do, will challenge and confront, can be argumentative

Task:

Troubleshooting: a focus on problems or potential problems, makes contingencies, may worry
Creative: multi-tasks, works things out ‘backwards’, has an untidy workspace, enjoys creativity
Logical: systematic and sequential, ordered and structured, completes one task at a time
Simplicity: will simplify complex issues, has a perception of simplicity, prefers things to be easy
Complexity: enjoys the challenge of difficulty and complex issues, motivated by complexity

What does the report tell me?

The report maps your personal preference level for each style. It describes the likely behaviours and
some of the thinking strategies that you might see in someone who has a high preference for that style
of thinking. It then gives a brief summary of the behaviours and thinking strategies that you yourself are
likely to prefer.

The report then highlights your three highest preferences — your ‘thinking strategy strengths’ - and your
three lowest preferences — your ‘potential development areas’. It identifies your natural style when
dealing with conflict and confrontation at work, followed by suggestions for a step-by-step personal
development plan.

What can | learn from it?

The Think Smart report helps you to increase your self-awareness, helping you to understand how your
different thinking style preferences drive your behaviour and your approaches to people and tasks. It
might help you understand why there are some people who you get on with immediately and others who
you never understand - you might have completely different thinking style preferences. It also helps
you to value other peoples’ preferences and value the differences that these can bring to a team.

Please remember

There are no “right” or “wrong” thinking styles, although some might be more appropriate in certain
situations than others. Any combination of preferences in the ten Think Smart styles is possible,
although some combinations are statistically more likely than others. As each style is statistically
independent it is possible to have similar preferences across all the styles.
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How can | use Think Smart?

This pack provides more detailed examples of how Think Smart is used to support coaching, within
teams and how you can use it as a manager.

In coaching

Understanding more about how you prefer to think also helps you understand more about how you
prefer to learn. As a coach you can develop flexibility across the styles to facilitate communication with
your client; as a coachee Think Smart helps you understand more about your strengths and potential
development areas that you might want to focus on.

It is simple to integrate Think Smart into any coaching programme. It is easy to administer on-line and
does not require any accreditation to use it. The report is easy to understand and helps clients
recognise and build on their thinking style strengths as well as learn to develop flexibility in other styles.
The on-line administration system allows you to manage how the client receives the report as part of the
coaching programme. Think Smart helps makes the link between thinking and behaviour explicit and
helps clients understand the potential impact of their thinking styles on their colleagues. The report
provides a framework that can be used to create the agenda for the coaching discussion.

Within teams
Think Smart helps you identify the strengths each person bring to the team and helps all team members
to understand and value other people’s cognitive and behavioural strategies.

As a manager

Understanding your personal preferences helps you understand your own management style and how
that affects your team, your colleagues and your boss. Once you have understood your own style, and
those of others, you can learn to become more flexible, adapting your style so that you can always get
the best out of people, including yourself.

Do you want to know more?

Think Smart has been developed as an introduction to the concept of thinking styles. It is based on the
same psychological construct of cognitive style as Thinking Styles®. More information about thinking
and the concept of cognitive styles can be found on the web site

www.cognitivefitness.co.uk
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Think Smart and Coaching

Using Think Smart as a coach

As a coach you need to be aware of and understand your own thinking preferences and how these
affect the language you prefer to use, your approach to people and your preferred behaviour at work.
Think Smart helps you develop your own self-awareness and a flexibility of approach towards your
clients who might have different thinking style preferences to you.

Using Think Smart with your clients

Think Smart helps those being coached to develop their own self-awareness and helps identify any
potential development areas, particularly where there are extremes of preference in certain thinking
styles. Using Think Smart you can work with your client on developing flexibility where it would be
beneficial. Think Smart can be used at the start and the end of a coaching programme to measure
changes in your client’s preference levels.

