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Introduction

1�PI^M�_ZQ\\MV�\PQ[�JWWS�NWZ�TMILMZ[�IVL�\MIU[�_PW�_IV\�\W�KZMI\M�
something extraordinary with each other, but are not sure how. 
?PI\� \PMa� LW� SVW_� Q[� \PI\� ZMTI\QWV[PQX[� IZM� QUXWZ\IV\�� <PMa�
]VLMZ[\IVL� \PI\� \PM� MV^QZWVUMV\� _M� KZMI\M� QV� W]Z� _WZSXTIKM[� Q[�
TQVSML�\W�_MTTJMQVO�IVL�_WZSQVO�QV�UWZM�QV\MTTQOMV\�_Ia[��<PMa�IZM�
frustrated with silos – the attitude that occurs when departments 
or groups within an organisation do not want to share information 
IVL�SVW_TMLOM�_Q\P�MIKP�W\PMZ��<PMa�_IV\�\W�KWTTIJWZI\M�UWZM�J]\�
IZM�VW\�M`IK\Ta�[]ZM�_PI\� \PI\� TWWS[� TQSM��<PMa�IT[W�_IV\� \W�UISM�
an impact. These people are committed to doing their very best, 
wherever they sit on the journey to high performance.

<PQ[�JWWS� Q[� NWZ� \MIU[�_PW�_IV\� \W� TQN\�JMaWVL�KWV^MV\QWV��<PMa�
_IV\�\W�_WZS�LQٺMZMV\Ta��TM\�OW�WN �\PM�Z]TM[�IVL�[\Z]K\]ZM[�\PI\�SMMX�
them mediocre, and move with momentum. These teams want to 
ÅVL� \PM�OT]M� \PI\�_QTT�PMTX� \PMU�XZW^QLM�I� [MZ^QKM� \W� \PMQZ�KTQMV\[�
that is more than excellent.

1V�I�NI[\�UW^QVO�_WZTL��KWTTIJWZI\QWV�Q[�SMa��?M�VMML�[I^^a��[UIZ\�
\PQVSQVO�IVL�_Ia[�WN �_WZSQVO�\PI\�JT]Z�TQVM[�JM\_MMV�XMWXTM��\I[S[�
and departments now more than ever. Disruptors are upsetting the 
XZM^QW][� M^MV� SMMT� WN � M^MZa� [MK\WZ��<PM� IJQTQ\a� \W� JM� ÆM`QJTM� IVL�
WXMV��\W�TMIZV�VM_�_Ia[�WN �_WZSQVO�IVL�\W�KZMI\M�I�J]bb�IZW]VL�\PM�
_WZS�Q[�KZQ\QKIT�\W�\PZQ^QVO�QV�\PQ[�KPIW\QK�MV^QZWVUMV\��

.MIZ�LZQ^M[�UIVa�WZOIVQ[I\QWV[��.MIZ�WN �ZIQ[QVO�Q[[]M[��ZWKSQVO�\PM�
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boat and moving out of  default comfortable behaviour. There are 
\PW][IVL[� WN � \MIU[�_PW� PI^M� VW� I]\WVWUa� W^MZ� \PMQZ� _WZS�� IZM�
\ZMI\ML�TQSM�KPQTLZMV�IVL�PMIL�\W�_WZS�_Q\P�LZMIL�M^MZa�LIa��,Q[\Z][\�
IVL�LQ[KWVVMK\QWV�IZM�LIQTa� Q[[]M[� \PI\�KZMI\M� [\ZM[[�IVL�I� TIKS�WN �
commitment to our jobs. It’s time for us to change this paradigm. 
Humans crave connection. We crave relationships that support us 
and value our unique qualities. We want to belong, and we want to 
do our best. We just need the nutrients and fertile soil to grow.

5a� JIKSOZW]VL� QV� ML]KI\QWV�� IVL� [XMKQÅKITTa� QV� J]QTLQVO�
KWTTIJWZI\Q^M� [\Iٺ� TMIZVQVO� K]T\]ZM[�� UISM[� UM� XI[[QWVI\M� IJW]\�
creating environments where people thrive – not just survive. I 
have seen leaders who can bring out the best in their people, and 
others who prefer to use control and command to force their agenda 
forward. That military paradigm of  leadership no longer serves us. 
The impact on the engagement and motivation with this approach is 
detrimental not only to the bottom line but also to health. My many 
aMIZ[�_WZSQVO�_Q\P�TMILMZ[�PI[�PMTXML�UM�QLMV\QNa�\PM�SMa�MTMUMV\[�
that are in place when we are pushing the status quo and providing 
the safety nets that allow people to learn and collaborate deeply. We 
IZM� QV�IV�MV^QZWVUMV\�_PMZM�IOQTQ\a��ÆM`QJQTQ\a�IVL�QVVW^I\QWV�IZM�
the winning ingredients.

<PM� ÅZ[\� [MK\QWV� WN � \PQ[� JWWS� W]\TQVM[� _Pa� KZMI\QVO� I� [\ZWVO�
connection within our organisations is crucial in today’s business 
KWV\M`\��1\�W]\TQVM[�_Pa�_M�VMML�\W�\PQVS�JMaWVL�PQOP�XMZNWZUIVKM�
and conventional teams. We need to create 21st-Century Tribes. The 
second part is devoted to the concepts of  culture and strategy and 
the elements that bring them together with strength – collaboration 
IVL�TMIZVQVO��<PM�ÅVIT�[MK\QWV�LMT^M[�QV\W�\PM�NW]VLI\QWVIT�OT]M�WN �
21st-Century Tribes – the glue of  trust.
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?WZSQVO�I[� I� TMILMZ� QV� \PM� ML]KI\QWV�� I]\WUW\Q^M� IVL�PW[XQ\ITQ\a�
QVL][\ZQM[� XZQWZ� \W� \PQ[� _WZS� OI^M� UM� I� ]VQY]M� XMZ[XMK\Q^M� WN �
purpose-driven organisations that galvanise around something 
JMaWVL�XZWÅ\��1\�WXMVML�Ua�MaM[�\W�\PM�QV^Q[QJTM�\PZMIL[�\PI\�LZI_�
XMWXTM� \WOM\PMZ� \W� \Z][\� MIKP�W\PMZ� MVW]OP� \W� \ISM� ZQ[S[� IVL� [\MX�
outside their comfort zone.

From a lifetime of  facilitation and culture building, I understand the 
challenges of  bringing people together and spurring them towards 
OZMI\� W]\KWUM[�� 1� PMTX� TMILMZ[� IVL� \MIU[� [M\� \PM� NZIUM_WZS[� NWZ�
collaboration and create environments to do amazing things.

1�PI^M�PIL�\PM�PWVW]Z�WN �_WZSQVO�_Q\P� \PW][IVL[�WN � TMILMZ[�IVL�
hundreds of  teams over the last decade and seen the power that 
[\ZWVO�KWVVMK\QWV�\W�X]ZXW[M�IVL�MIKP�W\PMZ�KIV�PI^M��1�TW^M�_WZSQVO�
with teams that want to be better. They want to co-create the future 
together and gain serious momentum in getting there. They want 
\W�KW�KZMI\M�\PM�K]T\]ZM�IVL�\PM�[\ZI\MOa�\W�LW�M`\ZIWZLQVIZa�_WZS�

<PQ[�JWWS�[PW_[�_PMZM�\W�NWK][�\PM�I\\MV\QWV�WN �TMILMZ[��\MIU[��IVL�
project teams so that they become 21st-Century tribes, able to deal 
with the complexities of  the world with enthusiasm, deep trust and 
impact. These tribes build the glue of  collaboration and trust and 
challenge each other to evolve and grow constantly. 
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Moving to warp speed
The need for speed in the world today means every organisation 
IVL� J][QVM[[�U][\�_WZS� QV� I� NI[\MZ� IVL�UWZM� KWVVMK\ML�_Ia��)TT�
[MK\WZ[�VMML�\W�_WZS�[_QN\Ta�IVL�ILIX\�\W�KPIVOQVO�KWV\M`\[��AM\�W]Z�
K]ZZMV\�PQMZIZKPQKIT�IXXZWIKP�[\aUQM[�IVa�KZMI\Q^M�\PQVSQVO�NZWU�\PM�
people on lower rungs of  the ladder. Hefty bureaucratic processes 
[TW_�\PQVO[�LW_V��,MNI]T\�\PQVSQVO�IVL�_Ia[�WN �_WZSQVO�UMIV�_M�
_I[\M�\QUM�IVL�MVMZOa�WV�\PQVO[�\PI\�LWV¼\�UI\\MZ��4IKS�WN �K]T\]ZIT�
growth and engagement in organisations creates stagnation. Low 
engagement brings no traction to businesses needing to speed up 
and stay with the wave of  global transformation.

<PM� QUXMZI\Q^M� WN � JMQVO� IJTM� \W� _WZS� QV� I� UWZM� ÆM`QJTM� IVL�
agile way in the world today is well documented. Ever increasing 
technology advancement, global disruption to industries and 
increased consumer choice are causing both chaos and opportunity 
for organisations in all sectors. Technology democratisation gives 
M^MZaWVM� \PM� _WZTL� QV� \PMQZ� XWKSM\�� ?PI\¼[� W]\� \PMZM� Q[� KWUQVO�
\W�UM�ZI\PMZ� \PIV�UM�PI^QVO�\W�OW�W]\� \PMZM�IVL�ÅVL�Q\��5IZSM\[�
are demanding choice, high-quality service and value for money. 
+][\WUMZ[�_ITS�_Q\P�\PMQZ�UIZSM\�[PIZM�MT[M_PMZM�\W�OM\�_PI\�\PMa�
need and what they want.
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*IKS� QV� \PM� _WZSXTIKM�� _M� [Q\� \PZW]OP� UMM\QVO[� _Q\P� ZMXM\Q\Q^M�
IOMVLI[�� TQ[\MVQVO�\W�XMWXTM�LZWVM�WV�IJW]\�\I[S[�\PI\�LWV¼\�^IT]M�
add to what we need to do. Most of  us are tempted to face plant 
WV\W� \PM� \IJTM� QV� NZ][\ZI\QWV�WZ�JWZMLWU��<PM� QUXWZ\IV\�_WZS� \W�
JM� LWVM� Q[�UMV\QWVML� ÆMM\QVOTa� I\� \PM� MVL� WN � \PM�UMM\QVO�_PMV�
we’ve run out of  time. We nod to each other that we’ll get to that 
KZQ\QKIT� LQ[K][[QWV� VM`\� UMM\QVO�� *IKS� I\� W]Z� LM[S[� _M� P]ZZQMLTa�
KWUXTM\M�I�[QTWML�\I[S�JMNWZM�\PM�VM`\�UMM\QVO�WN �VW�KWV[MY]MVKM�
Q[�L]M��,MKQ[QWV[�\ISM�I�\WZ\]ZW][�ZW]\M�WV�\PMQZ�_Ia�\W�JMQVO�UILM��
LMTIaML� \PZW]OP� UQKZWUIVIOMUMV\� IVL� I� \QOP\� KWV\ZWT� Å`I\QWV��
This creates frustration and lag in response to changing contexts 
and consumer needs.

Sound familiar?

tŚĞŶ�ƚĞĂŵƐ�ĚŽŶ͛ƚ�ĨĞĞů�ĐŽŶŶĞĐƚĞĚ�Žƌ�
ĞŶŐĂŐĞĚ�ǁŝƚŚ�ƚŚĞŝƌ�ǁŽƌŬ�Žƌ�ůĞĂĚĞƌƐ͕�
ĐƌĞĂƟǀŝƚǇ�ĂŶĚ�ŝŶŶŽǀĂƟŽŶ�ĨĂŝů�ƚŽ�ŝŐŶŝƚĞ͘�

8MWXTM�IZM�LMUIVLQVO�UWZM�WN �_WZSXTIKM[��?M�_IV\�I�KWVVMK\QWV�
to purpose. We want to connect to what the business is doing and 
NMMT�TQSM�_M¼ZM�KWV\ZQJ]\QVO��?M�IZM�IT[W�KZI^QVO�NWZ�UWZM�KWVVMK\QWV�
to each other.

New employees come out of  the education system familiar and savvy 
with technology and what technology can achieve. They have also 
been through an education system focused for the last decade on 
NW[\MZQVO�\PQVSQVO�[SQTT[�·�KZQ\QKIT�IVITa[Q[�IVL�KWTTIJWZI\Q^M�XZWJTMU�
[WT^QVO��5IVa�UIVIOMZ[�IVL�TMILMZ[�IZM�VW\�[SQTTML�QV�MQ\PMZ�SMMXQVO�
up with technology leaps nor the facilitation of  collaborative 
learning environments that bring out the best in people.
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21st-Century Tribes
The companies that are setting the standard are creating high-
performance teams. They understand a high-performance 
environment that will sustain future success needs a future focused 
approach. They need 21st-Century Tribes. 

21st�+MV\]Za�<ZQJM[�KWVVMK\�Y]QKSTa�\W�\PM�PQOPMZ�X]ZXW[M�IVL�MIKP�
other. They concentrate on building strong relationships that bring 
about the glue of  trust. They create an environment where team 
learning, curiosity and collaboration is in the DNA of  how they 
_WZS��<PMa�JZQVO�VM_�IVL� \ZIV[QMV\�UMUJMZ[� QV\W� \PM� \MIU� QV�I�
way that allows for time-limited projects and the ‘gig economy’ to 
ÆW]ZQ[P�� <PMa� KWV[\IV\Ta� OW� JIKS� \W� X]ZXW[M� IVL� ]VLMZ[\IVLQVO�
_Pa�\PMa�IZM�]VLMZ\ISQVO�KW]Z[M[�WN �IK\QWV��<PMa�QV^Q\M�KZMI\Q^Q\a�
and innovation. They value the customer and the purpose beyond 
all else and have outstanding ability to empathise. 

1N �_M�SVW_�\PQ[��_M�KIV�]VLMZ[\IVL�_PMZM�\W�X]\�W]Z�NWK][�_PMV�
_M�_IV\�UWUMV\]U�QV�W]Z�WZOIVQ[I\QWV��6W\�R][\�[P]ټQVO�XMWXTM�
IZW]VL�� J]\� KZMI\QVO� ZMIT� KPIVOM� QV� \PM�_Ia�_M�_WZS��7]Z�_WZS�
JMKWUM[� IJW]\� LMTQOP\QVO� \PM� K][\WUMZ�� N]TÅTTQVO� \PM� VMML[� IVL�
wants that the customer has, rather than just outputs. In the not 
NWZ� XZWÅ\�� OW^MZVUMV\� IVL�P]UIV� [MZ^QKM[� [MK\WZ[�� Q\� Q[� ITT� IJW]\�
the client – whether it be critical services for our most vulnerable, 
providing water, roads, health care or education. 
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EŽǁ�ŝƐ�ƚŚĞ�ƟŵĞ�ƚŽ�ŵŽǀĞ
07?�_M�LW�\PQ[�_WZS�Q[�KPIVOQVO�IVL�QN �_M�LWV¼\�[PQN\�W]Z�UW[\�
foundational systems and behaviours, we will become, outdated, 
outwitted and outsmarted – and obsolete.

