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Abstract


This book provides an in-depth exploration into energetically developmental leadership, a novel approach aimed at creating immersive cultures for continuous growth within organizations. Drawing on a foundation of constructive developmental theories, the book introduces the "Inner Compass" framework as a central tool for leaders to guide both individuals and organizations. It delves into the necessity for leaders to cultivate a broader mindset through the understanding of various stages of cognitive and emotional development, including the Socialized, Self-Authoring, and Self-Transforming Minds.


The text is divided into three parts: the foundational concepts of energetically developmental leadership, the practical application of the Inner Compass in navigating energy dynamics in leadership, and strategies for leading oneself, others, and organizational transformation. It covers a wide range of topics from leadership agility, complexity leadership, affective neuroscience, and positive psychology to practical strategies for dealing with change, transformation, and cultivating a growth mindset.


Special emphasis is placed on understanding the complexities of leadership within the context of modern organizational challenges and the importance of agility, resilience, and emotional intelligence. The book offers tools for calibrating the Inner Compass to foster decision-making, cognitive bias navigation, and the development of meaningful relationships and trust within organizations.


"Creating Immersive Cultures for Continuous Growth" serves as both a theoretical guide and a practical manual for leaders seeking to navigate the ever-changing landscape of organizational development. It aims to inspire leaders to embrace complexity, foster an environment of continuous learning and growth, and ultimately lead with a transformative and energetically developmental mindset.


This comprehensive guide is not only a synthesis of the author's extensive experience and research in organizational and leadership consultancy but also a valuable resource for leaders at all levels wishing to enhance their impact and foster cultures of resilience, well-being, and sustainable growth.









About the author


Alexander, an organizational and leadership consultant since the early 90s, has pursued a career driven by understanding human behavior and fostering personal and organizational growth. With a background as a licensed relational psychotherapist and organizational psychologist, he navigates the challenges of global leadership. Embracing the concept of "meeting of minds," Alexander has nurtured growth for individuals, teams, and organizations. His expertise in clinical psychotherapy uncovered the influence of implicit relational processes on personal development. Exploration of affective neuroscience illuminated emotions' pivotal role in transformation. From these foundations, he crafted the "Inner Compass," synthesizing constructive developmental theories, complexity leadership, and positive psychology. By grasping energy dynamics, he empowers leaders to enhance agility, resilience, and sustainability. Shifting his research to leadership and organizational development at Åbo Akademi University, Alexander collaborated across diverse sectors— private, sports, governmental, military, healthcare, politics. This book reflects his journey from a relational psychotherapist to a consultant, grounded in a vision of a better world through nurturing leaders. Alexander believes nurturing leaders capable of expansive growth is key to shaping a brighter future. This book encapsulates his developmental odyssey, built on his experience as a licensed organizational psychologist and psychotherapist, inspiring leaders to make a transformative impact.
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As I explored affective neuroscience and affect theory, the concept of "energy" became a focal point in the Inner Compass model. Understanding emotions and feelings as sources of energy, I realized the significance of growing a bigger mind and taking accountability for something greater than one's ego. This led me to the concept of "leadership agility," where leaders are catalysts rather than heroes, empowering and bringing people together for the common good. During this time, I am profoundly thankful for the invaluable input from the brilliant minds of Bill Joiner and Deborah Whitestone at ChangeWise. Our time together, first in Boston and then back in Sweden, had a significant impact on me personally and on my research at Åbo Akademi.


Shifting from my research, teaching, and co-counseling in psychotherapy with a focus on Relational Management (RM) at SAPU, to conducting leadership research at the Faculty of Social Sciences, Business, and Economics at Åbo Akademi University, I am deeply indebted to Professor Bengt Kristensson Uggla. His inspiration and the dynamic group of doctoral candidates he gathered have been instrumental. Together, we foster a psychologically safe environment that encourages constant learning and mutual challenge. Through embracing relational leadership, I have come to understand the critical importance of ethics, purpose, empowerment, inclusivity, and process-orientation in enacting meaningful change. Delving into complexity leadership has further deepened my understanding by highlighting the significance of dynamic interactions, relationships, and networks within organizations. Today, my research and studies are deeply immersed in leadership, change, and complexity, a trajectory profoundly influenced by the support of numerous companies and organizations. This support has been pivotal, coming from co-workers, leaders, and experts at hundreds of global companies, The Swedish Police, The Swedish Coast Guard, students, psychologists, and OD Consultants at SAPU, and the thousands of doctors at the Health Care Services Stockholm County (SLSO) I have encountered over the years. Their contributions have been invaluable, enabling me to pursue a deeper understanding of leadership and its impact on occupational health services, which in turn promotes employees' work capacity and overall workplace effectiveness.


Also, one of the most significant learnings that I have taken with me comes from the global company SANDVIK, where I have met more than a thousand leaders, managers, and experts for more than a decade as part of my journey. A huge thanks to Helena Jonason for making that happen along with all the participants from the global leadership and expert programs SLP and SGE. I would also like to extend my humble gratitude to colleagues and fellow travelers who have been instrumental over the years, helping to make this happen amidst challenges like Covid-19 and other crises in a VUCA world. Special thanks to Mike Hope, Charlotte de Faire, Donna Hammill Chalk, Wilma Blommestijn Verdonk, Nigel Ewington, Mikael Nygren, Sonia Gavira, Mattias Markusson, Pär Burefjord, Ian Pinto, Thomas Hamberg, Cristina Venzo, Jakub Sartowski, Jonna Burefjord, Gilles Kirscher, Mike Hickey, Brian Davis, Johanna Säll Norlund, Silva Paunonen, Maria Lindén, Christina Seiler, Karin Thune, Sara Svensson, Jessika Larsson, and many others. Each of you has played a pivotal role in supporting leaders and experts to expand their perspectives globally. This is just a small acknowledgment of the vast support network that has contributed to our collective growth and success.


This book is a synthesis of my experiences as an organizational and leadership consultant, enriched with research and studies from the fields that have shaped my perspective. My intention in writing this book was to present it as a practical guide for leaders, rather than as an academic treatise. I hope it proves to be a valuable resource for you, offering insights and tools that you can readily apply to your leadership journey. For those interested in exploring the science behind the concepts presented, a comprehensive reference list is provided in the last section of the book. May this book serve as a compass, guiding you towards transformative leadership and a positive impact on the world.


April 4, 2022, Valbo, Sweden.


Alexander Lundberg
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INTRODUCTION


In a rapidly evolving world where change is constant and complexities abound, the role of a leader has transformed into something far more profound. In 2012, I found myself in Beijing, facilitating a global leadership program that brought together leaders from diverse corners of the world. As we gathered, we couldn't help but marvel at the rapid changes that had occurred since Beijing hosted the Olympics just a few years earlier. The world had transformed, and with it came new challenges and opportunities that demanded leaders to be agile and forward-thinking. During our discussions, we delved into the importance of global business acumen, agile processes, and disruptive change within the realms of IT and digitalization. The World Economic Forum in Geneva had also left a profound impact, igniting conversations about sustainable competitiveness and the shift of economic balance. Emerging markets were thriving, attracting financial flows, while advanced economies grappled with slow growth and unemployment. The world was evolving, and leaders needed to navigate this landscape with wisdom and vision. Amidst our conversations, we couldn't help but share some lighthearted jokes about a quote from 1889, attributed to Charles H. Duell, the Commissioner of the US patent office, who proclaimed that "Everything that can be invented has been invented." Little did we know that the challenges of the VUCA (Volatile, Uncertain, Complex, and Ambiguous) world would soon put that notion to rest.


As the years unfolded, the world witnessed unprecedented disruptions. Climate change initiatives, Covid-19, geopolitical conflicts, and rapidly changing global agendas became the new normal. The once tried-and-true methods of learning from the past to prepare for the future were no longer sufficient. The world had become a complex, interconnected web of uncertainty, demanding leaders to evolve and adapt like never before. In the face of uncertainty, our innate Fight, Flight, and Freeze System (FFFS) kicks in, hijacking our primal instincts. To rise above these challenges, leaders needed to grow a bigger mind. It was no longer enough to rely solely on past experiences and tactical finesse. Instead, they needed the capacity to zoom out, embrace uncertainty, and chart a course for the future.


In the context of global sustainable initiatives and the pressing challenges posed by climate issues, we confront a paradox where individuals often feel overwhelmed by the magnitude of the problem. This leads to a learned helplessness response, where individuals resign themselves, thinking, "What can I do? What difference does it make?" In this situation, the onus falls on businesses to play a significant role in addressing sustainability issues. However, this responsibility should not merely be out of obligation; instead, businesses must genuinely believe in the importance of taking sustainable actions. Embracing sustainability is not only the right thing to do but also beneficial for the business itself. By aligning business practices with sustainable principles, organizations can contribute to positive change while ensuring their own long-term growth and success. This is precisely why leaders must cultivate a bigger mind, equipped with the ability to calibrate their inner compass. It is crucial to distinguish between emotional responses and objective circumstances. By aligning our values, virtues, and principles, we can make decisions that consider the broader implications, free from the constraints of shame, prestige, or stress. Amidst the ongoing transformations, sustainability has transcended being a mere buzzword for companies seeking to maintain competitiveness. Instead, it has evolved into an imperative choice, reflecting a commitment to securing a better future for generations to come. Embracing sustainability is now a deliberate decision, one that holds the potential to shape a world that thrives for years to come.


This book is the culmination of over two decades of my journey as an organizational and leadership consultant, drawing from experiences working with global leaders, teams, and organizations in the VUCA world. It offers a comprehensive framework for leaders to navigate complexity and foster thriving organizations. We will explore the Energetically Developmental Leadership Framework, empowering leaders to grow a bigger mind, navigate change effectively, and foster continuous growth. Concepts like Leadership Agility, The Inner Compass, and Relational Leadership will provide insights and practices for leading from within. Leaders are now Catalysts for growth, creators of immersive cultures that nurture ongoing development. This book delves into the intersection of energy, development, and leadership, unveiling the power of immersive cultures for exponential growth. Energetically Developmental Leadership recognizes the vital interplay between energy dynamics and personal development, redefining leadership as a Catalyst for continuous growth. Immersive cultures form the bedrock for this approach, nurturing energy and creating environments for constant learning and development. Drawing on complexity leadership and constructive developmental theories, leaders embark on their own developmental journeys, cultivating self-awareness and guiding others. Affective neuroscience and positive psychology empower leaders to harness emotions and foster well-being and purpose. In the pages that follow, we unravel the tapestry of Energetically Developmental Leadership, exploring the principles, practices, and mindset needed to create immersive cultures that inspire growth. Together, we will optimize energy, navigate complexity, and inspire individuals and organizations to reach their highest potential.









Layout of the book




Energetically Developmental Leadership is an immersive exploration of how the intricate interplay of leadership, energy dynamics, and growth forms the bedrock of effective leadership in today's complex world. Through a synthesis of Constructive Developmental Theories, Complexity Leadership, Affective Neuroscience, and Positive Psychology, the book unravels the transformative potential of nurturing cognitive growth, emotional intelligence, and agile leadership. At its core, this book provides readers with a holistic understanding of harnessing their inner compass to lead themselves, others, and entire organizations through continuous growth, thereby navigating the challenges and opportunities of a VUCA landscape.





PART I: THE FOUNDATIONS OF ENERGETICALLY DEVELOPMENTAL LEADERSHIP


Introduction. The book opens by contextualizing the exploration of Energetically Developmental Leadership. It outlines the structure of the book and introduces its key components, providing readers with a roadmap for the journey ahead.


An Energetically Developmental Leadership Framework. This section establishes the cornerstone framework of Energetically Developmental Leadership. By delving into this framework, readers gain a foundational understanding of the intersection of leadership, energy dynamics, and growth—a knowledge base for the chapters to come.


Chapter 1 - Why Leaders Need to Grow a Bigger Mind. Here, Constructive Developmental Theories are dissected to elucidate their pivotal role in fostering leadership growth. The chapter maps the stages of cognitive growth and their consequential impact on leadership agility. Within this framework, the Leadership Agility Framework is introduced as a vital tool for cultivating adaptive leadership capacities.


Chapter 2 - Complexity Leadership. The exploration shifts to Complexity Leadership Theory, unveiling its profound implications for Energetically Developmental Leadership. The multifaceted nature of leadership is probed, drawing connections between complexity, agility, and leadership effectiveness. The four-quadrant lens of complexity is discussed, underpinning the narrative with a comprehensive perspective.


Chapter 3 - Affective Neuroscience. The significance of Affective Neuroscience in the context of energetically developmental leadership is investigated. With a focus on emotional processing in the brain, the chapter explores emotional styles, resilience, and well-being as essential components of effective leadership. This segment connects emotional intelligence to leadership effectiveness in a tangible and applicable manner.


