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Foreword



“May I with right and conscience make this claim?”


Shakespeare is good business for an artistic director of a theatre, whether or not that theatre is Shakespeare’s Globe. His plays are commission free and people want to hear them. They want their children to hear them. People make films of them now too.


When Richard Olivier’s father Laurence made the film of Henry V we were amazed to discover that he only used about 30% of the original text in the filmscript. The production that Richard and I worked on for the opening of the Globe Theatre in 1997 played at around three hours and we probably used 60% to 75% of the text.


Three hours is common for a Shakespeare production these days. When the actor Shakespeare was a shareholder in the Globe, the evidence suggests that plays lasted two hours. So, I believe even Shakespeare cut his plays for the audience at the Globe. I think he wanted the audience to understand him, but I don’t think that was just for good business reasons. I think he wanted them to understand themselves (whilst enjoying themselves), and he thought theatre was the best way of doing that.


This was not a new idea. The classical societies, of which Shakespeare was widely read, used drama to give young men the experience of balancing their emotions and thoughts when faced with perilous situations of leadership, before they might be faced with those situations in real life, in one form or another. In the theatre no one really gets hurt by the effects, even of a trip to the underworld of chaos. The Greeks called this training the “Orphic Mystery School”. It was a school not of information but of experience. At the entrance of their temples, between the pillars of Hercules, they wrote: “Man, know thyself and thou shalt know the universe.” Between the pillars on the Globe stage, Shakespeare made this kind of school available to all society.


Some of the most powerful men of Shakespeare’s London came to the Globe for two hours’ traffic. One, the Earl of Essex, most notably the day before he was arrested for high treason and eventually executed. But many of the powerful men and women regularly heard Shakespeare in their own centres of business, the Inns of Court, and Whitehall itself. The detailed observation in Shakespeare of the issues facing these powerful leaders in Elizabethan society is quite remarkable. The plays are primarily about the concerns of monarchs and potential monarchs. The language and classical imagery that you rarely hear in the modern Globe, and may not have heard in the original Globe, due to cuts, would have been understood and enjoyed in the Inns of Court and Whitehall. My point is that the plays were constructed to suit their audience. Richard Olivier suits the play for leaders, and I would argue leaders in society were always an audience in Shakespeare’s mind.


Of course, we all have to lead our lives, seeking inspiration and direction for ourselves and those dear to us. Some of us are also responsible for the leadership of others. Indeed, it seems whoever we are, our inspiration, our ethic, our leadership, affect the lives of others.


This book is not about presentation skills, the voice, the gesture, the spin of an actor. The mirror Shakespeare brings to any human endeavour reflects the relationship between motivation, thought and action. Dramatic experience of these three at work can help us to go forward with faith in our desires, hope from our understanding, and benefit to life in our actions.


The great German writer Goethe believed that the function of Art was to encourage the growth of the organs of insight. Insight, instinct, intuition. These are crucial and mysterious qualities in a person who beneficially leads a group. In my many experiences with Richard Olivier, he is constantly searching out and discovering the pathways to insight, instinct and intuition.


As the Dalai Lama has said, “You don’t have to look too far to see that most of the problems facing humanity are man made.” If we want to make a difference, it’s time to look in the mirror, and Shakespeare may be the deepest mirror we have.


“Cry God for Harry! England and Saint George!” We can all cry for blessing on our simple humanity, whatever land we depend upon, and the potential of our mysterious spirit. “Once more unto the breach, dear friends, once more!” The defensive walls are high, the breach between narrow, the sweet scent of an open garden in the air. “How yet resolves the Governor of the town?”


I will always be grateful to Richard Olivier for the crucial part he continues to play in the successful re-opening of Shakespeare’s Globe; for the many flashing rays of light, dark silences, roars of laughter and great sails he encourages me to hoist up the mast.


 


[image: image]


Artistic Director, Shakespeare’s Globe 1996–2005
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Introduction

PART 1

Henry V and leadership




THE NEW LEADER



It is increasingly common to hear people say that we are facing a crisis of leadership. The ways in which organizations are moving forward can no longer be comprehended through the same models, language and logical analysis that have served leaders in the past. The rational leader has got business where it is – they will not be able to take it where it needs to go. The leaders of tomorrow will need to be ordinary human beings with extraordinary talents.


