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Einstein famously said “We cannot solve our problems with the same thinking we
used when we created them”. The same can surely be said of leadership.

We are delighted – indeed honoured – to publish this contribution on leadership
by John Knights: we think this is a gem of a publication, and are thrilled to share
it with you.

If leadership is the ‘Invisible Elephant’ in the room of our title, so we dare to believe
this work of John’s is a hidden gem that can not only reveal but also change what
leadership is, means and needs to be for the twenty-first century.

As I write this, I recognise all too well that this may well be a somewhat grandiose
claim! See what you think. The real wealth of insight – the ‘Pyramid Treasure’ – is
contained in the ‘Eight Integral Competencies of Leadership’ which forms the heart
of the work.

We have all read books and articles and attended courses on leadership – for us
the power of John’s framework is that it brings together the good stuff from all of
this material, and frames it within a structure which is logical, sequential, and above
all transformative.

Of course, it is all about the doing – the behaviours and judgements of leaders in
practice – but not only does the longest journey start with a single step, it also helps
to have a decent route map: we think this provides one of the best we have seen.

We are all leaders now, and we all need to be – we have created huge prosperity,
but still billions live in poverty. Systems are failing – economic, social and
environmental – and system failure threatens to cascade, across ever more closely
connected and interdependent global networks. It is a challenge for business and
humanity alike. There is a lot to do, and we need all our intelligence and creativity
to be able to do it.

But we need something more: compassion and wisdom, wit and humour, deep
insight and courage. And this needs to come from within, from those who are
leading now, and will lead in the future. We can’t find new people, it’s not just
sisters who have to do it for themselves, it’s us, all of us, for ourselves and for
all those we love and care about.

Herein lies the true power of this new framework on leadership – it plots a course
which begins with the personal and a style of leadership driven by the demands
of the self, and provides a step by step pathway to ‘Transpersonal Leadership’,
recognising the needs of others, in service to the future as well as the present.

Tomorrow’s Company argues for stewardship – this requires a different kind of
leadership, able to look back and forwards, respecting previous generations,
determined to leave a legacy for future generations from which they in turn can build.

We argue that this can and must be guided by the imperative to co-create long-term
and sustainable value – building economic, social and environmental capital. We
believe that this provides the surest path to future business success but also to the
future prosperity and shared equity of 9 billion people, and to the protection of our
one planet.

The Age of Sustainability has begun, reversing the key assumptions which have
shaped post-war development: natural resources are scarce, not abundant; and
talent is abundant, not scarce. The paradigm has shifted, but we don’t realise it
yet. We hope this contribution to tomorrow’s leadership will help make it so.

Tony Manwaring
Chief executive, Tomorrow’s Company

Foreword
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There has been an unprecedented change in the demands of leadership over the
last 10-15 years. This has been created by social and technological change, by
globalisation and by the growing concern for the future of our planet.

If we look back further over the last 50 years the world has witnessed amazing
economic growth in many areas with some notable exceptions such as most
of Africa.

We are now at a turning point in this new 21st century and it’s time to grab the
nettle. The context in which companies now operate is what Tomorrow’s Company
refers to this as the ‘triple context’ – where future and enduring business success
will rely on understanding and responding to the links between the economic,
social and environmental sub-systems on which we all depend, and the
opportunities this brings.

We therefore need leaders who put first the true stakeholders of their organisations
(customers, employees, suppliers, the community, the planet, and yes, even the
shareholders), rather than putting first personal reward (usually money), personal
power for control and personal prestige (including fame and celebrity status).

This report sets out a journey towards the type of leadership that is better fit for
this future – ‘Transpersonal Leadership’ developed from 13 years of experience of
working closely with senior leaders.

‘Transpersonal Leadership’ is the development of a leader beyond their personal
ego to instead fully consider and act on the needs of all stakeholders. They
must be transpersonal by thinking beyond their ego and be ‘Radical, Ethical and
Authentic Leaders’.

So why ‘The Invisible Elephant & the Pyramid Treasure’? We have all used or at
least heard the saying ‘the elephant in the room’ when we refer to something that
everyone in the room knows is a serious issue for that group but which no-one is
willing to mention.

In most organisations, leadership is the highest priority ‘elephant in the room’ –
whether in the boardroom or the call centre, the warehouse or the reception, the
way in which people are led matters, and it matters a lot! In the well-known survey
‘100 Best Companies to Work For’ which claims to have the world’s largest data
based on the subject, good leadership is the most important characteristic of a high
performing company. The problem is that most leaders in most organisations are
not aware of how their behaviour and how they deal with other people affects
their own performance, that of the people they are dealing with, and ultimately
the performance of the organisation. The fact that most leaders are not aware of
the issue is why leadership is called the ‘Invisible Elephant’.

The ‘Pyramid Treasure’ is the ‘Eight Integral Competencies of Leadership’ (8ICOLTM)
as described further in Part 3, Step 1. It is referred to as the ‘treasure’ because its
development over a period of several years culminated in being able to express
what has often been described as ‘spiritual intelligence’ in the words that everyone
could relate to without it sounding mystical, magical or religious. We use the term
‘transpersonal’ rather than ‘spiritual’ which is defined as ‘beyond the ego’.

The subtitle of this publication ‘Tomorrow’s Leadership – the transpersonal journey’
is about the journey of self-discovery and implementation. A journey that can
be life-long with no finishing point as personal development is as infinite as the
universe. All of us are on that personal journey and always will be whether we are
aware of it or not.

The ‘triple context’

The
natural 

environment

The global 
economy

The social 
and political 

system
Sustainable

business
success

Executive summary
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This report outlines the steps in the journey towards becoming a ‘Transpersonal
Leader’:

• 7 essences of emotionally intelligent leadership

• 9 steps to ‘Transpersonal Leadership’.

through the stages where REAL =

• Level 1 (launch): ‘Rational Ego-based As-usual Leadership’

• Level 2 (intermediate): ‘Robust Emotionally Aware Leadership’

• Level 3 (advanced): ‘Radical Ethically Authentic Leadership’.

The key steps are summarised in the diagram below, which is also used as a
signpost throughout the report to help readers orientate themselves.

Developing into a ‘Transpersonal Leader’ requires intense development over a
considerable period of time. It will be hard work but most leaders have already
shown they are determined, hard working and committed in what they do, so if
they decide they want to change they can do it!

The report has been written with senior leaders in mind but the messages are
equally valid for anyone, at any level, with leadership responsibilities – in fact the
sooner, the younger, the less experienced, then the easier it will be to make the
changes in how you operate.

It is not a panacea and the journey will be different for different people, but it is
hoped that readers will be encouraged to explore the journey for themselves.

‘REAL Transpersonal Leadership’ Development – Journey to Excellence
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This publication is the forerunner to a book that I am in the course of completing
that describes a new way to develop a leader that is appropriate for these times
and our future. I have become so frustrated reading just some of the myriad of very
positively critiqued books on leadership that only tell you WHAT the author thinks
good leadership is and WHAT you need to do differently to become a great leader.
I want to focus on the really interesting part – and the most difficult part – HOW to
become an excellent leader. That is, ‘What do I need to do differently myself to
become a better leader?’

Unfortunately, most people are promoted to leadership roles for reasons that have
nothing to do with the likelihood that they can actually lead. It may be that they have
a lot of experience in the organisation, or they may be the best bottle-washer, or
have the loudest voice, or be very political, or are believed to have a ‘safe pair of
hands’. Whether any of these promoted people actually turn out to be really good
leaders seems to be fairly random. If only these souls who are chosen, or doing the
choosing, would realise that learning a few specific behaviours could make all the
difference between success and failure, we might have a far greater number of
happier followers and many more effective organisations. Why do we get leaders
of major organisations that usually only last for two to three years? It is because they
are spending that time ego-based, feathering their nests and it takes that long for
the shareholders and non-executive directors to understand it and do something
about it – although the NEDs and shareholders are also implicated in the way they
allow compensation packages to be structured.

What most leaders don’t get is that the key to great leadership is not how they
change an organisation or how they change how other people work more effectively,
it is about how they change THEMSELVES. The necessary first step to become a
great leader is learning HOW to develop new more effective behaviours and the
second is learning HOW to keep your values in full consciousness when you make
decisions. And then that actually putting this learning into practice – is the rest of
your life.

How did I come to these conclusions? In 1998, I had the fortune to be offered
an opportunity to learn to coach leaders. At the time I was CEO and largest
shareholder of a small but global IT business, and non-executive chair of a couple
of environmental technology companies I had founded in the early 1990s. This had
followed an international corporate career where I had been a very young corporate
vice president of a Fortune 100 company based in the US and then a main board
director of a FTSE 100 organisation. I had also lived in Sweden, The Netherlands
and Singapore and completed business in over 50 countries. So in a way I had
already got the T-shirt as a leader.

This new opportunity, introduced by a large accounting firm, was to become one of
several Moderators who would work with a group of eight-10 of their client CEOs to
support them with their CPD (Continuing Professional Development). This was very
much part-time but required me to undergo significant training in executive coaching
and facilitation of groups. More than anything else this allowed me to reflect on my
own leadership competence – from the time I was appointed captain of the local
Cubs football team because I had scored the most goals the previous season (and
how often has that logic backfired?).

As it happens, I was quite a good leader and had been more successful than most
rising as a Brit in the US to corporate vice president of a Fortune 100 company by
the age of 36. But I never gave a thought to what actually made me a good leader,
or more importantly, how could I have been better. I knew that I had a big picture
strategic brain and was very analytical – and these were recognised as being an
important part of management development and competence.

What ‘Transpersonal Leadership’ means to me?
by John Knights
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Yet an area I was not consciously aware of (until I reflected back many years later)
was that I could often (though not always) put myself in the other person’s shoes
and see an issue from their perspective which made a win-win solution possible.
This was a tremendous advantage in developing relationships with direct reports,
managers and clients in various cultures. Whether I was born with this or it
developed as I grew up I am not sure.

What I am sure of is that I did not maximise this ability. When I had an ex-army
psychologist conduct what was then a new-fangled 360˚ analysis on me when
I was forming an international team in my early 40s, the two negatives that came
back was that I intimidated people and they perceived I did not care about them.
The first was a shock as I was totally unaware of it and the second was not
true (I know “perception is truth” but their perception was due to my lack of
communication). So I had this gift of “understanding other people’s views and
perspectives” but I had missed the slam-dunk because I had not communicated
it back to them!!

Some of you may be asking, ‘What has this got to do with leadership in the real
world?’ Well, everything actually – as it turns out.

As a result of working with these CEOs (both one-to-one coaching and facilitating
action learning through ‘issue group sessions’) it soon became clear that all their
issues were about people, strategic direction or their exit from the business. We
measured that about 70% of their issues were about people – yet interestingly none
of them had had any training in this area – surprise, surprise!

These qualitative findings have since been backed up by more rigorous analysis.
In 2003 Chris Gulliver and I (Chris, a long-term colleague and friend who had
also been moderating similar CEO peer groups) decided that we wanted to focus
fully on this new kind of ‘leadership development’ which resulted in us establishing
LeaderShape, together with Greg Young who was originally a coaching client. We
developed a 360˚ Leadership and Emotional Intelligence Profile Assessment tool
(LEIPATM) to help leaders identify their behavioural development needs. Recent
research analysing the data from this tool has shown that ‘empathy’ is the behaviour
most in need of development (over 35% have a significant need). More specifically
within the realm of empathy, ‘accurately identifying the underlying causes of other
person’s perspective’, and ‘demonstrating an awareness of how others are feeling’
are the specific behaviours which raters most want leaders to improve.1

These behaviours are sufficiently granular that techniques can be learned to put
them right – resulting in greater leadership competence and in higher performance
from the people around the leader.

From the pleasure and privilege of working with these CEOs, and responding to
their ‘people’ issues, we realised over a period of time that we had put together
a series of MasterClasses that could be compiled as a leadership programme.
Much of the material we used was related to Emotional Intelligence (EI) which
responded to the behavioural requirements. However, although behavioural
development is very positive and important it is not sufficient alone to develop
great leaders and can be used in a negative way (Hitler was excellent in some
emotional intelligent capabilities – e.g. influence), so we had to develop something
that provided the moral compass to direct the improved behaviours. This is why
we built the ‘Transpersonal Leadership’ development programmes.

Today these leadership programmes have developed to such a level that they are
available from single in-house modules up to complete EI Leadership programmes
at postgraduate certificate level and ‘Transpersonal Leadership’ programmes as a
postgraduate diploma or full Master of Arts degree.
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These programmes are built mainly on a foundation of well-known (and some less
well-known) published works and research by respected experts in the field which
we are proud to reference. In the main we have taken an engineering approach by
designing the journey around proven material. What we have added to this, primarily
through my colleague Danielle Grant working with the University of Chester, an
acknowledged leader in work-based learning, is the use of numerous advanced
learning interventions (e.g. critical reflection and action science) related to the
contextual workplace (rather than role plays and case studies) to ensure the learning
is embedded, becomes new habits and is relevant to the organisation.2

In building this journey there have also been a few gaps we have had to fill ourselves
– such as the development of a 360˚ assessment tool (LEIPATM) that met our special
needs and perhaps most importantly developing a values model around the
competencies of ‘Personal Conscience’ and ‘Self-determination’ which provide for
the development and assessment of the highest levels of leadership.

As a result of my own journey so far, there is one thing I am now sure about
concerning the old conundrum of whether leaders are born or made; of the balance
between nature and nurture. The important thing to me is that anyone can improve
their competence in leadership if they really have the will. But it takes time, focus
and practice. Not everyone wants to do that. Yes, some are born with more
leadership attributes than others but I believe that anyone with a reasonable IQ
can learn to become a more competent leader, and the first step is to become
a leader of oneself – something everyone on the planet could benefit from.

Going back to reflecting on my own leadership story. On the one hand I could be
inspirational and I had a reputation for loyalty, reliability and achievement. On the
other hand I could be over-optimistic and wanted too much for people to like me,
both of which could skew my judgement. The problem here is that I reflected back
on these pluses and minuses about 30 years too late. There is no doubt in my mind
that had I been trained in leadership development along the lines I am proposing in
this publication I would have been a better leader. And this would not only have
been better for me and my family, but for the organisations I worked for, the
communities I worked in and the planet in general.