Chapter 4 - Positive Psychology. The Positive Psychology paradigm is introduced as a dynamic contributor to leadership development. The chapter delves into concepts such as the growth mindset, well-being, and emotional regulation. It draws connections between brain function, complexity leadership, and the science of flourishing, underscoring the inseparable link between cognitive processes and effective leadership strategies.


PART II – THE INNER COMPASS: NAVIGATING ENERGY DYNAMICS IN LEADERSHIP


Chapter 5 - The Inner Compass. The concept of the Inner Compass takes center stage, offering a comprehensive approach to understanding and harnessing energy dynamics in leadership. Emotions like interest, joy, pride, fear, anger, and sadness are examined, revealing their intricate role in leadership effectiveness. This chapter provides a practical toolkit for emotionally intelligent leadership.


Chapter 6 - Calibrating Your Inner Compass. The journey of meaning-making and cognitive growth in adults is explored, serving as a backdrop for strategies to calibrate behaviors using the Inner Compass. The chapter tackles cognitive biases head-on, unraveling their influence on decisionmaking processes. This chapter equips readers with techniques to navigate biases and ensure informed decision-making.


PART III – LEADING SELF, LEADING OTHERS, LEADING TRANSFORMATION


Chapter 7 - Leading Self. Centered on self-leadership, this section offers practical insights into emotional landscape mapping, habit-building, and transformative practices. It introduces tools like the Principle Affirmation Board and Backhand Challenge as practical techniques for personal growth. Mindfulness is explored as a foundational aspect of effective leadership.


Chapter 8 - Leading Others. The complexities of power, influence, and trust in leading others are examined. The chapter provides a comprehensive exploration of developmental activities, feedback mechanisms, coaching practices, and collaborative strategies for team leadership. It also delves into fostering psychological safety and aligning values in a leadership context.


Chapter 9 - Leading Transformation. The focus turns to creating immersive cultures for continuous growth and navigating organizational environments. Strategies for thriving in a VUCA world are shared, with emphasis on immunity to change and transformative actions. The integration of affective neuroscience, complexity leadership, and positive psychology is explored as a dynamic approach to leading change. In this chapter, you will become familiar with the Quadrascopic Matrix of Cultural Agility, a compelling framework for guiding transformation within an organization's culture.


Chapter 10 - Positive Traits Developmental Model. This chapter presents the Positive Traits Developmental Model as a blueprint for cultivating strengths and expanding cognitive capacities. It probes the nuances of positive traits, Hidden potentials, and misused potentials, offering readers a toolkit for identifying, harnessing, and leveraging their inherent qualities.


Chapter 11 - Conclusion - Navigating Energetically Developmental Leadership


In the concluding chapter, readers are guided through a reflection on the transformative journey explored in the book. Practical strategies are offered for integrating insights into one's personal leadership narrative, with an eye on thriving in a VUCA world. The chapter encapsulates the essence of Energetically Developmental Leadership as a dynamic and evolving path.


References


The book culminates with a comprehensive list of references, grounding the ideas and concepts discussed throughout the narrative in a scholarly context.









PART I: THE FOUNDATIONS OF ENERGETICALLY DEVELOPMENTAL LEADERSHIP




CHAPTER 1 introduces why leaders need to cultivate a broader mindset, exploring evolving mind stages through Constructive Developmental Theories. The Leadership Agility Framework encompasses agility types and levels, including Expert, Achiever, Catalyst, Co-creator, and Synergist mindsets.


CHAPTER 2 delves into the implications of Complexity Leadership Theory, perceiving leadership as adaptive. Four-quadrant lenses analyze complexity from 'I' to 'It' perspectives. Distinct leader and leadership differentiation holds significance. Practical strategies, using these lenses for stress management, workplace establishment, and transformation handling, are highlighted.


CHAPTER 3, AFFECTIVE NEUROSCIENCE, examines emotions' roles in energetically developmental leadership. Brain models and affect theory offer insights. The Reinforcement Sensitivity Theory investigates approach and avoidance motivation, alongside contemporary stress coping strategies and emotional styles.


In CHAPTER 4, POSITIVE PSYCHOLOGY, growth mindsets and well-being's neuroscience are illuminated. Exploration includes positive emotions, resilience, well-being, and social connections. The role of neuroplasticity in growth mindset and emotional regulation is studied. Balancing neurochemistry for well-being, complexity leadership's brain function, and the science of happiness and thriving organizations conclude this foundational












An Energetically Developmental Leadership framework


The Energetically Developmental Leadership Framework is not merely a theoretical construct but a result of over two decades of hands-on experience in working with leaders, team development, organizational change, conflicts, negotiations, and agile processes in a wide range of settings, from global corporations to small businesses in glocal environments. This comprehensive and integrated approach to leadership draws insights from constructive developmental theories, complexity leadership, positive psychology, and affective neuroscience. Its foundation lies in empowering leaders to cultivate a bigger mind, enabling them to navigate change with effectiveness and foster thriving, sustainable organizations. The framework places significant emphasis on emotional intelligence, self-awareness, and relational skills, encouraging leaders to cultivate a positive and growth-oriented mindset. It equips leaders with the tools and understanding to lead themselves, their teams, and their organizations toward a brighter future.


The key components of the Energetically Developmental Leadership Framework include:


Understanding Constructive Developmental Theories: Delve into the exploration of different orders of mind, from socialized to self-authoring to self-transforming mindsets. Understand how these cognitive growth stages relate to leadership agility.


Leadership Agility: Embrace agility in four interrelated dimensions: contextsetting, stakeholder engagement, creativity, and self-leadership. Discover how different levels of agility align with various cognitive growth stages.


Complexity Leadership Theories: Grasp the dynamics of complexity within organizations, focusing on the importance of relationships and network interactions. Shift from autocracy to fostering collaboration, innovation, and adaptability.


Affective Neuroscience and Energy: Uncover the power of emotions and energy in leadership. Recognize the significance of positive emotions and well-being in driving personal and organizational growth.


The Inner Compass: Introduce the model of the Inner Compass, a powerful structure to understand experiences and differentiate between the "memorized self" and "experienced self." Explore the significance of facts, principles, needs, and behaviors in guiding transformative actions.


The framework also provides practical guidance for leaders to apply these principles in their day-to-day practices:


Leading Self: Develop self-awareness through emotional landscape mapping, mindful fact-finding, and principle affirmation. Clarify needs versus wants and engage in backhand challenges to foster personal growth.


Leading Others: Build trust, empower others, and promote psychological safety. Utilize developmental activities such as feedback, coaching, mentoring, and reflective practices to support others' growth.


Leading Transformation: Foster a culture of continuous growth and resilience. Utilize the integrated model of change to navigate complexity, agility, and development. Embrace transformative actions and positive psychology to drive meaningful transformation.


Working on Energetically Developmental Leadership Strengths: Develop leadership agility, embody positive traits of different cognitive growth stages, and improve complexity leadership abilities. Incorporate mindfulness into leadership practices for enhanced decision-making.


The Energetically Developmental Leadership Framework is a culmination of practical experience and research, providing leaders with a roadmap to thrive in the ever-changing landscape of modern leadership. Through this approach, leaders can foster a deep understanding of themselves, their teams, and their organizations, ultimately paving the way for a better future and positive impact on society at large.










CHAPTER 1 - WHY LEADERS NEED TO GROW A BIGGER MIND
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Leaders operating on a global arena, often referred to as a "glocal" context, face a range of challenges and opportunities in today's interconnected world. These dynamics shape the way leaders navigate the global landscape and drive their organizations towards success. In the early 90s, I had the privilege of being invited as a speaker to a prestigious conference in Falun, Sweden, where the new standard for quality systems in Europe was the main topic of discussion. Gathered at the conference were 250 global managers, HR professionals, and consultants, eager to explore the critical link between leadership and a sustainable working environment. The headline of my talk was "Why Leaders Need to Calibrate an Inner Compass in a VUCA-World." As I prepared for my presentation, I knew that introducing the concept of "energy" and emphasizing the significance of the inner compass might be met with skepticism by some. However, I firmly believed that these were essential elements in understanding effective leadership in the ever-changing and complex world we were navigating. With conviction in my heart, I sent my speakers' notes to the conference organizer. To my surprise, the organizer called me, expressing a concern about the talk's clarity and coherence. He gently suggested that I minimize the discussion on "energy" to avoid any potential confusion among the audience. He wanted a more straightforward and concise approach, fearing that the concept might be perceived as "fuzzy" or vague. While I politely acknowledged his suggestion, I knew in my heart that I couldn't compromise on the essence of my message. The hunger for understanding the deep connection between leadership and "energy" was significant, and I believed it was crucial to address this topic. As I took the stage and began my presentation, I embraced my conviction and wholeheartedly delved into the discussion of the inner compass, placing a strong emphasis on the concept of "energy." With passion and clarity, I conveyed the profound impact that understanding and harnessing energy could have on effective leadership. As I concluded my talk, a sense of gratification filled the room, and I could sense the audience's appreciation for the insights I shared. The applause that followed was overwhelming, and


I knew in that moment that I had struck a chord with these leaders and professionals who craved a deeper understanding of leadership in the face of uncertainty. That experience taught me a valuable lesson – the appetite for growth, understanding, and self-development in leadership is immense. The hunger for leaders to cultivate a bigger mind, embrace complexity, and harness the power of "energy" to lead effectively in a VUCA world is not only relevant then but remains crucial to this day. As this book unfolds, it aims to satiate that hunger and empower leaders to embrace an energetically developmental approach that can pave the way for transformative leadership and sustainable organizational success. Global leaders face numerous challenges in a world marked by diverse cultures, customs, and practices across different regions. Understanding and respecting these cultural differences while simultaneously promoting a unified organizational culture can be a significant challenge. Effective leadership requires the ability to bridge cultural gaps and create an inclusive environment that values diversity. In addition to cultural complexity, communication and language barriers pose significant challenges for global leaders.


Operating in a global context requires effective communication across languages, time zones, and distances. Miscommunication, language barriers, and differing communication styles can hinder collaboration and understanding among team members and stakeholders. Overcoming these obstacles necessitates strong communication skills and cultural sensitivity. The geopolitical and regulatory environment further adds to the challenges faced by global leaders. Staying informed about geopolitical shifts, changes in regulations, and legal frameworks in different countries is crucial. Adapting to varying political landscapes and complying with diverse regulations can be complex and demanding, requiring leaders to stay agile and proactive in their decision-making. The increasing reliance on remote work and virtual teams presents another challenge for global leaders. Building and managing virtual collaboration requires overcoming obstacles such as building trust, managing cultural nuances, and fostering effective teamwork without the benefit of face-to-face interaction. Global leaders must employ strategies that promote effective virtual collaboration, leveraging technology and communication tools to bridge the physical distance. Amidst the challenges, there are also significant opportunities for leaders operating in a global arena. Access to a diverse talent pool from different countries and cultures presents an opportunity to tap into varied perspectives, experiences, and skills. This diversity can enhance innovation, problem-solving, and decision-making within organizations. Operating globally also offers opportunities for market expansion. Global leaders can access international markets, tap into new customer segments, and explore new business opportunities. This expansion can drive growth, increase revenue streams, and create a more resilient business. Furthermore, global leaders can leverage cross-cultural learning and innovation to foster creativity and adaptability. Embracing diverse perspectives, ideas, and approaches can lead to the development of creative solutions that meet the needs of different markets and stakeholders. Building collaborative networks and partnerships across borders is another opportunity for global leaders. By establishing strategic alliances and leveraging shared resources, knowledge, and expertise, leaders can enhance competitiveness and leverage opportunities for growth. Engaging in a global context also provides leaders with valuable opportunities for personal growth, learning, and self-development. Exposure to different cultures, ideas, and business practices can broaden perspectives, enhance leadership skills, and foster adaptability.


To succeed in the global arena, leaders must embrace these challenges as opportunities for growth. Developing cultural intelligence, fostering effective communication, and cultivating a global mindset are essential. By leveraging the diversity and interconnectedness of the global landscape, leaders can navigate complexities, drive innovation, and create positive impact both locally and globally. The concept of growing a bigger mind encapsulates the notion that leaders need to transcend their existing cognitive and emotional frameworks to embrace more complex and nuanced perspectives. By doing so, they can enhance their capacity to grapple with multifaceted challenges, consider diverse viewpoints, and make sound decisions in the face of ambiguity. The concept of growing a bigger mind highlights the necessity for leaders to transcend their current ways of thinking and embrace more complex, inclusive, and integrated perspectives. By embarking on a journey of continual growth, leaders can enhance their effectiveness, adaptability, and capacity to inspire and guide others in an ever-evolving world. The acronym VUCA (Bennis, W., Burt, N., 1985) was coined to capture and describe the unique characteristics and challenges of the modern business and societal landscape. It originated from the U.S. Army War College in the late 1980s and early 1990s when military strategists were attempting to make sense of the post-Cold War world and the emerging complexities they were encountering. VUCA stands for Volatility, Uncertainty, Complexity, and Ambiguity. Each element of the acronym represents a key aspect of the contemporary environment and highlights the need for individuals and organizations to adapt and respond effectively to these challenges. Volatility refers to the speed, magnitude, and unpredictability of change. In today's world, circumstances can rapidly shift, new technologies emerge, and global events have far-reaching impacts. Leaders and organizations must be prepared to navigate through turbulent and rapidly changing conditions. Uncertainty reflects the lack of predictability and the presence of multiple possible outcomes. The interconnectedness of global systems, economic fluctuations, and social dynamics contribute to an environment where certainties are scarce.


