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			“What you seek is seeking you.” 
Rumi
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			“A stage setting is not a background; it is an environment.”
Robert Edmond Jones

		


		
			SETTING UP

			The world is crying out for Good Leadership. This book is about learning what a Good Leader is, and how to become one. We make the process of becoming a Good Leader more digestible and achievable. We unlock your leadership potential to respond to individual and collective challenges with awareness, integrity, creativity and clarity.

			The great acting teacher Konstantin Stanislavski is noted for describing to students that the way to approach a new role is the same as you would approach eating a turkey. You must carve it into slices and not attempt to digest it whole. This segmentation makes the whole much easier to absorb. This is the learning journey that you are about to start. We will take Good Leadership and carve it into the Twelve Essential Characters for ease. We will then build up the model through exploring the relationship between the Characters.

			The Journey begins by Stepping Up into the Twelve Core Characters and then Growing Up to develop them further. Levelling Up and Joining Up allow you to enhance them, and to conclude, we showcase Good Leadership, through example, in the chapter entitled Showing Up.

			​Stepping Up

			“You cannot dream yourself into a character; 
you must hammer and forge yourself one.”
Henry David Thoreau

			We introduce you to the Twelve Characters essential to Good Leadership, allowing them to ‘step up’ onto their stage. These Twelve Characters are leadership archetypes that have a universal recognition. They operate in one of three environments: The Domain of Self Leadership, also referred to as the inner Domain; the Domain of Others, which concerns relationships; and the Domain of Context, relating to more complex organisations, communities, and societies. They also reside in their respective ‘homes’ or Dimensions of Leadership. These are the Dimensions of Understanding, Ethics, Purpose and Communication. These Twelve Characters form a map, allowing you to evaluate your personal leadership, and that of others, against a desirable standard.

			“Knowing is not enough; we must apply. 
Willing is not enough; we must do.” 
Johann Wolfgang von Goethe

			We then guide you on how to develop your Characters further, allowing them to ‘grow up,’ so you can ‘do’ them better. We show you how to bring the mind, heart, body and spirit to each. How to develop the 4Ls of Depth: Learn, Love, Lead and Live the Characters; how to build familiarity, passion, integrity and competence in each. As an actor would learn to embody a role in a play and so become credible and impactful; similarly, a leader can call upon the developed Twelve Characters to become more credible and impactful too.

			​Levelling Up and Joining Up

			“Alone we can do so little; together we can do so much.”
Helen Keller

			We explore what happens as the Characters come together with those in the same Dimension. As you develop all three Characters in a Dimension, you ‘level up’ to become a Specialist in that Dimension. That is, an Understanding Specialist, an Ethical Specialist, a Purpose Specialist, and a Communication Specialist.

			The interplay between the Characters of different Dimensions is then explored. This ‘joining up’ shows how ‘together they can do so much more.’ Working in tandem, the collaboration of the Characters unleashes Leadership Virtues. The Practitioners of these Leadership Virtues are shown to be either Wise, Courageous, Prudent, Social, Spiritual or Just. We also look at the potential shadows of leadership, Leadership Vices and Blind Spots, that reveal due to the under-development of certain Characters. Here you will find guidance on what needs to be done to prevent them from getting in the way of you achieving positive outcomes for yourself and those you influence.

			​Showing Up

			“Example is leadership.” 
Albert Schweitzer

			We end your journey by showcasing Good Leadership. We present how Good Leaders ‘show up’ all around. Three contemporary leaders are chosen as examples of the combined Leadership Virtues in practice.

			“The illiterate of the 21st century will not be those who cannot read and write, but those who cannot learn, unlearn and relearn.” 
Alvin Toffier

			The Good Leadership Model we are presenting draws upon three decades of experience as organisational leaders, coaches, and facilitators of leadership development programmes around the globe. Our work together has been fuelled by a drive to find a framework that is comprehensive enough to articulate ‘the way’ of a Good Leader. Leadership development programmes are a good catalyst for a journey of personal exploration and growth, but are often only the start.