The new leader will be both inspired and inspiring. They will be able to find and hold a vision while enthusing others to share that vision. They will be able to manage chaos and complexity while instilling enough stability to ensure smooth daily operations. They will be able to change direction at the drop of a hat (or market) from one imagined future to another – without losing the support of associates, staff, customers, suppliers and other stakeholders. And they will be able to manage creatively the emotional impact of constant change.



THE ARTS, SHAKESPEARE AND HENRY V IN BUSINESS



Now – perhaps for the first time in recorded history – Business actually needs what the Arts have to offer in order to survive. Creativity, imagination, flexibility, adaptability, effective communication, visionary tendencies and apparent insecurity have always been the staple diet of artists; and organizations are beginning to realize that the Arts have more to offer them than a night out or a sponsorship opportunity.


I have been working with techniques of arts-based learning for over 20 years since studying theatre at UCLA in the early 1980s. For the past now 15 years I have developed a new form of experiential workshop called Mythodrama, which combines great stories with psychological and philosophical insight, creative exercises and organizational development techniques to explore issues faced by the modern manager.


Stories have been used to inspire and instruct human beings since we learnt how to speak. We are able to look into a story and see ourselves in its characters and its landscapes.


Of all Shakespeare’s stories, Henry V is the one from which we can learn the most about the nature of inspiration. I believe Shakespeare wrote Henry V as the myth of a great leader. It is not an accurate historical picture but, as we shall see, it is a near-perfect story of successful leadership – a leadership wrought in the psychological realism of tough decision making and personal challenge. And it is not just the famous speeches that we can learn from, but the intricate subtleties of incidents throughout the play. From the first line that calls to our imagination with its plea for “a muse of fire”, to the last scene where Henry, as a victorious leader, struggles to turn a battlefield into a garden, the plot reflects invaluable insights into leadership.


Henry V unites a group of disparate people (his nobles) around a common goal (reclaiming the territory of France) and manages to overcome all difficulties in his path to achieve a near-miraculous victory against the odds (winning the battle of Agincourt). So readers are invited to see the King as an inspired leader, the nation as an organization, the nobles as a senior management team, France as a big project or territory there is reason to claim, etc. The metaphor of a big struggle is one that most people find easy enough to relate to their own leadership practice. (Actually invading a neighbouring country is not recommended!)


Shakespeare survives so robustly through the changing fads of every generation because he touches so consistently on the truth of human experience. In an era when it would have been unwise to stand up at Hyde Park Corner and complain about monarch and parliament, it was possible to write a play from which contemporary leaders could learn. I believe Henry V was, at least in part, an attempt to communicate lessons in leadership to those in power during the first Elizabethan era. Whilst Henry’s literal experience may not directly reflect our own, to the extent that this story reflects the truth of the human experience of power and responsibility these lessons are still applicable today.


So the story will act as our muse, a mirror, and a point of departure. Just as a jazz player might take a musical theme and “riff” around it, so I will use Henry’s journey through the play to stimulate inquiry into what makes a leader inspirational. Not all the subjects discussed here will be found directly in the text of the play, but all have arisen in conversations and action learning sessions stimulated by the story during Mythodrama workshops.


These are often supported by real-life case studies drawn from the experience of past participants and clients. Personal and corporate identity is often deliberately disguised so I can share the genuine concerns and dilemmas of the individuals concerned without breaking confidentiality, and include descriptions of deeds and decisions some would not want attributed in a public arena.


What follows is a record of the insights that have been harvested by myself and my working colleagues, by those involved in the production of Henry V, and by the many managers and leaders who have participated in Mythodrama seminars.



THE STORY BEHIND THE BOOK



I came to appreciate Shakespeare’s genius relatively late. Growing up as the son of the famous actor Laurence Olivier had a huge number of advantages, but being motivated to work professionally with Shakespeare was not one of them! I had chosen instead to put much of my energy into the fields of psychology, mythology and personal development.