Companies’ relevancy will be reliant on teams being able to move 
QV�IV�IOQTM�IVL�ÆM`QJTM�_Ia�IVL�JMQVO�IJTM�\W�ZM[XWVL�\W�KWV\M`\��
Businesses are moving to a more project- and matrix-oriented way, 
where they can move people where they need them. They tap into 
\PM�[SQTT[�IVL�\PM�^IT]M�\PI\�XMWXTM�JZQVO��ZI\PMZ�\PIV�XZWKTIQUQVO��
‘This is your role, and that’s the only role you’re going to have’.
This 20th-century paradigm decrees, ‘It’s the role, not the person’. 
Whereas 21st�+MV\]Za�<ZQJM[� TWWS� I\� \PM� [SQTT[� \PM� XMZ[WV� JZQVO[��
IVL�PW_�_M�]\QTQ[M�\PM[M�[SQTT[�IVL�\PMQZ�I\\ZQJ]\M[�QV�\PM�JM[\�_Ia�
possible. Businesses that can move resources and people where they 
VMML�\W�JM��\IX�QV\W�\PM�[SQTT[�IVL�QVVW^I\QWV[�\PI\�_QTT�_QV�\PM�OIUM�

��ŶĞǁ�ŽƌŐĂŶŝǌĂƟŽŶĂů�ŵŽĚĞů�ŝƐ�ŽŶ�ƚŚĞ�ƌŝƐĞ͗�Ă�͚ŶĞƚǁŽƌŬ�ŽĨ�
ƚĞĂŵƐ͛� ŝŶ�ǁŚŝĐŚ�ĐŽŵƉĂŶŝĞƐ�ďƵŝůĚ�ĂŶĚ�ĞŵƉŽǁĞƌ�ƚĞĂŵƐ�
ƚŽ�ǁŽƌŬ� ŽŶ� ƐƉĞĐŝĮĐ� ďƵƐŝŶĞƐƐ� ƉƌŽũĞĐƚƐ� ĂŶĚ� ĐŚĂůůĞŶŐĞƐ͘�
dŚĞƐĞ� ŶĞƚǁŽƌŬƐ� ĂƌĞ� ĂůŝŐŶĞĚ� ĂŶĚ� ĐŽŽƌĚŝŶĂƚĞĚ� ǁŝƚŚ�
ŽƉĞƌĂƟŽŶƐ� ĂŶĚ� ŝŶĨŽƌŵĂƟŽŶ� ĐĞŶƚĞƌƐ� ƐŝŵŝůĂƌ� ƚŽ�
ĐŽŵŵĂŶĚ�ĐĞŶƚĞƌƐ�ŝŶ�ƚŚĞ�ŵŝůŝƚĂƌǇ͘�/ŶĚĞĞĚ͕�ŝŶ�ƐŽŵĞ�ǁĂǇƐ͕�
ďƵƐŝŶĞƐƐĞƐ� ĂƌĞ� ďĞĐŽŵŝŶŐ�ŵŽƌĞ� ůŝŬĞ� ,ŽůůǇǁŽŽĚ�ŵŽǀŝĞ�
ƉƌŽĚƵĐƟŽŶ�ƚĞĂŵƐ�ĂŶĚ�ůĞƐƐ�ůŝŬĞ�ƚƌĂĚŝƟŽŶĂů�ĐŽƌƉŽƌĂƟŽŶƐ͕�
ǁŝƚŚ� ƉĞŽƉůĞ� ĐŽŵŝŶŐ� ƚŽŐĞƚŚĞƌ� ƚŽ� ƚĂĐŬůĞ� ƉƌŽũĞĐƚƐ͕� ƚŚĞŶ�
ĚŝƐďĂŶĚŝŶŐ� ĂŶĚ� ŵŽǀŝŶŐ� ŽŶ� ƚŽ� ŶĞǁ� ĂƐƐŝŐŶŵĞŶƚƐ� ŽŶĐĞ�
ƚŚĞ�ƉƌŽũĞĐƚ�ŝƐ�ĐŽŵƉůĞƚĞ͘�

'ůŽďĂů�,ƵŵĂŶ��ĂƉŝƚĂů�dƌĞŶĚƐ͕�ϮϬϭϲ͘��ĞůŽŝƩĞ
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�ŐŝůĞ�ŵŽǀĞŵĞŶƚ�
0Q[\WZQKITTa��\MIU[�PI^M�_WZSML�QV�[QTWML�MV^QZWVUMV\[�_PMZM�WVM�
team is responsible for one component, and another team in charge 
WN � \PM� VM`\�� ;\WZQM[� WN � XZWL]K\[� JMQVO� TI\M� \W�UIZSM\� JMKI][M� WN �
I� TIKS�WN �KWUU]VQKI\QWV�ITWVO� \PM�LM^MTWXUMV\�KPIQV�IZM�ZQNM� QV��
QVL][\ZQM[�[]KP�I[� \MTMKWUU]VQKI\QWV[�IVL�JIVSQVO��*MQVO�IJTM� \W�
move people between teams and projects, so we get the conversation 
PIXXMVQVO�NI[\MZ�IVL�Y]QKSMZ��IVL�_M�OM\�\PM�QVX]\[�KZQ\QKIT�ITWVO�
the way, is the game changer for a lot of  organisations. Project-based 
_WZS�_PMZM�XMWXTM�KWUM�\WOM\PMZ�IZW]VL�I�X]ZXW[M�IVL�\PMV�UW^M�
JIKS� \W� \PMQZ� \MIU[�� KZMI\M[� \PM� MV^QZWVUMV\� _PMZM� \PQVO[� U][\�
happen in a faster, more connected way. Having outside expertise 
come in either as a consultant arrangement or as a partnership and 
collaboration, is another way businesses are organising themselves 
LQٺMZMV\Ta�� ?M¼ZM� TMIXNZWOOQVO� \W� \PM� VM`\� TM^MT� Ja� ZM[XWVLQVO�
Y]QKSTa�\W�PQOPMZ�M`XMK\I\QWV�

dŚĞ�ŵŝŶĚƐĞƚ�ŽĨ�ƚŚĞ�ĨƵƚƵƌĞ�ʹ�ŶŽǁ
Culturally, the ability to be able to push the status quo as a team 
is the mindset of  the future. We must challenge our assumptions, 
KPITTMVOM�\PM�_Ia�_M�_WZS��IVL�KZMI\M�I�LQٺMZMV\�_Ia�WN �\PQVSQVO�
IVL�LWQVO��7Z�KWV[]UMZ[�_QTT�UISM�\PMQZ�KPWQKM��IVL�\PMa¼TT�UW^M�
away. Other places will step up and say, ‘We can provide that’. When 
_M�LWV¼\�X][P�I\�\PM�[\I\][�Y]W��_M�[\IZ\�\W�TW[M�UIZSM\�[PIZM��IVL�
then we’re also playing catch-up. Suddenly we’ve gone from leader 
\W�NWTTW_MZ��WZ�NZWU�OWWL�UIZSM\�\W�XWWZ�UIZSM\��

<PM�ÆQX[QLM�WN �\PQ[�Q[�_PMV�_M�KZMI\M�IV�MV^QZWVUMV\�_PMZM�Q\¼[�IV�
M`KQ\QVO�XTIKM�\W�X][P�I\�\PM�MLOM[�WN �\PM�_Ia�_M¼^M�IT_Ia[�_WZSML#�
Q\� JMKWUM[� IJW]\� UIZSM\�TMILQVO� ZI\PMZ� \PIV� UIZSM\�NWTTW_QVO�� 
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We create an environment that people want to be a part of. We 
I\\ZIK\�OZMI\�XMWXTM��1\�KWUXMT[�\PM�JM[\�\ITMV\�\W�KWUM�IVL�_WZS��

tŚĞŶ�ǁĞ�ŐĞƚ�ƚŚŝƐ�ŚĂƉƉĞŶŝŶŐ�ƚŚŝƐ�
ǀŝƌƚƵŽƵƐ�ĐǇĐůĞ�ďƵŝůĚƐ�ŽŶ�ŝƚƐĞůĨ͘ �tĞ�ĂƩƌĂĐƚ�

ƉĞŽƉůĞ�ǁŚŽ�ŚĞůƉ�ƵƐ�ďĞĐŽŵĞ�ŵŽƌĞ� 
ĂŶĚ�ŵŽƌĞ�ŝŶŶŽǀĂƟǀĞ�ĂŶĚ�ĂŐŝůĞ͘�

?M�I\\ZIK\�_WZSMZ[�_PW�IZM�_QTTQVO�\W�\ISM�ZQ[S[��IVL�JM�ZMIT�TMIZVMZ[�
in the space, rather than having people who are happy with status 
quo. The orthodox approaches we’ve always done in the past are 
not getting the results that we’re after anymore. 

Reinvention and re-imagination are the point that most organisations 
are at. Let’s not just plateau and go into irrelevance. Let’s reinvent 
and reimagine where we are.

^ŚŝŌ�Žƌ�ŽďůŝǀŝŽŶ�ďĞĐŬŽŶƐ
?PMV�1�_I[�I\�]VQ^MZ[Q\a�QV�\PM� �[��1�_WZSML�QV�WVM�WN �5MTJW]ZVM¼[�
ÅZ[\�^QLMW� [PWX[�� 1\�_I[� \PM�^MZa�JMOQVVQVO�WN � \PM�^QLMW� QVL][\Za��
People would queue out of  the shop, waiting for us to use the infant 
KWUX]\MZ�XZWOZIU�KZMI\ML�\W�\ZIKS�\PM�ZMV\IT[��1\�KZI[PML�ZMO]TIZTa�
but was such a novelty people didn’t mind waiting! People would get 
either VHS or Beta tapes depending on the type of  machine they 
had. The Beta users were the true early adopters of  the technology.  
?PMV�\PM�[\WZM�ÅZ[\�WXMVML��_M�[\WKSML�I[�UIVa�*M\I�\IXM[�I[�>0;���
?Q\PQV�\_W�aMIZ[��_M�_W]TL�[\WKS�MQOP\�>0;�IVL�\_W�*M\I�KWXQM[�
of  new releases, much to the annoyance of  the Beta owners.  They 
had to move to VHS before long and probably became the people at 
the front of  the line of  each Apple product launch.  As soon as the 
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new releases were on the shelf, they were grabbed. A long wait list 
was placed in a diary, as people planned their movies nights around 
availability. It was an interesting and exciting time.  Our stores were 
TQSM�XIZ\QM[��.ZQLIa�VQOP\�_I[�I�PQOPTQOP\� NWZ�ITT�WN �][�·�K][\WUMZ[�
IVL�[\I��1ٺ\�_I[�OZMI\�_WZSQVO�WV�I�.ZQLIa�VQOP\��8MWXTM�_W]TL�KWUM�
QV�OZW]X[�\W�ÅVL�\PM�JM[\�UW^QM[��<PM�TI\M[\�ZMTMI[M[�_MZM�]X�WV�\PM�
screen. In another part of  the store, music was pumping. We grew 
\W�I�KPIQV�WN �IJW]\�Å^M�WZ�[Q`�[PWX[�Y]QKSTa�QV�\PM�^MZa�MIZTa�LIa[�
of  the industry.  

+][\WUMZ[� _W]TL� PI^M� \PMQZ� NI^W]ZQ\M� [\Iٺ�UMUJMZ�� <PMa�_W]TL�
OW�JIKS�\W�\PMU�\PM�NWTTW_QVO�_MMS��IVL�I[S��»<MTT�][�IVW\PMZ�WVM�
you love’. It was a movement. The video industry grew to a billion-
dollar industry globally. Then, of  course, the bigger chains started 
consuming the smaller ones, as happens, and huge organisations, 
KPIQV[�NZWU�\PM�=;�KIUM�QV��[]KP�I[�*TWKSJ][\MZ�>QLMW��\W�OWJJTM�
up all the competition. It also became much easier to get videos. 
Even the corner store started renting them. About the mid-00s, 
the industry ultimately faltered, and people stopped going to the 
video shop. The industry was at saturation point. Then came 
video downloads – both legal and illegal.  Australia became the 
QTTMOIT�LW_VTWIL�SQVO�WN �\PM�_WZTL��ILLQVO�\W�\PM�QVL][\Za¼[�_WM[��
+PIQV[� TQSM�*TWKSJ][\MZ�>QLMW�IVL�>QLMW�-ba��XIZ\�WN � \PI\�U]T\Q�
billion-dollar industry started to divest, and in the end, declined. 
*TWKSJ][\MZ�>QLMW�QV�)][\ZITQI�_MV\�QV\W�^QLMW�SQW[S[�\W�UW^M�_Q\P�
\PM�\QUM[�IVL�aW]�_QTT�[\QTT�[MM�\PM�SQW[S[�IZW]VL��*]\�I[�IV�QVL][\Za��
it became dead in the water.
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Staying great
)]\PWZ�2QU�+WTTQV[�M`IUQVML����OZMI\�KWUXIVQM[�QV�PQ[�\_W�JWWS[��
Good to Great and Built to Last. Some of  them, unfortunately, were 
not built to last, such as Fannie Mae’s, Federal National Mortgage 
Association in the USA, which collapsed during the Global 
.QVIVKQIT� +ZQ[Q[� WN � ��� �� 1V� PQ[� TI[\� JWWS�� How the Mighty Fall, 
+WTTQV[�QLMV\QÅM[�\PM�Å^M�[\IOM[�QV�\PM�XZWKM[[�WN �LMKTQVM�QV�\PM����
of  60 companies that did not stay ‘great’.

Stage one�Q[�\PM�»0]JZQ[�WN �;]KKM[[¼�·�KWUXIVQM[�ÅZUTa�JMTQM^QVO�
in their superiority and that the way they do business is the best 
way – they fail to test their ‘assumptions’ and stay in learning mode.

Stage two is about greediness – the ‘Undisciplined Pursuit of  More’. 
Moving into other industries where the success formula doesn’t 
apply or expanding without maintaining excellence. Confusing big 
with great. 

Stage three� Q[� \PM� »,MVQIT� WN � :Q[S� IVL� 8MZQT¼�� +TI[[QK� W[\ZQKP�
behaviour which sees data pointing to a decline blamed on external 
NIK\WZ[�WZ� QOVWZML�KWUXTM\MTa��4IZOM�ZQ[S[�IZM�]VLMZ\ISMV�_Q\PW]\�
rigorous testing. Shifting contexts are ignored.

Stage four ‘Grasping for Salvation’ is the stage of  panic and silver 
bullet chasing. Leadership changes herald saviour leaders, and there 
is a general gnashing of  teeth to jump on a saving strategy.

;\IOM�Å^M is the grim ‘Capitulation to Irrelevance or Death’. Say 
no more – the majority of  the video industry reached this stage in 
the 2000s.
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dŚĞ�ĚŝƐƌƵƉƟŽŶ�ĞīĞĐƚ
Several disruptors spring to mind that are sending shudders 
through other industries. Uber and AirBnB have both the taxi 
and hotel industry respectively suffering from at least stage one 
and two, with stage three and four behaviours popping up around 
\PM� _WZTL�� *TWKSKPIQV�� I� XMMZ� \W� XMMZ� VM\_WZS� NWZ� \ZIV[NMZZQVO�
ownership of  goods and confirming financial transactions is 
currently disrupting supply chain processes, not by disrupting 
business models, but providing a completely new foundational 
economic system.

For the video industry, it was first mail-order DVD rental services, 
[\IZ\ML�Ja�IV�IVVWaML�*TWKSJ][\MZ�K][\WUMZ�:MML�0I[\QVO[��0M�
had received a $40 overdue fee. His company, Netflix, went on 
to dominate the online streaming that finally signalled the major 
players in the video store industry’s ‘Capitulation to Irrelevance 
and Death’. The video stores that are surviving and even creating 
a cult following are those who have carved a niche for themselves 
in their local area. On a side note, they are also continuing to 
provide something that is disrupting those who are moving to a 
fully digital presence – the human connection. 