			Our journey looks at what needs to happen once this catalytic moment has passed. What is the pathway that the Good Leader treads? How can a person assess whether they are on the way? And perhaps most importantly, as learning and development professionals, what additional guidance will help leaders stay connected to their leadership journey? This Good Leadership Model is the result of that enquiry.

			In our unpredictable world, people and organisations have a great deal of change coming at them very fast. Leaders need to be equipped to respond and respond with speed. There seems to be little time to learn on the job. They need to be able to adapt to the environment and challenges presented to them. Stock responses, based on personality, habits and preferences, fall short. Leaders are in danger of repeating the mistakes of the past or lacking relevance to the present and future. Inflexibility and persona led profiles, for example, Margaret Thatcher’s ‘Iron Lady’ or Donald Trump’s ‘Strong Man,’ just will not do. What happens if the situation requires patience and compassion? Does this mean that the tough talker has become weak? Not at all! Guiding through change is the business of leadership, and flexibility around learning and unlearning is implied. Good Leaders need to be more than one-dimensional. The Good Leadership Model equips you to be responsive in your leadership journey - our complex world demands it.

			​The Three Domains of Leadership

			These are the three environments of leadership: Self, Others and Context.

			The Domain of Self is the area of leadership that pertains to our inner attitudes, thoughts, beliefs, and feelings. The ability to reflect upon who we are, what we stand for and where we are going. It links to the way we lead ourselves, manage our internal discussions and own our inner shadows.

			The Domain of Others is the area of leadership that pertains to the way we present ourselves to others. It reflects the way we manage relationships and build capacity in the people around us. It is the arena of our behaviours with family members, subordinates, and teams.

			The Domain of Context is the area of leadership that pertains to the systems that we are in. It may be organisations, communities, or society at large; Institutions and stakeholders that you seek to influence or are influenced by. Leadership is most commonly perceived as operating in this Domain. It is the ability to zoom out and take the wide-angled view of a situation; ask questions about what is hidden from view and then zoom in to see from the ground upwards and then use this knowledge to have a wider desired impact on your system.

			Strong roots in the inner Domains allow more stretch in the outer Domains. They provide both the foundation and the agility to make the right choices for wider leadership challenges. When you develop the four Characters in a Domain, you become a leader of that Domain. That is a leader of the Domain of Self, the Domain of Others, or the Domain of Context.

			​The Four Dimensions of Leadership

			These are the four areas of leadership competence: Understanding, Ethics, Purpose, and Communication.

			Understanding is a mental and emotional process. It enables you to make rational assessments based upon the accuracy of your comprehension and perception. It relies on experience and precedence. It looks at the relationship between people, objects and other systems. At the heart of the Understanding Dimension is the question: Who or what needs to be known in this situation? It provides the clarity needed to enable informed choices and actions.

			Ethics is the part of leadership that covers morality. The principles that govern your thoughts, attitudes, and actions. It is concerned with values and what is right. It demands the consideration of intentions, means and consequences. It assesses endeavours in terms of integrity, sustainability, and wholesome growth. At the heart of the Ethical Dimension is the question: What is right and wrong? What do we need to think, feel, and do to hold this true for us and others?

			Purpose provides direction to the leadership effort. It is the resolve or determination to do or achieve something that is meaningful. It is what gets you out of bed in the morning and working late into the night. It provides energy, motivation, creativity and inspiration. In organisational terms, Purpose is often expressed as a ‘vision statement,’ a proclamation of a Purpose achieved. At the heart of the Purpose Dimension are the questions: Where are we going? What do we need to do to get there? Who else can help?

			Communication is about imparting or exchanging information. It can involve different modes like reflecting, speaking, and writing. It can involve multiple platforms such as meetings, broadcasting, social and global media. It is through Communication that feelings, thoughts, actions, and intentions are conveyed. The way something is communicated is as important as its content. The selection of tone, body language, pitch and platform will all impact on the message received. At the heart of the Communication Dimension is the question: What needs to be seen and heard?