Leaders need to make decisions without complete information, anticipate potential scenarios, and be comfortable with ambiguity. Complexity recognizes the intricate interconnections and interdependencies that exist in today’s world. Challenges often involve numerous factors, multiple stakeholders, and intricate systems. Leaders must be capable of understanding and managing the complexities inherent in their organizations and industries. Ambiguity acknowledges the existence of multiple interpretations and the absence of clear-cut solutions. Situations can be multifaceted, and information may be incomplete or contradictory. Leaders need to navigate through ambiguous circumstances, make sense of conflicting signals, and provide clarity and direction in the face of uncertainty. By coining the term VUCA, strategists sought to capture the essence of the contemporary environment, emphasizing the need for adaptive and agile approaches to leadership and decision-making. Understanding and acknowledging the implications of VUCA enable individuals and organizations to proactively develop strategies and capabilities that can thrive in this challenging landscape. The acronym VUCA has since been adopted beyond military contexts and is widely used in the business world and other domains to describe the complexities and uncertainties of today’s globalized, rapidly changing environment. It serves as a reminder that leaders must cultivate the mindset, skills, and strategies necessary to navigate and excel in a VUCA world. By growing a bigger mind, leaders enhance their cognitive and emotional capacities, enabling them to thrive in VUCA environments. They become more adaptable, resilient, and agile in the face of volatility, uncertainty, complexity, and ambiguity. The constructive-developmental perspective provides a framework for leaders to expand their meaning-making abilities, embrace diverse perspectives, and develop the cognitive flexibility necessary to lead effectively in a VUCA world.


CONSTRUCTIVE DEVELOPMENTAL THEORIES
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When I was a young psychology student, filled with curiosity and eagerness to explore the depths of human behavior, I had a defining moment that would shape my organizing principles for years to come. As I entered the classroom that day, I was met by my teacher, a wise Native American with long black hair, whose presence exuded wisdom and insight. He began our lesson by saying, ‘Today, we will delve into the fascinating world of psychology and the human psyche.’ With those words, he took a single straw of hair from his head and held it up for everyone to see. ‘This tiny straw represents what we truly know about the human mind,’ he said, pointing to the tip of the straw. ‘And this vast blackboard behind me represents the expansiveness of the unknown, the mysteries that lie beyond our current understanding.’ As he placed the straw at the end of the blackboard, I couldn’t help but feel humbled by the immense complexity of the human mind and the vastness of what we have yet to discover. Little did I know that this simple act would ignite a fire of curiosity within me, driving me to explore the uncharted territories of human consciousness. He then introduced us to the constructive developmental theories, and from that moment on, I was utterly blown away. I knew that I had stumbled upon something extraordinary, something that held the key to unlocking the mysteries of human behavior and societal progress.


From that point on, I embarked on a journey of continuous learning and exploration, delving deeper and wider into the understanding of this transformative framework. Over the years, I have devoted myself to studying and applying the insights from constructive developmental theories in various settings, from individual leadership development to organizational change and conflict resolution. The framework has guided me in understanding the intricacies of human growth, helping me empower individuals and teams to embrace their developmental journey. As I reflect on that pivotal moment in the classroom, I am grateful for the Native American teacher whose wisdom opened my eyes to the vastness of the unknown. The straw of hair on the blackboard became a symbol of my relentless pursuit of understanding and knowledge in the realms of psychology and leadership. It has been a journey of discovery, growth, and transformation, and I am excited to share the wisdom and insights I have gained along the way with others on their path of exploration and development. The term 'constructive-developmental' was coined by Kegan (1980) to refer to a psychological perspective focused on the development of meaning and meaning-making processes throughout a person's lifespan. This theory is termed 'constructive' because it emphasizes individuals' interpretations, constructions, and understanding of experiences—the meaning they derive from them. It is labeled 'developmental' because it investigates how these interpretations and constructions become more complex over time.


Constructive-developmental theory centers on the growth and elaboration of individuals' ways of comprehending themselves and the world, acknowledging that different meaning systems evolve as a natural unfolding and in response to the limitations of existing ways of making meaning. This approach builds upon Jean Piaget's (1954) seminal work on 'genetic epistemology,' which examines the successive unfolding of rational thought in developing children. Piaget's view of development emphasized qualitative stages of growth rather than the mere accumulation of knowledge. According to Piaget, individuals actively construct categories of thought in response to their need to understand the world. When contradictions arise within their existing constructions, individuals reconstruct their understanding to resolve these contradictions." These adjustments ensure that the text flows smoothly while retaining its original essence and message. Constructive-developmental theory, also known as neo-Piagetian theory, extends Piaget's ideas in several crucial ways. Firstly, it broadens the scope of developmental growth beyond the physical world construction studied by Piaget, encompassing how adults construct and interpret their experiences. Secondly, it incorporates emotions in addition to cognition, recognizing their significance in development. Thirdly, while acknowledging qualitatively distinct stages of development, the theory focuses on the transformative processes involved—the challenges, accomplishments, and costs of transitioning from one meaning-making system to another. Fourthly, it considers the inner experience of development alongside its external manifestations. Lastly, constructive-developmental theory encompasses the social context and its impact on development. The fundamental propositions of constructive-developmental theory are as follows:
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	Individuals actively construct ways of understanding and making sense of themselves and the world, rather than passively receiving an objective


	reality. There are identifiable patterns of meaning-making that individuals share, commonly referred to as stages, orders of consciousness, ways of knowing, levels of development, organizing principles, or orders of development.


	Orders of development unfold in a specific and unchanging sequence, with each new order surpassing and including the previous order.


	In general, individuals do not regress once they have constructed an order of development. The previous order loses its organizing function but remains as a perspective that can be reflected upon.


	Later orders of development are more complex, enabling a more comprehensive understanding of the world. However, they are not inherently better in an absolute sense.


	Developmental movement from one order to the next is prompted by limitations in the current way of constructing meaning. Increased complexity in the environment necessitates a more sophisticated understanding of oneself and the world.


	An individual's order of development influences what they notice, become aware of, describe, reflect on, and can change.





Constructive-developmental theory primarily focuses on two key aspects of development: the organizing principles that regulate individuals' sensemaking (orders of development) and how these regulative principles are constructed and reconstructed over time (developmental movement). An organizing principle is subjective and cannot be reflected upon itself since it


is the means by which individuals engage in reflection. Developmental movement involves individuals gradually becoming more aware of their current subjective organizing principle until they can reflect upon it objectively. However, this leads to the emergence of a new organizing principle to which individuals become subject. Operating from this new principle, individuals can differentiate and integrate more complex life experiences. Developmental movement occurs in response to new challenges that reveal the limitations of the current organizing principle. An order of development emerges from the complex interplay between individuals' meaning-making capabilities and their surrounding social and


Adult development, as described by constructive-developmental theory, is a gradual unfolding process of expanding mental horizons and deepening emotional capacities. It involves the progression through integrated and increasingly complex stages of meaning-making, each stage offering a more effective way of navigating life's complexities. This developmental process is hierarchical, where each new stage transforms the previous stage while encompassing and incorporating its perspectives.


Constructive-developmental theory is based on several key assumptions. Firstly, individuals actively construct their understanding of themselves and the world around them. Secondly, growth occurs in a logical progression, with stages becoming more complex and dynamic over time. Thirdly, each stage transcends and includes the previous stages, resembling an everwidening spiral of development. Fourthly, later stages exhibit greater differentiation, inclusivity, and integration, enabling more optimal functioning in a complex and changing world. However, it is important to note that later stages are not inherently superior but rather more adequate in relative terms.


As development unfolds, individuals become more tolerant of differences and ambiguity, while their defenses decrease. Development is influenced by the interplay between the individual and the environment, recognizing that both factors shape and influence growth. Furthermore, an individual's stage of development influences their perception, awareness, ability to articulate, reflect upon, and influence their experiences. In the context of ego development, which encompasses self-identity, meaning-making structures, and cognitive, behavioral, and emotional growth, the constructivedevelopmental framework builds upon the works of Jane Loevinger (1966, 1976, 1979, 1984) and William Torbert (1987, 1994, 2000, 2010). Susanne Cook-Greuter (1994, 1995, 2004,2013), in collaboration with Bill Torbert, has developed the Leadership Development Framework (LDF), a refined and validated assessment tool with a vast database of profiles. The LDF identifies nine distinct ways of adult meaning-making, referred to as "action logics."


These action logics reflect how adults reason and behave in response to their experiences. By understanding and utilizing the constructivedevelopmental framework, individuals and leaders can gain insights into their own developmental journeys. This knowledge supports personal growth, enhances self-awareness, and informs leadership practices, ultimately fostering greater effectiveness in navigating the complexities of life and leading others.


The Ever-Expanding Mind: Unraveling the Mysteries of Developmental Psychology
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In the late eighties and early nineties, my journey into the world of developmental psychology began with the prevailing belief that our brains undergo significant development in distinct stages during our formative years. The notion was that by our early twenties, this development comes to a halt, and our cognitive abilities reach a static state. Little did I know then that this understanding was just the tip of the iceberg, and the true nature of the human mind's growth was yet to be unveiled. Thanks to the groundbreaking insights of constructive developmental theories and the extensive research that followed, we have come to understand the profound intricacies of the human mind's expansion. No longer confined to fixed stages, our understanding of the brain's development has evolved drastically. Rather than a one-time process, our minds continuously grow, evolving from birth to the very end of our journey. This paradigm shift in developmental psychology has shed light on the fascinating phenomenon of myelination, a process that continues throughout our lives. The brain's neural connections are continuously reinforced and fine-tuned, allowing us to grow a bigger mind as we encounter new experiences and challenges. We embark on an ever-expanding journey of cognitive growth, perpetually pushing the boundaries of our understanding. In this section, we delve deep into the concept of "Different Orders of Mind," exploring the diverse levels of cognitive development that individuals traverse during their lifetimes.


Drawing from the rich research and insights from constructive developmental theories, we will unravel the mysteries of human growth and transformation. As we embrace the idea that the mind is not a static entity but an ever-evolving force, we open ourselves to a world of possibilities. With each passing day, we have the potential to enhance our cognitive capacities, empowering us to navigate the complexities of life with heightened wisdom and insight. Kegan's theory of Constructive-Developmental Theory recognizes that the adult mind continues to develop, albeit in diverse ways for different individuals.


The term "Constructive-Developmental Theory" encompasses the concept of cognitive development, where we construct meaning about the world around us, and highlights how this process of constructing meaning can evolve. In my journey as a leadership consultant, I had the privilege of working with a manager whose life seemed perfect on the surface. She had achieved impressive career milestones, held a prestigious title on her business card, and was responsible for delivering exceptional results. Yet, beneath the veneer of success, she couldn't escape the feeling of unease and stress that plagued her nights. As we delved deeper into her experiences, it became apparent that she was grappling with a profound question: "Who am I, really?" In our sessions, we explored the concept of living life from the "inside-out" rather than being driven by external expectations. It was evident that she had been living a life defined by the beliefs and expectations of others, rather than aligning her actions with her core values and principles. This realization marked the beginning of her transformation from a socialized mind to a self-authored mind. Throughout our journey together, we worked on building a new narrative for her life, one that honored the values and virtues she held sacred. It was a process of shedding the external expectations and reclaiming her authentic self. With each step, she embraced a deeper understanding of who she truly was and the unique beliefs that guided her thoughts and actions. As she made this profound transition, the transformation in her well-being was remarkable. The stress and unease she once experienced gave way to a profound sense of contentment and fulfillment. She discovered newfound energy and agility, which translated into increased efficiency and productivity. It was clear that when she aligned her actions with her inner compass, she not only thrived personally but also became a more effective leader. Her positive outlook on life also underwent a significant improvement. By living authentically and prioritizing her own beliefs and principles, she radiated positivity and inspired those around her to do the same. It was a beautiful journey of growth and self-discovery, as she evolved into a leader who led from a place of inner strength and conviction. In this manager's transformation, I witnessed the power of embracing a self-authored mindset and living life on one's terms. The transition from the socialized mind to the self-authored mind brought about a profound shift in her leadership approach and overall well-being. It was a reminder of the immense potential for growth and fulfillment that lies within each of us, waiting to be unlocked when we choose to listen to our inner compass and honor our true selves.