For the video industry, the 1980s and 1990s were a great time. 
It was a huge, profitable curve up. The industry was incredibly 
innovative. Excellent computer programming went with it, as 
well as distribution agreements with the major companies such as 
Warner Bros. Great customer service and easy access to the latest 
UW^QM[�OW\�P]OM�UIZSM\�[PIZM��1VVW^I\QWV�_I[�VW�TWVOMZ�I�NWK][��
IVL�Q\� [\IZ\ML�\W�KWI[\��1V[\MIL�WN � TWWSQVO�I\�_PI\�_I[�OWQVO�WV�
IZW]VL�_Q\P�I�ZMIT�MIOTM�MaM��IVL�SMMXQVO�\PM�QVVW^I\QWV�I[�I�\WX�
XZQWZQ\a��Q\�NMTT�QV\W�[\I\][�Y]W�\PQVSQVO�IVL�KTI[[QK�[\IOM�WVM�IVL�
two behaviours. The large players expanded into huge companies 
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\PI\�_MZM� \WW� TIZOM� \W� [PQN\��<PM�UIRWZQ\a� NIQTML� \W� SMMX� IV� MaM�
WV�\PM�UIZSM\�IVL�\MKPVWTWOa��IVL�[Ia�� »0W_�LW�_M�KPIVOM�\PM�
business model so that we can continue?’

tĂǇƐ�ƚŽ�ĨĂĚĞ�ŝŶƚŽ�ŵĞĚŝŽĐƌŝƚǇ�ĂŶĚ�ŽďůŝǀŝŽŶ
Success now is not an indicator of  success in the future. That’s 
something we need to watch. Innovation in the past is great, but 
KWV\QV]QVO�\W�IT_Ia[� TWWS�I\�PW_�LW�_M�LW�\PQVO[�LQٺMZMV\Ta��IVL�
continuous improvement and ongoing change is the measure. 
0MZM�IZM�[WUM�[]ZM�ÅZM�_Ia[�\W�JMKWUM�I�*TWKSJ][\MZ"

^ƟĐŬ�ǁŝƚŚ�ƚŚĞ�ƐƚĂƚƵƐ�ƋƵŽ

Beware the arrogance of  success. ‘Our strategy is sound; we are 
\PM� M`XMZ\[� QV� W]Z� ÅMTL�� ?M� OQ^M� M^MZaWVM� _PI\� \PMa� VMML�¼� )�
patronising approach to saying we’ll tell you what you need, rather 
than listening. That closes down growth, doesn’t foster innovation 
mindset, or a customer-centric mindset. 

Beware the comfort of  Status Quo. The assumption (or hope!) that 
KPIVOM�Q[�I�WVM�Wٺ��ZI\PMZ�\PIV�IV�WZOIVQ[I\QWVIT�XZQVKQXTM�SMMX[�][�
[\]KS�QV�[\I\][�Y]W�

�ŚĂŶŐĞ�ƐƚƌƵĐƚƵƌĞ�ďƵƚ�ŶŽƚ�ďĞŚĂǀŝŽƵƌƐ

+WV^MV\QWVIT�_Q[LWU�[Ia[�\PI\�QN �\PQVO[�IZMV¼\�_WZSQVO��ZM[\Z]K\]ZM	�
We’ve got engagement surveys that say, ‘Our people aren’t engaged, 
our consumers aren’t happy, we must change structures’. Executives 
OM\�W]\� \PM�WZOIVQ[I\QWVIT�KPIZ\�IVL�LW�I�JQ\�WN �I� ZM[P]ټM��<PMa�
change teams, and they change leaders, but the same problems 
still occur. People remain disconnected from each other. People 



25

Tracey Ezard

IZM� [\QTT� _WZSQVO� _Q\P� \PMQZ� PMIL[� LW_V� ZI\PMZ� \PIV� \PMQZ� PMIL[�
up, and they’re isolated. The Deloitte Report on Global Human 
Capital Trends 2016, covering over 7,000 business and HR leaders, 
cites 77% of  organisations have recently or are in the middle of  a 
ZM[\Z]K\]ZM��J]\�WVTa��!
�WN �\PMU�\PQVS�\PMa�PI^M�\PM�ZQOP\�K]T\]ZM�
As companies strive to become more agile and customer-focused, 
organisations are shifting their structures from traditional, functional 
UWLMT[�\W_IZL�QV\MZKWVVMK\ML��ÆM`QJTM�\MIU[��5WZM�\PIV�VQVM�W]\�
of  ten executives surveyed (92%) rate organisational design as a top 
priority, and nearly half  (45%) report their companies are either in 
the middle of  a restructuring (39%) or planning one (6%).

There seems to be something very wrong with that. People are just 
[P]ټQVO�LMKS�KPIQZ[�IVL�\PMa¼ZM�VW\�KPIVOQVO�UQVL[M\��<PMa¼ZM�VW\�
KPIVOQVO�\PM�_Ia�\PI\�\PMa�_WZS��<W�LW�\PQ[��_M�VMML�\W�JM�WSIa�VW\�
\W�PI^M� \PM�IV[_MZ[��*M�WSIa�_Q\P�I�JQ\�WN �KWVN][QWV�IVL�[Q\�_Q\P�
VW\�SVW_QVO��*M�XZMXIZML�\W�\_MIS�\PQVO[��X]\\QVO�QV�KTMIZ�NMMLJIKS�
TWWX[�\W�M^IT]I\M�QN �aW]�PI^M�\PM�QUXIK\�aW]�IZM�IN\MZ��<PMV��_WZS�
\WOM\PMZ�\W�ÅVL�_Ia[�\W�UW^M�NWZ_IZL��:I\PMZ�\PIV�PI^QVO�M^MZa\PQVO�
set in stone, go with a little bit of  ‘try it and see’ in the mix.

^ŝůŽ�ŝŶŶŽǀĂƟŽŶ�

In 21st-Century Tribe environments, innovation is everywhere. A lot 
of  organisations have innovation in just another silo. Disconnected 
NZWU�\PM�ZMIT�_WZS�IVL�\PM�XMWXTM�LWQVO�\PM�ZMIT�_WZS��<PM�QVVW^I\QWV�
silo. When we create every team into a learning team, innovation is 
TMIZVQVO��1VVW^I\QWV�Q[�[QUXTa�LWQVO�\PQVO[�QV�I�LQٺMZMV\�_Ia��IVL�
TMIZVQVO�NZWU�_PI\�aW]�SVW_��IVL�\PQVSQVO�WN �LQٺMZMV\�_Ia[�\W�LW�Q\��
You need to have a learning mindset to do that, and a collaborative 
UQVL[M\� \W�LW�\PI\��?PMV�_M�\IX� QV\W�_PI\�W\PMZ�XMWXTM� \PQVS�I[�
_MTT��_M�M`XIVL�\PM�_Ia�\PI\�_M�_WZS��
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<ĞĞƉ�ĂŶ�ŝůůƵƐŝŽŶ�ŽĨ�ĐŽŵƉĞƚĞŶĐĞ

,MNI]T\�\PQVSQVO�XZM^MV\[�][�NZWU�][QVO�\PM�[IUM�[a[\MU[�\PI\�LWV¼\�
_WZS��?M�[]ٺMZ� NZWU�\PM� QTT][QWV�WN �KWUXM\MVKM�·�_PQKP�[Ia[�_M�
have all the answers ourselves and get it right all the time. We need 
to build the ability to collaborate with each other to solve problems. 
1\¼[�TQSM�_M¼ZM�[\]KS�QV�I�Z]\��»1�U][\�[WZ\�Q\�W]\�Ua[MTN�¼�=VTM[[�Q\�Q[�I�
UQVLN]T�ZQ\]IT��_M�LWV¼\�\ITS�M`XTQKQ\Ta�_Q\P�MIKP�W\PMZ�IJW]\�PW_�_M�
KIV�ITT�_WZS�\WOM\PMZ�\W�OM\�I�OWWL�W]\KWUM�

Leaders also give the impression that if  everyone else changes we 
_QTT�ITT�JM�ÅVM��:M[\Z]K\]ZM[�IZM�ZMIK\QWV[�]VTM[[�\PMZM�Q[�I�NWK][�WV�
restructuring mindsets, beliefs and behaviours. Laughingly called 
\PM�»[WN\�[SQTT[¼��\PMa�IZM�\PM�PIZLM[\�\PQVO[�\W�KPIVOM��)VL�\W�KPIVOM�
TMILMZ[PQX�JMPI^QW]Z[�ÅZ[\�Q[�KZQ\QKIT�\W�KPIVOM�K]T\]ZM��

/Ĩ�ůĞĂĚĞƌƐ�ĚŽŶ͛ƚ�ĨĞĞů�ƚŚĞ�ŶĞĞĚ�ƚŽ�ĐŚĂŶŐĞ�
ƚŚĞŵƐĞůǀĞƐ͕�ƚŚĞǇ�ǁŽŶ͛ƚ�ŐĞƚ�ĐŚĂŶŐĞ�ŝŶ�

ƚŚĞ�ŽƌŐĂŶŝƐĂƟŽŶ͘�

5W[\�XMWXTM�IZM�VW\�[SQTTML�I\�PI^QVO�\PM�[MTN�I_IZMVM[[�\PI\�\PM�ÅZ[\�
\PQVO�aW]�VMML�\W�KPIVOM�Q[�\PM�_Ia�aW]�_WZS�

We are right slap bang in the middle of  new circumstances, new 
XIZILQOU[��+WUNWZ\�bWVM�\PQVSQVO�_QTT�PMTX�][�NITT�QV\W�LMKTQVM�IVL�
MV\ZWXa��?M� VMML� \W� [PISM� ]X� W]Z� \PQVSQVO� IVL� TWWS� JMaWVL� \PM�
comfortable.
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dŚĞ�ĐŽŵĨŽƌƚ�ŽĨ�͚ŶŽ͛�ĂŶĚ�ƚŚĞ�ƐĂĨĞƚǇ�ŽĨ�ďƵƌĞĂƵĐƌĂĐǇ
;QUWV� Q[� PMIL� WN � NWWL� [MZ^QKM[� I\� I� TIZOM� PMIT\P� VM\_WZS�� <PMa�
had been playing around with PDSA, which is an improvement 
KaKTM"�8TIV�,W�;\]La�)K\���1\�TWWS[�I\�PW_�_M�KIV�QUXTMUMV\�[UITT�
QVVW^I\QWV[�\PI\�KIV�UISM�I�[QOVQÅKIV\�QUXIK\���;QUWV�IVL�PQ[�NWWL�
[MZ^QKM[� \MIU� PI^M� JMMV� LWQVO� I� TW\� WN � \PM[M� »\_MIS[¼� _Q\P� OZMI\�
success, but unfortunately further up the bureaucracy tree hadn’t 
bought into it. Systemic bureaucracy was getting in the way yet 
again!

7VM�WN �\PM�UIQV�NMMLJIKS�KWUXTIQV\[�;QUWV�IVL�PQ[�\MIU�ZMKMQ^ML�
_I[� IJW]\� \PM� \MUXMZI\]ZM� WN � \PM� KWٺMM� IVL� \MI�� � 1N � aW]¼^M� M^MZ�
M`XMZQMVKML�PW[XQ\IT�NWWL��aW]¼TT�SVW_�T]SM_IZU�Q[�XZM\\a�U]KP�\PM�
JMVKPUIZS�

<PM�K]X[�_MZM�ÅTTML�QV�\PM�SQ\KPMV[��IVL�Ja�\PM�\QUM�\PMa�OW\�]X�\W�
the wards, the temperature had reached a lovely tepid temperature. 
That was something the food services team wanted to change. They 
X]\�]ZV[�QV\W�\PM�_IZL[��<PM�NWWL�[MZ^QKM[�[\Iٺ�_W]TL�KWUM�]X�NZWU�
SQ\KPMV[��IVL�LW� \PM�K]X[�WN � \MI�IVL�KWٺMM�WV� \PM�_IZL[�� 1V�WVM�
ward the urn was too small for the number of  people on the ward. 
They tried to get a bigger one, but procurement required higher 
I]\PWZQ\a�\PIV�\PM�6]Z[M�=VQ\�5IVIOMZ�\W�[QOV�Wٺ�W^MZ��������1\�
was escalated up to the site manager.  The site manager just didn’t 
_IV\�\W�SVW_�IJW]\�Q\��[IQL��»6W��VW\�QV\MZM[\ML¼�

,Z�2I[WV�.W`��QV�PQ[�JZQTTQIV\�JWWS�How to Lead a Quest: A handbook for 
pioneering executives�I\\ZQJ]\M[�\PQ[�LMNI]T\�\PQVSQVO�WN �»KWUX]\MZ�[Ia[�
no’ to apathy and the non-participation in meaningful progress.  His 
premise is that ‘our default is the option that we choose automatically 
in the absence of  viable alternatives’.
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And so, Simon, being the pioneering executive that Dr Fox encourages 
][�\W�JM��TWWSML�\W�UISQVO�PQ[�[WT]\QWV�I�»^QIJTM�IT\MZVI\Q^M�WX\QWV¼�
that the more senior leader would buy into. He popped his head 
into the Director of  Site Operations, and said, ‘Can we catch up for 
I�UMM\QVO��IVL�KIV�1�JZQVO�aW]�I�K]X�WN �KWٺMM'¼�;PM�[IQL��»;]ZM��\PI\�
_W]TL�JM�OZMI\¼��0M�JW]OP\�PMZ�I�K]X�WN �KWٺMM�NZWU�\PM�SQ\KPMV�\PI\�
had spent the same amount of  time getting to her as it did to the 
XI\QMV\[���<PM�NMIZTM[[�TMILMZ�\WWS�I�[QX�IVL�UILM�I�KWUUMV\�IJW]\�
the temperature of  it.  Simon made it clear that this was what the 
patients were receiving. He outlined the current situation and the 
form was signed immediately. Simon, of  course, had one on him!

;QUWV�_I[�\PQVSQVO�W]\�WN �\PM�JW`��\PQVSQVO�LQٺMZMV\Ta�IJW]\�PW_�
PM�KW]TL�OM\�IZW]VL�J]ZMI]KZIKa�IVL�LMNI]T\�67�\PQVSQVO���0M�IT[W�
LMUWV[\ZI\ML�IVW\PMZ�WN �,Z�.W`¼[�\QX[�·�UISM�[]ZM�aW]�\PQVS�IJW]\�
PW_�aW]�XIKSIOM�aW]Z�^QIJTM�WX\QWV�[W�\PI\�Q\�[XMIS[�VW\�WVTa�\W�\PM�
ZI\QWVIT�UQVL�J]\� \PM� NMMTQVO[� I[[WKQI\ML�� � 1N � PM�PILV¼\� \ISMV� \PM�
step of  getting the executive to experience what the patients were 
enduring every meal time, there’s a whole crowd of  people in that 
PW[XQ\IT�_W]TL�VM^MZ�PI^M�JMVMÅ\ML�R][\� NZWU�I�\QVa�\_MIS��IVL�I�
little over $1000. 

�ƌĞ�ǇŽƵ�ĐŽŶǀĞŶƟŽŶĂů�Žƌ�ϮϭƐƚ�ĐĞŶƚƵƌǇ͍
Conventional teams no longer give us the characteristics needed 
for us to thrive in the 21st century. And even though we are in the 
[MKWVL�LMKILM�WN � \PM�KMV\]Za�� TM\¼[�VW\�SQL�W]Z[MT^M[� \PI\�_M�PI^M�
moved much from the 20th century paradigm of  team.
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Capability Learnability
Stability Flexibility
Steadfast Agile
Reactive Proactive
Reads purpose Lives purpose
Reads values Lives values
Reputation driven corporate social responsibility Authentic corporate social responsibility
Strategised to Strategised with
Trusts slowly Trusts quickly
HR pushed culture Tribe owned culture
Output driven Customer driven
Either/ or And
Positional Explorative
Operational  Operational and strategic
See ideas as overwhelming or too difficult See ideas as opportunity
Avoid conflict Step into robust ideological debate
Cooperate Collaborate
Interact Integrate
Default response is NO then shut down Default response is YES then investigate
Feedback from superior Multiple sources of feedback
Feedback = defend position Feedback = growth
Performance development discussions Ongoing growth discussion
Role description set in stone Flexible role based on need
Problem Challenge and opportunity
Default individual mindset  Deliberate tribe growth mindset
Individual capacity Collective capacity
Contained learning Messy learning
External accountability Internal accountability
Run assumptions Test assumptions
Competition as threat Competition as opportunity to excel
Technology as burden Technology as enabler

CONVENTIONAL TEAMS 21st-CENTURY TRIBES
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Michael Henderson, corporate anthropologist and organisational 
culture guru, has long used his extensive understanding and 
ZM[MIZKP� WN � \ZQJM[� \W� PMTX� TMILMZ[� ]VTWKS� \PM� XW_MZ� WN � K]T\]ZM��
His approach to thriving culture is three-faceted: Create a culture 
_WZ\P� JMTWVOQVO� \W#� PI^M� TMILMZ[� _WZ\P� NWTTW_QVO� IVL� LW� _WZS�
_WZ\P�LWQVO��0Q[�JWWS[�Get Tribal: Simple, sound advice for understanding 
and improving workplace culture, 2010 and +PQMÅVO� AW]Z� <ZQJM"� 0W_�
to be a leader worth following, 2012 are masterful observations of  
WZOIVQ[I\QWVIT� K]T\]ZM� IVL�PW_� \W�_WZS�LMTQJMZI\MTa� WV� KZMI\QVO�
tribal cultures. 