John Knights
Chairman, LeaderShape
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This section provides an overview of the leadership journey – the steps of which are
described in more detail in later sections of the report.

The mnemonic ‘REAL’ is used to describe the different stages of journey from:

• ‘Rational Ego-based As-usual Leadership’ – the start point for the journey

• ‘Robust Emotionally Aware Leadership’ – the intermediate stage of the journey

• ‘Radical Ethically Authentic Leadership’ (Transpersonal) – the goal of
the journey.

The start:
‘Rational Ego-based As-usual Leadership’
At the start of the journey, an individual is assumed to have all the tools to do the
functional job either through qualification, work-based training or in-work experience.
These are the task-oriented ‘threshold’ competencies which everyone needs to have
to function in an organisation. Although not always the case, the development of
these is seen as the responsibility of HR departments, traditional educators and
line managers.

Adding behavioural competencies will enable the development of the capabilities
you need to become a superior performer and good leader. Behavioural
competencies are often called ‘soft’ skills – which is confusing as they are not
‘easy’ – think of ‘soft’ in terms of the opposite of ‘hard’ as in hard-wired.

Our ability to learn the hard business related skills is dependent on our rational
intelligence, something we are more or less born with. We can learn more or in
more detail by hard work (time and diligence) but we cannot learn what we are
not capable of learning.

On the other hand ‘soft’ skills can be learned and developed by anyone who
has a normal brain because they work through associative connections between
neural cells where bundles of brain cells connect with each other creating new
intraserial wiring.

For most of us it is much more difficult and time consuming to develop ‘soft’
skills than ‘hard’ ones, and maybe this is one of the reasons why most of us
don’t develop them as much as we might.

In this report, hard skills are refered to as ‘business skills’ and soft skills as
‘behavioural competencies’.

So, at the start of the leadership development journey, an individual’s ‘REAL’
leadership status is assumed to be ‘Rational Ego-based As-usual Leadership’.

This is not always so, and many leaders have of course developed excellent
leadership skills, though often sub-consciously. Virtually all have also developed
some poor un-managed leadership skills.
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‘REAL Transpersonal Leadership’ Development – Journey to Excellence

The ‘Rational’ means that at the start of the journey these individuals can
think logically and work things out on a rational basis. They have the job skills and
know how to use them. However, they often assume that other individuals think
and act like them and at the same time will respond only to rational argument
and stimuli. It is also true that every individual will have varying levels of intuitive
thinking and emotional awareness but most often they will not be fully aware of
their capabilities and therefore will not be managing these attributes to maximise
levels of self-management, relationships and performance.

‘Ego-based’ is where most leaders are at. They seek power, reward, prestige or
recognition, or any combination or all of them. And usually, one or more of these
needs are the prime motivator for the leadership decisions they make. There is
nothing wrong with wanting these things but to move to excellent leadership
these personal needs must be in harmony with, ultimately for the benefit of all,
stakeholders if the organisation is going to be sustainable and successful for the
longer term.

By no means are all leaders ‘Ego-based’. The problem is that if they are not, it often
puts them at a disadvantage. They get used by others or they don’t know the
balance between their responsibility to their organisation and their family or they
get stressed because of their feelings of responsibility.

This state of mind is no more beneficial to the organisation than the ‘Ego-based’
leadership unless it is channelled and managed effectively – and only the
development of Emotional Intelligence (EI) can help this.

Finally, ‘As-usual’ refers to what can normally be expected from leaders who have
not been trained in behavioural skills and have not learned how to manage their
personalities. It often manifests itself as ‘I know everything and tell people what
to do’ which is our genetic default. Most of us react ‘As-usual’ when we are stressed
at which time our emotions are better placed to hijack our brains. But at least
through being aware of this it is possible to reflect and often put right unattractive
behaviour. Unfortunately, many leaders react ‘As-usual’ all the time.

I hear you say, ‘well that
may be the case in the
private sector but in the
vocational industries it’s
different’. Afraid not! In my
experience there are just as
many ‘ego-based’ leaders
in the National Health
Service, local government,
education and the voluntary
sector (not-for-profit/‘Third
Sector’). They may not
be after monetary rewards
and they may have a
genuine desire to do real
good in the community but
they are just as power and
prestige oriented as in the
private sector and probably
even more ‘recognition’
motivated. A difference is
they are often more risk
averse because of the
greater security of the job
and that may be why these
sectors are often so slow
to make decisions.
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The intermediate stage:
‘Robust Emotionally Aware Leadership’
To attain the advanced level as a leader there is an intermediate level of competence
to go through. Using the same mnemonic for convenience and memory, we have
called it ‘Robust Emotionally Aware Leadership’.

The ‘Robust’ refers to an individual having reached a level of inner self confidence
where they are not afraid to say what they think, willing to take risks and ensure
messages are communicated unambiguously. They can take criticism without taking
it personally, make hard decisions and are transparent in their dealings with people.

While this is all well and good, without being ‘Emotionally Aware’ this leader could
be a nightmare in their relationship with people. The ‘Robust’ leader also needs to
be conscious of and sensitive to people’s feelings and in particular how their
behaviour affects the mindset and performance of others. The ‘Emotionally Aware’
leader deals in facts and perceptions, avoids bias and eliminates discrimination.

Combining the two elements develops a leader that people will want to follow.

To get to the level of ‘Robust Emotionally Aware Leadership’ requires the
development of ‘7 essences of emotionally intelligent leadership’. Part 2 of
this report looks at this intermediate stage in the journey in more detail.

‘REAL Transpersonal Leadership’ Development – Journey to Excellence
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The goal:
‘Radical Ethically Authentic Leadership’
(Transpersonal)
There are many definitions of ‘transpersonal’ including from one of the founders of
transpersonal psychology, Stanislov Grof:

“The common denominator of this otherwise rich and ramified group of
phenomena is the feeling of the individual that his consciousness expanded
beyond the usual ego boundaries and the limitations of time and space.”

The term is also highly associated with the work of Abraham Maslow and his
understanding of ‘peak experiences’. 3

One of the main origins for the definition of ‘Transpersonal Leadership’ used in this
report came from L. W. Fry’s article ‘Towards a Theory of Spiritual Leadership’:

“The values, attitudes and behaviours necessary to intrinsically motivate one’s
self and others so all have a desire to:

1. Serve others – and in so doing deriving purpose and meaning in life, and

2. Establish an organisational culture whereby leaders have genuine care
and concern together with appreciation and understanding for self and
others (all stakeholders), while having the will, energy, aspiration and
sense of doing one’s best (excellence) to achieve the highest level of
performance to fulfil the organisation’s vision.” 4

Other important influences were Peter Block and Robert Greenleaf.

Peter Block, in his 1993 book, argued for replacing the term leadership with
stewardship defined as:

“the willingness to be accountable for some larger body than ourselves –
an organisation, a community”. It is to do with our choice for service over
self-interest, with being willing to be deeply accountable without choosing
to control the world around us.” 5

This was echoed by Robert Greenleaf in the concept of the ‘servant leader’ – that
great leaders are those who serve others – which he developed over many years:

“The servant-leader is servant first… It begins with the natural feeling that one
wants to serve, to serve first. Then conscious choice brings one to aspire to
lead. That person is sharply different from one who is leader first.” 6

Tomorrow’s Company’s past work on leadership also reflects many of the
qualities and elements of ‘Transpersonal Leadership’ – a summary of which
is provided overleaf.



Tomorrow’s Company on leadership
Leadership lies at the heart of building a successful and enduring company.
Since the original Tomorrow’s Company Inquiry, undertaken in 1993 and
published in 1995 by the Royal Society for the Encouragement of Arts,
Manufactures and Commerce (RSA), Tomorrow’s Company has advocated
an ‘inclusive’ approach to leadership.7 This approach has the following
key elements:

• the inspirational and visionary qualities of transformational leadership

• the willingness to learn, and to facilitate the learning of others

• the concept of stewardship – of acting as custodian of the organisation’s
reputation and resources

• the perception of leadership as service.

The foundation of this approach is the adoption of a set of values which
places human relationships centre stage and which defines the purpose of
the company other than in purely financial terms. 

Inclusive leaders understand the links between the company and its wider
environment – the social and political system in which it operates and the
natural environment – what Tomorrow’s Company calls the ‘triple context’. In
particular they see the creation of long-term sustainable value and the need
for organisational change in this context.

This deep understanding of the nature of the interdependence which exists
between a company and its dynamic environment provides the basis for a
critically important function of leadership – to contribute to the development
of an inspiring yet achievable vision of the organisation’s future. Such a vision
should be one that meets the needs of the key stakeholders and at the same
time provides the basis for a strategy to create long-term value. The vision
and style of leadership need to empower people in all the company’s
stakeholder groups to enable them to focus on how to achieve, and share
in, the success of the company.

Leaders who adopt an ‘inclusive’ approach to leadership will need to develop
an appropriate set of personal qualities. In the 2007 report of the Tomorrow’s
Global Company Inquiry, which revisited the original RSA inquiry but from a
global perspective, the business and NGO leaders involved set out the
personal qualities of a Tomorrow’s Global Leader. Many of these qualities
resonate with those of ‘Transpersonal Leadership’ and are summarised in
the following:

Tomorrow’s CEO wanted:

“Our company is operating on a global scale, facing great opportunities
but also major challenges. Our top executive team already comprises
5 men and 6 women of different nationalities. We want to break
away from the pack, become an industry leader and make a lasting
contribution to society as well as providing top rank shareholder
returns. We are seeking a CEO who can take the company to new
heights in innovation, teamwork, performance and influence at the
same time as reconciling the differing demands of investors, customers,
governments, regulators, partners, NGOs and the public. We’re looking
for a person with clear vision; strong values; courage; empathy;
accessibility; high level negotiating and interpersonal skills; a passion
for teamwork; humility and a commitment to future leaders.” 8
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Be authentic
If one looks at the iconic leaders of the past, they have one thing in common – they
were authentic, accessible and in sympathy with their time.

Understanding the ‘time’ you are living in – the context – is really important. It tells
you why you are here, and what it is that you can bring to the role that somebody
else can’t.

In the past, the prevailing view was that a company was exclusively there for
shareholders. Now the importance of focusing on shareholders and other
stakeholders is recognised. I think most leaders find this shift quite difficult to
wrestle with, but nevertheless the good ones try. It has taken us at least a decade,
if not more, to understand what that means in reality. As a leader you have to be
very cognisant of this in whatever you are doing. And if you’re not, then there is a
real gap. What was a ‘nice to have’ approach 10 or 15 years ago is now a ‘must
have’. If you are committed to developing long-term value for shareholders and
other stakeholders, different things are required of you as a leader. The nature of
decision-making is, without question, more intricate. It is much more about balance
and understanding various different impacts. This requires intelligence, analysis and
dealing with complexity and ambiguity. 

For me, being authentic is also vital. When I was appointed chief executive of the
Economist Group, I remember being told by one of my executive team that her
staff had been extremely pleased that I had been appointed but had said, “We hope
Helen doesn’t change”. And I remember thinking “but if I’m CEO then I will have to
change!” It was at that moment that I realised the importance of being oneself: what
her team had been saying was, “We know Helen for what she does now, and let’s
hope she’s not going to pretend to be somebody else; because we like the person
she is”. It was a useful reminder that authenticity is really important. As an early
mentor taught me, the more senior you are, the more accessible you must be; I think
that’s essentially the same point – if you take on grand airs, and lock yourself away
in a grand office, then you will become someone different.

Authenticity is about sticking to your own style and your core values. For me, this is
about independence, respect, trust and ensuring that you value what other people
bring to the party – their particular style and capabilities. Being equable and calm,
and making sure people understand when you feel strongly about something, is
very important. One of the skills I have developed over time is how to balance being
clear about my own point of view, as well as listening to others. You have to be clear
about direction, as well as understand where other people are coming from, taking
into account a wide range of views, in order to bring people along with you. Basic
courtesy and delivering on promises is a key element – this is how trust starts to be
built on both sides: it’s a reciprocal thing.

Being clear about the direction you want to take also means learning to trust
your own judgement. But you can never let the story ignore the facts – that is a
dangerous place for a leader to be. You have to do your level best to get the full
range of input and the facts before making a decision – but at the end of the day
you have to trust your own judgement, which is why effective boards are important.
It is their role to provide the critical challenge. It is harder to achieve this amongst
the executive team. In a good board everybody feels respected as an equal. In
executive teams, challenge can be seen as a threat. Good support and good teams
make for much more impact than one person could possibly have alone.

And finally, it is important to remember that what you are leading has an importance
that goes beyond you. Your role is to hand it on to others better than you found it.
This is how value is created, and that is what shareholders will want and what other
stakeholders will want too.

Dame Helen Alexander
Deputy president of the CBI and chairman of Incisive Media and of the
Port of London Authority



We define a ‘Transpersonal Leader’ as one who ‘thinks beyond their ego’ and
is a ‘Radical, Ethical and Authentic Leader’.

Radical because we need a new kind of leadership – current mainstream thinking
on leadership is just not acceptable any more if we are in the long run going to
protect our planet, move to a less materially oriented age, realise we might need an
alternative to continuous growth and create a happier society. And it infers courage
and fearlessness.

Ethically means not only integrity but a social conscience and a willingness to follow
the rules (or get them changed if that is what is needed). It means working for the
greater good.

Authentic because a leader must act as they truly are – they must be honest with
themselves and others. Excellent leadership is not a game, it is not something you
can pretend to do and get right – the human being is very good at seeing through
the falseness of others. ‘Authentic’ also implies that the leader is the same person
(though may behave appropriately different) in all circumstances – their values are
operating at full consciousness and they don’t leave them at the door to the office
when they come back from a quality weekend with the partner and/or children
during which they have been a model family member.

Leader an individual needs to be emotionally intelligent in order to have
sufficient inner self confidence, awareness and empathy to be open to and
have the determination to respond to the demands of developing into a
‘Transpersonal Leader’.