Coaching for learning

How an individual thinks drives how they prefer to learn. Some people are more aware than others of
their learning preferences and therefore the learning strategies that they adopt. The three highest
preferences highlighted in the report could be the client’s highest motivators for learning. The Think
Smart styles can relate to learning in the following ways:

(1) The Sensory styles the client prefers to use:

Visual: learning through looking, watching, making visual representations either in their head or on
paper

Auditory: learning through listening, talking things through and the use of words

Intuitive: learning through intuition, something needs to “feel right”

(2) The Challenger:
Whether the client needs to challenge in order to understand, often through questioning

(3) How the client prefers to process information:

Creative: whether the client prefers to learn by making connections, or often finds a solution and needs
to work out how they got there afterwards

Logical: prefers a step-by-step and structured approach to problem-solving

Simplicity: is motivated to learn the “easy” way, or prefers to simplify in order to understand

Complexity: may see the underlying complexities, is motivated by difficulty

Coaching for managing conflict

The Challenging and Conforming thinking styles are critical in identifying how someone might approach
potential conflict situations at work. For example, by using Think Smart someone with a high preference
for Challenging thinking can learn to appreciate why they need to challenge and can also learn more
about the effect this can have on their colleagues. Someone with a high Conforming preference can
learn to understand that the Challenger rarely challenges another person, but rather it is the task, the
process or the information that they are seeking to clarify and reorganise for themselves.
Understanding this can help to de-personalise conflict.
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Think Smart and Teamwork

Using Think Smart with teams

Think Smart helps people to manage their relationships at work, particularly within their own teams. If
you are a consultant or the manager of a team how you use Think Smart with a team will largely depend
on how much time you have available to work with the team or the investment budget your client has.

Whatever the answer to those two questions however, your objective when working with a team will
probably always be the same: to increase the self-awareness of all team members in ways that also
increases their cognitive and behavioural flexibility for each of the ten types of thinking within Think
Smart.  You will also want to enhance everyone’s appreciation (and possibly respect) for people with
‘opposite’ preferences to their own.

You can design your own exercises to do this. At the Cognitive Fitness Consultancy we have found
that people particularly enjoy ‘spatial anchoring’ for example - moving to different places in the room
depending on their preferences.

You will find that people are naturally creative (have you ever met a two year old who wasn't?).  If you
say to the team that “we need to find a number of ways of ........... ", - developing our flexibility, learning
from each other, sharing our strategies, valuing people’s preferences, integrating and embedding this
learning into our workplace practices, - you will find that the team will come up with 101 ways of making
Think Smart work for them. You will need to guide, coach and facilitate them, and your leadership will
be invaluable. Our research has shown time and time again that it is the leadership of the team that is
the critically differentiating factor between acceptable and excellent performance. If the team’s leader
understands, values and integrates Think Smart into their thinking and behavioural strategies at work,
then so will the team. If they don't, although the exercise will always be valuable to some, ultimately
any lessons learned will be forgotten and the team and the organisation will continue to ‘reinvent the
wheel’.
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Think Smart and Managing Others

Developing your self-awareness as a Manager

Managers at all levels need to understand about themselves and how their behaviour affects others.
Think Smart helps managers to understand the implications of their personal thinking and behavioural
preferences in relation to how they prefer to communicate, manage and motivate others.

Creating Balance

It is important to understand about the need for balance, both within the manager and within the team.
Think Smart helps the manager recognise both their strengths and those of others, as well as any
potential development areas, thereby helping the manager to identify potential weaknesses within the
overall make-up of their team.

Critical areas
Consider preferences for the following dimensions:

Troubleshooting: This might be an area that a proactive and forward thinking manager shows a lower
preference for and might even become impatient with. However, it is vital for a successful team to have
someone with a Troubleshooting preference. If you are a manager think carefully about your preference
level and whether you need to develop greater flexibility in this area. Alternatively, you could ensure
that you have someone in the team who can take on this role for you. Just remember to listen to them,
to value and to respect them if this is the option you prefer to take.

Simplicity/Complexity: It might be an advantage for a manager to have a moderate preference for both
these styles of thinking. Understanding complexity, whilst being able to simplify issues back to their
core elements, can be very useful in business.

Understanding the impact of your management style

A manager’s cognitive and behavioural style has a profound impact on the culture of their team. Think
Smart highlights some of the implications of this for the team’s success. For example, managers often
need to be task focused in order to achieve an objective. How does their Think Smart profile reflect
this? Are they so task focused that they forget to value the people within the team? Or are they so
people focused that they lose sight of their objectives? Ideally, your management style should be
flexible enough to ‘give you the ability to dance’ and to balance the necessary requirements of both,
effectively and professionally, being personally supportive of others whilst maintaining your focus on
your objectives and the tasks at hand.

To give you another example: if a manager has a high preference for Challenging in what ways are they
difficult to work with? If they have a low preference for Challenging will they always recognise the value
of the Challenger to their team or will they try to promote harmony and unity to the detriment of creativity
or debate?
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