His perspective on some of  the reasons that purpose and contribution 
IZM� KZQ\QKIT� VW_� Q[� TQVSML� \W� \PM� QVKZMI[M� QV� KPWQKM� IVL�LM[QZM� NWZ�
meaning.

tĞ�ĂƌĞ�ŝŶ�ƚŚĞ�ϮϭƐƚ�ĐĞŶƚƵƌǇ͕ �ĂŶĚ�ƵŶůŝŬĞ�ŵĂŶǇ�ŐĞŶĞƌĂƟŽŶƐ�
ǁŚŽ�ĐĂŵĞ�ďĞĨŽƌĞ�ƵƐ�ǁŚŽ�ŚĂĚ�ůŝƩůĞ�ĐŚŽŝĐĞ�Žƌ�ƌĞƐŽƵƌĐĞƐ�
ĂǀĂŝůĂďůĞ� ƚŽ� ƚŚĞŵ� ŝŶ� ƌĞŐĂƌĚ� ƚŽ� ĞĂƌŶŝŶŐ� Ă� ůŝǀŝŶŐ͕�
ŵĞĂŶŝŶŐůĞƐƐ�ǁŽƌŬ�ŝƐ�ŶŽǁ͕�ŝŶ�ŵŽƐƚ�ƉĞŽƉůĞ͛Ɛ�ĂƐƉŝƌĂƟŽŶƐ͕�
ŶŽ�ůŽŶŐĞƌ�ĂĐĐĞƉƚĂďůĞ͘�dŚĞ�ŵĞĂŶŝŶŐ�ŽĨ�ǁŽƌŬ�ŝƐ�ĨŽƌ�ŵĂŶǇ�
ĞŵƉůŽǇĞĞƐ�ŶŽǁ�ƌĞŐĂƌĚĞĚ�ĂƐ�ƚŚĞŝƌ�ƐĞĐŽŶĚ�ƉĂǇ�ƐůŝƉ͘�

DŝĐŚĂĞů�,ĞŶĚĞƌƐŽŶ 
Get Tribal! Simple, sound advice for understanding 

and improving workplace culture

If  we increase the collaboration and the learnability in our companies, 
it will create the culture for problem solving and innovation. We’re 
responding to the needs of  the customers, and the needs of  the 
team. When people are strongly attached to purpose – momentum 
increases. 
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/ŵĂŐŝŶĞ
1V�I�UIRWZQ\a�WN �_WZSXTIKM[��XMWXTM�IZM�KWUUQ\\ML�\W�\PMQZ�RWJ[��<PMa�
want to do the very best they can, but they have their heads down. 
<PMa�IZM�JMQVO�I[�OZMI\�I[�\PMa�KIV�JM�I\�\PM�_WZS�\PI\�\PMa¼ZM�LWQVO�
by themselves. Imagine the achievement if  we were able to connect 
\PMU�UWZM�IZW]VL�\PMQZ�_WZS��;W�UIVa�UWZM�QLMI[��[W�UIVa�UWZM�
KPITTMVOM[�IXXZWIKPML�_Q\P�XW[[QJQTQ\a��8MWXTM�_WZSQVO�QV�LQٺMZMV\�
_Ia[�ZI\PMZ�\PIV�\PM�LMNI]T\�_Ia�\PMa¼^M�IT_Ia[�_WZSML��)TT�JMKI][M�
\PMa¼ZM�[PIZQVO�\PMQZ�SVW_TMLOM��[PIZQVO�\PMQZ�IXXZWIKPM[�IVL�\PMQZ�
insights. That would lead to the environment where they’re getting 
better outcomes, and they’re focusing on what is it we are trying to 
achieve in our organisation. If  we build the trust and connection 
between people, people will feel safer to interact at a deeper level. 
:I\PMZ� \PIV� R][\� \ITSQVO� IJW]\� \PM� NWW\a� WV� \PM� _MMSMVL�� \PMV�
X]\\QVO�PMIL[�JIKS�LW_V��\PMa�_W]TL�PI^M�KWV^MZ[I\QWV[�IZW]VL�
\ZQKSa�XZWRMK\[�� \PQVO[�\PI\�\PMa¼ZM�ÅVLQVO�LQٻK]T\��IVL�QVY]QZQVO�
about how someone else might approach the same issue. They 
would be learning better ways of  doing things and co-creating 
N]\]ZM�_Ia[�WN �_WZSQVO�

Trust
The connection to purpose and the creation of  trust is a foundational 
part of  the solution. If  we don’t get trust happening then we’re fearful 
WN �\PM�PIZL�_WZS�� NMIZN]T�WN �\PM�PIZL�KWV^MZ[I\QWV[��?M¼ZM�]VIJTM�
\W�TWWS�I\�LQٺMZMV\�_Ia[�WN �_WZSQVO��?M¼ZM�]VIJTM�\W�KWV\MUXTI\M�
\PM� UIZSM\� KWUXM\Q\QWV� _Q\PW]\� I� [MV[M� WN � LWWU� IVL� OTWWU�� 
21st�+MV\]Za� <ZQJM[� TWWS� I\� \PMQZ� KWUXM\Q\QWV� I[� WXXWZ\]VQ\a� \W�
M`KMT�� _PMZMI[� KWV^MV\QWVIT� \MIU[� TWWS� I\� \PM� KWUXM\Q\QWV� I[� I�
threat. Trust recodes desperation into great possibility. It’s this turn 
of  fear into reward that gives us the motivation to move.
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�Ž�ƐŽŵĞ�ƐƚƌĂƚĞŐŝĐ�ƌĞŇĞĐƟŽŶ
To get anywhere close to having a thriving culture and strategy that 
will stand up to the changing context of  the world and create the 
��[\�+MV\]Za�<ZQJM[��\PM�ÅZ[\�[\MX�Q[�\W�WXMV�]X�\PM�KWV^MZ[I\QWV�·�
\W�I�KWTTMK\Q^M�ZMÆMK\QWV�WV�_PMZM�_M�IZM�K]ZZMV\Ta�

If  purpose and trust are the critical intangibles of  the glue that will 
get us there, conversation is the mixing agent that will enable it to 
[M\��)[S�KZQ\QKIT�Y]M[\QWV[�WN �aW]Z�TMILMZ[PQX�\MIU"

tŚĂƚ͛Ɛ�ŚŽůĚŝŶŐ�ƵƐ�ďĂĐŬ�ĨƌŽŵ�ǁŽƌŬŝŶŐ�ŝŶ�Ă�ĨĂƐƚĞƌͬŵŽƌĞ�ĐƌĞĂƟǀĞͬ�
ŵŽƌĞ�ŝŶŶŽǀĂƟǀĞͬ�ĐŽůůĂďŽƌĂƟǀĞͬ�ƐƚƌĞĂŵůŝŶĞĚͬ�ŚŝŐŚͲĂĐŚŝĞǀŝŶŐ�ǁĂǇ͍�

;ǁŚŝĐŚĞǀĞƌ�ŝƐ�ŵŽƐƚ�ĂƉƉƌŽƉƌŝĂƚĞ�ĨŽƌ�ǇŽƵͿ�

4WWS�I\�_PI\�aW]�LW�I�_Q\P�[\ZI\MOQK�MaM��IVL�I[S"

�tŚĂƚ�ĐŽƵůĚ�ǁĞ�ĚŽ�ĚŝīĞƌĞŶƚůǇ�ƚŽ�ŐĞƚ�ďĞƩĞƌ�ŽƵƚĐŽŵĞƐ͍

,Žǁ�ƐŚŽƵůĚ�ŽƵƌ�ƚĞĂŵƐ�ŽƉĞƌĂƚĞ�ƚŽ�ĐƌĞĂƚĞ�Ă�ƚŚƌŝǀŝŶŐ� 
ĞŶǀŝƌŽŶŵĞŶƚ�ŽĨ�ĐŚĂŶŐĞ͍

,Žǁ�ĚŽ�ǁĞ�ŚĞůƉ�ƚŚĞŵ�ƚŽ�ŐĞƚ�ƚŚĞƌĞ͍

6M`\��OW�\W�\PM�\MIU[�IVL�I[S�\PM�[IUM�Y]M[\QWV��NWTTW_ML�Ja"

tŚĂƚ�ĂƐƐƵŵƉƟŽŶƐ�ĚŽ�ǁĞ�ƌƵŶ�ĂƌŽƵŶĚ�ŚĞƌĞ�ĂďŽƵƚ�ƚŚĞ�ǁĂǇ� 
ǁĞ�ǁŽƌŬ�ĂŶĚ�ǁŚĂƚ�ŽƵƌ�ĐƵƐƚŽŵĞƌƐ�ŶĞĞĚ͍�

,Žǁ�ĚŽ�ǁĞ�ĐŚĂůůĞŶŐĞ�ŽƵƌ�ĂƐƐƵŵƉƟŽŶƐ�ĂďŽƵƚ�ƚŚĞ�ǁĂǇ�ǁĞ�ǁŽƌŬ͍

1\�UQOP\�JM�I[�[QUXTM�I[��»?M¼ZM�VW\�ITTW_ML�\W�_WZS�QV�I�LQٺMZMV\�
way.’ It might be an assumption that says, ‘Well, that’s not my job, 
so I don’t have a right to say anything about it’. ‘We’ve done it that 
way for a long time, so it can’t be changed.’ 
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EĞǀĞƌ�ĂƐƐƵŵĞ
)� KWTTMIO]M� WN � UQVM� _WZSML� I\� _Q\P� I� \MIU� WN � \PM� LMXIZ\UMV\�
WN � PMIT\P� TWWSQVO� \W� ÅVL� JM\\MZ� _Ia[� WN � PMTXQVO� XMWXTM� _Q\P�
mental health issues. They had all the senior leaders of  the health 
LMXIZ\UMV\�\WOM\PMZ��<PM�_WZS[PWX�\WXQK�_I[�»?PI\�IZM�\PM�UIQV�
KPITTMVOM[�\PI\�IZM�NIKQVO�XMWXTM�[]ٺMZQVO�PWUMTM[[VM[[�IVL�UMV\IT�
health issues?’ There was one person with lived experience, John, in 
\PM�ZWWU��SVW_V�I[�I�»KWV[]UMZ¼��+WV[]UMZ[�IZM�WN\MV�QVKT]LML�QV�
this type of  forum to ensure the ‘voice’ of  the particular group in focus.

As the discussion began, John pushed his chair away from the table 
IVL�KZW[[ML�PQ[�IZU[��-^MZaWVM�MT[M�_I[�_WZSQVO��VW\QVO�LW_V�IVL�
discussing what they thought the main challenges were. He didn’t 
contribute at all. The facilitator said, ‘John, I noticed that you didn’t 
put anything down or say anything. Do you care to share what is 
OWQVO�WV�NWZ�aW]'¼�2WPV�ZMXTQML��»<PM�LIa�1�\ISM�Q\�]XWV�Ua[MTN �\W�
imagine what might be going on for other people is the day I give 
it all away’. The bureaucrats sat stunned, of  course, and then said, 
‘How right – we are incredibly presumptuous not investigating that 
prior to this planning day.’

+WV^MV\QWVIT�\MIU[�UISM�UIVa�I[[]UX\QWV[�WV�JMPITN �WN �W\PMZ[��
21st-Century Tribes are high in empathy – they understand the 
world of  the customer and their collaborative partners, and they do 
Q\�Ja�I[SQVO�Y]M[\QWV[��WJ[MZ^QVO�IVL�WN\MV�KW�KZMI\QVO�\PM�[WT]\QWV[�
together. 
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ZĞŇĞĐƚ�ŽŶ�ǇŽƵƌ�ĐƵƐƚŽŵĞƌƐ
What’s going on in your industry? 

�ƌĞ�ǇŽƵ�ĂǁĂƌĞ�ŽĨ�ǁŚĂƚ͛Ɛ�ŚĂƉƉĞŶŝŶŐ�ŽƵƚ�ŝŶ�ƚŚĞ�ǁŽƌůĚ͕�ĂŶĚ�ŝŶ�ƚŚĞ�
ŵĂƌŬĞƚƉůĂĐĞ͍�

�Ž�ǇŽƵ�ŬŶŽǁ�ǁŚĂƚ�ƚƌĞŶĚƐ�ĂƌĞ�ŚĂƉƉĞŶŝŶŐ͍�

�Ž�ǇŽƵ�ŬŶŽǁ�ǁŚĂƚ�ďĞƐƚ�ƉƌĂĐƟĐĞ�ŝƐ͍�

�Ž�ǇŽƵ�ŬŶŽǁ�ǁŚĂƚ�ŶĞǆƚ�ƉƌĂĐƟĐĞ�ŝƐ͍�

�ƌĞ�ǇŽƵ�ĐƌĞĂƟŶŐ�ĂŶ�ĞŶǀŝƌŽŶŵĞŶƚ�ǁŚĞƌĞ�ǇŽƵ͛ƌĞ�ůŽŽŬŝŶŐ�Ăƚ�ǁŚĂƚ�
ĐĂŶ�ŵĂŬĞ�ƚŚĞ�ďŝŐŐĞƐƚ�ĐŚĂŶŐĞ�ĨŽƌ�ǇŽƵƌ�ĐƵƐƚŽŵĞƌƐ�ĂŶĚ�ǁŚĂƚ�ŝƐ�

ŐŽŝŶŐ�ŽŶ�ŽƵƚ�ƚŚĞƌĞ͍�

�Ž�ǇŽƵ�ƵŶĚĞƌƐƚĂŶĚ�ǁŚĂƚ�ǇŽƵƌ�ĐƵƐƚŽŵĞƌƐ�ǁĂŶƚ͍�

�Ž�ǇŽƵ�ŬŶŽǁ�ǁŚĂƚ�ŚŝŐŚͲƉĞƌĨŽƌŵĂŶĐĞ�ĐƵůƚƵƌĞƐ�ƚŚĂƚ�ĂƌĞ�ƐƵƐƚĂŝŶŝŶŐ�
ƚŚŝƐ�ůĞǀĞů�ŽĨ�ĐŚĂŶŐĞ�ĂŶĚ�ƚƌĂŶƐĨŽƌŵĂƟŽŶ�ĂƌĞ�ĚŽŝŶŐ͍
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Chapter Summary

Jump on and create the buzz.

<PM�[XMML�QV�_PQKP�\PM�_WZTL�Q[�UW^QVO�VMML[�][�\W�_WZS�QV�I�NI[\MZ��
smarter, and more connected way. Our increased capability and 
technology means that we can. It's time to get on with it or get left 
behind. It's time to tap into potential, and create an excitement in 
W]Z�WZOIVQ[I\QWVIT�K]T\]ZM��[W�\PMZM�[�I�OZMI\�J]bb�IJW]\�\PM�_WZS�
Let’s get on with it. We’re on the inside watching the world outside 
change. We’re getting left behind. The world needs us to be 
courageous and change the paradigm.