Drawing inspiration from the pioneering work of Jean Piaget (1952, 1972) , Lawrence Kohlberg (1969, 1981), William Perry (1981), and other influential psychologists, Robert Kegan formulated a theory of adult cognitive development. This theory identifies five stages known as "orders of mind," each representing a distinct level of mental complexity. It is important to note that these developmental stages do not indicate higher intelligence or IQ, nor are higher orders inherently superior. Instead, they signify qualitatively more intricate ways of thinking. Kegan's theory provides valuable insights into the progressive nature of adult cognitive development, shedding light on the diverse ways individuals construct meaning and navigate their understanding of the world. The subject/object relationship is a fundamental concept in understanding the different orders of mind within Kegan's theory. It refers to our ability to perceive, take responsibility for, and problem-solve around certain aspects of our experience, which can be considered as objects. On the other hand, there are aspects of experience that we are not aware of, cannot take responsibility for, and therefore cannot problem-solve around, making them subjects. This distinction is exemplified in the difference between a child and an adult's emotional awareness and expression. For instance, a young child experiences emotions without filters and is subject to them. When they feel angry, their anger is transparent, and when they experience joy, they smile. They do not have the capacity to perceive emotions as objects that can be consciously managed. In contrast, an adult may feel anger but choose to suppress expressing it until an appropriate time. The adult is holding the emotion as an object and can exercise control over their impulses. The subject/object relationship reflects what we have within our perceptions versus what has power over us. This subject/object relationship is crucial to understanding Kegan's stage theory of development, which identifies five developmental stages or "orders of mind": the Impulsive Mind, Instrumental Mind, Socialized Mind, Self-Authoring Mind, and Self-Transforming Mind.


The progression from one stage to the next involves a "subject/object reversal," where what was once subject to us becomes an object of our awareness. It is a process of learning to shift our perspective from unknowingly looking through something to consciously looking at it. This development occurs continuously with gradations between each stage, even though each stage represents a plateau in one's overall development. By understanding the subject/object relationship and the subject/object reversal, we gain insights into how individuals evolve and navigate their cognitive development according to Kegan's theory.


The Socialized Mind


The Socialized Mind, within the framework of Kegan's theory, is characterized by its ability to take one's own needs, interests, and desires as objects of awareness. However, it remains subject to the influence of the social environment and the process of socialization. At this stage of consciousness, one's identity is intertwined with living in relation to others, assuming roles shaped by the local culture. Individuals at this stage are subject to the opinions of others and strongly influenced by their perception of what others want to hear. They tend to rely on authority for guidance and are less inclined to question, exhibiting traits of loyal followers.


The Socialized Mind is driven to seek alignment between itself and its surroundings. Consequently, its underlying structure of meaning-making can be characterized as operating "across categories" of experience, encompassing a wide range of social contexts. A significant fear for individuals at this stage is the risk of losing favor or acceptance within their social group. Approximately 58% of the adult population falls below the level of Self-Authoring in Kegan's model. When considering the implications of the Socialized Mind for leadership, it's important to recognize that individuals at this stage tend to rely on authority and conform to the expectations of their social environment. As a leader operating from the Socialized Mind stage, one may be inclined to follow established norms, adhere to traditional hierarchical structures, and prioritize the opinions and desires of others. Leaders with a Socialized Mind orientation may excel in roles that require maintaining social harmony, upholding established rules and procedures, and fulfilling expectations set by their superiors or the broader organization. They may demonstrate strong loyalty to the organization and its values, seeking alignment with the existing culture and structures. However, there are also potential limitations associated with leading from the Socialized Mind stage. Leaders may struggle to challenge the status quo, think critically, and question prevailing assumptions. They may be less likely to promote individual autonomy or encourage independent thinking among their team members. Instead, their leadership style may lean towards maintaining stability and following established protocols. To be an effective leader, individuals at the Socialized Mind stage could benefit from developing their cognitive complexity and moving towards higher stages of development. This growth can involve shifting from a reliance on external authority and consensus to fostering greater autonomy, critical thinking, and the ability to hold diverse perspectives.


As leaders progress in their developmental journey, they become more capable of guiding and inspiring their teams towards innovative solutions, embracing change, and nurturing an environment that values individual growth and empowerment. In the fast-paced landscape of modern organizations, a prevailing culture of the socialized mind often lurks beneath the surface, hindering the true potential of individuals and teams. As a consultant, I have witnessed firsthand how this inhibiting culture diverts considerable energy from employees, entangling them in a second job that no one has explicitly hired them to do. Within even the most high-performing organizations, individuals find themselves entangled in a web of preserving their reputations, covering weaknesses, and managing other people's impressions. A complex interplay of politics and self-presentation takes center stage, overshadowing the genuine pursuit of growth and development. In such environments, individuals become adept at presenting themselves in the best light possible, concealing their inadequacies, uncertainties, and limitations. While this may be perceived as a necessary tactic for survival, it inadvertently becomes the single biggest cause of wasted resources within the organization. The socialized mind culture not only stifles individual growth but also undermines the collective potential of teams and the organization as a whole.


As leaders strive to navigate this complex terrain, they find themselves facing obstacles that hinder genuine collaboration, open communication, and innovation. The pressure to conform to existing norms and expectations can be suffocating, leaving little room for risk-taking and embracing change. This leads to a culture where genuine expression and authentic engagement become rare commodities, while conformity and fear of failure dominate the landscape. For leaders seeking to foster a culture of continuous growth and development, dismantling the barriers imposed by the socialized mind becomes a critical challenge. It requires creating an environment that encourages vulnerability, authenticity, and trust, allowing individuals to shed the weight of self-presentation and embrace their true selves. By acknowledging and addressing the hidden obstacles of the socialized mind, leaders can unlock the untapped potential within their workforce. Empowering individuals to embrace their uncertainties and limitations, they pave the way for genuine collaboration, creativity, and innovation. In the following sections, we will explore strategies and approaches for leaders to create a culture that nurtures growth and development, where employees are free from the burden of playing a second job. Together, we will unravel the complexities of the socialized mind and pave the way for a transformative journey towards authentic self-expression and collective advancement.


The Self-Authoring Mind


One day, in a casual conversation with my son when he was in his early twenties, we delved into the concept of the inner compass and living life from the inside-out. As we explored the idea of calibrating his inner compass, he had an epiphany that would forever change his perspective on life. He suddenly realized that being the one in control of his decisions and actions put him squarely in the driver's seat of his life. At first, this realization was enlightening, but it also brought about a sense of unease and trepidation. He candidly expressed his revelation, saying, "Hey dad, I've been thinking about what you said about calibrating my inner compass and living life inside-out. It hit me yesterday - if I am the one shaping who I am and what I do, then I can't blame anyone else if I'm not satisfied with my life. I can no longer see the world as unfair or play the victim of circumstances. It's both empowering and scary at the same time!" This profound moment of self-awareness became a touchstone in our discussions, a "model scene" that we revisited frequently. It epitomized the transformative power of transitioning from the socialized mind to a self-authored mind. In this shift, one's cognitive framework undergoes a drastic change, and new organizing principles begin to orchestrate behavior in alignment with the inner compass - considering energy, facts, principles, needs, and behaviors. For my son, this marked a turning point in his personal growth and development. He embraced the idea of taking full accountability for his choices, actions, and outcomes. The realization that he held the power to shape his own path, without pointing fingers or blaming external circumstances, opened up a world of possibilities. It was indeed a moment of liberation, as he shed the limiting beliefs and barriers that the socialized mind had imposed on him.


In embracing a self-authored mind, individuals take ownership of their lives, steering it towards their aspirations and goals. This shift allows them to break free from the constraints of external validation, societal norms, and the need for approval. Instead, they become the architects of their destiny, making decisions in congruence with their inner values and principles. Throughout this book, we will explore the journey of cultivating a selfauthored mind and how it empowers individuals to embrace personal responsibility and authenticity. We will delve into the inner workings of the inner compass and its role in shaping our lives from the inside-out. Together, we will uncover the transformative potential of this mindset, unlocking new levels of growth, fulfillment, and resilience. The self-authored mind is an invitation to step into the driver's seat of our lives, steering it towards a future of self-discovery, empowerment, and genuine satisfaction. Kegan's concept of the self-authoring mind entails the ability to step back from one's environment and observe it objectively, including a critical examination of one's culture. Individuals at the self-authoring stage can discern their own opinions from those of others, allowing them to form an independent "seat of judgment." Consequently, they engage in a process of self-authoring their identity, which becomes detached from the influence of their environment. Guided by their internal compass, these individuals become subject to their own ideology, displaying characteristics of self-direction and independence in their thinking.


The self-authoring mind is naturally inclined towards problem-solving that revolves around fulfilling its own personal agenda. During this problemsolving process, individuals at this stage view the surrounding social system as an object of analysis. They hold the social system at arm's length, examining it critically. Therefore, the underlying structure of their meaningmaking can be characterized as operating at the level of "systems." Notably, major fears for individuals at this stage include not meeting their own standards or becoming subject to definitions imposed by others. It is estimated that approximately 35% of the adult population has reached the plateau of development known as the self-authoring mind. These individuals possess a capacity for self-directed action and demonstrate strong independent thinking. However, it is essential for them to recognize the importance of diverse perspectives and to avoid becoming overly rigid in their own definitions. Leaders who operate from the self-authoring mind stage of development create an environment that fosters autonomy, encourages critical thinking, and values personal growth and development. They empower their team members to take ownership of their work, contribute their unique perspectives, and engage in problem-solving that considers the larger systems at play. Moreover, leaders at this stage possess the ability to navigate complexity, adapt to change, and promote innovative solutions that align with their personal values, ultimately contributing to the overall success of the organization.


When considering the implications of the Self-Authoring Mind for leadership, it's important to recognize that individuals at this stage have developed a greater sense of autonomy and the ability to critically evaluate their environment, including the prevailing culture. As a leader operating from the Self-Authoring Mind stage, one is able to distinguish their own opinions from those of others and formulate an independent "seat of judgment." Leaders with a Self-Authoring Mind orientation tend to be self-directed and independent thinkers. They have a clear sense of personal agency and are guided by their own internal compass, rather than relying solely on external authority or consensus. These leaders are capable of self-authoring their own identities, aligning their actions and decisions with their personal values and beliefs. A Self-Authoring leader is drawn towards problem-solving that aligns with their own personal agenda and goals. They hold the surrounding social system as object, viewing it critically and understanding it as a complex system of interrelated components. Their underlying structure of meaning-making operates at the level of systems thinking, allowing them to consider the broader implications and interconnectedness of their decisions.


However, it's important to note that only approximately 35% of the adult population is at the Self-Authoring plateau of development. While these individuals may demonstrate strong independent thinking and a capacity for self-directed action, it's crucial for them to recognize the diversity of perspectives and avoid falling short of their own standards or becoming excessively rigid in their own definitions. Effective leadership from the Self-Authoring Mind stage involves creating an environment that fosters autonomy, encourages critical thinking, and values individual growth and development. These leaders can empower their team members to take ownership of their work, contribute their unique perspectives, and engage in problem-solving that considers the larger systems at play. They also have the potential to navigate complexity, adapt to change, and promote innovative solutions that align with their personal values and contribute to the organization's overall success.


The Self-Transforming Mind


Encountering leaders operating from the self-transforming mind is a rare and enlightening experience. In my journey as a leadership consultant, I have had the privilege of meeting a few individuals who embody this exceptional mindset. However, it is important to note that leaders with a self-transforming mind are often misunderstood by their direct reports and stakeholders, mainly because their approach to life and leadership is vastly different from those operating from socialized or self-authored minds. For leaders with a socialized mind, external validation plays a pivotal role. Their title on a business card, outward appearances, and the narratives spun around them are of utmost importance. They strive to be perceived as heroes and work diligently to maintain an impeccable image. They carefully craft their brand and diligently manage the stories surrounding them.


On the contrary, for leaders with a self-transforming mind, these external trappings hold little significance. Their focus transcends short-term results and tactical pursuits. They have a profound understanding of the bigger picture, prioritizing long-term sustainability, resilience, and agility. As Catalyst leaders, they steer teams with genuine interest, joy, and pride, fostering creativity and innovation as if it were second nature. One such leader I had the privilege to work with faced severe criticism from direct reports and stakeholders for not conforming to the traditional mold of seriousness. The prevailing narrative around him was that he "didn't care about his role" or take it seriously enough. However, the truth lay in the remarkable results he achieved, not through grandstanding or self-promotion but through authentic leadership that spoke volumes. This leader demonstrated the true essence of the self-transforming mind. He never sought attention or credit for success, yet his impact on the organization and its culture was profound. His focus on sustainability, resilience, and agility created an environment where innovation flourished and teams thrived. His ability to operate without the need for external validation empowered him to make decisions aligned with the organization's long-term vision, free from the constraints of short-sighted expectations.