			When you develop the three Characters in a Dimension, you become a Specialist in that Dimension. That is, an Understanding Specialist, an Ethical Specialist, a Purpose Specialist, and a Communication Specialist. These four Dimensions of Good Leadership combine with the three Domains to complete a wheel that gives us a framework of learning.
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			​CHAPTER 2

			​Stepping Up and Growing Up
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			“Once you stop learning, you start dying” 
Albert Einstein

		


		
			STEPPING UP AND GROWING UP

			Let’s take a closer look at the Twelve Characters as they ‘step up’ onto the stage of Good Leadership. Who are they? What do they say and do? What do they look like? What are their stories and roles in Good Leadership?

			[image: ]

			We share how to help them ‘grow up’ into Characters with Depth, allowing their practice to become more natural. With Depth, they instinctively inform your perception, decisions, and actions. The more you practice them, the less conscious attention they require of you. At some point they will then become habitual and integrated as a ‘new you.’ It is important to develop this Depth to ensure the Character remains part of your being. Without the prerequisite effort, they may remain superficial behaviours, easily forgotten. We take you on a journey through the 4Ls of Depth which habituate the Characters.

			
					
Learn: To comprehend the Character fully. To understand its skills, assets and language. To know each Character, when to deploy it and how it should perform. At this stage, you may still need to be attentive and mindful of the need, but atleast you are aware of what, how, when and where the Character is used. At this Depth level, you are engaging through the mind.


					
Love: This is the passion and joy in the engagement of the Character. Not just an eagerness in yourself but a desire to see it being practised around you. It inclines you towards putting the Character into play. It is the internal driver and motivator for you to put your awareness (Learn) into action. It provides a sense of flow and ease in your effort. At this Depth level, you are engaging feeling, through the heart.


					
Lead: Putting the knowledge into practice. Having developed the skills necessary for the Character and the capacity to use it, you are able to deploy the Character as needed. At this Depth level, you are actively doing, engaging through the body.


					
Live: Embodying the Character fully so that it has become a habit. You no longer need to actively think about the Character. You instinctively recognise the need and ‘live’ the Character. At this Depth level, you are becoming the Character, engaging through the spirit.


			

			We shall examine the Characters in their respective Domains, that of Self, Others or Context. This allows us to explore the differences and similarities of each Character based on their environment. We then provide insight into their relationship with the other Characters in the same Dimension; how they complement, support and encourage each other.
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			​Characters in the Domain of Self

			INNER MASTER
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			Inner Master resides in the Domain of Self and the Dimension of Understanding.

			Who?
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			It is that part of self that is confident, resilient and aware of personal talents and personal challenges. Inner Master knows, accepts and understands what makes up personal identity, such as personal history, experiences, values, personality, culture, and context. Inner Master is like the database and processor of the self, recording experiences and memories and allowing the emergence of identity and attributes answering the question ‘who am I?’ Inner Master is self-accepting, full of self-esteem and grounded. Inner Master trusts in the first line of the Serenity Prayer:

			“God grant me the serenity to accept the things I cannot change.”

			Inner Master accepts these facts about themselves, without recourse to judging, complaining, or boasting about them. Inner Master will, however, recognise areas for improvement and work towards becoming the best version of themselves. Inner Master’s leadership role is to maintain peaceful resilience in the self, providing a deep-seated sense of identity and belonging.

			Say and Do?

			Motto: ‘I know who I am’

			Inner Master understands the parameters and limitations of personal control and what is within its sphere of influence. Inner Master observes the self and probes to encourage a depth of self-awareness. You may hear Inner Master in phrases such as ‘Let me find out about that’, ‘What does this say about me?’ and ‘Let me take a moment to reflect on that, and I’ll get back to you’. Inner Master seeks first to know oneself before seeking an excuse or blame. Inner Master projects calmness and solidity.

			Inner Master would not fumble its way through that which it does not know about. Inner Master is self-aware, and this self-awareness creates emotional self-regulation; so Inner Master provides the foundation for being emotionally intelligent and secure. The Inner Master has an internal locus of control and looks to manage and take responsibility for the situations it finds itself in.