1UIOQVM�KWUQVO�QV\W�_WZS��IVL�\PM�KWV^MZ[I\QWV[�_Q\P�XMWXTM�IZM�
J]bbQVO� IJW]\� \PM� _WZS�� SMMXQVO� aW]� QV� \]VM� _Q\P� ITT� \PM� OZMI\�
innovations they’re trying, ways that they want to shift the status quo 
WN �PW_�\PMa�_WZS��8MWXTM�IZM�M`KQ\ML�IJW]\�\PM�^Q[QWV�IVL�X]ZXW[M��
IVL�\PMa¼ZM�KWUUQ\\ML�\W�Q\��8MWXTM�IZM�\ITSQVO�IJW]\�_PI\�\PMa�IZM�
trying to achieve. There’s a whole organisation approach to what 
you’re trying to do and a real commitment to it. People are happy 
IVL�MVOIOML�QV�\PMQZ�_WZS��8MWXTM�IZM�[IaQVO�Ja�LMNI]T\"�»�0W_�KIV�1�
UISM�\PQ[�KPIVOM�PIXXMV'¼�IVL�»0W_�KIV�aW]�PMTX�UM�\W�UISM�\PQ[�
change happen?’ People have been vested with the right to be able 
\W�UISM�\PM�XTIKM�I�JM\\MZ�XTIKM��ZI\PMZ�\PIV�[Q\\QVO�IVL�[IaQVO��»1�
PI^M�VW�KWV\ZWT�W^MZ�\PQ[¼��<PMa¼^M�OW\�QVÆ]MVKM�W^MZ�PW_�\PMa�KIV�
do what they do in a better way.



tŚĂƚ Ɛ͛�ŶĞǆƚ͍
<W�JM�IJTM�\W�IKPQM^M�\PQ[�UWUMV\]U��W]Z�ÅZ[\�[\MX�Q[�OM\\QVO�XMWXTM�
out of  their silos. If  we have people sitting in their own worlds, 
TWWSQVO�I\�\PMQZ�_WZS��IVL�VW\�[MMQVO�PW_�Q\�KWVVMK\[�\W�MIKP�W\PMZ��
to the environment, and to the customer, we’ll never get there.

The question is, are your people ready to accelerate and become 
21st�+MV\]Za�<ZQJM[��WZ�LW�_M�VMML�\W�[UI[P�[WUM�[QTW[�ÅZ[\'
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dƌĂǀĞů�ŝƐ�ĨĂƚĂů�ƚŽ�ƉƌĞũƵĚŝĐĞ͕�ďŝŐŽƚƌǇ͕�
ĂŶĚ�ŶĂƌƌŽǁͲŵŝŶĚĞĚŶĞƐƐ͕�ĂŶĚ�ŵĂŶǇ�
ŽĨ�ŽƵƌ�ƉĞŽƉůĞ�ŶĞĞĚ�ŝƚ�ƐŽƌĞůǇ�ŽŶ�

ƚŚĞƐĞ�ĂĐĐŽƵŶƚƐ͘��ƌŽĂĚ͕�ǁŚŽůĞƐŽŵĞ͕�
ĐŚĂƌŝƚĂďůĞ�ǀŝĞǁƐ�ŽĨ�ŵĞŶ�ĂŶĚ�ƚŚŝŶŐƐ�
ĐĂŶŶŽƚ�ďĞ�ĂĐƋƵŝƌĞĚ�ďǇ�ǀĞŐĞƚĂƟŶŐ�ŝŶ�
ŽŶĞ�ůŝƩůĞ�ĐŽƌŶĞƌ�ŽĨ�ƚŚĞ�ĞĂƌƚŚ�Ăůů��

ŽŶĞ͛Ɛ�ůŝĨĞƟŵĞ͘

DĂƌŬ�dǁĂŝŶ� 
The Innocents Abroad/Roughing It.

Sarah was excited about her new role. She was moving within 
her organisation to another team. The team she left behind was 
dynamic and exciting. She had learnt so much there and enjoyed 
the challenge of  her role, but it was time to spread her wings. In 
her second role since university, she was ready to roll up her sleeves 
and co-create a dynamic and impactful campaign with the rest of  
the team. Her new team was rolling out a new service. Her job was 
\W� TQIQ[M� _Q\P� \PM� \MIU� IVL�_Q\P� \PMQZ� [\ISMPWTLMZ[� IVL� KZIN\� \PM�
KWUU]VQKI\QWV�IVL�UIZSM\QVO�[\ZI\MOa��;IZIP�_ITSML�QV\W�\PM�ÆWWZ�
_PMZM� PMZ� \MIU�_WZSML�_Q\P� IV\QKQXI\QWV�� 1\�_I[� I� \aXQKIT� WXMV�
XTIV�WٻKM�_Q\P�\PM�KWV^MV\QWVIT�[M\�]X�WN �K]JQKTM[�_Q\P�KWUX]\MZ�

“
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dƌĂǀĞů�ŝƐ�ĨĂƚĂů�ƚŽ�ƉƌĞũƵĚŝĐĞ͕�ďŝŐŽƚƌǇ͕�
ĂŶĚ�ŶĂƌƌŽǁͲŵŝŶĚĞĚŶĞƐƐ͕�ĂŶĚ�ŵĂŶǇ�
ŽĨ�ŽƵƌ�ƉĞŽƉůĞ�ŶĞĞĚ�ŝƚ�ƐŽƌĞůǇ�ŽŶ�

ƚŚĞƐĞ�ĂĐĐŽƵŶƚƐ͘��ƌŽĂĚ͕�ǁŚŽůĞƐŽŵĞ͕�
ĐŚĂƌŝƚĂďůĞ�ǀŝĞǁƐ�ŽĨ�ŵĞŶ�ĂŶĚ�ƚŚŝŶŐƐ�
ĐĂŶŶŽƚ�ďĞ�ĂĐƋƵŝƌĞĚ�ďǇ�ǀĞŐĞƚĂƟŶŐ�ŝŶ�
ŽŶĞ�ůŝƩůĞ�ĐŽƌŶĞƌ�ŽĨ�ƚŚĞ�ĞĂƌƚŚ�Ăůů��

ŽŶĞ͛Ɛ�ůŝĨĞƟŵĞ͘

DĂƌŬ�dǁĂŝŶ� 
The Innocents Abroad/Roughing It.

Sarah was excited about her new role. She was moving within 
her organisation to another team. The team she left behind was 
dynamic and exciting. She had learnt so much there and enjoyed 
the challenge of  her role, but it was time to spread her wings. In 
her second role since university, she was ready to roll up her sleeves 
and co-create a dynamic and impactful campaign with the rest of  
the team. Her new team was rolling out a new service. Her job was 
\W� TQIQ[M� _Q\P� \PM� \MIU� IVL�_Q\P� \PMQZ� [\ISMPWTLMZ[� IVL� KZIN\� \PM�
KWUU]VQKI\QWV�IVL�UIZSM\QVO�[\ZI\MOa��;IZIP�_ITSML�QV\W�\PM�ÆWWZ�
_PMZM� PMZ� \MIU�_WZSML�_Q\P� IV\QKQXI\QWV�� 1\�_I[� I� \aXQKIT� WXMV�
XTIV�WٻKM�_Q\P�\PM�KWV^MV\QWVIT�[M\�]X�WN �K]JQKTM[�_Q\P�KWUX]\MZ�

“



40

GLue

terminals, and in the centre of  every smaller cubicle hub, there was 
I�ZW]VL�\IJTM�_Q\P�KPIQZ[��)[�[PM�_ITSML�N]Z\PMZ�QV\W�\PM�IZMI�_PMZM�
PMZ�\MIU�_I[�[Q\]I\ML��PMZ�PMIZ\�[IVS�

AW]�UQOP\�JM�IJTM�\W�QUIOQVM�_PI\�;IZIP�[I_�\PI\�IٺMK\ML�PMZ�[W�
U]KP��AW]�XZWJIJTa�SVW_�_PI\�aW]�_W]TL�JM�TWWSQVO�NWZ��_PI\�aW]�
want to see and hear, and how you would want to feel.

.WZ�;IZIP��XMWXTM�_WZSQVO�\WOM\PMZ�IVL�QV\MZIK\QVO�_I[�I�XIZ\�WN �
JMQVO�QV�I�LaVIUQK�\MIU��<PMa�LQLV¼\�TQ^M�QV�MIKP�W\PMZ¼[�XWKSM\[��
There was a balance of  collaborating and people individually getting 
WV�_Q\P�\I[S[��<PMZM�_I[�I�KWV[\IV\�MVMZOa�WN �QV\MZIK\QWV��\PW]OP��
7V�\PM�ÆWWZ�[PM�PIL�KWUM�NZWU��QN �aW]�OIbML�IZW]VL��\PMZM�_W]TL�
IT_Ia[�JM�I�NM_�UQLLTM�\IJTM[�_Q\P�I�[UITT�OZW]X�_WZSQVO�\WOM\PMZ�
WV� [WUM\PQVO�� 1V� \PQ[�VM_�MV^QZWVUMV\�� [PM�PIL� R][\�_ITSML� QV\W�
\PMZM�_I[�I�LMI\PTa�[QTMVKM��1\�_I[�TQSM�\PM�MVMZOa�_I[�[]KSML�QV\W�I�
^WZ\M`��<PMZM�_I[�VW�[XMISQVO�I\�ITT��IVa_PMZM��<PMa�ITT�PIL�\PMQZ�
PMIL[�LW_V�W^MZ�\PMQZ�\MZUQVIT[��OZQUTa�NWK][ML�WV�\PM�\I[S�I\�PIVL��
.WZ�;IZIP��]VNWZ\]VI\MTa��\PQVO[�LQL�VW\�[\IZ\�TWWSQVO�]X��;WUMWVM�
P]ZZQMLTa�TWWSML�]X�_PMV�[PM�QV\ZWL]KML�PMZ[MTN �IVL�XWQV\ML�PMZ�\W�
a corner of  the area where there were empty cubicles for her to sit 
LW_V�IVL�OM\�\W�_WZS�·�Ja�PMZ[MTN�

There’s always a lot to learn when we step into a new role. There 
IZM�VM_�\I[S[�\W�TMIZV��XZWKM[[M[�\W�ILPMZM�\W�IVL�VM_�XMWXTM�\W�OM\�
\W�SVW_��<PMV��_M�[\IZ\�OM\\QVO�I\\IKPML�\W�KWUNWZ\�·�_M�SVW_�_PI\�
\PM�K][\WUMZ�_IV\[��_M�SVW_�PW_�W]Z�JW[[�_IV\[�][�\W�LMTQ^MZ��IVL�
_M�PI^M�OW\�\PM�[SQTT[�\PI\�_QTT�OM\�\PM�RWJ�LWVM��7]Z�LZQ^M�\W�JM�QV�
the learning space wains. Our expansion and growth slow as we feel 
more competent, on top of  our jobs and the expectations upon us. 
)VL�_M�[\IZ\�\W�[\IOVI\M��<PM�KWUNWZ\�bWVM�\ISM[�W^MZ��IVL�_M�SMMX�
our head down. 
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dŚĞ�ŵǇƚŚ�ŽĨ�ƚŚĞ�ůŝĨĞůŽŶŐ�ůĞĂƌŶĞƌ
There is a myth in many organisations that simply by being in the 
_WZSXTIKM�_M�IZM�OZW_QVO��TMIZVQVO�IVL�OM\\QVO�JM\\MZ�I\�_PI\�_M�
do. We assume that time on the job also means we are growing our 
[SQTT[��*]\��]VTM[[�_M�KWV[KQW][Ta�KZMI\M�I� TMIZVQVO�MV^QZWVUMV\�QV�
our teams, we become complacent and happy with the status quo. 
Improvement and innovation happens when people move out of  
comfort. In education, there is a slightly bitchy saying, ‘How long 
have they been teaching? 20 years? Or one year, 20 times over?’  
*]\�\PMZM�Q[�\Z]\P�QV�Q\��<PM�[IUM�IXXTQM[�QV�IVa�ÅMTL��?M�KIV�JM�QV�
\PM�[IUM�KaKTM��IXXTaQVO�\PM�[IUM�\PQVSQVO��LWQVO�\PM�[IUM�IK\Q^Q\QM[�
in our little silo – and be happy doing it!

0I^M�aW]�M^MZ�\ZI^MTTML�WV�I�TWVO�PI]T�ÆQOP\�\W�IVW\PMZ�XIZ\�WN �\PM�
world? Imagine getting to your destination jetlagged. You fall asleep 
QV�I�LIZS�ZWWU�_Q\P�PMI^a�K]Z\IQV[�LZI_V��?Q\P�VW�ITIZU�[M\��aW]�
[TMMX� NWZ� I� TWVO� XMZQWL��AW]�_ISM� ]X�� \PQVSQVO� Q\� Q[� LIa\QUM� IVL�
OM\�[PWKSML�I[�aW]�LZI_�\PM�K]Z\IQV[�IVL�[MM�\PI\�Q\� Q[�\PM�UQLLTM�
of  the night and you’ve slept through hours of  the day and the 
M^MVQVO��1VLQ^QL]IT�[QTW[�_WZS�\PM�[IUM�_Ia#�_M�I[[]UM�\PI\�_PI\�Q[�
happening in the rest of  the organisation and that the context is the 
same as it has always been. Unless we get out of  our comfortable 
WٻKM[�IVL�I_Ia�NZWU�W]Z�KWUX]\MZ�\MZUQVIT[��_M¼ZM�[TMMXQVO�_Q\P�
the curtains drawn. We stay sitting in the status quo. 

dŚĞ�ƐƚĂƚƵƐ�ƋƵŽ�ŝƐ�ĚĂŶŐĞƌŽƵƐ͘

The status quo is based on dangerous assumptions. It presumes that 
our context does not change, that clients’ needs and expectations 
don’t change. That technology, social media and globalisation do 
VW\�PI^M�IVa�MٺMK\�WV�W]Z�XIZ\�WN �\PM�_WZTL�
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When everyone puts their heads down to do the job, and no one 
TWWS[� ]X� \W� [MM� _PI\� Q[� PIXXMVQVO� IZW]VL� \PMU�� Q\� JMKWUM[� W]Z�
K]T\]ZM��7]Z�W_V�[QTW[�IZM�\PM�K]TXZQ\�·�_M�[M\�]X�TQ\\TM�SQVOLWU[�WN �
ZIZM�KPITTMVOM��<PM�_WZS�LWVM�IVL� \PM� \PQVSQVO�X]\� QV\W�XZWRMK\[�
comes from one source – our own heads. We are ripe to fall into 
ZMXM\Q\Q^M�_Ia[�WN �\PQVSQVO��:I\PMZ�\PIV�JMQVO�M`XW[ML�\W�VM_�QLMI[��
M`XIV[Q^M�\PQVSQVO��VW^MT�IXXZWIKPM[��IVL�_Ia[�WN �_WZSQVO�_M�[Q\�
_Q\P�W]Z�W_V�\PMWZQM[�IJW]\�_PI\�_WZS[�IVL�W]Z�W_V�SVW_TMLOM�

)VL�_M�[\IOVI\M��_Q\P�TQ\\TM�NZM[P�\PQVSQVO�M^MZ�UISQVO�Q\� QV\W�W]Z�
cubicles. 

�DĞĞƟŶŐƐ͕�ƌĂƚŚĞƌ�ƚŚĂŶ�ďĞŝŶŐ�ĂŶ�
ŽƉƉŽƌƚƵŶŝƚǇ�ĨŽƌ�ĐŽůůĂďŽƌĂƟŽŶ͕�ĂƌĞ�ĨƵůů�ŽĨ�
ĂŐĞŶĚĂ�ŝƚĞŵƐ�ŽĨ�ƚŚĞ�ďĞŝŐĞ�ĂŶĚ�ďŽƌŝŶŐ͘

1V\MZIK\QWV[� _Q\P� KW�_WZSMZ[� IZM� \ZIV[IK\QWVIT� IVL� NWK][ML� WV�
output rather than quality outcomes. Our default becomes status-
Y]W�\PQVSQVO�IVL�KWUNWZ\��?M�VM]\ZITQ[M�\PM�»TQNMTWVO�TMIZVMZ¼�\IO�Ja�
‘this is the way we do things around here’. 

)[�TWVO�I[�\PM�XMWXTM�QV�WZOIVQ[I\QWV�IZM�_WZSQVO�QV�[QTW[��\PM�J][QVM[[�
is prone to stagnation. It’s an unpalatable truth, but once we realise 
that this is happening, we have a strategic focus for change. 
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�ŽůůĂďŽƌĂƟŽŶ�ƉŽŬĞƐ�Ăƚ�ŽƵƌ�ĐŽŵĨŽƌƚĂďůĞ�
ĂƐƐƵŵƉƟŽŶƐ͘�
When we sit in our silos, our assumptions about the way the world 
_WZS[� JMKWUM� MUJMLLML�� 7]Z� \PQVSQVO� Q[� VM^MZ� KPITTMVOML�� 
We are focused more on ‘me’ and not on the client. We focus only 
on our part in the production line rather than our part of  the whole 
service provided. We don’t see ourselves as an integral piece of  the  
whole picture. 