Amidst the critical voices, there existed a silent crowd that recognized the power of this leader's approach. They appreciated his genuine care for the team and the organization, his humility, and his unyielding commitment to creating a better future. He became a true role model, not just for his team but for anyone aspiring to embrace the self-transforming mind. Kegan's concept of the self-transforming mind represents the highest level of consciousness in his model. Individuals at this stage possess the remarkable ability to step back from the process of self-authoring and view it as an object of observation. This perspective allows them to simultaneously consider and compare multiple ideologies, while maintaining a cautious stance towards any single ideology. They constantly ask themselves questions like, "What am I missing?" and "How can my outlook be more inclusive?" Instead of adhering to either/or thinking, they adopt a both/and mindset, moving beyond binary distinctions. This mindset is characterized by a perpetual quest for problem-solving and a multi-frame perspective that accommodates the contradictions inherent in competing belief systems. As a result, the self-transforming mind engages in a dialectic between different systems of thought. Central to this stage is an acceptance of the incompleteness of wholeness. The underlying structure of meaning-making in the self-transforming mind can be best understood as operating at the level of a "system of systems." This means that individuals at this stage perceive the interconnectedness and interdependence of various systems, recognizing that each system is part of a larger whole. They grasp the complexity and interplay between these systems, informing their understanding and decision-making. It is important to note that less than 1% of the adult population has reached the level of the self-transforming mind. Individuals at this stage face fears such as complacency regarding their own identity or the false belief that they have finally "learned it all." They remain humble in their pursuit of knowledge and personal growth, acknowledging that their development and understanding are ongoing.


The self-transforming mind holds profound implications for leadership and society, although it is a rare stage of development. Leaders operating from this stage have a unique ability to navigate complexity, embrace diverse perspectives, and hold paradoxes. They foster environments that encourage dialogue, collaboration, and critical thinking, valuing the interconnectedness of systems and promoting holistic approaches to problem-solving. These leaders embrace continuous learning and personal growth, recognizing that true wholeness and understanding are ever-evolving processes. The self-transforming mind has significant implications for leadership. Leaders who have reached this stage of consciousness bring a unique set of qualities and perspectives that profoundly influence their approach to leadership.


Firstly, leaders with a self-transforming mind have a heightened capacity to embrace complexity. They can navigate and understand the intricacies of complex systems, appreciating the interdependencies and interconnectedness of various factors. This enables them to make inform ed decisions and develop holistic strategies that consider the broader implications. Secondly, these leaders actively embrace diverse perspectives. They possess an open-mindedness that encourages them to seek out multiple ideologies and viewpoints, valuing inclusivity in their decisionmaking processes. This inclusive approach fosters an environment where diverse voices are heard and respected, leading to better decision-making and more innovative solutions. Furthermore, leaders at this stage can comfortably hold paradoxes and contradictions. They have the ability to tolerate ambiguity and conflicting ideas without feeling compelled to immediately resolve them.


This skill allows for more creative problem-solving and a deeper understanding of complex issues. Leaders with a self-transforming mind have a perpetual quest for learning and personal growth. They are committed to continuous improvement, challenging their assumptions, seeking new knowledge, and adapting their leadership style based on new insights. This commitment to growth enables them to remain agile and adapt to changing circumstances. A systems thinking mindset is also characteristic of leaders with a self-transforming mind. They can perceive the interconnectedness of various systems and understand how changes in one system can impact others. This holistic perspective enables them to consider the broader implications of their decisions and take into account the longterm consequences for different stakeholders. These leaders create an environment that encourages dialogue, collaboration, and critical thinking. They foster a culture of open communication, where team members feel comfortable expressing diverse perspectives and engaging in constructive discussions.


This inclusive and collaborative approach leads to better problem-solving and promotes a sense of ownership and engagement among team members. Finally, leaders at the self-transforming mind stage are comfortable with change and uncertainty. They embrace the reality of a constantly evolving world and adapt their leadership style accordingly. Their agility and flexibility allow them to navigate ambiguity and effectively lead their teams through periods of transition. In summary, leaders operating from the self-transforming mind stage bring a deep sense of wisdom, inclusivity, and adaptability to their leadership roles. They create environments that foster growth, collaboration, and innovation. Their ability to embrace complexity, diverse perspectives, and change allows them to tackle complex challenges effectively and lead their teams towards success.


Not about good or bad, nor better or worse


The implications of Kegan's theory of human development, particularly the stages of consciousness, have important considerations for our understanding of leadership and human experience in general. In the realm of constructive developmental theories, it is essential to recognize that as individuals grow a bigger mind and progress through different orders of mind, they gain new capacities for navigating complexity and uncertainty. Each level of cognitive growth builds upon the previous ones, providing a broader range of perspectives and skills to draw upon. When someone operates from a self-transforming mind, they have integrated all the capacities from the socialized and self-authored mindsets, allowing them to adapt and choose their responses based on what the situation demands. To illustrate this, consider playing with Lego with a five-year-old child. In the midst of the play, you can fully engage at their level, sharing their joy and excitement. However, you never lose the awareness of your adult mindset, as you may also be thinking about other matters, such as the noise outside or upcoming responsibilities like taxes and car maintenance. The child, on the other hand, may not possess the same cognitive capacity to comprehend these complex matters.


Recognizing this difference between capacities and levels of understanding, it becomes apparent that being judgmental about different orders of mind is not productive. Just as we wouldn't scold a five-year-old for not being able to read or write, we should not impose expectations on others based on their current cognitive stage. Each order of mind has its strengths and limitations, and the focus should be on understanding and supporting growth, rather than labeling one as "better" or "worse" than another. Embracing this nonjudgmental stance allows us to appreciate the diverse perspectives and contributions that individuals at various cognitive stages bring to the table. It fosters an environment of inclusivity and collaboration, where people are encouraged to share their unique insights and experiences without fear of judgment. Rather than evaluating someone's worth based on their current level of cognitive development, we can shift our focus to understanding their intentions, skills, and capabilities. In the end, it is about recognizing that growth is a journey, and everyone is on their path of development. By appreciating the different attitudes, capacities, and perspectives that arise at each order of mind, we create an environment that nurtures continuous growth and embraces the potential for transformation. This open-minded and accepting approach lays the foundation for fostering creativity, innovation, and cooperation, ultimately leading to the collective advancement of individuals and organizations alike.


Kegan highlights that different individuals possess different capacities and meet varying mental demands. It's not about being a "better" or "worse" person, but rather about having the capacity to handle specific circumstances. The theory emphasizes that "bigger is bigger," meaning that higher stages of consciousness offer expanded capabilities and perspectives. One valid area where judgment can come into play is when assessing whether a person's capacities align with the demands placed upon them. If someone's capacities are in line with the everyday demands they face, they are likely to be effective and potentially happy. However, if the demands surpass their capacities, they may feel overwhelmed or struggle to navigate conflicting opinions and seek guidance from more advanced stages. It's important to acknowledge that these stages are theoretical ideals, and most individuals spend their lives transitioning between them rather than residing in a single stage. Transitions can take varying amounts of time, and growth occurs at different rates in different aspects of our lives. Patience is necessary as we navigate our personal development journeys, recognizing that each individual follows a unique path. A central aspect of this theory is the ongoing process of developing wider circles of perspective-taking, both internally (reflecting on one's own thinking) and externally (understanding the thinking of others). It highlights the importance of continuously expanding our capacity to understand and relate to different perspectives.


Additionally, it's worth noting that there are other theories of adult development, such as the work of Jane Loevinger and Bill Torbert, which offer complementary perspectives on ego development. Ultimately, the relevance of this theory lies in humanity's greatest challenge in a globalized world: learning to live in each other's backyards. The complex task of global coexistence requires more advanced thinking beyond the limits of socialized minds. It goes beyond leadership, policies, or technology. It calls for individuals to cultivate more complex thinking and take collective responsibility for meeting the challenges of our interconnected world.


A LEADERSHIP AGILITY FRAMEWORK


In the context of a chapter discussing why leaders need to develop a broader perspective, it is essential to explore a leadership agility framework. This framework provides a structured approach for leaders to enhance their capacity to navigate complex challenges and adapt to a rapidly changing environment. One of my most transformative experiences with the agility framework came when I was working with a team of specialists who were struggling to deliver on their promises. The manager leading this team was known for being diplomatic and polished in his communication, always careful not to stir up any emotions. In front of the team, he appeared flawless, never showing vulnerability or discussing feelings or emotions. However, behind closed doors, he would confide in me, sharing his concerns about the team's performance. He often used the phrase "don't poke the bear," reflecting his fear of conflicts and being questioned. Upon interacting with the individual team members one-on-one, I realized that they all had impressive resumes and were capable of saying the right things. Yet, they were unable to function effectively as a cohesive unit. The team culture was one of self-preservation, with team members investing considerable energy into managing their reputations and presenting themselves in the best light possible. They were playing politics, hiding their weaknesses, and avoiding taking ownership of their limitations.


Listening to the manager, I understood that he saw himself as the heroic savior of the company, using a direct and controlling approach. It was a win-or-lose mindset with a task-focused orientation towards people, viewing them as problems to be solved. He spoke about the importance of feedback, but it was mostly used for criticizing and directing, not for fostering growth or collaboration. He preferred one-on-one conversations and struggled to communicate with the team as a whole.


Conversing with the team members individually, I realized that they yearned for coaching rather than being dictated to. They sought collaboration and inspiration, desiring a visionary leader who could unleash their potential. However, their manager's hierarchical mindset and lack of trust limited their growth and performance. To bridge this gap, we decided to focus on reducing the hierarchical structure and building self-trust, relational trust, and organizational trust. The manager agreed to delegate decision-making to where the action was, trusting the specialists to lead the way based on the context's demands instead of enforcing control. With this shift in approach, the team members felt empowered and started to rise to the occasion. They were no longer restrained by a ceiling, and their performance began to align with the organizational goals.


As we continued to foster a culture of empowerment and collaboration, the team's results steadily improved. The shift from a manager-centric approach to a Catalyst-style leadership allowed the team to thrive, tapping into their collective strengths and creativity. The individuals felt valued, trusted, and motivated, and they embraced the vision, working together to achieve shared success. This experience reinforced the power of the agility framework in transforming leadership practices and organizational dynamics. By recognizing the importance of fostering trust, empowering individuals, and embracing a collaborative approach, we were able to unleash the team's full potential and drive positive change throughout the organization. The journey from a manager-led structure to a team-centered culture proved to be a pivotal moment in my understanding and application of agility in leadership. Leadership agility refers to the ability to think and act flexibly, respond to ambiguity, and effectively lead in dynamic situations. It encompasses the capacity to understand multiple perspectives, make informed decisions, and inspire others in the face of uncertainty. Within this framework, leaders are encouraged to cultivate a "bigger mind" by expanding their cognitive and emotional capacities. This involves developing skills such as self-awareness, empathy, open-mindedness, and adaptability. It requires leaders to embrace a growth mindset, continuously learn, and challenge their existing assumptions and beliefs.


One aspect of a leadership agility framework is the recognition that there is no one-size-fits-all approach to leadership. Different situations call for different leadership styles and approaches. Leaders need to be agile in their thinking and adaptable in their actions, tailoring their leadership approach to the specific needs and dynamics of each situation. Furthermore, a leadership agility framework emphasizes the importance of building strong relationships and fostering collaboration. Leaders need to cultivate a diverse network of relationships, both within and outside their organization, to tap into different perspectives, expertise, and resources. Collaboration enables leaders to leverage collective intelligence and navigate complex problems more effectively. The framework also emphasizes the value of continuous learning and self-development. Leaders are encouraged to seek feedback, engage in reflective practices, and actively pursue opportunities for growth.


By embracing a learning mindset, leaders can continuously evolve and refine their leadership capabilities, ensuring they remain relevant and effective in an ever-changing world. Joiner and Josephs (2007) introduced a comprehensive framework for understanding leadership agility, which examines how leaders demonstrate agility in specific leadership contexts. To gain insights into this concept, the researchers employed various research methods including questionnaires, in-depth interviews, on-site observations, client case studies, and manager journals. They studied the thought patterns, behavior, and performance of 600 managers across different industries, functions, and organizational levels. A leadership agility framework serves as a guide for leaders to grow a bigger mind. It encourages them to develop the cognitive, emotional, and relational capacities needed to thrive in today's complex and dynamic environment. By embracing agility, continuous learning, and adaptability, leaders can enhance their effectiveness and positively impact their organizations and the people they lead.


Four interrelated types of agility
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In the pursuit of becoming more agile, leaders embark on a transformative journey of continuous development and growth. Joiner and Josephs shed light on this path, identifying distinct areas of agility that are interrelated and crucial for a leader's evolution. These four facets are contextsetting agility, stakeholder agility, creative agility, and self-leadership agility. Each area presents unique challenges and opportunities, contributing to a comprehensive framework for agile leadership.


Context-Setting Agility: The context in which leaders operate plays a significant role in their ability to be agile. Context-setting agility involves adapting and responding to the ever-changing external landscape. It encompasses an understanding of the organization's environment, industry trends, and the impact of global forces. Leaders with high context-setting agility possess a keen sense of foresight, allowing them to anticipate challenges and opportunities, thus making informed decisions that align with the organization's overarching vision. Developing context-setting agility requires a blend of nature and nurture, as well as consistent practice and training to hone this critical skill.