‘REAL Transpersonal Leadership’ Development – Journey to Excellence

The journey from the intermediate stage to this advanced stage involves 9 steps to
‘Transpersonal Leadership’. These are described in more detail in Part 3.

It is a stage of the journey that involves openness, vulnerability, understanding ones
shadow personality, and understanding how one is perceived.

14 The Invisible Elephant & the Pyramid Treasure  Part 1: What is ‘REAL’
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This journey is likely to be more successful if an individual has developed a sound
level of EI and applied it to their leadership style. The inner self confidence and
awareness that EI brings will enable the traveller be more open minded, transparent
and daring and at the same time have a much better understanding of the people
around them.

EI may well still be motivated by the ego to a lesser or greater extent – why else
would I embark on a plan to become a great leader if it was not for my own benefit?
This is natural – but through the challenges and insights on the journey, there will be
a transition point at which time the individual understands that the true purpose of
leadership is to be for the benefit of all stakeholders of the organisation.

A beginning not an end
Although for the purposes of clarity in the report, the leadership journey is presented
as a series of steps, the journey itself is not linear.

It is iterative and interconnected in many ways. Parts may be able to be skated over,
parts may need to be revisited many times, some parts will be more difficult than
others. As some people find languages easy and maths difficult or vice versa, so
some will find for example empathy difficult and intuition more straight forward.

No two people will take exactly the same journey. What is important is that all these
parts of the journey are covered. The best route will be down to each individual to
find for themselves. However, based on the experience and observation of leaders,
the ‘REAL’ journey as we go on to discuss in detail on the following chapters
provides a good template that can be customised as an individual comes to
understand themselves better.

Leadership is about change and the first thing you have to decide you want to do is
CHANGE (= develop).

And, change involves fear, probably the most powerful and insidious emotion of all.
As Altazar Rossiter puts it:

“Strangely, the main obstacle to this change will be the emotion of fear, the
main inhibitor of action; fear of what we might have to let go of, fear of who
we might become, fear of judgment and criticism. Fear will prevent us from
setting any intent that is likely to take us out of our comfort zone.” 9
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Doing what is right?
My passion is to ensure the best possible quality of care for patients and to
encourage more clinical leaders into management positions – to get them to put
to use their experience and domain knowledge to assist in running hospitals better
for the benefit of patients. This is the same journey I have taken, moving from being
a consultant nephrologist to being a medical director and then ultimately chief
executive of large university hospitals.

During my clinical career I became increasingly involved in hospital management
before taking on the ultimate challenge of restructuring and running hospitals as a
full time Chief Executive. My involvement with hospital management started almost
by default, when I was appointed as a consultant at the Queen Elizabeth Hospital
in Birmingham in 1980. At that stage, the region had one of the worst records for
treating kidney failure, people were dying unnecessarily and treatments were still
at a relatively early stage of development. The system was such that people had
to make hard decisions about who to treat or not. I could either help sort the
problems out or ignore them. I found myself deciding to help on the basis that I
couldn’t do any worse than a non-clinical person! I started to push back at the
resource boundaries set, and at one point was threatened with suspension, but
I did achieve a breakthrough in getting more resources made available for kidney
treatment. Birmingham now has one of the largest kidney failure programmes in the
UK. There will always be judgments to make about availability of treatments against
limited resources – but for me it is about being clear about responsibilities and where
these lie in the system. As a consultant I had a responsibility to the patient in front of
me and to get the best care for them. Now I am ‘poacher turned gamekeeper’, but
I see my role as a natural extension, moving from a focus on individual patient need
to meeting the needs of large groups of patients.

I have never had any formal training in management. I have learnt ‘on the job’ having
found myself in organisations that are facing major challenges and then helping to
turn them around – moving them through ‘slash and burn’, to recovery and on to a
development stage. And all this needs to be done in a limited timeframe – it is vitally
important to rebuild performance and confidence as quickly as possible. Leadership
is ‘structural’ in terms of having a clear understanding of the domain you are leading
and understanding your responsibility because of the role or position you are in.
It is also sapiential (‘of wisdom’). In healthcare there are many in clinical practice
who are highly regarded as leaders, irrespective of hierarchy, because they are good
and wise in the job that they do. It is because of these qualities that I am a strong
advocate of involving them in taking structural leadership roles and accountability
for managing the services they provide.

Doing ‘the right thing’ is not always comfortable. It takes time to assess what
‘the right thing’ is and then you should not be frightened to take decisions and
to be accountable for these decisions. I have had to make many difficult decisions
in turning round some of the hospitals I have been involved with including an
occasion when I had to make some consultant colleagues with whom I had worked
with as a colleague for over 10 years, compulsorily redundant – difficult but in the
circumstances of retrenchment and reorganisation, it was the right thing to do. This
decision making is best done by combining a broad view of inputs, especially from
the front line with a careful assessment of strategic options and analysis of what is
most likely to work. Sometimes this means not asking for too many permissions, but
presenting a very powerful case early on and starting to take action. Above all, never
sacrifice your own values and integrity, as you need to be seen to behave in the way
you want the organisation to behave.

16 The Invisible Elephant & the Pyramid Treasure  Part 1: What is ‘REAL’

Sir Jonathan Michael
Chief executive, Oxford University Hospitals NHS Trust
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The journey through the intermediate stage of ‘Robust Emotionally Aware
Leadership’ involves seven essences of emotionally intelligent leadership:

1. Understand Leadership – a true understanding that effective leadership has
changed dramatically in the last 10 to 15 years

2. Increase Self-awareness – including basic neuroscience & understanding
how to learn

3. Learn to Manage Own Emotions – understanding how to manage emotions
to improve performance

4. Use Different EI Leadership Styles – developing competence in six
leadership styles and when and how to use them

5. Create a Performance-enhancing Culture – learning how leaders can
create the right climate and culture which in turn affects performance

6. Contract Between Follower and Leader – ensuring expectations
are understood

7. Identify Strengths and Key Development Needs – a 360˚ assessment is
unavoidable in order to achieve a complete assessment of oneself.

Arriving at the point of ‘Building on Key Strengths – Develop New Behaviours
and Habits’, the toughest and most valuable part.

‘REAL Transpersonal Leadership’ Development – Journey to Excellence
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1. Understand Leadership
A true understanding that effective leadership has changed dramatically in the
last 10 to 15 years

The need for a new kind of leadership has been created by social and technological
change, by globalisation and by the growing concern for the future of our planet.
The causes and implications of the current financial crisis and economic turndown
only bring this into greater focus.

It has already been mentioned that the human genetic default for leadership is ‘to
know everything, and tell people what to do’. To expect to be able to lead effectively
this way is becoming more and more fanciful by the year. Our society is developing
so fast while our genetic brain remains virtually unchanged since Stone Age man.
Yet even so, our brains learn better through insights than being told what to do.10 We
can only keep up with change by using our ‘personal choice’ and ‘intense will’ to put
in the effort to help our neural circuits to reconfigure.

Leaders need to be able to respond to the fact that today we can hold less than
10% of the information we need in our brains, compared to 75% only 20 years
ago.11 This means that the old mantra that ‘knowledge is power’ is no longer valid so
the genetic default just does not work. We need to earn the respect and loyalty of
our followers, even as their desire for continuous learning, engagement, involvement
and recognition increases.

The final thing we need to understand about leadership is how it differs from
‘management’. Management is about planning, organising, staffing, controlling
and problem solving whereas leadership by contrast is about establishing direction,
aligning people, motivating and inspiring. Management produces key results –
leadership produces change and transformation.12 (“Do you know the difference
between leadership and management”. Go to: www.LeaderShape.biz to check how
well you understand the difference.)

Most people in leadership positions primarily ‘manage’ especially when it comes
to their inability to get people to perform beyond what they would expect of
themselves. Leadership is about vision, direction and people; management is
about process. But even with vision and direction you have to engage people to
achieve it. So in the end leadership is all about people.

The entertaining TV show ‘The Apprentice’ provides an excellent example
of how leaders usually get it wrong especially when stressed. Each week two
project managers are chosen to lead colleagues in a task. When the task has
been completed and the teams are in the boardroom, Sir Alan Sugar asks
the team members how they felt about the performance of the leader of their
group. More often than not team members will explain that the team did not
perform because the leader decided that they knew best and told everyone
what to do. Occasionally, and most often one of the women, will engage the
team in coming up with a strategy they all can buy into. When this happens
they almost always succeed. 



2. Increase Self-awareness
Including basic neuroscience & understanding how to learn

Great leaders have always been self-aware and this is one thing that has not
changed. In fact the need for ‘Self-awareness’ has increased rapidly as modern
leaders look to maximise the potential and output of their followers. We need to
know our personality preferences. Do we think our way to solutions or feel our way?
Do we like to leave things open or make judgements and decisions quickly? Do we
think rationally when making decisions or intuitively, or both? How do we best learn
– through reading, just doing, planning, or by trying alternatives? Which senses are
our most dominant – seeing, hearing, touching, listening? Are we competitive? Are
we optimistic? Do we like change? Which emotions are we most likely to react to?
What are our values? Do we have a philosophy about our ethics?

There are a myriad of tests and exercises one can take to measure all these
variances, but often they are seen as a short-term indulgence, rather than really
helping an individual to build a picture of who they are. Knowing ‘who’ you are
increases that inner self confidence and enables you to take on challenges
much more effectively. ‘Self-awareness’ is the first rung on the ladder to
leadership excellence.

Perhaps the most important aspect of ‘Self-awareness’ is what we call ‘Emotional
Self-awareness’. We spend our lives being hit by emotions. Do we know which
emotions we are feeling at any particular time and why? Do we realise the links
between these emotions and how we behave and how they can affect the
performance of ourselves and others?

The impact of neuroscience on leadership is dealt with in more detail later in the
development journey but it is important to emphasise at this stage in the journey as
a leader that the brain resists being told what to do and that sustainable change is
best afforded through people gaining insights.

To learn new behaviours, leaders must provide the opportunity and environment for
their people to focus on and spend time learning new behaviours in order to sustain
change. As the essence of leadership is change, it is equally important that the
leader uses this approach for personal change as for enabling the change of those
they lead. Coaching, facilitation, critical reflection and other related interventions help
support people in finding their own solutions, embedding change into habits and
sustaining new behaviours.

Increasing self-awareness can have a profound effect on leaders. A former
Royal Navy officer who is now the Sales Director of a successful hi-tech
manufacturing company that serves global markets gained an extra level of
self-awareness during a leadership programme. He had learned in the Navy
that leadership was about loyalty, hard work and respecting your leader who
had been trained to a higher level and had the title. He firmly believed that
his successful leadership was dependent on those people reporting to him
having the same beliefs and he was very frustrated when they did not seem
to take them on board. A fundamental change took place when he realised
that we are all very different and learn and respond in different ways. This
sounds obvious yet most of us in our day-to-day lives assume people will
act and react in the same way we do and are surprised when they don’t.
This revelation enabled to start learning to understand better the people
who reported to him and to respond to their needs to help them improve
their performance. The realisation was fairly sudden, but the work to change
ingrained attitudes into new habits will take much longer.
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3. Learn to Manage Own Emotions
Understanding how to manage emotions to improve performance

‘Self-awareness’ has become better understood since the development of the
science of Emotional Intelligence in the 1990s.13 For example, understanding one’s
emotions and knowing how to handle them effectively has a huge effect on one’s
own performance but perhaps more importantly on the performance of those around
you. Think of the highly emotional person who gets angry at everyone for a minor
reason and then leaves the room and goes back to their job unaware of how they
may have ruined the performance of the recipients for the next week. Leaders who
are not able to manage other emotions (such as sadness, disgust, fear, surprise),
while less obvious, can have equally devastating effects on the performance of
themselves and others.

Essential to overcoming this is a realisation that emotions are sub-conscious and
occur totally outside our control. We cannot stop an emotion but we can learn how
to handle them effectively so that we are not hijacked to do something that will
frustrate our intentions. Emotions have energy and information and a call to action.
EI is about learning to manage those emotions effectively.

Developing your EI is fundamental to becoming an excellent leader.14 Developing
the four basic EI competencies of emotional ‘Self-awareness’, ‘Self-management’,
‘Social Awareness’ (awareness of others) and ‘Relationship Management’
(management of others) will ensure an understanding that there is a better way
to lead. The 19 ‘EI Capabilities’ are listed in Appendix 1. In a publication of this
length, it is not possible to describe how to develop all of these in detail. However,
as an example, we discuss just one ‘EI Capability’ in detail, ‘Empathy’ (a part of
‘Social Awareness’), which as explained earlier is the capability that more leaders
need to develop than any other. Appendix 2 describes ‘Empathy’ in more detail.

There are two issues around ‘Empathy’. First to get leaders to understand that such
a ‘soft’ behaviour is so critical to great leadership, and secondly is to help people get
their heads around ‘How do I improve my empathy?’

Addressing the first issue, the reason it is so important is because in essence it is
about understanding people and everyone wants their leader to understand them.
Being understood motivates people to perform to a higher level and helps the leader
identify how that person can be supported to do the best job possible for the
organisation. It is human nature. Most leaders can get this!

What is more difficult for most leaders is getting to grips with actually improving their
empathy. This can be broken down into four discrete and granular behaviours?

1. listen attentively to what people say

2. demonstrate an awareness of how others are feeling

3. accurately identify the underlying cause of another person’s perspective

4. express an understanding of the other person’s perspective.

Anyone can learn techniques, perhaps with the help of a coach, to develop these
behaviours. If in addition, we remember that empathy is not the same as sympathy
(we don’t have to share the other person’s emotions) and we don’t have to agree
with them. It is just about understanding and communicating that you understand.

El Competencies

Relationship
Management

Social Awareness

Self-management

Self-awareness



4. Using Different EI Leadership Styles
Developing competence in six leadership styles and when and how to use them

Our genetic default leadership style as described earlier is difficult to overcome.
Most leaders have morphed this into their own leadership style that suits their
personality and natural environment – and they use it all the time. Even leaders
who are considered very competent usually only have two styles to choose from
regardless of the circumstances.