When we challenge our assumptions, we activate our potential. And 
R][\� TQSM� MXW`a�OT]M��8IZ\�)�IVL�8IZ\�*�U][\� KWUJQVM� \W�UISM� Q\�
strong. More than one person coming together with purpose creates 
VM_�_Ia[�WN �_WZSQVO�\PI\�W^MZKWUM�W]Z�KWUXTIKMVKa�

In a recent Google survey, 73% of  respondents agreed that their 
WZOIVQ[I\QWV�_W]TL�JM�UWZM�[]KKM[[N]T�QN �MUXTWaMM[�KW]TL�_WZS�QV�
UWZM� ÆM`QJTM� IVL� KWTTIJWZI\Q^M�_Ia[��?PMV� I[SML��_PI\� KPIVOM[�
would have the greatest impact on their organisation’s overall 
XZWÅ\IJQTQ\a�� ��
� WN � ZM[XWVLMV\[� ZIVSML� I� KWTTIJWZI\QWV�ZMTI\ML�
UMI[]ZM�I[� \PM�V]UJMZ�WVM� NIK\WZ��<PQ[�/WWOTM� NWZ�?WZS� []Z^Ma, 
Working Better Together 2015 also uncovered that collaboration and 
[\Iٺ�MVOIOMUMV\�IZM�KTW[MTa�ZMTI\ML��I[�LQ[K][[ML�QV�+PIX\MZ�7VM#�
MVOIOML� \MIU[� UISM� KWTTIJWZI\QWV� IVL� QVVW^I\QWV� U]KP� MI[QMZ��
Eighty eight per cent of  respondents who strongly agreed that their 
KWUXIVa�NW[\MZ[�I�K]T\]ZM�WN �SVW_TMLOM�[PIZQVO͒and collaboration 
also strongly agreed that employee morale and job satisfaction are 
high. 
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Learning in silos 
Companies who have an individual, siloed approach to training 
of  people are pouring money down the drain. Historically, when 
leaders try to change performance, the default behaviour is to send 
individuals out to a course.

Money and time are being chewed up for several reasons:

20ƚŚ�ĐĞŶƚƵƌǇ�ƚƌĂŝŶŝŶŐ�ŵĞƚŚŽĚƐ

Many training programs are an exchange of  information rather 
than transformative action learning. This is a hangover from an 
approach suited to the industrial age rather than the information 
age. An expert stands at the front of  the room. Truths are spouted. 
Everyone writes copious notes, nods, and the trainer moves on. This 
antiquated approach to training rarely creates behaviour change and 
is full of  the least evolved type of  learning – transactional information 
exchange. High-quality training provides the opportunity for 
\PW]OP\�XZW^WSQVO�IVITa[Q[�IVL�IXXTQKI\QWV�\W�KWV\M`\�

KƵƚ�ŽĨ�ĚĂƚĞ�ƚƌĂŝŶĞƌƐ

,MILTa��L]TT�� [VWZM�QVL]KQVO� \ZIQVMZ[��_PW�IT[W�_WZS� QV� [QTW[��PI\M�
their jobs and the people they train. Nothing more needs to be said.

/͛ŵ�ďĂĐŬ͕�ĂŶĚ�/͛ŵ�ĞǆĐŝƚĞĚ͊�EŽǁ�ǁŚĂƚ͍

Of  course, there are great engaging trainers out there doing 
NIJ]TW][� \PQVO[�� 8MWXTM� KWUM� JIKS� \W� _WZS� QV[XQZML� IVL� M`KQ\ML�
IJW]\�IXXTaQVO�Q\�JIKS�I\�_WZS��<PM�\ZW]JTM�KWUM[�_PMV�\MIU[�PI^M�
VW�XZWKM[[M[�WZ�ZQ\]IT[�\W�[PIZM�IVL�M`XTWZM�PW_�\PMa�KIV�\ISM�\PM�
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TMIZVQVO�IVL�MUJML�Q\�JIKS�QV\W�\PM�_WZSXTIKM��5WUMV\]U�NILM[�
and the inspiration wilts. In Fortune 500 companies, $31.5 billion 
is estimated to go down the drain on learning and development 
XZWOZIU[� VW\� \ZIV[NMZZQVO� \PM� TMIZVQVO� JIKS� QV\W� \PM� _WZSXTIKM��
post course. (Source: ‘Is Your Company Encouraging Employees to 
Share What They Know?’ Harvard Business Review, November 2015.)

/ƚ͛Ɛ�Ăůů�ĂďŽƵƚ�ƚŚĞ�ŝŶĚŝǀŝĚƵĂů͕�ŶŽƚ�ƚŚĞ�ƚĞĂŵ

Individual capacity building is the only thing focused on, not team 
capacity. Learning not connected to the context of  the team and the 
_WZS�VMMLQVO�\W�JM�LWVM�Q[�TQUQ\ML�QV�Q\[�MٺMK\��*]QTLQVO�QVLQ^QL]IT�
[SQTT[�Q[�KZQ\QKIT�NWZ�LM^MTWXUMV\��*]\�QN �_M�VM^MZ�NWK][�WV�KIXIJQTQ\QM[�
the team needs for new initiatives, we get inconsistency. 

/ƚ͛Ɛ�ůĞĂƌŶŝŶŐ�ĂŶĚ�ĚĞǀĞůŽƉŵĞŶƚ͛Ɛ�ũŽď

Leaders that outsource all the development of  the team to the 
learning and development department are outsourcing part of  their 
role. 

,ŝŐŚ�ĐŽůůĂďŽƌĂƟŽŶ�ŵĞĂŶƐ�ǁĞ�ƐŽůǀĞ�
ƉƌŽďůĞŵƐ�ƚŽŐĞƚŚĞƌ�ʹ�ĂŶĚ�ƚŽ�ĚŽ�ƚŚĂƚ͕� 
ǁĞ�ŶĞĞĚ�Ă�ƐƚƌŽŶŐ�ůĞĂƌŶŝŶŐ�ĨŽĐƵƐ� 

ŝŶ�ƚŚĞ�ƚĞĂŵ͘
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zŽƵƌ�ďĞƐƚ�ƉĞŽƉůĞ�ĂƌĞ�ůŽŽŬŝŶŐ�ĨŽƌ�ůĞĂƌŶŝŶŐ�
ĞŶǀŝƌŽŶŵĞŶƚƐ
Clients and employees are increasing their expectations of  
organisations. There is far more choice in the world now. People 
will vote with their feet, ‘I’m not getting what I need, so I’m 
OWQVO� MT[M_PMZM¼�� +TM^MZ� QVVW^I\WZ[� \PQVSQVO� W]\[QLM� \PM� JW`� IZM�
LQ[Z]X\QVO� ][�� <PMa� IZM� \PQVSQVO�UWZM� KZMI\Q^MTa� \PIV� _M� IZM� QV�
UMLQWKZM�WZOIVQ[I\QWV[��<PMa¼ZM�_WZSQVO�NI[\MZ�IVL�UWZM�MٻKQMV\Ta��
Complacent organisations are missing the boat because they are 
VW\�M^MV�\PQVSQVO�IJW]\�UW^QVO�NI[\MZ��<PMa¼ZM�VW\�TWWSQVO�W]\[QLM��
<PMa¼ZM� VW\� KZMI\QVO� IV� WXXWZ\]VQ\a� \W� ZMÆMK\�� »0W_� KW]TL� _M�
LW� \PQ[� LQٺMZMV\Ta'¼� <PMa� R][\� SMMX� WV� LWQVO� _PI\� \PMa¼ZM� LWQVO�
_Q\PW]\� \PQVSQVO�� ;QTWML� IVL� [\I\][� Y]W� WZOIVQ[I\QWV[� TW[M� \PMQZ�
best people. When team commitment to learning how to do things 
JM\\MZ� IVL�_Q\P� X]ZXW[M� Q[�UQ[[QVO�� \PM� JM[\� \ITMV\� _ITS[� W]\� \PM�
LWWZ�� 8MWXTM� _PW� \PZQ^M� WV� KPITTMVOM� IVL� OZW_\P� NMMT� [\QÆML� Ja�
KWV^MV\QWVIT� \MIU[�_PW� R][\� KW�M`Q[\�� <PM� [XIZS� WN � \PMQZ� VI\]ZIT�
social learning style becomes starved of  oxygen. Engaged and 
motivated individuals tease ideas out, toss around perspectives and 
opinions and uncover hidden gems. It’s the buzz of  learning with 
MIKP� W\PMZ� NWZ� VM_� [WT]\QWV[� \PI\� M`KQ\M[� \PMU�� *MNWZM� \PM� ÆIUM�
goes out completely, these clever people up and leave the business to 
ÅVL�N]TÅTUMV\�MT[M_PMZM�

�&K͗��Ƶƚ�ǁŚĂƚ�ŝĨ�ǁĞ�ĚĞǀĞůŽƉ�ŽƵƌ�ƉĞŽƉůĞ�ĂŶĚ�ƚŚĞǇ�ůĞĂǀĞ͍

��K͗�tŚĂƚ�ŝĨ�ǁĞ�ĚŽŶ͛ƚ�ĂŶĚ�ƚŚĞǇ�ƐƚĂǇ͍
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�ŽůůĂďŽƌĂƟŽŶ�ĐƌĞĂƚĞƐ�ƉŽƚĞŶƟĂů͖�ƐŝůŽƐ�ĚŝůƵƚĞ�ŝƚ
One of  us is never as smart as all of  us. No matter how brilliant our 
\PQVSQVO�Q[��_M�KIV�IT_Ia[�MVPIVKM�Q\�Ja�\PZW_QVO�Q\�QV�\PM�ZQVO�_Q\P�
others. How do we create the culture to encourage a collaborative 
_Ia�WN �_WZSQVO'

/Ɛ�ŚŝƐƚŽƌǇ�ƌĞƉĞĂƟŶŐ�ŝƚƐĞůĨ͍

1�_WZSML�_Q\P�I�KTQMV\�ZMKMV\Ta�_PW[M�WZOIVQ[I\QWV�_I[�NIQTQVO��)TT�
the indicators that you would want to have in their context were 
not met. It was on a downward trajectory. The organisation was 
Y]Q\M�[UITT�IVL�TW[QVO�OZW]VL��1�_I[�JZW]OP\�QV�\W�_WZS�_Q\P�\PMU��
co-creating their vision – how did they want to shift, what did they 
_IV\�\W�LW�LQٺMZMV\Ta'�1N �\PMa�TWWSML�I\�\PMU[MT^M[�QV����aMIZ[¼�\QUM�
what did they want to see?

As an important part of  the process, they told the story of  their 
journey. I was fascinated to hear what they had done and what they 
PILV¼\� LWVM��<PMa¼L�_WZSML� QV� [QTW[�� IVL�ITT� LQL� \PMQZ� W_V� \PQVO��
They didn’t learn from each other; they didn’t challenge each other 
WV�PW_�\PMa�KW]TL�LW�\PQVO[�LQٺMZMV\Ta�

At the end, after we had shared the story, one woman, a long-term, 
committed employee of  the company, saw in that moment how 
KWUNWZ\IJTM�\PM�[\I\][�Y]W�PIL�JMKWUM��»?W_��PI^M�I�TWWS�I\���� ��
We had our four-yearly organisational review in that year. It told us 
\PM�[IUM�\PQVO[�\PI\�\PQ[�ZM^QM_�PI[�R][\�\WTL��?M�\WWS�VW�VW\QKM��IVL�
_M�PI^M�[XMV\�MQOP\�aMIZ[�VW\�LWQVO�IVa\PQVO�IJW]\�Q\��?M¼^M�SMX\�
WV�LWQVO�\PM�[IUM�\PQVO�\PI\�_M�_MZM�LWQVO�JIKS�\PMV��6W_��TWWS�I\�
the problem we’ve got.’
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^ŝƫŶŐ�ŝŶ�ŽƵƌ�ŽǁŶ�ƐƚĞǁ�ǁŽŶ͛ƚ�ďƌŝŶŐ�ďƌŝůůŝĂŶĐĞ

?PMV�_M�KWVVMK\�W]Z� \PQVSQVO�IVL� QLMI[�_Q\P�W\PMZ[��_M�MVL�]X�
_Q\P�OZMI\MZ�KZMI\Q^Q\a�QV�W]Z�IXXZWIKPM[��?M�\PQVS�QV�I�TM[[�TQVMIZ�
and more integrated way. Ideas that we wouldn’t have thought of  
by ourselves are co-created with others. We start to realise that we 
LWV¼\�PI^M�\PM�JM[\� QLMI[��?M�TQSM�W\PMZ�XMWXTM¼[� QLMI[�I[�_MTT�IVL�
JMOQV�\W�WXMV�W]Z�\PQVSQVO��?M�[XIZS�Wٺ�MIKP�W\PMZ�

?PMV�_M�[Q\�QV�W]Z�WٻKM[�IVL�\Za�\W�ÅO]ZM�\PQVO[�W]\�_Q\P�WVTa�W]Z�
\PQVSQVO�\W�XTIa�_Q\P��_M�OM\�[\]KS��.MIZ�WN �TWWSQVO�TQSM�_M�KIV¼\�LW�
W]Z�RWJ�SMMX[�][�KPIQVML�\W�\PM�LM[S��.MIZ�WN �R]LOMUMV\�IVL�NIQT]ZM�
hunches us down over our computer tapping away in an agony 
WN �]VKMZ\IQV\a�WZ�KWVN][QWV��ZI\PMZ�\PIV�I[SQVO�NWZ�[WUMWVM�MT[M¼[�
opinion and help. 

WŽĐŬĞƚƐ�ŽĨ�ďƌŝůůŝĂŶĐĞ�ĂůƐŽ�ƐƚĂǇ�ŚŝĚĚĞŶ�ʹ�
ƐŽŵĞŽŶĞ�ǁŚŽ�ŚĂƐ�ƚŚĞ�ĂŶƐǁĞƌ�ŝƐ�ƐŝƫŶŐ�

ŽŶ�ŝƚ�ŝŶ�ƚŚĞŝƌ�ŽĸĐĞ͕�ŶŽƚ�ůĞƫŶŐ� 
ĂŶǇŽŶĞ�ŐĞƚ�ŝƚ͘�

Because they never collaborate and connect with the team 
UMUJMZ[� WZ� W\PMZ� XMWXTM�� \PMQZ� SVW_TMLOM� IVL� [SQTT[� VM^MZ�
transfer. There is a power element to this. ‘I’m good at what I do.’ 
‘You may not be, but I am.’ It creates an egocentric environment. 
<Z]M�KWTTIJWZI\QWV�OM\[�ZQL�WN �IV�»1¼�MV^QZWVUMV\��8MWXTM�TWWS�I\�
what they’re doing to achieve success together, rather than one 
person being excellent at it and another not so great. Good ideas 
get fleshed out to be even better. 
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Don’t just rinse and repeat
Eye rolling and comments of  ‘here we go again’ occur when people 
IZM� JZW]OP\� QV\W� I� ZWWU� \W� LQ[K][[�_PI\� \PMa� VMML� \W� LW� \W� »Å`¼�
something. Mixed group tables are set up; discussion had. Everyone 
_ITS[� W]\� IVL� LWM[� \PM� [IUM� \PQVO� \PMa¼^M� IT_Ia[� LWVM�� 1\¼[� TQSM�
JMQVO�[\]KS�WV�\PM�ZQV[M�IVL�ZMXMI\�KaKTM�QV�\PM�_I[PQVO�UIKPQVM��1\�
UQOP\�UISM�][�NMMT�OWWL�I\�\PM�\QUM��?M¼^M�ITT�PIL�I�»OWWL�PWVM[\¼�
discussion about it. But it wasn’t collaborating. Collaboration is 
about learning and action. It was just simply having a discussion. 
Frustration with the inaction festers. How could you change the 
wash cycle? It’s always easier to get other people to change than 
ourselves. It’s always easier to blame what’s going on outside rather 
than, ‘How am I contributing to this?’ If  none of  us is modelling 
what we want to see in our teams, we’ll never get it.

dŚĞ�ƚƌƵĞ�ǀĂůƵĞ�ŽĨ�ĐŽůůĂďŽƌĂƟŽŶ� 
;ĂŶĚ�ǁŚǇ�ŝƚ Ɛ͛�ĚŝīĞƌĞŶƚ�ƚŽ�ĚŝĂůŽŐƵĞͿ
Understanding that collaboration is more than discussion gives 
][� \PM� QV[QOP\� \W� TWWS�I\�_PI\�VMML[� \W� KPIVOM��?M� \PMV�Y]M[\QWV�
what actions will provide us with the greatest leverage to move this 
_WZS�NWZ_IZL��,WV¼\�R][\�[P]ټM�LMKS�KPIQZ[��LW�[WUM�[MKWVL�WZLMZ�
KPIVOM�� VW\� R][\� ÅZ[\� WZLMZ� KPIVOM�� .QZ[\� WZLMZ� KPIVOM� Q[�UW^QVO�
things on the surface. Second order change is when we change 
JMTQMN[�IJW]\�VW\�WVTa�_PI\�_M�VMML�\W�LW�J]\�_Pa��5IVa�WN �][�\PQVS�
we are at the pinnacle of  collaborating when we are simply being 
KWWXMZI\Q^M��*MNWZM�_M�OM\� \PMZM��_M�UQOP\�VMML� \W�ÅOP\� \PZW]OP�
some levels that are actively dissolving any glue of  collaboration.
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Corrosion 
The solvent to collaboration is a corrosive environment. The 
LMÅVQ\QWV� WN � KWZZW[QWV"� \PM� OZIL]IT� LM[\Z]K\QWV� WN � UI\MZQIT[� Ja�
chemical reaction with their environment. 