Stakeholder Agility: Leaders must navigate a complex web of stakeholders with diverse interests and perspectives. Stakeholder agility entails building and maintaining effective relationships with various individuals and groups, including employees, customers, investors, and community members. Agile leaders adeptly engage stakeholders, empathizing with their needs and concerns while aligning them with the organization's objectives. Cultivating stakeholder agility demands continuous learning and understanding the intricacies of human interactions, communication, and collaboration.


Creative Agility: Innovation and creativity fuel progress and foster adaptability in leaders and organizations. Creative agility involves thinking outside the box, exploring novel solutions, and embracing experimentation. Leaders with high creative agility inspire their teams to challenge conventional wisdom and embrace a culture of innovation. Nurturing creative agility requires creating an environment that encourages risktaking, rewards curiosity, and empowers individuals to voice their ideas freely.


Self-Leadership Agility: At the core of agility lies the ability to lead oneself effectively. Self-leadership agility encompasses self-awareness, emotional intelligence, and the capacity to manage one's thoughts, emotions, and behaviors. Leaders with strong self-leadership agility can navigate stress, uncertainty, and ambiguity with composure and resilience. Developing self-leadership agility involves introspection, mindfulness, and a commitment to ongoing personal growth and development.


As a leader, you may find yourself excelling in certain areas of agility while having room for growth in others. Embracing this framework invites you to reflect on your strengths and opportunities for development. By recognizing the interconnected nature of these four types of agility, you can strategically cultivate your leadership skills to foster a more agile and adaptive approach.


Context-setting agility


This type of agility refers to a leader's willingness and ability to initiate strategic or visionary initiatives, rather than focusing solely on tactical and incremental actions. Leaders with context-setting agility have a broader perspective and are adept at aligning their actions with long-term organizational goals. In the realm of "context setting agility," one critical aspect that often determines the success of leaders and teams is the alignment between the scope of initiatives and the setting of direction.


The scope of initiatives refers to the breadth and depth of actions individuals and teams take to achieve their goals, while setting direction involves defining the vision, purpose, and long-term objectives of an organization. It is essential for leaders to recognize the diversity of scopes of initiatives that exist within their teams and organizations. Some individuals may have a scope of initiative focused on following instructions and delivering results as directed. They excel at executing tasks and meeting expectations, and their sense of accomplishment is derived from "doing a good job" based on predefined criteria. This approach often aligns with a hierarchical, command-and-control management style, where the setting of direction is solely determined by those in authority. However, there are individuals, like the team of specialists mentioned earlier, who possess a scope of initiative driven by a desire to make a meaningful impact on the world. They believe in the value of their contributions and have a strong sense of purpose and passion for their work. For these individuals, setting direction goes beyond just following instructions; it involves aligning their efforts with their inner values and aspirations. Their sense of fulfillment comes from contributing to something greater than themselves and making a positive difference in the world.


When the scope of initiatives and the setting of direction are not aligned, conflicts can arise. In the case of the team of specialists and their manager, the misalignment between their individual scopes of initiatives and the manager's directive approach led to a clash of values and goals. The manager's focus on control and results clashed with the team's desire to create meaningful change, resulting in a lack of trust and collaboration.


In the ever-changing, post-modern world, leaders face increasing complexity, uncertainty, and ambiguity. To navigate these challenges successfully, leaders must cultivate a scope of initiative that transcends personal prestige and the desire to be seen as a hero. Instead, they should focus on accountability and commitment to a greater purpose beyond individual recognition. Such a scope of initiative enables leaders to be more agile, adaptable, and open to diverse perspectives, fostering an environment where innovative solutions can emerge. Furthermore, aligning the setting of direction with the level of complexity needed is crucial for achieving sustainable, long-term results. Leaders must recognize that complex challenges often require collaborative and adaptable approaches that go beyond rigid hierarchical structures. Setting direction in a way that embraces agility, encourages experimentation, and promotes a learningoriented culture will enable organizations to thrive amidst uncertainty. In conclusion, the alignment between the scope of initiatives and the setting of direction is pivotal for effective leadership in the modern world. Leaders who understand and value the diverse scopes of initiatives within their teams, and who set direction in line with the complexity of their goals, are better equipped to lead their organizations toward sustainable success and positive change.


By fostering an environment of trust, collaboration, and purpose-driven action, these leaders can create a meaningful and transformative impact on their teams, organizations, and the world at large.


Practical Implications of Context-Setting Agility


Visionary Leadership: Context-setting agile leaders should prioritize visionary thinking and set a compelling long-term vision for the organization. They must communicate this vision effectively to inspire and align their teams toward a common goal.


Strategic Planning: Leaders should engage in strategic planning that goes beyond short-term objectives. They must analyze market trends, technological advancements, and emerging opportunities to develop innovative strategies that position the organization for sustainable success.


Anticipate and Adapt: Context-setting agile leaders need to be proactive in anticipating changes in the external environment and industry landscape. They should be open to adapting their strategies to stay ahead of the competition and capitalize on emerging trends.


Fostering Innovation: Encourage a culture of innovation within the organization by empowering teams to experiment with new ideas and approaches. Leaders should create an environment where calculated risktaking is encouraged, and failures are viewed as learning opportunities.


Aligning Resources: Leaders must align resources, including talent, finances, and technology, with the long-term vision of the organization. This involves making strategic investments and optimizing resource allocation to support the achievement of strategic goals.


Building Strategic Partnerships: Context-setting agile leaders should actively seek and build strategic partnerships with other organizations, institutions, or industry experts. Collaborative efforts can lead to mutual benefits and provide access to new markets or technologies.


Continuous Learning: Foster a culture of continuous learning and professional development among leaders and employees. Leaders should invest in their own growth and encourage their teams to stay updated with the latest industry trends and best practices.


Long-Term Performance Metrics: Context-setting agile leaders should establish and track long-term performance metrics that align with the organization's strategic goals. This includes measuring progress toward the vision and adjusting strategies as needed.


Empowering Decision-Making: Empower employees at all levels to make decisions that support the long-term goals of the organization. Encourage a decentralized decision-making approach that allows for adaptability and responsiveness.


Creating Change Agents: Develop change agents within the organization who can champion strategic initiatives and drive transformational change. These change agents should be equipped with the skills and knowledge to navigate complex challenges and mobilize others toward the vision.


By embracing context-setting agility, leaders can steer their organizations toward sustainable growth and success. This type of agility enables leaders to think beyond the immediate horizon, create a compelling vision, and make strategic decisions that positively impact the organization's future. Through visionary leadership and adaptive strategic planning, context-setting agile leaders can navigate the dynamic business landscape and position their organizations as industry leaders.


Stakeholder agility


Effective leaders demonstrate stakeholder agility by understanding the perspectives, priorities, and objectives of key stakeholders who may hold differing views from their own. They excel at creating alignment and building relationships with diverse stakeholders, fostering collaboration and achieving shared objectives. In the dynamic landscape of leadership, effective communication is the cornerstone of navigating complexity. Within this context, "stakeholder agility" emerges as a vital concept, encompassing the art of balancing the delicate interplay of "push and pull" – advocating one's viewpoint while inviting others to express their perspectives on the same subject. It involves fostering mutual respect, a genuine desire for mutual influence, and an open exchange of information and viewpoints to foster shared commitments.


Within the framework of energetically developmental leadership, we employ the inner compass as a guiding tool for calibrating conversations, particularly in direct person-to-person dialogues. These conversations often revolve around critical outcomes and involve cross-boundary discussions on complex, novel issues. Stakeholder agility becomes indispensable when stakeholders hold conflicting views and priorities, which can create significant stress for everyone involved. In calibrating these conversations, leaders must address both their assertive side, focusing on the task, and their accommodative side, emphasizing the relationship. In the realm of stakeholder management, the Expert power style often manifests as being exclusively assertive or accommodative. For instance, employing advocacy without inquiry means asserting one's viewpoint without displaying explicit interest in being influenced by others' perspectives. While this approach allows others to know where the leader stands and benefits from their expertise, it might discourage open expression from others and lead to negative reputations and strained relationships. On the other hand, adopting inquiry without advocacy entails encouraging others to express their views while withholding one's own.


This approach allows others to feel seen, heard, and included, and the leader gains insight into others' perspectives. However, not expressing one's own viewpoint can potentially lead to distrust and missed opportunities for influencing outcomes. The Achiever power style, in contrast, demonstrates a more balanced and strategic approach. Leaders with this power style skillfully combine assertiveness and accommodation, exhibiting self-awareness and deliberate consideration in their interactions. Similarly, the Catalyst power style is characterized by the fusion of advocacy with inquiry. Catalyst leaders advocate their viewpoint while immediately inviting others to express theirs. This approach exemplifies mutual respect, genuine desire for influence, and an open exchange of perspectives, fostering strong connections and shared commitments. In the realm of stakeholder agility, the interplay of assertiveness and accommodation, advocacy and inquiry, becomes a dance of balanced leadership. By embracing a strategic and open approach to conversations, leaders can navigate complexity with finesse and build strong, collaborative relationships with stakeholders. The path of stakeholder agility calls for leaders to harmonize their inner compass with the needs of the situation, empowering them to inspire positive change and collective growth.


Practical Implications of Demonstrating Stakeholder Agility


Active Listening: Engage in active listening when interacting with stakeholders. Demonstrate genuine interest in understanding their perspectives, needs, and concerns. Actively seek feedback and incorporate stakeholders' input into decision-making processes.


Empathy and Emotional Intelligence: Cultivate empathy and emotional intelligence to better connect with stakeholders on an emotional level. Understand their motivations, emotions, and values to build rapport and trust.


Flexibility in Communication: Adapt communication styles to suit different stakeholders. Some may prefer detailed data and analysis, while others may respond better to a more visionary and inspirational approach. Tailor your messaging accordingly.


Building Coalitions: Identify opportunities for collaboration and coalitionbuilding among stakeholders with potentially differing interests. Bring together diverse perspectives to work toward common goals and shared objectives.


Conflict Resolution: Handle conflicts between stakeholders diplomatically and constructively. Seek win-win solutions that address the concerns of all parties involved.


Stakeholder Mapping: Conduct stakeholder mapping exercises to identify key stakeholders, their influence, and their potential impact on the organization. Prioritize engagement efforts based on their significance.


Proactive Engagement: Be proactive in engaging with stakeholders, even before issues arise. Regularly communicate updates, progress, and potential challenges to maintain transparency and build trust.


Anticipate Stakeholder Needs: Anticipate the evolving needs of stakeholders and be prepared to adjust strategies and plans accordingly. Demonstrate foresight to address potential concerns before they become significant issues.


Shared Value Creation: Demonstrate a commitment to creating shared value for stakeholders and the organization. Seek opportunities where stakeholder interests align with the organization's objectives to create mutually beneficial outcomes.


Calibrating Conversations: Introduce the concept of "Calibrating Conversations" as a powerful tool to navigate stakeholder relationships. In upcoming sections of this book, we will delve deeper into this practice, which involves aligning perspectives, resolving conflicts, and building trust through transparent and authentic dialogue.


By demonstrating stakeholder agility, leaders can effectively navigate complex relationships, build trust, and foster collaboration among diverse stakeholders. Understanding and addressing stakeholder perspectives and priorities enable leaders to achieve shared objectives and create a positive impact on the organization's overall success. Stakeholder agility is a key aspect of leadership that contributes to building strong partnerships, gaining support, and achieving sustainable growth and development.


Creative agility


In turbulent business environments, leaders need to be insightful and creative when analyzing and solving complex and novel problems. Creative agility enables leaders to think outside the box, generate innovative ideas, and adapt quickly to changing circumstances. In the realm of creative agility, we encounter a fundamental capacity to tackle key problems and select innovative initiatives that demand attention. Central to this process is the identification of critical problems and the exploration of their root causes. By carefully evaluating potential solutions, we strive to find the most suitable options that meet all relevant criteria.


The essence of creative agility lies in departing from traditional problemsolving dynamics, which involve presenting ideas and subjecting them to critiques to filter out the best options. Instead, creative agility encourages us to embrace divergent thinking, a liberating approach that fosters idea generation without judgment. In this mode, we prioritize quantity over quality and build upon each other's ideas, creating a rich tapestry of potential solutions. Subsequently, we transition into convergent thinking, a practical and affirmative process that refines and improves upon the ideas until they align with our objectives. This combination of divergent and convergent thinking empowers us to devise strategies for action that are both innovative and effective. It is essential to recognize that idea generation sessions do not aim to achieve consensus. Rather, they serve as platforms for exploring diverse perspectives and possibilities. To ensure the effectiveness of these sessions, we must avoid falling into common traps. This includes refraining from excessive explanations about the situation at hand, steering clear of group discussions that may overshadow individual contributions, and avoiding the presentation of ideas or judgmental statements as questions.