Yet choosing the right leadership style at any particular time depends on the context
and the individual(s) you are leading.

A competent leader should be able to use all six styles as described by Goleman
(‘Visionary’, ‘Coaching’, ‘Affiliative’, ‘Democratic’, ‘Pace-Setting’, ‘Commanding’) to
cover the full range of contexts in which a leader might find themselves.15 No human
has the natural acumen to be able to use all six styles naturally. They have to be
learned and the only way to do it is by learning and embedding new behaviours.
There is no other way.

Fortunately Goleman set out clearly which ‘EI Capabilities’ relate to each leadership
style and from this we can define which granular behaviours need to be developed.

For example to use the ‘Coaching’ style effectively you need to learn to be
empathetic (see previous chapter). By focusing on learning to listen effectively,
and then learning to understand accurately what people are saying, we find
leaders actually become more interested in other people which can eventually
develop into a real sense of empathy.

An extremely experienced and competent clinician (consulting surgeon)
was promoted to the position of Operations Director of a large well-known
hospital. As a surgeon he was used to being very directive (‘commanding’
style) – there was no time in theatre to be ‘Democratic’ or ‘Affiliative’.
However, when not operating he demonstrated both styles when meeting
socially with his team or asking for their opinions about developing new
procedures. When dealing with the relation of a patient who had died he
had the capability to be very empathetic which had some of the attributes
of the ‘Coaching’ style.

However, now he was suddenly in charge of running the hospital and
needed to both develop a vision for the organisation and ensure his direct
reports were competent to implement the vision. This required him to
develop visionary leadership to ensure the vision was bought into by the
entire organisation and the ‘Coaching’ style to develop his direct reports to
their potential.
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5. Create a Performance-enhancing Culture
Learning how leaders can create the right climate and culture which in turn
affects performance

Many leaders mistakenly believe they have a direct impact on the performance
of an organisation. The truth is that except when they lead the negotiations of
an acquisition or major contract they can only influence the performance of
the organisation.

The single most important thing that a leader can do is set the right environment,
normally referred to as the ‘climate’. 16 The climate created sets the whole tone for
the development or change of an organisation’s culture (i.e. how we do and improve
things around here).

If the leader wants to enable the development of a performance-enhancing culture
then the climate must be one where change, honesty, transparency and mutual
respect are the norm. The leader must set the example first. This will allow the
development of trust without which no organisation can perform at its optimum.

It is the people in the organisation that create the culture using the climate as a
foundation. The culture determines the level of performance.

Culture can be looked at in four axes: ‘Power’, ‘Structure’, ‘Achievement’ and
‘Support’. 17 In a unique culture survey used by LeaderShape, measuring the actual
and ideal cultures, it is invariably found that different parts of the organisation have
very different views about the current situation. Surprisingly however, they agree on
what the culture should be in that virtually all the people (including the leaders) in the
organisation would like to decrease the power and structure orientation and increase
the level of achievement orientation and support.

Increasing the achievement orientation of the culture will require a focus on visionary
and democratic styles of leadership whereas to boost the support dimension of the
culture there needs to be an increase in the coaching and affiliative styles.

Achieve this and a performance enhancing culture will have been created.

The most well-known examples of leaders setting the climate can be found
in the political arena. Perhaps the most famous in most of our lifetimes
was Nelson Mandela when he became president of South Africa in 1994.
Despite being imprisoned for many years during the Apartheid years he
continually called for reconciliation in a multi-racial democracy. While one
can argue whether subsequent leaders have been of the same quality, the
reconciliation and democracy have endured. He set a climate that has
become a changed culture.

When President Obama came to power in 2009 with the call “Yes we can”,
there was immediately a new mood in the country. You can decide for
yourself whether this new climate developed into a new culture.



6. Contract Between Follower and Leader
Ensuring expectations are understood

Strangely, leaders rarely clarify what they expect from the people around them. This
is frequently the cause of misunderstanding and eventual breakdown in relationships
– or at best inefficiency in the relationship. To enable an individual to perform
effectively they need to understand what behaviours are expected of them. The
leader should also explain the responsibilities of both in the relationship.

Here is our suggestion for the responsibilities of an effective leader and an effective
follower (remembering all leaders are also followers at times):

• Leaders: delegation, empowerment, support; maximise the potential of
follower; share as much information as possible; ‘do-what-you-say-you-will-do-
when-you-say-you-will-do-it’; involvement in decision making that effects them
and absence of blame

• Followers: taking personal responsibility, accepting accountability, being
self-disciplined and showing initiative (being proactive).

The leader must take the lead in what they offer to do, but it is guaranteed that
the relationship won’t work well unless the individual (follower) also exhibits the
criteria listed.

It is all about a mature adult/adult relationship as those familiar with ‘Transactional
Analysis’ will already understand.18

A large international IT corporation acquired a business in the UK and
employed a new Chief Executive (Barbara) who they had identified working as
a corporate director of a global competitor. She had the qualifications, the
experience and excellent references. After a few months when questioned by
her boss why she had not achieved any early wins in her new role as agreed
she explained that she did not understand why the other directors were not
carrying out instructions that had been agreed.

Prior to the acquisition, the company had been run in a very autocratic way
and even directors had to follow orders to the letter which were handed down
in great detail. Barbara in her previous role had been used to setting broad
guidelines and letting her people just get on with it, only coming to her if they
had problems.

In this new role she had not communicated her approach to delegation and
empowerment and had not involved them in the decision making. Most
importantly she had not established a contract or how she wanted to work
with her followers. In turn the followers showed no initiative (they had never
been allowed to before) and due to a lack of details had not taken
responsibility for getting the task completed.
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Releasing potential through vision and values
Engaging and motivating teams has always been high on my agenda throughout
my 35 year career with PwC. In early 2008 I stood in our Senior Partner election.
Each of the four candidates had to write a manifesto setting out our plans and vision
for the next four years and then attend formal ‘hustings’ meetings to present to our
partners and answer questions. I took a very conscious decision at the outset of
the process to focus on the steps I thought PwC could take to release the potential
of our 16,500 UK partners and staff. We faced an interesting challenge – we were
number one in our field, had a good share of the FTSE 100 audit market, had grown
a successful advisory business and our tax business had a clear lead over its
nearest competitors. I believed that we had to redefine our purpose, as well as our
business goals, to explain to our people how we could aspire to be more than
simply the biggest or most profitable firm.

In my manifesto I set out a vision for PwC to be “One firm – a powerhouse of a
commercial enterprise that does the right thing for our clients, our people and
our communities.” This phrase, and all that it represented in terms of ambition
and values, resonated with my fellow partners. After the election it became clear
that the vision also worked well with our staff and we used it as the bedrock to
develop our new business strategy. The principle of ‘one firm’ is really very simple;
all of my experience showed that when we brought the collective expertise of PwC
and its people together we delivered more to our clients. The wording “powerhouse
of a commercial enterprise” was intended to be provocative because I wanted to
be clear that this is a business and that we aim to be commercially successful.
That said, success has to be based on strong values and ethics to be sustainable.
The phrase “does the right thing for our clients, our people and our communities”
reflects the values of our partners and staff. Although we aim to be a profitable
organisation the real issue is what you do with those profits. There is something in
the DNA of PwC that aims to do the right thing. The fact that we apply the highest
business standards and ethics is rightly taken as a given. One of the things that
differentiates PwC for me is the connection our people have with the communities
we work in. Almost a third of our 16,500 people actively volunteer during work time.
Consequently, we have more engaged and satisfied employees who feel they are
putting something back into society.

During the election process my use of the word ‘iconic’ sparked a really lively
debate. Iconic will mean different things to different people. I wanted to set out a
vision for PwC people to aspire to and to be part of an organisation that represents
something truly special, where the calibre of the people, the values they embody
and the difference they make to their clients and their communities becomes a
watchword for excellence. We said at the outset that whether we achieve this
goal or not will be for others to judge. As I developed PwC’s strategy with the
Board we took our vision and identified some specific performance goals and
measures relevant to the overall aspiration of becoming an ‘iconic’ firm. We took a
decision very early on to be open with our staff about the goals that we were setting,
and how we performed against them. That inevitably involves being honest about
the areas where you fall short as well as celebrating the successes. The response
has been incredible – our people better understand our vision and values and they
feel engaged with and better motivated to deliver our strategy. As a bonus we’ve
tapped into a rich source of creativity and valuable ideas at every level within
the business which has helped us sustain momentum and deliver performance
improvements. All of this requires communication that is timely, credible, widely
read and which stimulates a dialogue. We took a very practical step to make this
happen and articulated on a single piece of paper what it means to be part of PwC
– we call this ‘Who We Are’ (see http://www.pwc.co.uk/eng/aboutus/index.html).

I’m not so complacent to think we’ve achieved our ambition. I believe there is still
much to do – which is why I am now standing for re-election! However I do think
that we have managed to develop and communicate a clear sense of our values and
purpose which engages and motivates our people and, at the same time, benefits
our clients.

Ian Powell
Chairman and senior partner of the UK firm of PwC



7. Identify Strengths & Key 
Development Needs

A 360˚ assessment is unavoidable in order to achieve a complete assessment
of oneself

It is difficult enough for people to change. But the real barrier is actually knowing
what to change and how.

A 360˚ assessment is a vital ingredient in informing an individual where their
strengths lie and what their key development needs are. The problem is there are a
plethora of such assessment tools that just don’t do the job effectively and often the
process is so poor that there is no effective follow-up.

It is critical that the assessment measures behaviours not skills, that it promotes
honesty and therefore is confidential to the individual (it does not go in the Human
Resources file!) and that the inputs (apart from the line manager) are anonymous.
Most important of all is that there is an effective implementation process to enable
the individual to work on developing the key behavioural changes identified.19 Having
said that, candidates should be encouraged to share the findings and in particular
they must be willing to discuss with their raters the one or two key development
areas they have chosen to focus on to get their input on how to improve and then
regularly check how they are doing.

Ideally it will measure the importance of each leadership style in that person’s role
and their levels of competency in those styles.

In essence the assessment report should be considered by the candidate as their
personal development plan.

Many leaders unfortunately resist such an assessment – usually out of fear of what
the findings will be. Overcoming that barrier is essential to leadership excellence.

Elizabeth is the Chair of the Board of Trustees of a large charity. She had
serious problems with the CEO who had been in post for 15 years and was
unwilling to change as the world was changing around them. The LEIPATM

360˚ assessment helped her to realise that she needed to improve her
empathy and conflict management and her emotional self-control. On the
other hand she scored highly in areas of optimism, conscientiousness,
trustworthiness, and transparency and as a change catalyst. The assessment
identified that visionary leadership was the most important style in her role
and also the one she was most competent in. The second most important
style was ‘Coaching’ which was also measured the lowest in competence.

The whole experience both enabled her to identify where she could improve
but perhaps more importantly gave her confidence that some of the things
she held dear she was doing very well. Her decision was to focus on
improving her empathy which, working with her coach, was achieved. This
enabled her to better understand the CEO. The final outcome was not the one
she had hoped for but it was the right one. She realised through her increased
empathy that the CEO was not going to change and managed to negotiate a
solution whereby the CEO was able to move into a national post where she
had appropriate expertise. A new CEO was then appointed from amongst the
Directors with the general support of the entire Board.
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Building on Key Strengths – Develop New
Behaviours and Habits
This is the toughest and most valuable part

The journey to this point has been primarily one of self-awareness and
understanding what needs to be done to become a competent leader. A lot of
information has been received and hopefully some useful tips picked up.

Discovering your key strengths will also have identified the key behaviours that need
to be developed to make a real difference. The next step is to practice these new
behaviours until they are embedded and become habits.

The theory of a number of leadership experts that leaders should just focus on
building their strengths and find other people to do what they are not good at, can
be seen as an excuse not to be bothered to develop yourself. It sends the wrong
signals to everyone around you – identify something difficult to do and give up. Of
course there will always be certain behavioural areas that an individual cannot totally
master – but some improvement can have a huge impact on overall performance
and allow a person to operate effectively in circumstances where they would
otherwise be inept. If people see the leader genuinely trying to improve it will have
a huge positive impact on the attitude towards development of their followers.
One example is that most of us find ‘conflict management’ really hard. Addressing
a conflict with someone else in a non-emotional way is something very few of us
can do naturally. But putting in the effort to learn how to do this can make a huge
difference to how you are seen by others and helps command their genuine respect.
By all means build a team around a leader whose members have diverse key
strengths, but don’t use it as a crutch.

Building on key strengths, involves looking for those granular behaviours that
can help. For example, you might be a pretty good communicator but do you
communicate complex ideas in a way that can be understood?

Developing new behaviours to overcome perceived weaknesses is even more
important. This is the hardest part and it requires time, practice in a safe
environment and determination until the brain’s neural wiring has formed new circuits
and become hard wired – it becomes a new habit. Doing this totally alone is quite
difficult and is actually one of the key reasons why support from an experienced and
qualified executive coach can be so powerful. Coaching, however, is not the only
intervention that can be used. Action learning sets (peer groups learning to solve
issues together in a confidential environment), group facilitation, regular feedback,
work-place practice, self-reflection and even meditation are other useful methods
to promote behavioural change.

In summary, it is possible to learn new behaviours and absolutely necessary in
order to become an excellent leader – but it is done most effectively with the
help of others including your boss, your peers, your followers, and preferably
an external expert to provide support and guidance. It is no surprise therefore
that an on-going development programme with regular peer group sessions
plus appropriate one-to-one coaching is probably the best overall format for
leadership development.

Once those key behavioural competencies that were identified to improve
your leadership have been developed further you will have the awareness, self
confidence and emotional awareness and intelligence to embark on the advanced
phase of your leadership journey towards excellence in ‘Transpersonal Leadership’.
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What makes a great finance leader?
There was a time when the job of the Finance Director or Chief Financial Officer
(CFO) was very clear. Take care of the money and make sure all the bills are paid
on time. This basically required someone armed with strong technical accounting
and financial skills, who had the honesty and integrity not to fiddle the books. This
is probably a rather exaggerated caricature – it’s fair to say that there have always
been finance leaders who have sought to go beyond this by engaging in the
business more proactively, supporting strategic decision making and acting as
a business partner to the chief executive. But this more expanded role is now
becoming more common and places additional demands on the finance leader.