			Portrait

			Dag Hammarskjold UN Secretary General 1953-1961, kept a personal diary that was published after his untimely death in a plane crash. The book is called ‘Markings’ and is a meditative and poetic insight into an exceptional leader’s Inner Master. It shows Dag Hammarskjold as reflective, questioning, doubting and self-regulating of his thoughts and feelings and as a man who was committed at the core to authenticity in his leadership. He says:

			“Our work for peace must begin within the private world of each one of us. To build for man a world without fear, we must be without fear. To build a world of justice, we must be just. And how can we fight for liberty if we are not free in our own minds?” 
(UN press release 22 December 1953)

			Theatre and film can also provide examples and clues to explore different Leadership Characters. The stories we tell in society are often a reflection of the thinking in that society. As such, there is no surprise that you can identify features of different Characters in protagonists and antagonists. Shakespeare’s plays, for example, often have central characters who are people of influence or in leadership positions, such as kings, queens, princes, dukes, emperors, noble women and statesmen. Thus they can provide illustrations of Leadership Characters too. In the play, Hamlet, we find the Characters of the Understanding Dimension particularly stand out. Hamlet, the Prince of Denmark, explores his Inner Master with the audience in the soliloquy:

			To be, or not to be: that is the question: Whether ‘tis nobler in the mind to suffer the slings and arrows of outrageous fortune, or to take arms against a sea of troubles, and by opposing end them? To die: to sleep; no more; and by a sleep to say we end the heartache and the thousand natural shocks that flesh is heir to.

			Hamlet is trying to make sense of the situation he finds himself in. His loyalty to his dead father, his complicated feelings towards his mother and his conflict with his uncle, who is now his stepfather, whom he believes was the cause of his father’s death. Hamlet becomes more and more self-aware as the play progresses. He reflects through a series of confidential exchanges with the audience to grow his Inner Master, which, once developed, propels him towards action and challenging the obstacles his uncle puts in his way.

			Many more contemporary stories and writings of transformation or ‘coming of age’ involve the development of Inner Master too. In the book and film ‘Divergent,’ the character Beatrice Prior (Trish), lives in a sectarian world where belonging depends upon personality, inner talents, strengths and values. Trish goes against her family clan in her effort to understand and be true to herself. She senses that she does not fit (completely) into any one of these clans. As the story unfolds, she becomes aware that she belongs to nowhere and to everywhere; and more importantly, the Understanding of her uniqueness gives her strength and confidence, providing her with the courage to challenge norms that make others suffer.

			See: Divergent in Good Leadership Book Movie Clips at: 
https://www.youtube.com/c/goodleadership/playlists

			Inner Master and Leadership

			The journey of developing one’s Inner Master is liberating. The enquiry opens awareness of talents, biases, preferences, cultural constructs, influencing forces from family and embodied responses to past experiences. Liberation and insight can be found in every act of self-awareness.

			Knowing one’s personal talents and abilities, accepting these as strengths that can be honed and offered in service to the world is a focused way to approach choices around roles and opportunities in life. Accepting what is mine to do, what is mine to learn, and what is better left for another. This insight also requires the humility to accept aspects of ourselves that have feelings of guilt and shame attached. Those parts of ourselves that we prefer to keep hidden, sometimes even from the self. These might include family expectations, feelings of personal failure or shame at having been born into a life upon which society projects low esteem. If we want to do something about the hidden aspects so that they don’t emerge as shadows in our leadership, we must first accept them as part of reality. Acceptance is the first step to being able to make changes. This combination of self-awareness and self-acceptance builds a healthy self-esteem. Responsibility for who I am and who I want to become is located within the power of the individual.

			A developed Inner Master creates a strong foundation for leaders to be aware of their ‘red buttons’ and work with them. Every person has flash points and vulnerabilities. Without self-awareness, a leader may ‘act out’ personal needs or unfulfilled aspects of psychological and emotional development in their leadership towards others. Of course, understanding self is never a one-off pursuit. We have blind spots about ourselves until a situation, a meditation or another person helps to bring them to light. An alert Inner Master, therefore, welcomes new opportunities to become aware of hidden aspects of the self and reduce blind spots to effective leadership. Tools for doing this include receiving feedback through structured interventions such as formal appraisals or by having a coach. Create a daily practice of noticing the world around you and your place in it.