By embracing creative agility, we unlock the potential to address complex challenges with fresh perspectives and inventive solutions. This dynamic approach invites us to think boldly, collaborate openly, and chart a path towards meaningful progress and transformative change. In the realm of creative agility, possibilities are boundless, and with each idea we generate, we enrich the foundation for a brighter and more innovative future.


Practical Implications to Enhance Creative Agility


Encourage Diverse Perspectives: Foster a culture that values diverse perspectives and encourages employees to contribute their unique ideas. Create a safe space for open brainstorming sessions and encourage employees to challenge conventional thinking.


Embrace a Growth Mindset: Cultivate a growth mindset within the organization, where mistakes are seen as learning opportunities, and experimentation is encouraged. Encourage leaders and employees to embrace a positive attitude towards failure and view it as a stepping stone towards innovation.


Cross-Functional Collaboration: Facilitate cross-functional collaboration and exchange of ideas. Encourage teams from different departments or disciplines to work together on solving complex challenges, bringing together diverse skill sets and knowledge.


Design Thinking Workshops: Organize design thinking workshops to foster creativity and innovation. These workshops can help teams identify usercentric solutions and generate out-of-the-box ideas.


Continuous Learning and Training: Invest in continuous learning and training opportunities for leaders and employees. Offer workshops and courses that enhance creative thinking, problem-solving, and critical analysis skills.


Create an Idea Incubation Environment: Establish an idea incubation environment where employees can work on their creative projects and experiment with new concepts. Provide resources and support for idea development.


Encourage Risk-Taking: Encourage calculated risk-taking within the organization. Recognize and reward employees who take innovative initiatives, even if the outcomes are not always successful.


Foster Curiosity: Encourage curiosity and a thirst for knowledge among leaders and employees. Create opportunities for exploring new trends, technologies, and emerging markets that may lead to innovative solutions.


Seek External Perspectives: Look beyond the organization for insights and inspiration. Engage with external partners, thought leaders, and industry experts to gain fresh perspectives on complex challenges.


Reflect and Iterate: Encourage leaders to reflect on past experiences and learn from both successes and failures. Adopt an iterative approach to problem-solving, continuously refining and improving solutions based on feedback and new insights.


By promoting creative agility, leaders can harness the collective intelligence of their teams, identify innovative solutions to complex challenges, and adapt quickly to changing circumstances. Embracing a creative mindset throughout the organization fosters a culture of innovation and sets the stage for continuous growth and success in a rapidly evolving business landscape.


Self-leadership agility


This type of agility emphasizes a leader's proactive approach to seeking feedback and experimenting with new and more effective behaviors. Self-leadership agility involves continuous self-improvement, self-reflection, and learning from experiences, both in familiar and unfamiliar situations. It is important to note that leadership agility extends beyond the concept of "learning agility," which gained popularity in the 1990s. Learning agility and self-leadership agility share similarities, as both involve a leader's ability to learn from experiences and apply those learnings. In the realm of self-leadership agility, a fundamental capacity lies in the ability to discern and clarify your leadership development objectives. This core principle aligns seamlessly with our energetically developmental model, where the inner compass serves as a potent tool to facilitate this process. By honing your inner compass, you gain profound insights into your values, purpose, and authenticity, providing a solid foundation for defining your leadership goals.


Beyond clarifying your objectives, self-leadership agility encourages you to seize everyday initiatives as opportunities for experimentation. Embrace new mindsets and behaviors, daring to venture beyond your comfort zone. This courageous approach allows you to explore uncharted territory and discover the full range of your potential as a leader. Equally crucial is the practice of learning through reflection. As you engage in actions, take the time to ponder their consequences. Reflect upon the outcomes, both intended and unintended, to gain invaluable wisdom from your experiences. This reflective process nurtures continuous growth and refinement, propelling you towards becoming a more insightful and effective leader. Self-leadership agility is not a static destination but an ongoing journey of growth and development. By cultivating a deep understanding of your inner compass, embracing experimentation, and engaging in reflective learning, you set the stage for a transformative evolution in your leadership journey. Embrace this path with an open heart and a willingness to embrace change, and you will unlock the boundless potential within yourself as a leader. As you navigate the intricacies of self-leadership agility, you pave the way for extraordinary accomplishments and enduring impact in all facets of your life and leadership.


Practical implications for Self-Leadership Agility


Cultivate a Growth Mindset: Adopt a growth mindset that embraces continuous self-improvement and sees challenges as opportunities for learning and growth. Encourage a culture that values learning and development at all levels of the organization.


Seek Feedback and Reflect: Proactively seek feedback from colleagues, subordinates, and mentors to gain insights into your strengths and areas for improvement. Regularly reflect on your experiences and identify lessons learned to apply in future situations.


Embrace a Learning Plan: Develop a personalized learning plan that outlines specific areas you want to develop and the actions you will take to enhance your skills and knowledge. Set clear goals and milestones to measure your progress.


Experiment with New Behaviors: Be open to trying new approaches and behaviors to improve your leadership effectiveness. Step outside your comfort zone and take calculated risks to explore innovative ways of leading.


Develop Emotional Intelligence: Strengthen your emotional intelligence by becoming more aware of your emotions and their impact on your decisionmaking and interactions with others. Practice emotional regulation and empathy to build stronger relationships.


Build a Support Network: Surround yourself with a supportive network of peers, mentors, and coaches who can provide guidance, encouragement, and constructive feedback. Engage in regular discussions with them to gain different perspectives.


Focus on Well-Being: Prioritize self-care and well-being to maintain high levels of energy and resilience. Incorporate practices like mindfulness, exercise, and adequate rest to recharge and stay mentally and physically fit.


Learn from Failures: Embrace failures as opportunities for learning and growth. Analyze past challenges and setbacks to understand what went wrong and how you can improve your decision-making and problem-solving in the future.


Embody Adaptability: Demonstrate adaptability and flexibility in your leadership approach. Be willing to adjust your strategies and tactics based on the evolving needs of the organization and the external environment.


Be a Lifelong Learner: Commit to lifelong learning and make continuous self-improvement an integral part of your leadership journey. Stay curious and open-minded, seeking new knowledge and insights to stay ahead in an ever-changing world.


By fostering self-leadership agility, leaders can proactively develop their skills and capabilities, adapt to dynamic challenges, and continuously evolve as effective and impactful leaders. Embracing self-leadership agility contributes to building an agile and growth-oriented organizational culture, driving success and positive transformation.


Levels of agility and cognitive growth
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In constructive developmental theories, cognitive growth is often described in terms of three levels: pre-conventional, conventional, and postconventional. At the preconventional level, individuals' thinking is focused on their own self-interest and immediate needs. Their moral judgments are based on avoiding punishment and seeking rewards. They adhere to rules and norms primarily to avoid negative consequences or gain personal benefits. This level is characterized by a limited perspective and a lack of consideration for broader ethical principles or societal values. In the conventional level, individuals develop a greater awareness of societal norms and expectations. They conform to social conventions and uphold rules and laws to maintain social order and gain approval from others. Moral judgments are influenced by societal norms and the desire to fit in and be seen as a good person. This level emphasizes conformity and meeting societal expectations, valuing social harmony and group cohesion. At the post-conventional level, individuals go beyond societal norms and question the established conventions and values. They develop their own ethical principles and moral reasoning that are guided by universal principles of justice, human rights, and fairness. They recognize that rules and laws can be flawed and may challenge them in pursuit of higher moral ideals.


This level reflects a more autonomous and reflective mode of thinking, valuing individual rights and ethical considerations beyond social consensus. It's important to note that individuals can operate at different levels in different areas of their lives, and not everyone reaches the postconventional level of cognitive growth. These levels provide a framework for understanding how individuals' thinking and moral reasoning develop over time. Joiner and Josephs propose different levels of agility within their leadership agility framework. These levels – the Expert, Achiever, Catalyst, Co-creator and Synergist mindset, represent the progressive stages of agility development that leaders can strive for. These levels all use a mindset at the conventional and post-conventional levels.


The Expert mindset – (conventional stage)
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In my role as a facilitator of leadership programs, I encounter leaders with an expert mindset who often seek tangible "tools" when asked about their expected outcomes from participating. They believe that having external resources and specific techniques is crucial for their development as leaders. However, within the context of energetically developmental leadership programs, we provide something more profound and transformative, which may not be easily measured or quantified. The outcomes of our programs may not yield immediate visible changes in the individual leader. Instead, the true impact is often experienced as a ripple effect throughout the organization. It manifests in improved business results and a transformed working environment, where individuals feel empowered and motivated to contribute meaningfully to their roles. Just like Einstein's famous quote, "not everything that can be counted counts and not everything that counts can be counted," the essence of our leadership programs lies in the intangible aspects that profoundly shape the leaders' mindset and behavior. In the modern world, we encounter countless leaders who prioritize the quantifiable and the concrete, seeking quick fixes and ready-made solutions.


These leaders often miss the underlying essence of growth and transformation that takes time and commitment to unfold. In contrast, an energetically developmental approach embraces the journey of self-discovery, self-awareness, and profound personal growth. It is not about handing out tools but rather fostering the necessary inner prerequisites to wield those tools effectively. While some leaders may initially find it challenging to embrace this approach, especially when it comes to measuring tangible outcomes, it is essential to recognize the lasting impact that transcends immediate results. Our programs focus on fostering a deeper sense of purpose, self-awareness, and emotional intelligence in leaders. These foundational elements create a solid framework upon which leaders can build their growth and development. As we move forward in this transformative journey, we encourage leaders to embrace the wisdom of the expert mindset. It involves acknowledging that true growth lies beyond mere external tools and metrics. By shifting their focus inward, leaders can cultivate a mindset that fuels genuine transformation, empowering not only themselves but also their teams and organizations. The expert mindset, as understood within the context of energetically developmental leadership, encourages leaders to shift their perspective from seeking instant tools to nurturing the inner capacities that drive lasting change and continuous growth. As they embark on this enriching journey, they will uncover the true essence of leadership and its profound impact on their lives, their organizations, and the world at large. Leadership agility operating on the "expert" level is characterized by a tactical, problem-solving orientation.


Leaders at this level believe that their authority and expertise are the primary reasons why they are respected and followed by others. Their style of leadership may involve either strongly asserting their opinions or holding back to accommodate others, often switching between the two styles depending on the relationships they have. Feedback is generally avoided in this leadership approach. On the "expert" level, leaders tend to function more as supervisors rather than managers. They focus on individual interactions with their direct reports, primarily engaging in one-on-one interactions. They may become too absorbed in the details of their own work, which can hinder their ability to lead in a strategic manner. In terms of organizational initiatives, leaders operating at the "expert" level primarily focus on incremental improvements within the boundaries of their own unit. They may overlook the importance of considering and involving stakeholders in decision-making processes. Their attention is mainly directed towards internal unit operations, often neglecting the broader organizational context. Overall, leadership agility at the "expert" level is characterized by a strong reliance on personal expertise and a tactical approach to problem-solving. These leaders may benefit from developing broader strategic perspectives, improving their feedback and communication skills, and expanding their focus beyond the immediate unit boundaries to consider the needs and perspectives of stakeholders.


During the Expert mindset stage, which typically occurs during late adolescence or shortly thereafter, managers undergo significant development in their problem-solving orientation and independent thinking abilities. They become more adept at thinking analytically and independently. However, their focus at this stage is primarily on completing tasks and projects rather than on achieving long-term goals. When faced with multiple tasks that hold varying degrees of importance, it becomes challenging for them to step back and effectively prioritize amidst the ongoing action.


Contrasting with the strong desire of Conformers to fit into desired social groups, those in the Expert mindset develop an interest in standing out. They hold themselves and others to rigid standards and may struggle to empathize with individuals who hold conflicting views. When faced with conflicting priorities, they tend to either assert themselves without considering others' needs or accommodate themselves to prioritize others' preferences. Striking a balance between assertion and accommodation becomes a difficult task for them. At the Expert stage, individuals possess a strong drive to improve and accomplish tasks. They recognize that problems can have multiple solutions, departing from the Conformer stage's notion of a single correct way of doing things. However, they tend to approach each problem as an isolated task, struggling to see the interconnections between various issues. Unbeknownst to them, their personal opinions and biases limit their perspectives.


Despite assuming the correctness of their judgments, they are unlikely to test their views against objective data or seek differing viewpoints. Experts also develop introspective awareness, allowing them to recognize recurring inner moods and cultivate a more independent self-image. Their self-esteem derives from developing their own beliefs, earning respect for their knowledge and skills, and effectively persuading and convincing others. However, they can be self-critical when they perceive a lack of improvement in these areas. This inclination toward self-criticism, coupled with a strong desire to be right, diminishes their likelihood of actively seeking feedback from others.