A long-standing and distinguishing feature of the accountancy profession is
its acceptance of its responsibility to take account of the public interest. CIMA
members, in common with other finance professionals, are bound by a ‘Code
of Ethics’ so integrity, independence and objectivity have always been at the
heart of professional practice. So, in some respects, the finance leader already
demonstrates some of the hallmarks of the ‘Radical Ethically Aware Leader’. Some
even go so far as to say that the CFO acts as the conscience of the business – as
one CEO has said, “The critical responsibility of the CFO is the protection of my
company’s public interest.”

But as John Knights points out, the essence of leadership is change. Development
of great leaders is not a simple linear experience – it is iterative, circular and holistic.
So we need to factor in the changing role of the finance function and ask what this
means for the leadership competences required – as well as how they interact with
the ‘traditional’ ethical strengths. This is an area that CIMA has been researching
intensively through its work on finance transformation.

In essence, there is now widespread acceptance that, while technical and
accounting skills still have their importance and place, finance leaders must
also have a strong commercial and strategic orientation. They must be effective
business partners. At CIMA, we like to describe the CFO as the navigator at the
side of the CEO, the captain of the enterprise. These navigators support business
leaders with information and analysis about the organisation’s position and course.
They contribute to strategic decision making and risk/performance management.
They have professional objectivity and are prepared to challenge constructively
when necessary to ensure the business is managed in the long term interests
of all stakeholders. They must be able to present information that the rest of the
organisation can grasp and respond to. The global economic crisis has hastened
this shift to business partnering by focusing attention on the need for companies
to bring more professionals who understand risk and finance into high-level
strategic conversations.

In view of this broad perspective, it’s no surprise that many finance professionals
move into more general management roles – and, not unusually, into the CEO slot
itself. We’re well aware at CIMA that our major task is to qualify the ‘financially-
qualified business leaders’ who will contribute to successful organisations across all
sectors and geographies – and, most importantly, in the public interest. It’s a big ask.
We know that if finance leaders are to make effective business partners, they need
to develop the so-called ‘soft’ skills. In that respect, finance professionals are no
different than any others – they still have the leadership journey to make. But it’s
worth looking at some of the particular issues and challenges they face.
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It’s the word ‘partner’ that gives the game away – finance leaders need to be adept
at managing relationships effectively. They have to demonstrate empathy so that
they can understand the needs of their colleagues effectively, respect the other
person’s expertise and help them make decisions. They have to be good at
communicating complexity in a way that does not insult others’ intelligence. We
often talk about how the CFO is the information owner – but we also need to
acknowledge that this has a shadow side which calls for high emotional intelligence
and self-awareness. The CFO needs to resist the ‘knowledge is power’ temptation,
to put the ego aside to share knowledge and information for the common good.
We need finance leaders to be good communicators, but they also need to want
to communicate!

Another demand is to be able to influence and challenge constructively – as one
participant said at a recent CIMA roundtable ‘how do you say no the right way?’
So we should not underestimate the courage that may be required, for example to
stand up to the chief executive and maybe an entire executive team who all want to
pursue a particular course of action. So, as one recruitment consultant has related
from his conversations with CEOs and CFOs:

“A top-notch CFO embodies the skill of conflict management. To be
an effective CFO, you must possess high emotional intelligence to
manage conflicts.”

There is no doubt therefore that new softer skills are required for finance leaders
to be effective business partners, but there is an added challenge. How do
you become an effective business partner without losing the finance function’s
traditional virtues of independence and objectivity which have always served to
safeguard the wider interests of the business? As Dominic Moorhead, president
european operations, Caris Life Sciences explained so eloquently in CIMA’s ‘From
Ledgers to Leadership’:

“Integrity, independence and objectivity are not negotiable for the finance
professional and are the cornerstone of all finance roles. However the
business partnering role puts these values under stress, which is why such
roles require maturity, strength of character and skill in dealing with business
partners. We liken this to ‘walking the tightrope’ with the business pulling on
one side and finance pulling on the other.” 20

Or, similarly, as Mark Lubienski, vice president of finance EMEA Ariba, Inc. puts it:

“The best CFOs will successfully strike a balance between having a robust
strategic relationship with their business that is based on hard-earned trust
and respect, while maintaining the objectivity, independence and fiduciary
stewardship required of them by the stakeholders of the business.”

That might appear quite straightforward on paper, but it is vital not to underestimate
the specific, very tough, personal demands made on finance professionals as they
seek to develop their leadership skills and competences. But equally, they can’t do it
alone. CIMA’s roundtables with senior finance leaders have consistently highlighted
the importance of an ethical and supportive organisational culture in unleashing the
full potential of the finance business partner while acknowledging the value of
finance’s independence and objectivity. In other words, finance leaders also need
great leaders to truly flourish.



Climbing Mount Sustainability – a tribute to Ray Anderson
While it is still painful and hard to accept that Ray Anderson, founder, chairman
and former CEO of Interface Inc. passed away on 8 August 2011; it is with deep
gratitude that I write of his leadership, vision and impact. In his last two decades,
Ray did so much to make sustainability come alive and gain traction within the
business world, then the larger global community.

Until I started composing my first tribute to Ray I had not realized just how many
‘overlaps’ we shared. In addition to being on the Interface board together for over
15 years, Ray and I served on the Second Nature board, the Natural Step-US and
the P-CAP (Presidential Climate Action Project). We were on the US delegation
during one year’s CSD (Commission on Sustainable Development) at the UN,
also for UNGASS in 1997. We were at Tallberg in Sweden in 2009 for Tomorrow’s
Company and numerous times at GLOBE in Vancouver. Of course it all started
with the PCSD (President’s Council on Sustainable Development) under President
Clinton. There are too many other events and conferences to recall them all from
Neo-Con each year in Chicago to the USGBC’s annual “GREENBUILD”, to IQLA
(the International Quality of Life Award – for which he was the 2007 laureate) at the
UN; from CHEP to the Upper Chattahoochee River Keepers or my delight in 2010
when Ray became the first man to receive the WNSF ‘Businesswoman’ of the Year
award – that’s right WOMAN!

He really changed my life, which is exactly what he said he intended to do when he
asked me to join the Interface board in 1997. When Ray was the keynote speaker for
the National Council on Science and the Environment in 2003, he said we have to
shake up the status quo on education. Ray always knew when it was time to shake
things up!

For those not familiar with his vision or writings, Ray’s first catalyst on his
sustainability path came from reading Paul Hawken’s, ‘The Ecology of Commerce’
which he described as a “spear in the chest experience”. That was 1994. Ray
shocked the business establishment when he said, “I was convicted as a plunderer
of the Earth”. Interface is globally the largest producer of commercial carpet tiles
and the problem, as Ray saw it, was that carpet production was highly destructive
to the environment. He set a new course for the company – first through a ‘dream
team’ of thought LEADERS and DOERS from around the world – to not only
be a corporation that does no harm, but to actually be RESTORATIVE by 2020.
At Interface this journey has become known as ‘climbing Mount Sustainability’ in
quest of ‘Mission ZERO’. Ray said, “If we’re successful, we’ll spend the rest of our
days harvesting yester-year’s carpets and other petrochemically derived products,
and recycling them into new materials; and converting sunlight into energy; with
zero scrap going to the landfill and zero emissions into the ecosystem. And we’ll
be doing well… very well… by doing good. That’s the vision.”

Ray understood both the opportunity and responsibility of his personal leadership
and that of Interface as example and beacon. A fiercely competitive engineer by
education, no one was more analytical or inquisitive. If there was a good or intriguing
idea out there, he would call up the author and engage. He was so certain of the
RIGHTNESS of this path, but without personal ego or arrogance, he was ever willing
to bring in others to learn and share. Ray’s vision continues to inspire and galvanize
everyone in the company around a higher purpose, a nobler purpose.

I truly miss Ray – there are still days when I have to catch myself… so it helped me
when just after daybreak I flew over the Grand Tetons in Wyoming… of course, Ray
is now a mountain himself; his spirit and presence are eternal, ancient, majestic,
imposing and of a breath-taking beauty. By thinking of him in this way it has helped
me to move past the sorrow of losing such a great leader and dear friend to being
even more vigilant and committed to welcome each day, each new tomorrow,
embracing the future – to make it better for all life’s systems. It’s exactly what
Ray would insist we do, nothing less than ‘to change the world’!
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Acting executive director, WNSF (the Women’s Network for a
Sustainable Future)



Part 3:
‘Radical Ethically
Authentic
Leadership’
The nine steps to ‘Transpersonal Leadership’
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The journey from ‘Robust Emotionally Aware Leadership’ to ‘Radical Ethically
Authentic Leadership’ involves ‘the nine steps to Transpersonal Leadership’:

1. The Eight Integrated Competencies of Leadership (8ICOLTM):
a complete set of the competencies and characteristics needed to
become an excellent leader

2. Neuroscience Stage 2: bringing recent neuroscientific knowledge into
the areas of leadership development

3. Intuition, Instinct and Insights: understanding the 3Is is critical to the
development of leadership

4. Ethical Philosophy: making sense of the three key ethical drivers which steer
our own decision making

5. Personal Conscience: who I am – uncovered

6. Self-determination: this is all about movement and direction. How do I release
myself to get to where I want to be?

7. ‘Transpersonal Leadership’ Characteristics: while these characteristics are
impacted by their context they are altogether more holistic in nature

8. For the Greater Good – Beyond the Ego: once the fundamental choice is
made it is a question of making decisions that benefit all stakeholders in the
right priority

9. Choice: maybe unique to the human species, we have the ultimate power to
choose between right and wrong

through to:

Continue development of ‘Transpersonal Behaviours, Attitudes and Mindsets’ –
continually improving leadership skills – Behaviours, Attitudes and Mindsets (BAM) –
is a life’s work.
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‘REAL Transpersonal Leadership’ Development – Journey to Excellence
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Moving to the next level of leadership
Korn/Ferry is the world’s leading talent advisory firm. We spend a great deal
of time with chief executives, chairmen, non-executive directors and executive
teams, working with them both in recruitment and leadership development. We
therefore have a clear view, distilled from many years of direct experience and
scientific research, as to what makes a good leader and what makes for effective
leadership development.

When I read John Knights’ work, I was immediately struck by the fit between his and
our own view of leadership. Whilst much of what John discusses is not necessarily
new, what he has done so well is pull together numerous strands of thinking into a
holistic and integrated framework that shows how various leadership qualities are
connected and can be viewed as a series of steps in a development journey.

We would observe that organisations commonly develop their leaders to what
John describes as the intermediate level – ‘Robust Emotionally Aware Leadership’.
Few, however, have the necessary programmes to develop leaders beyond this
level. This is not because they don’t understand the importance of, for example,
self-awareness or what an understanding of what neuroscience can offer – but
because they have yet to find a framework that binds together all the building
blocks in a coherent and structured way. Such a framework is what this
publication describes.

In creating this framework John provides a roadmap for organisations to design
the programmes that will help leaders grow to the next level – ‘Radical Ethically
Authentic Leadership’, or what John defines as ‘Transpersonal Leadership’. The
framework is particularly exciting and relevant to Korn/Ferry’s Global Coaching
Network and our senior development programmes, Executive to Leader
programmes and Chief Executive Institute, described opposite.

One of the key challenges for any executive on a journey of personal development
is to sustain their new behaviours and ways of thinking once they are back buried
deep in the day to day reality of their organisation. There is always a risk that they
will be so battered by the existing culture with its embedded agendas, structures,
politics, egos etc., that their newly developed leadership skills and qualities may
be beaten out of them. We believe that John’s framework can provide a genuinely
sustainable transformation in beliefs and leadership style such that executives will
be better able to resist these pressures to re-conform.
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In 2007, Korn/Ferry acquired LeaderSource, which was founded in 1977 to
create an integrated approach to transforming leaders, teams and organisations.
Korn/Ferry now offers programmes for executives, leadership teams, and
organisations, including executive coaching, team effectiveness, leadership
development and executive transition.

One-on-one coaching expands and sharpens the leadership talent of executives
and managers. Korn/Ferry Leadership and Talent Consulting uses a unique
interdisciplinary approach to address personal, interpersonal, and organisational
areas of mastery. Korn/Ferry Leadership and Talent Consulting’s Global Coaching
Network consists of 300+ Leadership and Talent behavioural experts and coaches.

• Executive to Leader Institute® is an intensive, in-residence programme for
successful and emerging executives

• Chief Executive InstituteSM addresses the unique challenges of top leaders,
including CEOs, CEO successors, and Board Chairs

• Korn/Ferry® One-to-One Coaching programmes are structured to meet
unique needs.

For example, for Novartis, Korn/Ferry International created LeaderSuccessionSM,
a customised programme of individual assessment and feedback, group learning,
and executive coaching, that accelerates an organisation’s ability to identify, assess,
and develop its high-potential leadership talent. The programme combines
Korn/Ferry’s expertise in talent assessment and executive coaching with three
concepts that are critical to the development of leaders: Inside-Out, Outside-In
awareness; trust-based influence; and authentic contribution.
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Step 1: The Eight Integrated Competencies of
Leadership (8ICOLTM)
A complete set of the competencies and characteristics needed to become
an excellent leader

While Emotional Intelligence has proven to be a powerful and important science in
the improvement of leadership development and is an underpinning to the overall
approach, it has been realised that EI alone is only one step, albeit a critically
important one.

LeaderShape has proven empirically, from the implementation of their successful
leadership programmes and the exceptionally well received LEIPATM assessment tool
that an EI approach when well implemented can lead to improved behaviours and
leadership competence. However, it does not directly address the value-based,
transpersonal and spiritual aspects of leadership which are critical in order to attain
leadership excellence.