			Become a reflective observer of what opportunities and people are manifesting in your life and ask yourself: ‘What is this situation presenting to me?’ ‘How do I feel?’ ‘How did I get here?’ ‘What do I need to learn from it?’ The Inner Master is probably most efficiently developed through seeing a true reflection in the mirrors held to the self, often by others. This may not always feel comfortable, but the Inner Master is concerned with truthful awareness, and uncomfortable realisations are ultimately welcomed as opportunities to see and Understand more clearly.

			Growing Up as Inner Master

			Grow your Inner Master through exploring your inner self. Ask yourself why you think, feel and behave as you do. Psychometric and reflective tools can assist in raising questions and revealing answers. Consider your strengths and weaknesses. What motivates you or triggers certain emotions? On what paradigms do you rely for decision making? Whose opinions are you open to and whose repel you and why? How do stress, tiredness or pressure affect your performance? Develop an appetite for ‘getting to know yourself’ deeper. The more you learn, the more you will then regulate yourself based on your learning. Your current behaviours adapt, and you adopt new ones. Over time, these new behaviours become new habits.

			The mature Inner Master has Depth in their Character. This is achieved through the 4Ls of development: Learn, Love, Lead and Live. Assess your Inner Master through reflecting on the statements in the table.

			
				
					
					
					
				
				
					
							
							Score yourself based on:

						
					

					
							
							1 = Never; 2 = Sometimes; 3 = Most of the time; 4 = Always

						
					

					
							
							LEARN

						
							
							I understand my personal frames of reference

						
							
					

					
							
							LOVE

						
							
							I accept and care for myself

						
							
					

					
							
							LEAD

						
							
							I am present and self-aware

						
							
					

					
							
							LIVE

						
							
							I am confident and comfortable with my identity

						
							
					

				
			

			If you score 2 or below on any of the above, this is an area of development for you. Reflect using the guides below:

			
					
Learn: Have a good Understanding of your personal frames of reference. Reflect on your life experiences and how they have shaped who you are. Focus on the ‘here and now’. What thoughts, feelings and sensations arise in you? What might these be telling you about yourself and your ‘window on the world’. Be present to what is real for you rather than what you would like it to be. Inner Master is about acknowledgment and self-awareness; about knowing who you are.

					
Love: Accept and care for yourself. Appreciate your achievements. Consider how they make you feel proud. Reflect on what it is about you that helped you achieve these. Recognise who else has helped you achieve and nurture those relationships. Acknowledge and accept the things that have not gone as well as you would have liked.

					
Lead: Be present and self-aware. Leverage your strengths. Master unproductive behaviours by seeking to understand and manage the emotions attached to them. Slow down. Take time to ensure thought, feeling and action are aligned.

					
Live: Being Confident and Comfortable with your own identity. Seek regular and genuine feedback to inform your thinking. Know yourself, love yourself, be yourself, build yourself. Be in control of your responses - in the words of Viktor Frankl:

			

			“The only thing you cannot take away from me is the way I respond to what you do to me.”

			A tool for exploring Inner Master: Conceptual Mapping:

			
					Take a piece of paper and a pen.

					Draw a circle and place your name in the centre.

					Around the outside of the circle, write a list of experiences and identities that colour the way you see the world.

					Reflect on your map. How has it helped you in the past? What does it help you see? What perspectives does it stop you from seeing? Who influenced your map? Is it a map that is still relevant for the future?

			

			More tools are available in The Good Leadership Development Programme at www.goodleadership.org.

			Summary

			Inner Master gives you a positive sense of personal identity and confidence. Its key role is self-regulation. It manifests through the self-awareness of thoughts and feelings and the self-management of response and behaviour.