These interests were stimulated in the wake of my father’s death in 1989 by the emerging work of men’s development. There I learnt to treat myths and stories from many cultures as maps of the psyche – entry points for those who chose to learn about themselves and their relationship to the world around them. It was there, also, that I had my first meaningful interactions with people from the business world. Before that business had seemed the enemy – the corporate beast that us noble-minded artists were struggling against. Now I opened my eyes and saw a different picture.


At about the same time a chance meeting with Mark Rylance (later Artistic Director of Shakespeare’s Globe Theatre in London) prompted a different line of inquiry. We began collaborating on a series of workshops and soon found that, if participants allowed themselves to enter the world of a Shakespeare play, and imaginatively and physically “live through” its situations, they gained knowledge and insights not normally available to them through reading or watching the same play. It was the beginning of Mythodrama.


In 1997 I directed Mark as Henry V for the Globe’s opening season and the work entered a new and more intense phase. As part of our preparation I took the cast away for two days to an abandoned airfield to improvize and “live through” the story. We also ran a workshop on the play in conjunction with the Office for Public Management. We wanted to know what, if anything, in this 400-year-old story was remotely relevant to modern leaders. We worked through the play with a group of 15 leaders and senior managers from local government, education, the police and the health service. At the end we were intrigued to hear they had got more out of Henry’s journey into leadership than most management courses they had been on in the last 10 years. It seemed that we had stumbled onto something…


Other commitments meant that it was another year before I was able to return to the seeds I had sown. Now it is very much a full-time career; the seeds sprouting into a Creative Management Development department at the Globe Theatre and Cranfield School of Management, my own consultancy practice, Olivier Mythodrama Associates, and this book.



MYTHODRAMA



The method is cross-disciplinary and combines theatre techniques with mythology, psychology and organizational development. The synthesis of these four elements provides a creative and safe mirror in which participants can see their own leadership dilemmas reflected. Psycho-drama is a technique that combines theatre skills with psychology to provide therapeutic interventions. Scenes from the past are re-enacted – acted out – as a way of relieving stress or trauma, often resulting in a catharsis or exorcism of negative feeling. In Mythodrama we work from the other direction; imagining and invoking characters we want to play in the future (behaviours we want to embody) and “acting them in”. By putting these images in the body and trying them out, in a contained environment, we gain access to previously unimagined possibilities. It is, literally, “rehearsing” new ways of being. Just as an actor would rehearse a new character before attempting to try it on stage in front of an audience, so Mythodrama enables leaders in communities and organizations to rehearse new roles with which to meet future challenges.



TEXT AND INTERPRETATION



This is a book about leadership, not about Shakespeare. No prior knowledge of the play or author is required. The characters and their situations will take us on a journey that is self-explanatory. Where the text is used, it is based on an edited version of the words we ended up playing at the Globe, and more heavily edited here to give the reader a flavour of the language, rather than a surfeit. Occasionally, the text is further modified to aid understanding within the context. Past clients often say they have gone back to the play, or a film version, after working with Henry’s story “mythodramatically”, and got more out of it than they ever could have before.


As a director one inevitably interprets plays and the characters in them, often to reflect the particular time of a production. In 1943 my father was encouraged by Winston Churchill to make his film of Henry V in time to raise morale for the D-day landings. It is great propaganda, unashamedly heroic and patriotic – not a traitor in sight! Kenneth Branagh made his film after the Falklands war, and in his version war is dirty and ugly, a political necessity, full of compromise and potential dishonour. At the Globe we were celebrating a victory of the determined and visionary over the dismissive and critical. Sam Wanamaker spent 25 years raising money and awareness to get the Globe built, fighting against the odds all the time, and sadly dying two years before it was completed. When we approached our production the fact of the Globe’s existence felt like a miraculous victory, just as Henry’s did at Agincourt.


After discussion we decided not to opt for the heroic route, but instead to explore the human dilemmas of leadership. Just what does it take to rally a group of disparate forces around you and unite them in a common goal? How does a human being inspire others to make huge sacrifices for the sake of their vision? How can you balance the need to be seen as a leader with the natural need to express oneself as a human being? These were the kinds of questions we took with us into the rehearsal room, and the kinds of questions I have taken into boardrooms and training rooms ever since. Like many questions in this book there are no simple answers, but I will use Shakespeare’s story in conjunction with the experience gleaned from working with managers and leaders “at the coalface” to shed some light on them.