0I^M�aW]�M^MZ�_ITSML�QV\W�IV�MV^QZWVUMV\�\PI\�NMT\�\W`QK'�AW]�NMMT�
Q\�QV�\PM�IQZ��8MWXTM�LWV¼\�M^MV�IKSVW_TMLOM�MIKP�W\PMZ��<PMZM�[MMU[�
to be no trust – in fact, there is often a profound sense of  distrust.
)�KWZZW[Q^M�_WZS�MV^QZWVUMV\�Q[�\PM�PWUM�WN �\PM�\W`QK�_WZSXTIKM��
1V�\PQ[�[XIKM�XMWXTM�WN �QVÆ]MVKM�[MMU�\W�JM�KWUUQ\\ML�\W�KZMI\QVO�
an environment of  fear and anxiety. In reality, they may not even 
be aware they are doing it. Their self-awareness may be low, and 
they do not have much empathy for others. Some may be fearful 
\PMU[MT^M[��[W�\PMQZ�JMPI^QW]Z[�IZM�\PW[M�WN �»[]Z^Q^IT�WN �\PM�Å\\M[\¼��
Whatever the underlying reasons, something major must shift. Only 
strong leadership and galvanising people towards a new vision of  
\PM�N]\]ZM�_QTT�Å`�Q\��

<PQ[�KWZZW[Q^M�[\IOM�KIV�JM�IV�QVLQKI\WZ�WN �XI[\��QVMٺMK\Q^M�TMILMZ[PQX��
Some behaviours exhibited may be entrenched techniques from 
a fear based leadership regime. People then learn the behaviours 
WN � []Z^Q^IT��.WTTW_QVO�IZM� [WUM�WN � \PM�PITTUIZS[�WN � \PM�KWZZW[Q^M�
environment: 

&ĞĂƌ�

When fear is present, there is a genuine feeling of  insecurity for 
UIVa� XMWXTM� WV� \PM� \MIU�� <PMa� IZM� INZIQL� \W� [XMIS� \PMQZ� UQVL�
or voice their concerns. Fear also stands as a barrier to active 
M`XMZQUMV\I\QWV� IVL� M^IT]I\QWV� WN � VM_� IXXZWIKPM[� \W� \PM� _WZS��
There is just too much to lose for our personal safety and wellbeing. 
It’s easier to stay with the status quo or retreat.
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hŶƉƌŽĨĞƐƐŝŽŶĂů�ďĞŚĂǀŝŽƵƌ�

=VKPMKSML�� ]VXZWNM[[QWVIT� JMPI^QW]Z� Z]V[� ZQNM�� 8MWXTM� JMPI^M� QV�
inappropriate ways, but little has ever been done to address the 
actions or set clear expectations about what should be happening. 
There is little or no follow-up to underperformance. Professional 
standards are not articulated and embedded into the culture. When 
a team or organisation is in this corrosive space people do want it to 
JM�LQٺMZMV\#�\PMa�IZM�R][\�\WW�[KIZML�\W�[XMIS�]X�IJW]\�Q\�

&ĞĞĚďĂĐŬ�с�ĐŽŶŇŝĐƚ�

)\� \PM� KWZZW[QWV� [\IOM� IVa� NMMLJIKS� IJW]\� [PQN\QVO� JMPI^QWZ� WZ�
IXXZWIKP� Q[� \ISMV� I[� XMZ[WVIT� I\\IKS�� <PQ[� Q[� WVM� WN � \PM� JQOOM[\�
hurdles to move through as a team. Co-creating an environment of  
\Z][\�IVL�KWTTIJWZI\QWV��_PMZM�XMWXTM�[MM�NMMLJIKS�I[�I�^Q\IT�XIZ\�WN �
growth, appears a long way in the distance.

>ĂĐŬ�ŽĨ�ǀŝƐŝŽŶ�ĂŶĚ�ŝŶŶŽǀĂƟŽŶ�

The dreams and visions of  the business are far from people’s reality. 
<PMZM�Q[�I�LQ[\QVK\�TIKS�WN �ITQOVUMV\�WN �JMTQMN[�IJW]\�\PM�IXXZWIKP�
and how to enact it. Ideas and innovations are not in evidence, due to 
IV�]V[INM�TMIZVQVO�MV^QZWVUMV\�NWZ�XMWXTM�\W�\ISM�ZQ[S[��M`XMZQUMV\�
WZ�M^MV�OQ^M�\PMQZ�WXQVQWV[��<PM�»[XMISMZ�NWZ�\PM�WXXW[Q\QWV¼�[MMU[�\W�
be the one heard most, actively sabotaging any forward momentum 
that anyone is trying to achieve. The result is good people leave and 
you are left with the ones who should leave!
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�ŽŵƉůĂĐĞŶĐǇ�
Complacency is the danger zone for any organisation. It creates 
a culture of  ‘near enough is good enough’ where everyone is 
comfortably doing what they have always done. It’s the stagnation 
point where our business is heading for oblivion if  we don’t do 
something about shifting the status quo.

The complacency zone has people I call ‘leaners’. These people 
do the bare minimum. The behaviour can be hard to call because 
it just scrapes through as acceptable. It certainly doesn’t create an 
environment of  growth and momentum. People spend a lot of  time 
leaning on the fence of  comfort. They’re happy with their little silo 
and happy to be left alone. 

dŚŝƐ�ƚǇƉĞ�ŽĨ�ďĞŚĂǀŝŽƵƌ�ĂŶĚ�ĐƵůƚƵƌĞ�
ŝƐ�ƉƌŽďĂďůǇ�ƚŚĞ�ƚŽƉŝĐ�ůĞĂĚĞƌƐ�ƚĂůŬ�

ĂďŽƵƚ�ƚŚĞ�ŵŽƐƚ�ǁŚĞŶ�ĚŝƐĐƵƐƐŝŶŐ�ƚŚĞ�
ĐŚĂůůĞŶŐĞƐ�ŽĨ�ůĞĂĚŝŶŐ�ĐŚĂŶŐĞ͘�

The expected behaviours are not articulated, and there is not a 
strong focus on what a thriving culture is. The old premise of  ‘we 
do what we always have done’ looms over new ideas and approaches 
\PI\�KW]TL�[PISM�]X�W]Z�ZM[]T\[�IVL�QVKZMI[M�W]Z�KTQMV\[¼�[I\Q[NIK\QWV�

Do we see shift and transformation in the complacency zone? Not 
much. Any collaboration? Nah-uh.
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�ŽŽƌĚŝŶĂƟŽŶ�ĂŶĚ�ĐŽŽƉĞƌĂƟŽŶ
<PM� \WSMVQ[\QK� KWTTIJWZI\WZ� Q[� IV� M`XMZ\� QV� KWWZLQVI\QWV� IVL�
management. The terminology of  collaboration is used but not 
MVIK\ML�� <MIU� UMUJMZ[� IVL� [\ISMPWTLMZ� OZW]X[� _PW� IZM� ZMILa�
\W�JM�OMV]QVMTa�QV\MOZI\ML�QV\W�\PM�_WZS�IZM�VW\�\IXXML�QV\W��<PM�
\WSMVQ[\QK� KWTTIJWZI\Q^M� TMILMZ� [\QTT� [MM[� \PMQZ� ZWTM�I[� \PM�PWTLMZ�WN �
SVW_TMLOM� IVL�LMKQLMZ� WN � [\ZI\MOQM[��<PMa�LQZMK\� \PM� OZW]X� NZWU�
a hierarchical position rather than partnership. The outcome is 
frustration and loss of  purpose.

�ŽͲĐƌĞĂƟŽŶ�ĂŶĚ�ĐŽůůĞĐƟǀĞ�ƉŽǁĞƌ
If  you are a lover of  Asian foods, you may have eaten dishes created 
_Q\P�I�UI[\MZ� [\WKS��+WTTIJWZI\QWV� Q[� TQSM�KZMI\QVO�I�UI[\MZ� [\WKS��
<PM� [SQTT[�� M`XMZQMVKM[� IVL� »KWZXWZI\M�UMUWZa¼� WN � \PM� [\Iٺ� _PW�
have been in the organisation for a long time are the foundations 
WN �\PM�[\WKS��.WZ�KWTTIJWZI\QWV�\W�JM�UMIVQVON]T�IVL�NZ]Q\N]T�\PMZM�
should be real valuing of  what’s gone before and how the journey 
of  the organisation has created the now. But just as important, and 
adding to the complexity, is the addition of  new team members, 
VM_�M`XMZQMVKM[�IVL�M`XMZ\Q[M��)TWVO�_Q\P�\PQ[�KWUM[�VM_�\PQVSQVO�
by all involved. Collaborative teams understand how to carefully 
and lovingly stir these into the existing culture and build the depth 
and strength of  the team.

��ŽůůĂďŽƌĂƟŽŶ�ŝƐ�Ăƚ�ŝƚƐ�ĐŽƌĞ� 
Ăůů�ĂďŽƵƚ�ůĞĂƌŶŝŶŐ͘
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^ƚĞƉƐ�ƚŽ�ƚĂŬĞ
Once we understand the levels of  collaboration, we can diagnose 
where we need to step up. We identify disconnection that is 
WKK]ZZQVO�L]M�\W�[QTW[��?M�QLMV\QNa�XWKSM\[�WN �M`KMTTMVKM�IVL�XWKSM\[�
of  underperformance and how to use collaboration to increase the 
team’s capacity. We start to understand where our client’s needs are 
VW\�JMQVO�N]TÅTTML��+PIX\MZ�.Q^M�\ISM[�I�LMMX�LQ^M�QV\W�\PM�TM^MT[�WN �
KWTTIJWZI\QWV��0MZM�IZM�[WUM�ÅZ[\�[\MX[�aW]�KIV�\ISM"

dĂůŬ�ĂďŽƵƚ�ƚŚĞ�ƉŽƐƐŝďŝůŝƟĞƐ

0I^M�IV� QVQ\QIT� KWV^MZ[I\QWV�_Q\P�aW]Z� \MIU[� [XMKQÅKITTa�WV�_PI\�
possibilities they see in collaborating altogether. Where are their 
intersections? Most people in teams would easily identify where they 
KW]TL�_WZS� JM\\MZ� \WOM\PMZ�� ;WUM\QUM[� Q\¼[� \PM� [a[\MU[� WZ� K]T\]ZM�
that stops them. Often the team just hasn’t been strategic about 
UISQVO�Q\�PIXXMV��IVL�QN �Q\�PIXXMV[��Q\¼[�Ja�KPIVKM�

,ĂƐ�ĐŽůůĂďŽƌĂƟŶŐ�ǁŽƌŬĞĚ�ĨŽƌ�ǇŽƵ͍

)[�I�\MIU��[PIZM�XMZ[WVIT�[\WZQM[�WN �\QUM[�_PMZM�aW]�PI^M�_WZSML�
with other people in a rewarding, collaborative way. What was the 
circumstance? What were the outcomes? What was in place that 
helped that to happen?
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Chapter summary

When we work by ourselves, we don' t have 
much fun. But working together with 
others brings out the best in ourselves. 

1N �_M�LWV�\�_WZS�\WOM\PMZ��_M�[\IOVI\M��)VL�_PMV�_M�LWV�\�\IX�QV\W�
others we miss out on learning their wisdom and sharing our own.

Imagine reaching the pinnacle of  what’s possible with the team 
JMKI][M�\PM�OT]M�WN �\PM�\MIU�UMIV[�\PI\�aW]�IZM�_WZSQVO�NWZ�MIKP�
W\PMZ¼[� []KKM[[��<PM�_WZS� MV^QZWVUMV\� Q[� XW[Q\Q^M�� MVMZOM\QK��<PM�
\MIU� Q[� NWK][ML�WV�_WZSQVO� \WOM\PMZ� NWZ� \PM� []KKM[[� WN � \PM� \MIU��
AW]¼^M�ZMITQ[ML�PW_�\W�]VTWKS�XW\MV\QIT��AW]�[MM�\PM�OIX[��IVL�aW]¼ZM�
_WZSQVO�X]ZXW[MN]TTa�\W�OM\�\PMU�[WT^ML��AW]Z�\MIU�Q[�_WZSQVO�_Q\P�
you, and thriving because they are doing so. The challenge and the 
opportunity to get better is driving them.

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
1V� \PM�VM`\�KPIX\MZ��_M¼ZM�OWQVO� \W� TWWS�I\� \PM� [PQN\�WN � TMILMZ[PQX�
that is required to build the bonds and lift us out of  convention. A 
leadership approach that relegates a power over approach to the 
bin, and moves to creating transformation with their teams. We 
need leaders that can build relationships and culture just as much as 
PQ\\QVO�_PI\M^MZ�UMI[]ZM[�\PM�KWUXIVa�][M[�\W�LMÅVM�[]KKM[[�





3 From 
territorial  
  to 
 transformational 
leadership
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tŚĞŶ�ůĞĂĚĞƌƐŚŝƉ�ƐŚŝŌƐ͕�ĐƵůƚƵƌĞƐ�ƐŚŝŌ
If  we don’t create the change we want in ourselves, no change 
will appear in others. When leaders don’t change behaviour and 
the beliefs driving them, the momentum will not arrive. The old 
version of  leadership is from a military paradigm, and it’s a ‘power 
over’ paradigm. Unfortunately, many leadership development 
KW]Z[M[�[\QTT�PIZS�NZWU�\PQ[�UQTQ\IZa�XZQVKQXTM��1\�UISM[�PQMZIZKPa�\PM�
modus operandi, which says the further up the hierarchy I am, the 
more powerful I am, and the more important – even brilliant my 
contribution is. 

dŚŝƐ�ŝƐ�ŇĂǁĞĚ�ƚŚŝŶŬŝŶŐ�ŝŶ�ƚŽĚĂǇ͛Ɛ�ĂŐĞ͘�
>ĞĂĚĞƌƐŚŝƉ�ĞĚƵĐĂƟŽŶ�ƚŚĂƚ�ĚŽĞƐ�ŶŽƚ�
ƐĞĞŬ�ƚŽ�ĚĞǀĞůŽƉ�ĐŽůůĂďŽƌĂƟǀĞ�ƐŬŝůůƐ�ŝƐ�
ĐŽŶƚƌŝďƵƟŶŐ�ƚŽ�ĐŽŶƟŶƵĞĚ�ƐŝůŽƐ�ĂŶĚ� 

ůĂĐŬ�ŽĨ�ŝŶŶŽǀĂƟŽŶ͘

+WUUIVL�IVL�KWV\ZWT��IVL�I�XZM[]UX\QWV�\PI\�\PM�[\ZI\MOQK�\PQVSQVO�
_M�VMML�WVTa�PIXXMV[� QV�\PM�KPQMN �M`MK]\Q^M�[]Q\M��_QTT�SMMX�][� QV�
the status quo. The guiding belief  is, if  we don’t tell people what 
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to do, they’ll have no idea what to do. The archaic and erroneous 
JMTQMN �\PI\�W]Z�XMWXTM�LWV¼\�SVW_�PW_�\W�_WZS�UWZM�MٺMK\Q^MTa� Q[�
UQ[O]QLML�_Q\P�\WLIa¼[�[I^^a�_WZSNWZKM�

Territorial leadership often accompanies command and control. It 
postures: ‘This is my patch, so do as I say’. This old paradigm is not 
getting engagement, buy in or traction. Territorial leaders create 
silos through the protection of  turf. Most importantly, the great 
KZW[[�\MIU� \PQVSQVO� \PI\�_M�VMML� NWZ� \PM� N]\]ZM� [P]\[� LW_V��<PM�
collaboration we need for transformation and future success doesn’t 
occur when someone is fortifying the silo.