The Achiever mindset (conventional stage)


In the world of sports, we often hear the saying, "There is no 'I' in 'Team,'" emphasizing the importance of putting ego aside for the greater good of the collective. This notion perfectly embodies the essence of the achiever mindset, where individuals work collaboratively, driven by intrinsic motivation, to achieve remarkable feats as a team. Throughout my experiences working with ice-hockey and soccer teams, I have witnessed the transformative power of the achiever mindset in action. In contrast to the expert mindset, which heavily relies on tactics, short-term performance, and extrinsic motivation, the achiever mindset prioritizes collective intelligence and the joy of playing the sport. In expert cultures, competition revolves around "win or lose," "right or wrong," and the pressure to meet specific results and standards. It is a culture where individuals are deemed either suitable or unsuitable for the team, leaving little room for personal growth or development.


However, as the game becomes more complex, uncertain, and requires adaptive thinking, a different mindset is needed to effectively deal with the challenges ahead. This is where the achiever mindset shines. Cultivating an achiever culture within a team fosters collaboration, where individuals actively contribute their diverse perspectives and talents to achieve collective success. The intrinsic motivation inherent in the achiever mindset fuels a joint effort to surpass limits and reach new heights. Players are not solely motivated by external rewards or the fear of failure; instead, they are driven by their passion for the sport, the joy of playing, and the satisfaction of continuous improvement. Intrinsic motivation fosters a deeper sense of commitment and dedication, resulting in a more resilient and united team. Moreover, the achiever mindset is keenly attuned to the psychological factors that can influence performance. This mindset acknowledges the significance of mental fortitude, emotional resilience, and a growth-oriented outlook. Players are encouraged to embrace challenges, learn from setbacks, and support each other throughout the journey. As a result, the achiever mindset leads to a collective intelligence that surpasses the capabilities of any individual expert. The team becomes greater than the sum of its parts, dynamically adapting to the complexities of the game and making strategic decisions that outperform those of an expert culture. The achiever mindset offers a powerful paradigm shift in the world of sports and beyond. It celebrates the unity of the collective, the joy of the game, and the intrinsic motivation to excel. By embracing the achiever mindset, individuals and teams unlock their full potential, transforming challenges into opportunities for growth and achieving remarkable success together. The "Achiever" level of operating in leadership agility is characterized by a strategic, outcome-oriented approach. Leaders at this level believe that they can motivate others by creating challenging and fulfilling opportunities to contribute to larger objectives. They recognize the importance of aligning individual and team efforts with the broader organizational goals. In terms of their leadership style, "Achievers" display a primarily assertive or accommodative approach, but they also have some ability to adapt and compensate with the less preferred style when necessary. They are open to accepting feedback and even proactively seek it if it helps them achieve the desired outcomes. They understand the value of feedback in their personal and professional growth.


Leaders operating at the "Achiever" level function as full-fledged managers. They actively engage in meetings and discussions focused on important strategic or organizational issues. They orchestrate these interactions to gain buy-in from others, presenting their own views and seeking alignment among team members. When it comes to organizational initiatives, "Achievers" take into account the analysis of the external environment. They recognize the importance of understanding market dynamics, industry trends, and the needs of stakeholders. Strategies for gaining stakeholder buy-in vary from one-way communication to actively soliciting input, ensuring that diverse perspectives are considered in decision-making processes. Overall, leaders operating at the "Achiever" level demonstrate a strategic mindset and prioritize outcomes. They value feedback and use it to drive their personal and professional development. Their leadership approach involves orchestrating meetings to gain support for their views, and they consider external factors and stakeholder perspectives when shaping organizational initiatives. Continuously honing their strategic thinking and engaging stakeholders effectively are key areas for further growth and development for leaders at this level. At the Achiever stage, individuals experience a significant cognitive growth characterized by increased self-reflection and awareness of their social and institutional context. They develop a coherent worldview and consciously examine their principles and ideals. This enables them to think strategically and envision future outcomes, which fuels their motivation to pursue long-term objectives. Compared to the Expert stage, Achievers demonstrate a greater capacity for empathy. They are open to different perspectives if they believe it can help them achieve their desired outcomes. When dealing with differences, they can be assertive in persuading others or accommodative in understanding and including others. They strive to find a balance between these approaches. In problem-solving, Achievers value the use of verifiable data for diagnosis and solution. Their enhanced reflective capacity allows them to recognize the interconnectedness of individual problems. They employ various frameworks and can generate innovative solutions by adapting successful approaches from one context to another.


Achievers develop a strong sense of self-awareness through reflection on recent events and memories of their past selves. They have a clear understanding of their identity and can vividly imagine the future consequences of their actions. They believe they have control over their own destiny, and their professional self-esteem stems from their belief that they have made significant contributions to achieving meaningful outcomes.


The Catalyst mindset (post-conventional stage)


In the realm of leadership, the term "Catalyst" holds a profound meaning. Much like a substance that accelerates a chemical reaction, a Catalyst leader enables others to perform with greater agility, adaptability, and efficiency, even under challenging conditions that would otherwise hinder progress. As a consultant, I have had the privilege of encountering Catalysts within organizations, individuals who operate with remarkable impact, yet often work behind the scenes. Catalyst leaders possess a unique ability to influence the atmosphere and dynamics of their teams, fostering an environment where growth and development thrive. Their presence leaves a lasting impact, although it may not always be easy to pinpoint exactly what they do. The Catalyst's approach is fluid and dynamic, adapting to the specific needs of each situation, much like a Catalyst adjusts its actions based on the chemical composition it interacts with. When speaking to direct reports of Catalyst leaders, it becomes evident that their impact is deeply felt, yet challenging to put into words. The qualities often appreciated in a Catalyst manager include a strong foundation of trust, genuine authenticity, and a willingness to be both personal and transparent.


Catalysts lead by example, demonstrating vulnerability as a strength rather than a weakness. A Catalyst's influence is not about direct control or overt authority; rather, it operates through subtle influence and support. By empowering their team members and creating a sense of psychological safety, Catalyst leaders inspire others to take ownership of their responsibilities, experiment with new ideas, and embrace change willingly. Just as a Catalyst remains unchanged after facilitating a chemical reaction, Catalyst leaders empower individuals and teams to discover their full potential while remaining humble and unassuming themselves. They create a space where team members feel safe to explore and grow, fostering an environment of collaboration and co-creation. The Catalyst mindset represents a powerful form of leadership that catalyzes growth and agility within organizations. These leaders skillfully navigate the complexities of human interactions, influencing positive outcomes without seeking personal recognition. They are the unsung heroes behind the scenes, empowering others to flourish and achieve remarkable results. The true essence of the Catalyst lies not in what they do, but in the transformative impact they have on individuals and the collective as a whole. Studies conducted on educated adults reveal that around 12 percent of individuals have reached one or more of the three post-conventional stages: Catalyst, Co-Creator, and Synergist.


These stages represent advanced levels of cognitive growth and reflect a higher level of developmental complexity. The Catalyst mindset in leadership agility is characterized by a visionary and facilitative orientation. Leaders operating with a Catalyst mindset believe that their role is to articulate an innovative and inspiring vision and to bring together the right people to transform that vision into reality. They empower others and actively facilitate their development, recognizing the importance of fostering growth and unleashing the potential of their team members. Leaders with a Catalyst mindset are adept at balancing assertive and accommodative styles, adapting their approach to suit different situations. They not only articulate their own perspectives but also question underlying assumptions, actively seeking diverse viewpoints. They have a genuine interest in learning from others and are proactive in seeking and utilizing feedback to continuously improve their leadership effectiveness. In terms of team dynamics, leaders with a Catalyst mindset are intent upon creating a highly participative and collaborative environment. They act as team leaders and facilitators, modeling open exchange of views on difficult issues. They empower their direct reports, fostering their autonomy and growth. They recognize the value of team development as a vehicle for leadership development, investing in building strong and cohesive teams. Organizational initiatives led by Catalyst-minded leaders often include the development of a culture that promotes teamwork, participation, and empowerment. They proactively engage with diverse stakeholders, believing that their input increases the quality of decisions, not just seeking buy-in. They understand the importance of involving various perspectives to make informed and inclusive choices.


Overall, leaders with a Catalyst mindset possess a visionary outlook and actively facilitate the growth and development of their teams. They balance assertiveness and accommodation, valuing diverse viewpoints and seeking continuous learning. They create participative team environments, empower their direct reports, and prioritize building a culture of teamwork and empowerment. Emphasizing collaboration and engaging diverse stakeholders are fundamental aspects of their leadership approach. In the Catalyst stage, individuals experience a greater sense of comfort and adaptability towards change and uncertainty. They develop a broader perspective, considering the long-term implications of their actions within the context of their environment. Their aspirations become more visionary, and they develop a strong interest in the quality of life and the human experience itself. Recognizing that achieving desired outcomes is intertwined with human relationships, they prioritize the enhancement of these relationships. Catalysts exhibit a heightened capacity for empathy, allowing them to accurately imagine and understand the experiences of others. They actively seek out different perspectives and willingly listen to new ideas, genuinely open to considering alternative possibilities. When engaging with individuals who hold differing views, they effortlessly navigate between assertiveness and accommodation. Their expanded ability to explore diverse frames of reference nurtures their creativity, leading them to question assumptions, both their own and those of others, while approaching problem-solving. They grasp the power of framing and understand how specific issues can be interconnected with deeper, unresolved organizational challenges. They are also mindful of the potential unintended consequences of solutions.


At the Catalyst stage, individuals develop a heightened self-observational capacity, enabling them to recognize underlying feelings, assumptions, and priorities that may have previously escaped their conscious awareness. They realize that their drive for achievement often stems from a desire for approval and recognition. Their self-esteem becomes increasingly dependent on their own perspective of their successes and failures. They actively seek feedback, embrace inner conflict, and skillfully respond to novel and uncertain situations.


The Co-creator mindset (post-conventional stage)


In the landscape of mindsets, the Co-Creator mindset stands apart, driven by a profound mission to co-create a difference that transcends the boundaries of individual teams or organizations. While the Achiever mindset focuses on delivering results for the immediate collective, the Co-Creator expands their scope of initiative to encompass the universal echo that surrounds us all. For the Co-Creator, collaboration is not a conscious choice made for the sake of achieving better results, as it might be for the Achiever or Catalyst mindsets. Instead, collaboration is an intrinsic part of their being. They naturally gravitate towards working collectively with others, recognizing the interconnectedness of all living beings and the shared challenges faced on a global scale. Unlike the fearless drive of the Catalyst to pursue their personal agenda for positive change, the Co-Creator carefully calibrates their inner compass with the universal context in which they exist. They consider factors such as living conditions, societal issues, geographical disparities, and the passage of time, all while respecting the uniqueness and individuality of each person they encounter.


The Co-Creator mindset is not about seeking personal glory or recognition for their efforts. Instead, their focus is on co-creating solutions that uplift humanity as a whole, far beyond the realm of their immediate influence. They understand that their actions ripple through the interconnected web of life, and they embrace this responsibility with deep reverence. To the Co-Creator, the act of collaboration is not simply a means to an end; it is a fundamental aspect of their essence. They find joy and fulfillment in joining forces with others, sharing knowledge, and collectively generating innovative solutions to complex challenges. In essence, the Co-Creator mindset embodies a sense of unity and interconnectedness with all of existence. Their vision extends far beyond the boundaries of individual teams or organizations, encompassing the universal well-being of all beings. They humbly contribute to a world that is ever-evolving, recognizing that each small piece they co-create contributes to the grand tapestry of human progress and unity.


The Co-creator mindset in leadership agility is characterized by an orientation toward shared purpose and collaboration. Leaders operating with a Co-creator mindset believe that leadership is ultimately a service to others. They understand the value of collaboration and actively engage with other leaders to develop a shared vision that is deeply purposeful to each individual involved. Leaders with a Co-creator mindset integrate both assertive and accommodative styles in pivotal conversations. They are agile in using these styles depending on the context and the needs of the situation. They possess the ability to process and seriously consider negative feedback, even when emotionally charged, demonstrating their openness to growth and improvement. In terms of team dynamics, leaders with a Co-creator mindset focus on developing a collaborative leadership team. They create an environment where team members feel a sense of full responsibility not only for their own areas of expertise but also for the overall unit or organization they collectively manage. While they have a practical preference for consensus decision-making, they do not hesitate to exercise their authority when necessary. Leaders with a Co-creator mindset also place emphasis on developing key stakeholder relationships characterized by deep levels of mutual influence and genuine dedication to the common good. They understand the importance of building strong connections with stakeholders and actively work towards establishing relationships based on trust and collaboration. They may even create companies or organizational units where corporate responsibility and deep collaboration are integral practices. Overall, leaders with a Co-creator mindset prioritize shared purpose and collaboration. They see leadership as a service to others and actively collaborate with fellow leaders to develop a meaningful and purpose-driven vision. They integrate assertiveness and accommodation in their communication styles, value and learn from negative feedback, and foster a collaborative leadership team. They cultivate relationships with stakeholders based on mutual influence and dedication to the common good, and may even establish organizations where corporate responsibility and collaboration are foundational principles.
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