PART 2

The story of Henry’s past – Prince Hal



Before we meet Henry in Henry V we have a chance to observe him as Prince Hal, the King-in-waiting, during Henry IV Parts 1 and 2. His previous history gives valuable insights into what follows. Here is a brief summary of the main actions and relationships through which Shakespeare reveals his character.



HENRY IV PART 1



Hal has gained a reputation for being a hard-drinking, hard playing layabout under the tutelage of a notorious fun-lovin’ criminal, Sir John Falstaff. He spends most of his time in a tavern in Eastcheap surrounded by like minded rogues; Poins, Bardolph, Nym, Pistol, and the hostess with the mostest, Mistress Quickly.


His father, King Henry IV, having usurped Richard II from the throne some years previously, wants to launch a holy crusade to Jerusalem, but the heavy weight of civil wars keeps delaying his intention.


A young nobleman, Harry Percy, known as “Hotspur”, is gaining such an honourable reputation that the King wishes Hotspur were his son, instead of Hal, who he thinks is “stained with riot and dishonour”.


Falstaff plans a highway robbery of some rich pilgrims, which the Prince agrees to participate in, until Poins later persuades him to turn the tables on their friends and rob the robbers. Hal speaks directly to the audience and tells us he is playing a deliberate game. He says he is imitating the sun, which allows clouds to smother its warmth, and then is more appreciated when it reappears:


So, when this loose behaviour I throw off,


And pay the debt I never promised,


By how much better than my word I am…


Redeeming time when men think least I will.


(Act 1 Scene 2, from lines 202–211)


The robbery and the robbing of the robbers goes according to plan. Hal and Poins retire to a tavern where Hal drinks with the servants, who, he says, “tell me I am a lad of mettle and when I am King of England I shall command all the good lads in Eastcheap”. Falstaff returns but the drinking and joking is interrupted by a summons for Hal to visit his father. Falstaff asks Hal to role play the meeting to prepare him for a paternal chiding. Pretending to be the King, Hal says: “There is a devil haunts thee in the likeness of a fat old man”. Falstaff, now pretending to be Hal, defends himself: “No my good lord, banish Nym, banish Bardolph, banish Poins, but for sweet Jack Falstaff, kind Jack Falstaff… banish not him thy Harry’s company, banish plump Jack, and banish all the world.” To which the Prince replies; “ I do, I will” (Act 2 Scene 4 lines 467–473).


Hal meets his father, who tells him “the hope and expectation of thy time is ruined” and “thou hast lost thy princely privilege with vile participation.” Hal promises to redeem his reputation by defeating the young pretender, Hotspur (who has joined the rebel forces after an argument with the King). King and Prince prepare for the forthcoming battle.


Hal wangles a position for Falstaff as head of “a charge of Foot”. Falstaff takes bribes to let people avoid recruitment and admits; “now my whole charge consists of ancients… (and) discarded unjust serving men. No eye hath seen such scarecrows.” When Hal complains, Falstaff replies: “Tut tut, food for powder, food for powder. They’ll fill a pit as well as better” (Act 4 Scene 2 lines 10–66).


As the two sides ready for battle Hal admits he has been “a truant to chivalry” but in order “to save the blood on either side” offers to “try fortune with (Hotspur) in a single fight.” The rebel leaders decline the offer and the battle begins.


Falstaff, meanwhile, decides that honour will not save his life; “therefore I’ll none of it”. When Hal meets him, in the heat of the battle, needing to borrow a sword, he is annoyed to find only a bottle of sherry in Falstaff’s sword sheath; “is it a time to jest and dally now?”


Hal fights on and saves his father from a rebel attack. Finally he comes face to face with “Hotspur”, calls him “a very valiant rebel”, but asserts that England can no longer contain them both. They fight and Hal kills Hotspur.