Considerable investigation into information currently available on cognitive,
emotional, intuitive and spiritual concepts and competencies, together with
reference to recent research in neuroscience has led to the development of
eight broad integral competencies which are seen to encompass the full
requirements of leadership excellence.21

The 8ICOL™ model has been developed to provide a complete competency
framework that supports the transpersonal journey towards leadership excellence.
8ICOL™ can be used to assess progress along the journey and to identify strengths
and development needs. It is a model that integrates ‘Rational Intelligence’ (IQ),
‘Emotional Intelligence’ (EI) and ‘Spiritual Intelligence’ (SI) together with ‘Personal
Preferences’ (PP). The model contains eight prime competencies, made up of
76 sub-competencies which in turn are made up of 316 statements to define
leadership excellence:

1. Personal Intellect & Judgement

2. Personal Preferences

3. Self-awareness

4. Self-management

5. Social Awareness

6. Relationship Management

7. Self-determination, and

8. Personal Conscience.

The first six are largely well established as primarily IQ and EI competencies which
form an important part of a leader’s development. The last two, and which are the
highest order, are the transpersonal (beyond the ego) competencies of ‘Personal
Conscience’ and ‘Self-determination’.

• ‘Personal Conscience’ includes meaning, beliefs, morals, ethical behaviour,
values and principles. It is about ‘who I really am’

• ‘Self-determination’ is about ‘what I am going to do with who I am’. It is
sub-divided into the following categories: ‘Motivation’, ‘Purpose’, ‘Drive’
(Intense Will), ‘Power’, ‘Energy’, ‘Courage’, ‘Resilience’, ‘Aspirations’ and
‘Continuing Professional Development’ (CPD).

A leader must also further develop other so-called ‘sub-competencies’ within
each of the ‘Integral Competencies’ of ‘Self-awareness’ (e.g. ‘Transpersonal
Self-awareness’), ‘Self-management’ (e.g. ‘Vulnerability’) and ‘Relationship
Management’ (e.g. ‘Transpersonal Relationship Mastery’) to a new ‘transpersonal’
level of mastery. Within the ‘Integral Competency’ of ‘Social Awareness’ –
‘Compassion’ and ‘Universal Awareness’ need to be developed.
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Step 2: Neuroscience Stage 2
Bringing recent neuroscientific knowledge into the areas of leadership
development

What can we learn from how the brain works to help us understand how to improve
personal performance and leadership?

The essence of leadership is CHANGE. Some people are content to accept the
latest psychological theories and research on behaviour whereas others will be given
comfort that neuroscience actually supports those theories and gives them even
greater credence. In turn this may provide leaders with greater insights into why they
need to change their behaviour.

The human brain has developed genetically at a much slower pace than society – it
is no different than that of Stone Age man. This provides a deep behavioural conflict.
Genetically, how the brain works is all about the inter-relationships between energy,
memory and neural wiring which defaults the brain to resist change while at the
same time wanting to be creative. There are three kinds of neural connections;
‘Serial connections’ (like a row of christmas tree lights) provide our IQ, instinct and
learned habits; ‘Associative connections’ where bundles of brain cells connect with
each other creating new intra-serial wiring – this provides for our emotional
intelligence and conceptual thinking, and ‘Synchronous neural oscillations’ where
wave motions form in all the parts of a brain that relate to a particular event
providing unitive and holistic thinking which ranges from the relative simplicity of
understanding the totality of a coffee mug up to the high order of things such as
the meaning of life.

However, the brain also resists being told what to do (it takes so much of the brain’s
energy) and therefore any change is most effectively implemented by the individual
having an insight and thus developing their own solution. The insight also uses up a
lot of energy but it simultaneously releases adrenaline like chemicals that sustain the
energy. Continued focus and attention keeps neural circuits open and stabilises the
new neural connections (created by insights) thus becoming memorable and a new
habit. 22 This is how behavioural change occurs. The conclusions for enabling
improved personal performance and leadership are:

• leaders must support individuals and provide them with the right environment
to reach their own solutions through insights

• leaders telling people what to do does not provide sustainable effective change

• to learn new behaviours, leaders must provide the opportunity and environment
for their people to focus on and spend time learning new behaviours in order to
sustain change

• as the essence of leadership is change, it is equally important that the leader
uses this approach for personal change as well as for enabling the change of
their followers

• coaching, group facilitation, reflection, action learning, action science and
experiential learning, as well as contemplation and meditation are all excellent
techniques to support people in finding their own solutions, embedding change
into habits and sustaining new behaviour

• happy people have more insights especially when in a calm frame of mind.
Combine this with a happy environment where people think about future
possibilities rather than past performance and you have a formula more likely
to lead to sustained change.23

A final conclusion of all this is that leaders should engage their people in the
development of vision at the conceptual stage (rather then just communicate
what it is) in order to effectively implement sustainable visionary change.
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Step 3: Intuition, Instinct and Insights (3Is)
Understanding the 3Is is critical to the development of leadership

This is another lesson in understanding how our brains work and how we use it for
maximum effect. First of all it is necessary to understand the 3Is which are often
confused with each other and misunderstood.

‘Intuition’ is a non-conscious process that is judgemental, rapid and involuntary. It is
a decision making tool that is based on experience but also liable to being affected
by emotions, bias and prejudice. Learning to intuit (the verb – from the Latin ‘intueri’
meaning ‘to look inside’ or ‘contemplate’) effectively without bias of any kind is a
rare skill that can be learned over time. LeaderShape has undertaken extensive
research on intuition, with Surrey University headed by professor Eugene Sadler-
Smith who is a leader in the field.24 In the modern world most leaders tend to base
decision making on rational analysis primarily because the education system has
trained us to think in this way and also because we can more easily justify, analyse
and reference a decision. There are natural intuitive decision makers but their
problem is often that the process is not managed or understood and therefore
prejudice, bias or emotions may control the outcome.

In essence where there are sufficient facts and time, rational analysis is effective
but where there is a shortage of data and quick decisions are required or problems
are too complex to decipher logically, intuition has a very valuable role to play in
decision making. Decisions around emotions, ethics and values are too complex for
rational analysis and so intuition becomes a vital ingredient. The study and mastery
of intuition is an important tool to assist in the transition from ‘Robust Emotionally
Aware Leadership’ to ‘Radical Ethically Authentic Leadership’.

‘Instinct’ on the other hand is something we are born with. It is part of our genetic
make-up. Unlike intuition, it is something we do sub-consciously rather than
non-consciously. In other words intuition is based on what we have learned in our
life whereas instinct is something learned by our ancient forefathers. Instinct is
equally liable to be biased and incorrect (a simple example is the natural fear of
snakes – whether they are poisonous or not). More importantly for the role of the
leader is that the human brain instinctively tends to amplify the negative – keep
doing the same, prepare for the worst and exhibit powerful emotions. While these
traits are highly suitable for life threatening situations they are often counter-
productive in today’s society where crisis is the exception, not the norm. We have
mentioned that the fundamental instinct of leadership – ‘to know everything and tell
people what to do’ – is ineffective in most situations except in emergencies. Yet
most people will follow that instinct especially when stressed, until and unless their
neurons have been rewired.

‘Insight’ is something else again. It is a reaction to being confronted with new
information that provides a different perspective or perception than the one you
had before. It is an ‘aha’ moment when the neural cells start to reconfigure. Unlike
being told what to do an insight is an unconscious voluntary act which enables
the brain to overcome its desire to limit the energy being used by releasing
adrenaline like chemicals. However, insights are of little value unless they are acted
upon, first by committing to do something about them and then following a plan
of action. If the insight is about changing a behaviour then it will require practice
until it is embedded.

During your journey you will have many exciting insights, you will have to overcome
certain instincts, and you will need to learn the power of unbiased intuition.



Step 4: Ethical Philosophy
Making sense of the three key ethical drivers which steer our own
decision making

Ethical philosophy plays a major role in the development of the ‘Transpersonal
Leader’. Most modern philosophy keeps human passion at bay while focusing on
logic and reason. If morality is derived from ethical principles why do judgements
come instantaneously (even if we feel them we then have to justify them logically)?
Frans de Waal, one of the world’s most famous primatologists, believes that
philosophy being based solely on logic and reason is pure fiction.25 We don’t know
for sure whether ‘Ethical Philosophy’ comes from those instincts, intuition or insights
as discussed in Step 3 – but they may well play a part.

First of all, we need to understand the difference between ethics and morals.
Unfortunately, there are many varying definitions but to understand the subject
we need some clarity. LeaderShape define ‘ethics’ as something very personal –
ethical behaviour is about acting in a way that is consistent with one’s own values
regardless of the context. Morals are the specific rules of conduct of a particular
group or society and are based on conviction rather than evidence. They may differ
from one group to another and may or may not be ethical. For example, the view of
capital punishment varies from one country to another, within a country and over
time. Whether this is an appropriate punishment for murder is an ethical issue but
resolved depending on the morals of a particular society.

Roger Steare, in his book ‘Ethicability’, takes a very interesting approach to
philosophy and how it can be used practically by the organisational leader.
Even though he does not clearly define his difference between morals and
ethics he defines three dominant philosophies as ‘Principled Conscience’,
‘Social Conscience’ and ‘Rule Compliance’.26

‘Principled Conscience’ is about ‘ethical behaviour’ – inner integrity and acting
virtuously. ‘Social Conscience’ is about deciding what is good or bad by the
consequence of our actions on others. ‘Rule Compliance’ is simply that – obey
the law, follow the rules. Steare’s research shows that about one third of people
completing a questionnaire opt for each of the three philosophies as their prime
driver. He argues that ‘Principled Conscience’ is the philosophy of the highest
order and makes us ‘moral grown-ups’. The danger of being ruled by a ‘Social
Conscience’ is that it may be used at its worst to justify the means and act against
minorities, or simply be directed to the pursuit of happiness and conflict evasion,
rather than what is right. ‘Rule Compliance’ tends to make us lazy about taking
responsibility for our own actions and in specific circumstances can be used in an
unprincipled way.

Bearing all this in mind, it is very powerful to learn to understand what our own
current dominant philosophy is because it is the fundamental basis of how we make
decisions. When you read a contract do you focus on the intent, the ‘letter of the
law’ or on how its implementation will affect other people? We then need to discover
why and work out how we might change it – if we wish to. Most leaders would
consider themselves people of principle and most would generally follow the rules
(although I accept there are many infamous examples of the opposite). The one area
where we find the biggest gap is the area of ‘Social Conscience’ – this is not a
reference to corporate social responsibility (CSR) or the social issues around
company strategy but about how leaders deal with individuals. It brings us back to
‘Empathy’, that often missing ingredient in emotional intelligence and shows how EI
is so connected to a leader being able to demonstrate (not just thinking) ethical
behaviour. Any leader will be much better able to make sound decisions once they
have worked out their own ethical philosophy and have embedded the behaviours
that allow them to communicate it effectively.
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Leadership – myth and reality
John Knights presents a powerful challenge to much of the conventional wisdom
about leadership. In particular he challenges the myth that leadership is essentially
something to do with the innate qualities of individuals and that leaders are
charismatic, Moses-like figures who, from the tops of hierarchical organisations,
lead everyone else to the promised land of world class performance. The illusion
of the great leader reinforces the idea that things are only achieved as a result of
the actions of outstandingly able individuals. We give credit to these individuals
and reward them disproportionately for results that have in fact been produced by
teamwork and leadership at various levels. We also become over-dependent on
sponsorship from the top as a means of winning support for our initiatives. The
danger for the people at the top, of course, is that they begin to believe their own
press cuttings. Warren Bennis argues that “our contemporary views of leadership
are entwined with notions of heroism, so much so that the distinction between
‘leader’ and ‘hero’ often becomes blurred.” 27

Collins and Porras in their major research project ‘Built to Last’, which looked at the
factors associated with long term sustained business success, concluded that:
“a high profile, charismatic style is absolutely not required to successfully shape a
visionary company.” They cite William McKnight who served 3M successively as
general manager (15 years) CEO (20 years) and chairman (17 years) – a soft spoken,
gentleman; humble, modest and unobtrusive.28 Collins led another research project
in which the starting point was a search for companies that were truly transformed
from being average performers into outstanding ones.29 This research led to the
identification of a number of drivers of lasting transformation of performance.
Among these, what Collins calls ‘level 5 leadership’ was critical to success. Level
5 leaders are characterised by a seemingly paradoxical combination of humility
and shyness on the one hand (Ying) and wilfulness and fearlessness on the other
(Yang). Among the ‘Ying’ characteristics are shunning publicity, acting with quiet,
calm determination, ambitious for the company rather than self, accepting full
responsibility for failures, giving credit to others for success and developing
successors. The ‘Yang’ qualities include unwavering resolve regardless of
difficulties, and unwillingness to settle for anything but the best.

John Knights argues that ego based leadership is motivated by a desire for power,
prestige and personal reward. ‘Transpersonal Leadership’ on the other hand is
motivated by a desire to serve fairly all the stakeholders of the organisation –
customers, employees, suppliers, shareholders and the community. This reflects
Tomorrow’s Company’s model of inclusive leadership which is encapsulated in
the phrase ‘Five plus One’. ‘Five’ refers to the key relationships – with employees,
customers, investors, suppliers and the community – and ‘One’ refers to the central
role of leadership in providing a vision and a style of leadership which empowers
people in the various stakeholder groups and enables them to focus on how to
achieve, and share in, sustainable success.

‘Transpersonal Leadership’ also resonates with the concept of ‘stewardship’
advocated by Tomorrow’s Company, which means that leaders weigh not only
their own needs and desires and those of stakeholders but also those of future
generations. They husband the resources, natural, financial and societal, that
have been entrusted to them and are conscious of their own legacy. They
understand the concept of the ‘triple context’, knowing that enduring success will
rely on understanding and responding to the links between the economic, social
and environmental sub-systems on which we all depend, and the opportunities this
brings. It is this deep understanding of the nature of the interdependence which
exists between an organisation and its dynamic environment which provides the
basis for the ability of leaders to contribute to the development of an inspiring yet
achievable vision of the organisation’s future.