			Knowing about Inner Master provides you with a cognizance that you see the world through your own personal frames of reference and that others must also have their frames of reference too. Inner Master allows you to connect to an authentic self that is confident and comfortable in its own skin. From this authentic position, it is possible to embark on self-leadership as a personal journey of deep Understanding, compassion and acceptance. Inner Master collaborates with the other three Inner Domain Characters (see later) in the following ways:

			
					The Inner Master gives the Inner Advisor the Understanding it needs to advise with a fuller insight.

					The Inner Master gives the Inner Referee insight into the effect of Ethical decisions on other areas of the self.

					The Inner Master gives the Inner Visionary deeper awareness of where you are at the start of the journey. It highlights strengths, challenges, and preferences. This allows the Inner Visionary to check out if the direction is ‘right for me’ based on fuller information.

			

			INNER REFEREE
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			Inner Referee resides in the Domain of Self and the Dimension of Ethics.

			Who?
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			It is an accurate moral compass that moderates right action based upon alignment to important personal values. Inner Referee is the ‘go to’ Character for fairness and awareness of what is right and wrong in any situation.

			Inner Referee is the twin of Inner Master in that they work best as a team. If Inner Master is all about self-awareness, then Inner Referee is about making choices from a moral perspective. It is the voice of personal conscience. Moral maturity requires development beyond moral reference points that come from family, society or are simply concerned with notions of reward and punishment. For example, when we learn from our parents or at school that it is wrong to take things that belong to other people, we also learn that we will be punished if we do so. We learn that bullying in the school playground will result in retribution, whether that is instigated by teachers or other children. This approach to what is right and wrong can sometimes be reduced to a moral code of ‘will I be caught out?’ In our adult world, where we are called upon to be morally responsible in our actions towards others, these lower levels of moral maturity cause huge problems for business and society. Witness the Barings bank collapse in 1995 as an example of a whole system being impacted by the immature moral conscience. Conversely, higher morals create stability, security, and communal responsibility. A mature Inner Referee provides the anchoring values for these higher levels of morality.

			Inner Referee will also consider the diversity of value systems before making an Ethical decision. Its leadership role is to provide consistency in acting in a principled and fair way.

			Say and Do?

			Motto: ‘This is my truth’

			Inner Referee does what is right, just and fair. It would ask, ‘What is the right thing to do?’ It does not matter to Inner Referee who is watching in order to act according to core values and principles. Many of these principles can be universally held; however, Inner Referee gives each weight depending on its own level of maturity. For example, Inner Referee may need to choose between:

			
					Personal benefit: the extent to which an action produces beneficial consequences for the individual in question.

					Social benefit: the extent to which an action produces beneficial consequences for society.

					Benevolence: helping those in need.

					Paternalism: assisting others in pursuing their best interests.

					Harm: do not harm others.

					Honesty: do not deceive others.

					Lawfulness: do not violate the law.

					Justice: acknowledging a person’s right to due process, fair compensation for harm done, and fair distribution of benefits.

					Rights: a person’s rights to life, information, privacy, free expression, and safety.

			

			The Inner Referee may be called upon to help make difficult decisions, and sometimes the ‘lesser of two evils.’ What if honesty leads to harm; justice requires the violation of law; or societal benefit can be gained by the breach of another’s rights? A mature Inner Referee uses its strongly held values as touchstones in such cases.

			Portrait

			Inner Referee fosters inner peace, and therefore, actions that go against Inner Referee create disharmony and a moral ‘itch.’ Dr. Maya Anjelou puts this succinctly:

			“I belong to myself. I’m very proud of that. I am very concerned about how I look at Maya. I like Maya very much. I like the humour and courage very much. And When I find myself acting in a way that isn’t...that doesn’t please me then I have to deal with that.”

			Inner Referee makes us accountable firstly to ourselves at the deepest possible level. When Inner Referee works collaboratively with Inner Master, lessons in trust, equality and justice can be had in ways that increase a positive sense of self and makes it possible to look at personal moral failures straight on, deal with them and learn from them. Together, the talent they bring is one of discernment. Inner Referee is the Character that provides the standard for the Inner Master to become aware of inner moral transgressions and provides the direction for the Inner Master to take actions to bring about an improved state of personal balance and harmony.
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