Hal sees the prone body of Falstaff (who is playing dead to avoid the fight): “Poor Jack, farewell… I could have better spared a better man”, and goes off. Falstaff gets up and congratulates himself; “the better part of valour is discretion, in the which better part I have saved my life”. He looks at Hotspur’s body, worried he, too, might rise again, then, realizing some potential in the situation, sticks his dagger in the dead body and drags him off. He claims Hotspur rose and fought with him for a full hour. Hal sees through the lie but, knowing sheriffs are looking for Falstaff in connection with the earlier robbery, says: “If a lie may do thee grace, I’ll gild it with the happiest terms I have”. He gives up his prize to protect Falstaff’s liberty.


The battle is won, but not yet the war against the rebels. The King and his almost redeemed son Hal end the play with a commitment to divide their armies and pursue the rebels into their home territories.



HENRY IV PART 2



Here we meet the Lord Chief Justice, a man who has earlier arrested Hal for striking him in the course of his duty. He seeks out Falstaff to tell him: “You have misled the young Prince” (Act 1 Scene 2 line 158), and to relay an order that Falstaff’s command be under Prince John of Lancaster, rather than Hal. Their separation has begun.


But Hal has not yet given up his sense of fun. He and Poins decide to disguise themselves as servants and spy on Falstaff in the tavern that night. Falstaff is drinking heavily and describes Hal as “a good shallow young fellow; he would have made a good pantler, he would have chipped bread well…” (Act 2 Scene 4 lines 228–230). The disguised Prince overhears the insult, reveals himself and berates Falstaff, who begins to invent excuses. They are interrupted by messages that the rebels are gathering once more. Hal says: “I feel me much to blame, so idly to profane the precious time… Give me my sword and cloak: Falstaff, good night” (Act 2 Scene 4 lines 349–353). It is a short leave-taking and evidence of the changing relationship between the two. It will prove to be the last time they drink together.


Falstaff leaves for the country to stay with an old acquaintance, Justice Shallow, and earn some money with his recruiting tricks. Back in the Palace the King recognizes that there is “danger and disease at the very heart of the kingdom” and acknowledges the difficulties of leadership; “uneasy lies the head that wears the crown”.


Hal takes command of the army in Wales while his brother, Prince John of Lancaster, meets with the Northern rebels to hear their complaints. John promises that he will redress their grievances if they dismiss their troops. The rebel leaders agree but when their troops have dispersed he arrests them for treason.


Back at the Palace the King talks to his advisor, Warwick, of the “unguided days, rotten times and headstrong riot” he feels sure will destroy the reign of his son. Warwick suggests the Prince merely “studies his companions, like a strange tongue, wherein to gain the language” and believes “the Prince will in the perfectness of time cast off his followers… turning past evils to advantages” (Act 4 Scene 4 lines 58–77).


The battle against the rebels has gone well on all fronts but after hearing the good news the King becomes deathly ill. Hal returns to speak to his father for the last time. He hears the King’s prophecy of the coming time:


Harry the fifth is crowned: Up vanity!


Down, royal state! All you sage councillors hence!…


Have you a ruffian that will swear, drink, dance,


Revel the night, rob, murder, and commit


The oldest sins the newest kind of ways?…


England shall give him office, honour (and) might!”


(Act 4 Scene 5 lines 119–128)


Hal assures his father of his wish “to show the incredulous world the noble change that I have purposed.” The King accepts his word and shares some advice:


Griefs are green;


And all my friends, which thou must make thy friends,


Have but their stings and teeth newly taken out…


Therefore, my Harry,


Be it thy course to busy giddy minds


With foreign quarrels.


(Act 4 Scene 5 lines 181–215)


Hal accepts the crown from his dying father:


My gracious liege,


You won it, wore it, kept it, gave it me,


Then plain and right must my possession be,


Which I with more than a common pain


Against all the world will rightfully maintain.


(Act 4 Scene 5 lines 220–224)


The King dies. The Lord Chief Justice fears “all will be overturned”, especially his own career. But when Hal enters as Henry the Fifth, saying “this new and gorgeous garment, majesty, sits not so easy on me as you think”, he asks him not only to remain Lord Chief Justice, but also to become his new mentor:


You shall be as father to my youth,


My voice shall sound as you do prompt my ear,


And I will stoop and humble my intents


To your well-practised wise directions.