Philip Sadler
Senior fellow, Tomorrow’s Company
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Step 5: Personal Conscience
Who I am – uncovered

By this stage in the journey sufficient new behaviours should have been embedded
and enough new tools learnt to start asking the really difficult question of ‘who
am I?’ To be a great leader involves being able to answer this question to a
reasonable degree but, equally importantly, to humbly accept this is something
that may never be completely answered and acknowledge a degree of vulnerability
as a result of that.

For most of us, this is not only a really difficult area to get to grips with but
something that leaders are unlikely to focus on in their busy lives. As described
earlier, ‘Personal Conscience’ includes understanding the meaning and purpose of
our life and our beliefs, acting ethically – which may or may not be the accepted
morality of the day! – and following values and principles we hold dear.

What is the meaning of your life? Can you state this in any meaningful way?
Probably not! How about these as examples?:

• my purpose is to make as much money for myself and family as possible

• my purpose is to make the organisation as effective and profitable as possible
in a sustainable way

• my purpose is to secure the well-being of future generations

• my purpose is to protect the universe

• all things are sacred and should be protected.

And what are your beliefs? Do you believe:

• if I become rich I will get the most out of life and through it contribute
to society?

• in the responsibility of every individual to future generations?

• to do good is reward in its own right?

• one has a responsibility to do one’s best and put others first?

• there is a higher power (either externally or within oneself) that should
be served?

Working this out provides a foundation on which to decide the most important
values and the principles we must adhere to.

LeaderShape have developed the following list of values (some prefer the word
‘virtue’) for the excellent leader based on their own research, literature and surveys:

• Fairness* • Truth & Honesty*

• Trustworthiness* • Excellence

• Conscientiousness • Integrity

• Humility • Forgiveness

• Patience • Altruistic Love.
Note * These are usually included in lists of surveys where employees are asked for the key characteristics they look for in leaders.

How do these work for you?
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The key Ethical Principles for a leader to follow are:

• Value-led Vision*

• Positive Use of Adversity*

• Holistic Approach*

• Engagement with Diversity*

• Thought Independence*

• Asks Fundamental Questions*

• Objective Reframing*

• Spontaneity*

• Reflection

• Sense of Vocation

• Enjoyment

• Respect for & Appreciation of Others.
* To show how close we really are to nature, the principles with an asterisk are equivalent to the characteristics of a Complex Adaptive

System (CAS). Simply put a Complex Adaptive System is diverse and made up of multiple interconnected elements and has the capacity
to change and learn from experience. Examples are the stock market, an ant colony, the brain, the immune system. The other principles
are beyond CAS and can only be described as ‘human’ characteristics.

The process of addressing these issues of meaning, beliefs, values and principle
forces the leader to bring personal conscience to a level of full consciousness and
to ask the big question: ‘Am I true to my values and principles… all the time?’
If we hold these in our conscious minds and reflect on them every time we make
a decision we can be confident we are moving further along the journey to
leadership excellence.



Creating the Big Vision
It creates lasting benefits, considers future needs and ultimately serves a larger purpose.
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Leadership in Tata

Living and sharing the human touch every moment every day
Since 1868, the companies that form the Tata Group have been known for their
outstanding work in economic, social and environmental development around their
facilities, regions and for contributing towards India’s progress.

The Tata Council for Community Initiatives (TCCI) comprising of CEO’s of
all major Tata companies oversees Corporate Sustainability with Mr Kishor
A Chaukar as its chairman. The Tata Council meets annually with over sixty
facilitators where day-to-day activities and projects are discussed, concerns
redressed and more generic meanings are found for cross-learning and building
Group level direction and perspectives.

Over the past few years, the Council has undertaken a disruptive journey
recognising that the medium of business is to generate profit as a means to
serve a higher purpose.Traditional forms of charity or direct service delivery
have been transformed variously into approaches that fulfil the felt needs of
underprivileged communities, help people to shape their own futures, and use
technology in imaginative forms so as to improve the state of human well-being
and the environment. Tata companies have moved towards the challenge of
understanding ‘Sustainable Value’. Value cannot be created. It can and must be
co-created. An enterprise develops on the consensus of people providing a license
to operate as much as it is a co-creation of stakeholders who have a more direct
role in it. There is an increasing realisation that we need to aspire for and achieve
different forms of value – human, social, cultural, natural, economic and financial.

A framework has been created to capture these various forms of capital as shown
below. There is a focus on understanding the impact beyond outcomes; going
beyond the one percent of left over profits to engaging people and communities in
different functions of businesses. Tata companies have traditionally gone beyond
mere tacit engagement into building enduring relationships with communities with
a sense of equity and inclusion when none of this was known in those times.

“The wealth gathered by
Jamsetji Tata and his sons
in half a century of industrial
pioneering formed but a
minute fraction of the
amount by which they
enriched the nation. The
whole of that wealth is held
in trust for the people and
used exclusively for their
benefit. The cycle is thus
complete; what came from
the people has gone back
to the people many times
over!” J.R.D. Tata, former
chairman, Tata Group

Anant G. Nadkarni
Vice president – Group Corporate Sustainability, Tata Group

“We at Tata Chemicals,
encourage leaders to think
like trustees of different
stakeholders while taking
decisions. This leads to
leadership behaviour that
builds sustainability.”
B. Sudhakar, chief human
resources officer, Tata
Chemicals Limited

“In a free enterprise the
community is not just
another stakeholder in 
our business, but is in 
fact the very purpose 
of the existence of 
our enterprises.”
Jamsetji Tata, founder,
Tata Group

© 2007 Tata Sons Limited. All Rights Reserved
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“I think that the message
we should leave with our
CEOs is that there is an
integrated approach –
that we want them to 
be profit oriented, we 
want them to be cost
effective, we want them 
to be quality conscious,
and we want them to be
good corporate citizens.”
Ratan N. Tata, chairman,
Tata Sons

“Be the change you wish to see” – Mahatma Gandhi said this many years ago,
but it seemed to be the masthead of our CS Leadership profile. In 2007, at the
Tata CS retreat, the facilitators demanded a new form of ‘Corporate Sustainability
Leadership’ with a band-width and elasticity that will embrace the creation of
financial value as a means to create and co-create other forms of value. There
was a strong recommendation for understanding leadership as an important
success factor – captured in two broad categories:

• The Tataway which is about systems, practices, procedures, protocols
and all forms of systemic footprint that are left behind by leaders

• Tataness, which is about a legacy of a leader’s personality footprint,
institutional memories which is more about temperament than about
skills and expertise. It is more about dealing with a situation rather than
providing solutions.

Under the umbrella of ‘Being the Change’, a profile emerged. Mr Sanjay Rastogi,
head of corporate human resources, Trent, helped to codify it as follows:

a. Change begins with me. Whether as an individual or the corporate persona,
it is a self-enquiry into ‘Who I am’ and the way I am perceived

b. J.R.D. Tata used to often say “At times it involves suppressing yourself. It is
painful but necessary… to be a leader you have got to lead human beings
with affection.” It’s important for great leaders to be first and foremost great
human beings!

c. If co-creation of value is about business as a whole in an integrated form,
facilitators felt that the ‘business-being’ and the ‘human being’ should be
deeply integrated and responses and interactions must have a certain way
of balanced behavior

d. Frugality of needs was another perspective, thereby cultivating a way of
getting ‘more from less’

e. While humility was also recognised as important, it was more in terms
of establishing equity with all players rather than their more emotional
connotation of working for or serving people. This is immensely significant
when one has to address problems at the base of the pyramid and where
duality has to gradually fade away

f. It was important to understand the nature of networking, persuasive and
motivational leadership so that we truly demonstrate that ‘none of us is as
smart as all of us’, and

g. Volunteering was not only seen as an important facet that spins off a virtuous
cycle of goodwill and reputation, but also about taking the initiative, being
pro-active and having an ingrained behaviour concerned with nurturing future
leaders and talent.

All of the above is aimed at restoring faith in collective consciousness and wisdom.
And so, sociability, sensitivity, intuition, creativity and perhaps spirituality all become
part of the stretched bandwidth of a sustainability leader. While ‘learning from doing’
has been recognised by development experts for long – all development outside us
should result in some development within us.

The TCCI encapsulates its CS leadership profile as – “Living and sharing the
human touch every moment every day”. So each transaction whether it is a
purchase order, appointment or promotion letters, even separation letters,
MOU’s, mergers and acquisitions and so on should resonate with the Tata Way.
Similarly in every possible interaction, employee behaviour and conduct must
resonate personal conviction in Tataness.30

“An average leader is the one who the people fear and despise. A good leader
is the one who the people admire and respect. But a great leader is the one
whom they admire, respect and around whom the people say “…we did it
ourselves!” Lao Tsu

“Tataness cannot be taught.
It can be learnt or imbibed
organically by observation
of examples set by the
leader and by practice.”
Mr R. Gopalakrishnan,
director, Tata Sons

“Leadership must
necessarily get
wholehearted
acceptance for itself,
for its programmes
and for its workers from
the society where it
wishes to implement
these programmes. A
prerequisite for achieving
this acceptance is to
convince oneself and the
co-workers to work ‘with’
the people and not ‘at’
them or ‘for them’”.
Mr Kishor Chaukar,
chairman, TCCI



Step 6: Self-determination
This is all about movement and direction. How do I release myself to get to
where I want to be?

‘Self-determination’ is not about ego or greed but more about ‘what am I going
to do with my personal conscience?’ ‘What am I going to do about ‘who I am?’
It is about movement and energy and will.

LeaderShape have identified the following characteristics/capabilities of
‘Self-determination’:

• Purpose

• Motivation

• Drive (Intense Will)

• Power

• Energy

• Courage

• Resilience

• Aspirations

• Continuing Professional Development.

At its ultimate, ‘Self-determination’ is the difference between the philosopher and
the leader. Both may be truly virtuous but these are the elements that make things
happen. In much of the literature they are integrated with values but in actual fact
they are more about how to make positive use of values and to enable the principles
to be effective.

Although simple in its construct, separating aspects of personal conscience from
‘Self-determination’ allows us to break down complex issues and address them in a
granular fashion. ‘Self-determination’ comes from deep inside us – and is not only
used in a virtuous way. It goes beyond what we want to achieve all the way to ‘why’.
This is the question we must ask.

Often, ‘Self-determination’ can be based on superficial drivers such as wanting
to please or impress others. Or it might even be as a sub-conscious revenge for
something that has happened in earlier life. The truly ‘Transpersonal Leader’ will
know ‘why’ and their ‘Self-determination’ will be in harmony with who they are.
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Step 7: ‘Transpersonal Leadership’
Characteristics
While these characteristics are impacted by their context they are altogether
more holistic in nature

In remembering that our definition of ‘transpersonal’ is ‘thinking beyond the
ego’ we have chosen the following as the special key characteristics of
‘Transpersonal Leadership’:

• Inspirational: the power and actions to stimulate the values, emotions and
intellect of others:

“The stereotype of the inspirational leader as someone extrovert
and charismatic is the exception rather than the rule. Looking at best
practice across business, though some inspirational leaders certainly
do fit this mould, a large number do not. Many are quiet, almost
introverted.” Jonathan Farrington31

• Principled: deeply committed, demanding of themselves and with an inner self
confidence. What separates them is an exceptionally strong set of values built
on honesty, openness and true respect for their people

• Trustworthy: this requires treating people with respect, trusting others to do
a good job with the minimum of interference and being trusted to keep a
confidence. It is about being trusted to be ethical, to care for the people in
the organisation and to do the best job you can for the company

• Courageous: confronts situations with the confidence to ultimately succeed
without fear of the consequences to oneself while remaining ethical. Also able
to apply resources in creative ways when facing overwhelming odds

• Motivational: gets real satisfaction from and feels there is real value in one’s
own role. As a result carries out duties as well as possible and provides the
environment and support to enable others to remain or become motivated

• Innovative: this is about enabling and harnessing the creativity of others
(and perhaps oneself too) towards improved solutions and outcomes:

“… promotes and focuses maximum effective creativity from followers
to achieve remarkable breakthroughs in the organization. These
‘galvanizers’ get people to attack things they’ve only longed for
and dreamt of previously.” Ray Antony 32

• Humble: is fully aware of own limitations, accepts and appreciates negative
feedback from others, accepts graciously when making mistakes and
proactively learns from it. And believes that one’s own success and
importance comes from luck and timing as well as one’s own capability

• Holistic: sees the big picture and encourages others to do so too. Anticipates
the long-term consequences of today’s actions and decisions, balances career
and non-career life, and is creative in using ideas and solutions from outside
current framework

• Vocational: in this context ‘vocational’ means a ‘calling to do good’ (from the
Latin ‘vocare’: ‘to call’). It might be about involving your organisation in genuine
corporate social projects or personally getting involved in the community or
charity work. It is about using your skills and expertise in a context of giving
service to others without the expectation of any personal gain – although
everyone gains in one way or another from giving.



Step 8: Choice
Maybe unique to the human species, we have the ultimate power to choose
between right and wrong

‘Choice’ should be looked on as a wonderful gift. Often it is seen as a burden and
sometimes we feel we have no choice. But the true ‘Transpersonal Leader’ always
has a choice; to be in a good or bad mood; to be a victim or learn from a negative
experience; to complain or think of the positives; to do what is acceptable or to do
what is right.

A traditional business approach to decision making comes from Brian Tracy who
lists four types of decisions:

• ‘Command’ decisions, which can only be made by a leader as the
‘Commander-in-Chief’ or owner of a company

• ‘Delegated’ decisions, which may be made by anyone because the choice
is inconsequential

• ‘Avoided’ decisions, where the outcome could be so severe that the choice
should not be made, as the consequences cannot be recovered from if the
wrong choice is made. This will most likely result in negative actions, such
as death

• ‘No-brainer’ decisions, where the choice is so obvious that only one choice
can reasonably be made.33

To this list we could also include ‘Collaborative’ decisions. However, based on
LeaderShape’s experience, this whole approach, whilst helpful, is perhaps too
simplistic and does not challenge the transpersonal nature of the leader.

‘Choice’ is one of the major factors along with intellect, emotional intelligence,
intuition and ethical philosophy that helps us make the right decision. When you
think about it, the transpersonal journey is a lot to do with making decisions and
frequently making the decision not to make the decision yourself.