The new King promises to call parliament and choose “limbs of noble counsel, that the great body of our state may go in equal rank with the best governed nation” (Act 5 Scene 2 lines 118–138).


Meanwhile, Falstaff is returning to London for the coronation. When he heard of Henry IV’s death he boasted to his friends: “Choose what office thou wilt in the land… I am fortune’s steward… I know the young King is sick for me! Let us take any man’s horses, the laws of England are at my commandment, blessed are they that have been my friends, and woe to my Lord Chief Justice!” (Act 5 Scene 3 lines 120–135).


But Falstaff has not read the Prince’s intentions correctly. Now he waits for the new King to pass him on his coronation procession and shouts out to him: “My royal Hal… I speak to thee, my heart”. But receives an unexpected response from King Henry V:


I know thee not, old man, fall to thy prayers…


Presume not that I am the thing I was,


For God doth know, so shall the world perceive,


That I have turn’d away my former self,


So will I those that kept me company…


When thou dost hear I am as I have been,


Approach me, and thou shalt be as thou wast,


The tutor and the feeder of my riots:


Till then, I banish thee, on pain of death,


As I have done the rest of my misleaders,


Not to come near our person by ten mile.


For competence of life, I will allow you,


That lack of means enforce you not to evils;


And, as we hear you do reform yourselves,


We will, according to your strengths and qualities,


Give you advancement.


(Act 5 Scene 5 lines 40–71)


The play ends with Prince John and the Lord Chief Justice sharing a rumour that before the year is out they will “bear civil swords and native fire as far as France…”



PART 3

The story of Henry V
 (and important leadership themes)



This is an overview focusing on the elements of the play that have proved most compelling when looking at the story as a leader’s journey. The details of each scene can be found at the beginning of the relevant scene-chapter.



ACT 1 – FROM VISION TO COMMITMENT



Act 1 sets the scene, assesses the past, visions the future and shows Henry building consent around his mission and then visibly committing to it.


The Chorus asks for “a muse of fire” that will help us move beyond the “brightest heaven of invention”. It is a call to the imagination and a plea to the audience to not just sit passively and watch but to engage their creative faculties to help the actors “piece out our imperfections with your thoughts”.




Henry’s Journey


[image: image]





There is a similar move happening in the world of business today. We need people at all levels of organizations to be creative, adaptable and imaginative, not to sit around and wait to be told what to do.


In the first scene we meet the Archbishop of Canterbury and the Bishop of Ely. They are assessing the past before deciding on a future. They remind us of the recent civil wars and the chequered past of the new King. However, they claim that at the moment of his father’s death, “consideration like an angel came and whipped the offending Adam out of him”, and since that moment he has acted like a model king.


There is a move afoot to strip the Church of some of their lands, which the bishops may avoid if they can help Henry prove that he has a claim to the throne of France.


The transition into leadership is difficult to achieve fluidly and effectively, particularly if those around you have known you for a long time. If you don’t take the time to assess where you have come from, and where you are now, you may not find out where to go. New leaders can usefully seek a worthwhile project on which to cut their teeth and prove themselves. Everyone has the potential to be a leader; there is no particular past experience that mitigates for or against success.


Now we see Henry himself, meeting with his nobles to gather support for his proposed mission to reclaim the territory of France. He will not go unless it can be proved he has the right to go. The Archbishop demonstrates that he does. Next he must get agreement from the nobles, whose support he needs and resources he relies on. They, too, are keen to go. Henry has sent a message to King Charles of France asking if he will give up his throne. The French Ambassador arrives with an answer; a trunk which Henry assumes will be full of jewels in an attempt to buy him off. Instead it is full of tennis balls, sent by Charles’s son, the Dauphin, with an accompanying message that Henry had better stick to the trivial pursuits he is capable of winning, like tennis! Henry gives the Ambassador a right-royal telling off and sends him out. Finally, he makes a visible and firm commitment to pursue the mission to France.
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