‘Choice’ is underrated but is critical if we are to use the word ‘Authentic’ in our
advanced level ‘REAL’ mnemonic. I believe the main reason leaders lack
authenticity is because they have not made the decision to be authentic rather than
because they have made the decision to be unauthentic. ‘Choice’ can repeatedly be
the opposite of laziness or lack of awareness – we just keep on doing the same old
thing rather than making the choice to do something differently. In terms of
authenticity, it requires keeping our values in full consciousness and making the
choice to live by them rather than accepting the cultural norm in the organisation.

The ‘Transpersonal Leader’ will exhibit all those characteristic such as being
courageous, principled and trustworthy in order to make the right ethical choices
and to decide between such things as the importance of social conscience and the
rule of law.

One of the keys is to believe there is always a choice, this way even the ‘inevitable’
or ‘obvious’ may be questioned.

As the knowledge of humans and animals expand, conscious choice is one of the
few things that remain essentially human.

Perhaps the ultimate choice a ‘Transpersonal Leader’ has is whether to involve those
who are going to be affected by a decision to also have a choice.
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Step 9: For the Greater Good – 
Beyond the Ego
Once the fundamental choice is made it is a question of making decisions that
benefit all stakeholders in the right priority

LeaderShape have developed five levels of ‘Self-awareness’, building on the work of
Wigglesworth:34

1. a logical/analytical understanding of what ‘Self-awareness’ is

2. an understanding of your own self-awareness, especially what triggers
things to go wrong

3. listening to your conscience, your values and morals – and separate it from
what you want to do for yourself

4. listen and take note of your inner self

5. no longer a struggle between ego (what I want for myself) and the greater good

The excellent ‘Transpersonal Leader’ reaches level 5.

Rossiter explains that the main obstacle to this development will be the emotion of
fear.35 This brings us almost full circle back to emotions. The main inhibitor to action
and thus development is about ‘What we might have to let go of’, ‘Who we might
become’ and ‘Judgment and criticism from others’. Fear will try to prevent us from
setting any intent that is likely to take us out of our comfort zone.

At the end of the day our level of transpersonal development will depend on
the intensity:

• of our desire to serve others

• of being our own person

• to develop our unique leadership styles

• to be aware of our weaknesses – “Divine Wisdom is knowing everything.
Human Wisdom is knowing your limitations.” Socrates 470-399BC

As Bill George (when CEO of Medtronics) also stated in his seminal book
‘Authentic Leadership’: 

“If not me, then who? If not now, then when?” 36

He suggests that the truly authentic leader:

• is motivated by their mission, not their money

• taps into their values, not their ego

• connects with others through their heart, not their persona.

As we have learned leadership based on ego is motivated by a desire for power,
prestige, recognition and personal reward. ‘Transpersonal Leadership’ on the other
hand is motivated by a desire to serve fairly all the stakeholders of the organisation –
customers, employees, suppliers, shareholders, the community.

But where is the priority? Can we truly believe in the 21st century that it is the
shareholder? Or even the employee? Surely, the ultimate priority is the planet but
maybe it is the customer? Or none of them? Or all of them?

The truly ‘Transpersonal Leader’ now has all the competences necessary to enable
that decision to be made for their organisation.



Continue Development of ‘Transpersonal
Behaviours, Attitudes and Mindsets’
Continually improving leadership skills: Behaviours, Attitudes and Mindsets
(BAM) – it’s a life’s work

In summary, to become a ‘REAL Transpersonal Leader’, requires development
through:

The seven essences of emotionally intelligent leadership:

1. Understand Leadership – a true understanding that effective leadership
has changed dramatically in the last 10 to 15 years

2. Increase Self-awareness – including basic neuroscience & understanding
how to learn

3. Learn to Manage Own Emotions – understanding how to manage emotions
to improve performance

4. Use Different EI Leadership Styles – developing competence in six
leadership styles and when and how to use them

5. Create a Performance-enhancing Culture – learning how leaders can create
the right climate and culture which in turn affects performance

6. Contract Between Follower and Leader – ensuring expectations
are understood

7. Identifying Strengths & Key Development Needs – a 360˚ assessment is
unavoidable in order to achieve a complete assessment of oneself.

Arriving at the point of ‘Building on Key Strengths – Develop New Behaviours
and Habits’, the toughest and most valuable part.

And the nine steps to ‘Transpersonal Leadership’:

1. The Eight Integrated Competencies of Leadership (8ICOLTM): a
complete set of the competencies and characteristics needed to become
an excellent leader

2. Neuroscience Stage 2: bringing recent neuroscientific knowledge into the
areas of leadership development

3. Intuition, Instinct and Insights: understanding the 3Is is critical to the
development of leadership

4. Ethical Philosophy: making sense of the three key ethical drivers which steer
our own decision making

5. Personal Conscience: who I am – uncovered

6. Self-determination: this is all about movement and direction. How do I release
myself to get to where I want to be?

7. ‘Transpersonal Leadership’ Characteristics: while these characteristics
are impacted by their context they are altogether more holistic in nature

8. For the Greater Good – Beyond the Ego: once the fundamental choice is
made it is a question of making decisions that benefit all stakeholders in the
right priority

9. Choice: maybe unique to the human species, we have the ultimate power
to choose between right and wrong.
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But this is not a simple linear experience. It is iterative, circular and holistic.
‘Self-awareness’ increases continually at different levels. Behaviours can continue
to develop and improve with effort, determination, focus, practice and time.
Increased self-awareness and changed behaviours will positively impact on
attitudes and mindsets.

Developing into a ‘Transpersonal Leader’ of the highest level requires intense
development over a considerable period of time and it requires hard work.

But most leaders have already shown they are determined, hardworking and
committed in what they do, so if they decide they want to develop into a
‘Transpersonal Leader’ they can do it!
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Entrepreneurs must realise that transpersonal leadership is
the de-facto model for start-ups
‘Transpersonal Leadership’ is fundamental to anybody with an aspiration to build a
world-class company.

The day you start a company, there is no difference between YOU and the
COMPANY. You ARE the company. You have goals for the company and goals for
yourself. This is where transpersonal leadership matters. The more authentic your
personal goals are in the context of the company you are building, the less tension
there will be as you grow and the more natural it will be for people to commit to
your leadership.

I’ll give you an example. I co-founded ByBox in January 2000. Our vision was to
revolutionise parcel logistics by delivering successfully to electronic lockers at night
rather than failing deliveries to peoples’ homes during the day (because they weren’t
there). So the company’s vision was to fundamentally change the parcel delivery
market in response to the promise of online shopping. What was my personal
objective? Simple. I wasn’t sure that I was good enough to lead a team to build a
world-class company. And I desperately needed to find out. Any tension between
my personal objectives and those of the company? No – they are aligned entirely:
“to pour my guts into creating a world-class company that will build the parcel
delivery platform for where the world is going next.”

Contrast this with some established FTSE 100 institutions. Does the CEO take that
job because they’re not sure if they are good enough? Or is it primarily for the salary,
ego and prestige that comes with being a ‘Captain of Industry’? What do followers
think about leaders who are only in it for the badge and the cash?

Many entrepreneurs don’t do things for badges or cash. They do things to make
an impact and, often, to address deep-rooted insecurities. I know first-hand the
powerful effect of being disarmingly honest and admitting your vulnerabilities and
the things that you are really trying to prove. Of course, this contradicts traditional
views on leadership: that you should be an invincible swashbuckling tycoon.
Ridiculous. But brutal openness only works if your personal goals are authentically
aligned to those of the company. You must be genuinely aligned to the good of the
venture. Take an all too common scenario that fails this test: “My personal goal is to
make a killing on my stock options in 12 months. I’ll thrash the business to report
mind-blowing profits in six months. The company’s goal is to lead the market in
bio-science; this requires a sustained programme of investment.” Totally misaligned
goals between leader and company. Nothing authentic. Total tension.

So will people REALLY follow you if your personal goals are not authentically aligned
to your company’s success? Maybe they’ll pretend for a while (after all, you started
that game). But what sort of people are they? World-class or second-rate? Exactly.

The early stage of a new venture is all about survival. Can you propel a team
through this phase without authentic transpersonal leadership? Ironically – yes. The
high-octane environment of a start-up can blind people to fundamental leadership
flaws. But for how long? Can you build a sustainable world-class company without
‘Transpersonal leadership’? No. And anyway, why would you bother trying?

Leadership by badges and cash must eventually give way to leadership without ego.
Entrepreneurs must authentically align their personal goals and those of their
venture. Otherwise, they will not galvanise the trust required to lead through the
critical growth phases. And those personal goals must be for the good of the
company, not the ego of the leader.

Stuart Miller
CEO, ByBox
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The steps in the journey towards ‘Radical Ethically Authentic Leadership’
(Transpersonal) have now been described, as far as they have been developed to
date.

‘REAL Transpersonal Leadership’ Development – Journey to Excellence
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A group of executive MBA students from the University of California once asked
how long it takes to complete the ‘programme’ to become a ‘Radical Ethically
Authentic Leader’. The specific answer to the question is that the formal programme
for a reasonably intelligent, motivated individual using the correct range of
interventions, quality of facilitators and time periods between MasterClasses
is about two years.

The more important answer to the question is that the journey takes a lifetime. There
is always room for improvement and further development.

Leaders often ‘know’ more than they ‘do’ and that is human nature. They continually
advise others how to improve while their own imperfections are invisible to
themselves. There are lots of invisible elephants!

The biggest challenge is not to be complacent, not to be self-satisfied, not to think
you are just a little bit better than others. Different – yes, more knowledgeable –
maybe, better – no! As Jim Collins noted in ‘Good to Great’:

“… humility and intense will are the two most important characteristics of the
leader in the 21st century”.37

You may be at the top of your game or at the pinnacle of your organisation but you
can always contribute more – but you may need to learn something new in order to
achieve that.

To perfect our behaviours is humanly impossible because we will always
occasionally be hijacked by our emotions and we cannot continually have our
whole being in full consciousness so we will occasionally be ethically compromised
whatever our intentions.

And, on top of that, our environment, our context, is always changing. As leaders we
are continually being met with new challenges, meeting new and different people in
different circumstances and being inducted into different cultural situations. There
are always new unknowns.

Nevertheless, the journey of development described in this report hopefully provides
the knowledge and confidence for leaders to start to be at one with themselves, to
believe in their ability to continually change and improve while at the same time
knowing that there is a responsibility to continue on that journey of improvement –
a responsibility to themselves and all their stakeholders.

In a spiritually capitalist way, that is what your organisation should be paying you to
do.38 As Sir Winston Churchill said:

“We make a living by what we get, we make a life by what we give.”

LeaderShape and Tomorrow’s Company are delighted to share the contents of this
document and hope you have enjoyed reading it – but more than that we hope
you have taken something useful from it that will help your leadership. Most of all
we hope it has inspired you to want to maximise your development as a leader and
enable others around you to do the same.

The ‘Transpersonal Leadership’ approach does not throw away the many
brilliant ideas and research that have been developed in the past but rather
acknowledges them, builds on them and moulds them to create a journey that
develops tomorrow’s leaders.
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Emotional Intelligence – 
competencies & capabilities39

Personal competence:
These capabilities determine how we manage ourselves.

Self-awareness:

• Emotional Self-awareness: reading one’s own emotions and recognising their
impact; using ‘gut-sense’ to guide decisions

• Accurate Self-assessment: knowing one’s strengths and limitations

• Self Confidence: a sound sense of one’s self-worth and capabilities.

Self-management:

• Emotional Self-control: keeping disruptive emotions and impulses
under control

• Transparency: displaying honesty and integrity; trustworthiness

• Adaptability: flexibility in adapting to changing situations or
overcoming obstacles

• Achievement: the drive to improve performance to meet inner standards
of excellence

• Initiative: readiness to act and seize opportunities

• Optimism: seeing the upside in events.

Social competence:
These capabilities determine how we manage relationships.

Social Awareness:

• Empathy: sensing others’ emotions, understanding their perspective, and
taking active interest in their concerns

• Organisational Awareness: reading the currents, decision networks, and
politics at the organisational level

• Service: recognising and meeting follower, client and customer needs.

Relationship Management:

• Inspirational Leadership: guiding and motivating with a compelling vision

• Influence: wielding a range of tactics for persuasion

• Developing Others: bolstering others’ abilities through feedback and guidance

• Change Catalyst: initiating, managing and leading in a new direction

• Conflict Management: resolving disagreements

• Building Bonds: cultivating and maintaining a web of relationships

• Teamwork and Collaboration: cooperation and team-building.

Appendix 1
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Appendix 2

Empathy
Sensing others’ emotions, understanding their perspective, and taking an active
interest in their concerns.

Leaders with empathy are able to attune to a wide range of emotional signals,
letting them sense the felt, but unspoken emotions in a person or group. Such
leaders listen attentively and can grasp the other person’s perspective. Empathy
makes a leader able to get along well with people of diverse backgrounds or from
other cultures.

Empathy is not about agreeing or sharing, it is about understanding.

The key statements to use to test whether you are being empathetic are as follows:

1. I listen attentively to what people say:
I really focus on what is being said with a view to understand. I am not thinking
about how I am going to answer or being distracted by anything else.

2. I demonstrate an awareness of how others are feeling:
As a result of my open questions and/or careful, focused listening and
observations of non-verbal communication, I can really sense how the person
is feeling and I then communicate with that person to show I am aware of
those feelings.

3. I accurately identify the underlying causes of the other
person’s perspective:
I ask open questions and listen carefully in order to understand why the other
person is thinking the way they are and therefore understand the cause and
reason for their perspective.

4. I express an understanding of the other person’s
perspective:
Having understood the cause and reasons for the other person’s point of view,
I explain my understanding of that perspective to both check the accuracy of
my understanding and also so that the other person knows I understand where
they are coming from and can empathise with them.

Oxford Dictionary 
definition of ‘empathy’:
Power of projecting one’s
personality into (and so fully
comprehending) object of
contemplation.

Oxford Dictionary 
definition of ‘sympathy’:
Sharing another
person’s emotions; to
have compassion for.
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