When leadership shifts, cultures shift. Then, we’re able to get 
extraordinary results. Carolyn Taylor, author of  Walking the Talk: 
Building a culture for success, 2005, and one of  the world’s leading 
M`XMZ\� QV� K]T\]ZM� [Ia[�� »;QOVQÅKIV\� K]T\]ZM� KPIVOM� KIV� WVTa� WKK]Z�
when the behaviour and the mindset of  the top team changes’.  
If  the power base of  traditional leadership doesn’t shift, 
organisational change will not. Command and control are winning 
out rather than tapping into the wisdom, the brilliance, and the 
potential of  the people within the whole organisation.

To achieve change in leaders we need be learners. A space of  
discomfort pushing us to change rather than just expecting others 
to change is a good thing. We need to be aware of  default habits 
\PI\�KWV\QV]M�JMPI^QW]Z[�SMMXQVO�XW_MZ��KWUUIVL�IVL�KWV\ZWT�I[�
W]Z� LZQ^QVO� XZQVKQXTM[�� <PI\� ÅZ[\� [\MX� WN � [MTN�I_IZMVM[[� IVL� [MTN�
ZMÆMK\QWV�Q[�KZQ\QKIT��)T_Ia[�[\IZ\�_Q\PQV�
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tŚǇ�ƐŚŽƵůĚ�/͍
If  leadership won’t change with the times the talent leave. Great 
TMILMZ[�KZMI\M�IV�MV^QZWVUMV\�_PMZM�XMWXTM�_IV\�\W�_WZS�_Q\P�][��
<PMa�LWV¼\�PI^M� \W�� \PMa¼ZM�VW\�KWMZKML� QV\W� Q\#� \PMa� [MMS� \W�_WZS�
_Q\P�][��?PM\PMZ�Q\�I[�I�XZWRMK\�_WZSMZ�WZ�I[�I�TWVO�\MZU�MUXTWaMM��
great talent is drawn to leaders who bring out potential.

>ĞĂĚŝŶŐ�ĨƌŽŵ�ƚŚĞ�ŵŝĚĚůĞ
Some of  you reading this chapter will not be in the senior part of  
your organisation but passionate about leadership and creating a 
thriving collaborative environment. If  you are, then I encourage 
aW]�IT_Ia[�\W�KPIVOM�aW]Z[MTN �ÅZ[\��1¼^M�_WZSML�_Q\P�UIVa�UQLLTM�
leaders downhearted because they’ve gone to senior leaders, excited 
to do things in a more collaborative, co-creating way, only to be 
shut down. It can be easy for middle leaders to feel frustrated about 
\PM�TIKS�WN �QV[QOP\�I\�\PM�\WX�TM^MT��<PM�[MVQWZ�TMILMZ[�[MMU�]VIJTM�
to recognise that their behaviour is shutting down innovation, 
creativity and engagement. This can be exhausting and distressing. 

tŚĞƌĞ�ĐĂŶ�ǇŽƵ�ŝŵƉĂĐƚ͍

5a�IL^QKM�Q[��[\IZ\�_Q\P�aW]Z�KQZKTM�WN �QVÆ]MVKM�I[�I�UQLLTM�TMILMZ��
?PMZM�KIV�aW]�UISM�\PM�UW[\�LQٺMZMVKM'�1\�UIa�JM�\PM�QV\MZIK\QWV[�
between your team and other teams. Increase collaborative 
opportunities that have positive impact wherever you can. As your 
QVÆ]MVKM� IVL� aW]Z� []KKM[[� OZW_�� \PMV� aW]� PI^M�UWZM� KWVÅLMVKM�
\W� TM^MZIOM� aW]Z� QVÆ]MVKM� ]X_IZL�� +WUXI[[QWV� Q[� QUXWZ\IV\� NWZ�
TMILMZ[�I\�IVa�TM^MT� \W�PMTX�QVÆ]MVKM�KPIVOM��-VPIVKQVO�MUXI\Pa�
upwards instead of  embracing the frustration of  the situation might 
OM\� []ZXZQ[QVO� ZM[]T\[�� 1\�UW^M[� ][� NZWU� ^QK\QU� QV\W� IV� QVÆ]MVKMZ��
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21st�+MV\]Za� <ZQJM[� IZM� N]TT� WN � QVÆ]MVKMZ[�� 8MWXTM� IZM� QV� \PMQZ�
power and feel that they can shift things. It’s critical for middle 
TMILMZ[�\W�NMMT�TQSM�\PI\��

DŝĚĚůĞ�ůĞĂĚĞƌƐ�ĐĂŶ�ďĞ�ƐŽŵĞ�ŽĨ�ƚŚĞ�ŵŽƐƚ�
ĚŝƐĨƌĂŶĐŚŝƐĞĚ�ŝŶ�ŽƌŐĂŶŝƐĂƟŽŶƐ͘�dŽ�ƐĞĞ�
ƚŚĂƚ�ƚŚĞǇ�ĐĂŶ�ŝŶŇƵĞŶĐĞ�ƚŚƌŽƵŐŚ�ƚŚĞŝƌ�
ďĞŚĂǀŝŽƵƌƐ�ŝƐ�ĂŶ�ĞŵƉŽǁĞƌŝŶŐ�ƐƚĞƉ͘

Growth
William is a senior director in a growing organisation, and his team 
fared quite well in a cultural survey. The overall organisational result 
was abysmal – even within their sector, which historically scores 
badly on culture surveys. William’s area fared a lot better. Still room 
for improvement, but higher than the rest of  the organisation.

The organisation displayed behaviour consistent with abuse of  
XW_MZ��_WZSQVO�QV�[QTW[��XI[[Q^M�IOOZM[[Q^M�JMPI^QW]Z��IVL�I^WQLQVO�
challenges. Customers were miserable with the service, teams felt 
LQ[MVOIOML�IVL�\PM�UWZITM�IKZW[[�\PM�_PWTM�XTIKM�_I[�ZWKS�JW\\WU��
The year before, a reputable consultancy put in place a major 
leadership program. The senior executive assumed that there would 
be changes in the results because of  that leadership program. There 
_I[�TQ\\TM��?QTTQIU¼[�KWTTMIO]M[�QV�\PM�M`MK]\Q^M�\MIU�KW]TLV¼\�_WZS�
out why they were achieving these dismal results. They assumed 
because they had all done the training, something would shift.

0I^QVO�_WZSML�_Q\P�?QTTQIU¼[�[MVQWZ�\MIU�NWZ�[WUM�aMIZ[��1�SVM_�
why his large team had fared better. In fact, William’s response to 
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the rest of  the executive team displayed why. When they mentioned 
to him how happy he must be with his team, he said, ‘I am proud 
of  what we’ve achieved, but I won’t be happy until we show 
improvement across the whole organisation. Until we’ve done that, 
1�SVW_�\PMZM¼[�[\QTT�UWZM�_WZS�\W�LW¼�

William is a ‘we’ leader. He believes in creating a connection that 
runs right through the organisation, not just within teams. Until he 
and his colleagues create that desired environment company-wide, 
PM¼[�VW\�XZMXIZML�\W�[Ia�\PI\�PQ[�_WZS�Q[�LWVM�

William also has high emotional intelligence. He’s committed to 
his team having authentic input in discussion about how they can 
continue to improve and get better at what they do.

?QTTQIU¼[�\MIU�ZMÆMK\ML�WV�\PMQZ�[XMKQÅK�ZM[]T\[��<PMa�TWWSML�I\�_PI\�
type of  behaviour should be strengthened, and what developed. Even 
_Q\P� \PM�OWWL� ZM[]T\[�� \PMa�SVM_� \PI\� [WUM�WN � \PM�UQLLTM� TMILMZ[�
_MZM�VW\� ZQ[QVO� \W� \PMQZ�XW\MV\QIT�WZ� NMMTQVO� N]TÅTTML�IVL�MVOIOML��
William and his team had a constructive robust discussion on their 
contribution to those results. Together, they created strategies that 
focused on building the potential of  the middle leaders. The team 
KPITTMVOML�MIKP�W\PMZ�\W�SMMX�\ZQITQVO�VM_�_Ia[�WN �TMILQVO��\ISQVO�
WV�JWIZL�\PM�NMMLJIKS�\PMa�PIL�ZMKMQ^ML�

William and his team are ‘learners’. They’ve invested in developing 
\PMQZ�MUW\QWVIT�QV\MTTQOMVKM�IVL�\PMQZ�ZMÆMK\QWV�I[�I�OZW]X�WV�_PI\�
they’re trying to achieve with their leadership. They see their learning 
and leadership development as a critical strategy to their success. 
<PMa¼^M�IT[W�_WZSML�WV�PW_�\PMa�KWTTIJWZI\M��<PMa�[\ZI\MOQ[M�IVL�
IK\QWV�JZMISQVO�LW_V�IVa�[QTW[� \PI\� \PMa�KIV� QLMV\QNa�_Q\PQV� \PMQZ�
\MIU[��<PMa�_WZS�QV�I�[QTWML�WZOIVQ[I\QWV��?QTTQIU¼[�\MIU[�IT_Ia[�
I[S"�»?PMZM�IZM�W]Z�QV\MOZI\QWV['�?PI\�IZM�W]Z�XIZ\VMZ[PQX['�?PMZM�
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Q[� Q\� \PI\� KWTTIJWZI\QWV� Q[� KZQ\QKIT'¼� <PMa� ZMÆMK\� WV� PW_� \PMa� KIV�
QVÆ]MVKM�\PM�J][QVM[[�_QLM�[QTW[�IVL�_WZS�I\�JZMISQVO�\PMU�LW_V�
\PZW]OP�ZMTI\QWV[PQX[�IVL�XW[Q\Q^M�_WZSQVO�KWTTIJWZI\QWV[�

<PM�W\PMZ�M`MK]\Q^M[�I\�?QTTQIU¼[� TM^MT�PIL�OWVM�JIKS�\W�LMNI]T\�
behaviour after their leadership training. The training didn’t 
challenge the set beliefs and assumptions about leadership among 
participants enough for change. They didn’t increase dialogue 
with the next tier down as William had done. They didn’t seize 
the learning opportunity to build a strong connection to the 
middle leaders and bring them into conversations about creating 
ZMIT�KPIVOM��<PMa�ITT�_MV\�JIKS�\W�\PMQZ�[QTW[�IVL�\PMQZ�LMNI]T\�»1¼�
behaviours in their teams.

They also didn’t move enough to a ‘we’ mindset as a senior executive 
team. One of  their biggest goals is to improve collaboration within 
\PM�WZOIVQ[I\QWV��I[�Q\¼[�NWZ\QÅML�_Q\P�[\ZWVO�KWVKZM\M�TQSM�[QTW[��<PMa�
failed to commit as a group to changing their own behaviours. The 
conversations, goals and actions they needed to change were not 
]VLMZ\ISMV�L]ZQVO��IVL�IN\MZ�\PI\�ZQOWZW][�\ZIQVQVO�I[�[MVQWZ�TMILMZ[��
IVL�UQLLTM�TMILMZ[��,MNI]T\�JMPI^QWZ�KZMX\�JIKS�QV�

tŚǇ�ǁŽŶ͛ƚ�ƚŚĞǇ�ũƵƐƚ�ĚŽ�ŝƚ͍
It is easy for us to assume that if  leaders direct people to collaborate, 
they just get on with it. Conventional wisdom says it’s the team that 
VMML[�\W�_WZS�LQٺMZMV\Ta��VW\�\PM�TMILMZ��/M\�[WUMWVM�QV�\W�LW�[WUM�
‘teambuilding’, and all our problems will be solved. Collaboration 
Q[� I� LQٻK]T\� OQO� \W� OM\� ][ML� \W�� M[XMKQITTa� QN � \PM� K]T\]ZM� WN � \PM�
WZOIVQ[I\QWV� Q[� JI[ML� WV� \MZZQ\WZQITQ[U� IVL� »TWWSQVO� W]\� NWZ� Ua�
XI\KP¼�� 8MWXTM�� QV� OMVMZIT��_IV\� \W�_WZS� \WOM\PMZ��7N\MV� [\ZWVOMZ�
XW_MZ�XTIa[�IZM�OWQVO�WV�IJW^M�\PMU��4MILMZ[�LQZMK\�XMWXTM�\W�_WZS�
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together more collaboratively, then their own behaviour gets in the 
_Ia��IVL�PQMZIZKPa�[P]\[�XMWXTM�LW_V�IVL�JIKS�QV\W�\PMQZ�J]ZZW_[�

WĂƌƚŶĞƌƐŚŝƉ͕�ŶŽƚ�ŚŝĞƌĂƌĐŚǇ
The paradox here, of  course is that the very nature of  being told 
\W�_WZS�KWTTIJWZI\Q^MTa� Q[�IOIQV[\� \PM�XZQVKQXTM�WN �KW�KZMI\QWV�IVL�
collaboration. Leaders need to drop hierarchical behaviours to be 
able to collaborate properly. When we lose the need to be more 
powerful, we move towards partnership. We lose the military identity 
paradigm of  leadership, the need to be right, and we drop our ego. 
<W�JMKWUM�I�KWTTIJWZI\Q^M�IVL�\ZIV[NWZUI\Q^M�[MVQWZ�TMILMZ��\PM�ÅZ[\�
place to collaborate is in the boardroom with our peers, and that’s 
where most territorialism occurs. Decrees come from the senior 
\MIU[�_IV\QVO�UWZM�XIZ\VMZ[PQX��IVL�KWTTIJWZI\QWV��AW]�_ITS�QV\W�
a high-level meeting and the same people are having turf  wars 
with each other. 

Forget the easy road
It’s always easy to tell other people to change rather than ourselves. 
?M¼ZM�VW\�WSIa�_Q\P�LQ[KWUNWZ\��?M¼ZM�VW\�^MZa�OWWL�I\�LWQVO�\PQVO[�
LQٺMZMV\Ta��<PMZM¼[�I�^]TVMZIJQTQ\a�_PMV�\ZaQVO�VM_�\PQVO[�\PI\�_M�
NMIZ�� 4MILMZ[� IZM� XZWVM� \W� X]\\QVO� ]X� I� UI[S� WN � QV^]TVMZIJQTQ\a�� 
<PM� OMVMZIT� M`XMK\I\QWV� WN � TMILMZ[� Q[� \PI\� \PMa� [PW]TLV¼\� UISM�
UQ[\ISM[�� 4MILMZ[� [PW]TL� SVW_� \PM� IV[_MZ[�� IVL� IVa� [QOV� WN � VW\�
SVW_QVO�Q[�I�_MISVM[[��<PQ[�UISM[�][�UWZM�ZMT]K\IV\�\W�X]\�W]Z[MT^M[�
in a learning mode to shift. 
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Lead the learning
?M� WN\MV� LWV¼\� UISM� \QUM� NWZ� [MTN�ZMÆMK\QWV� IVL� [MTN�I_IZMVM[[��
4MILMZ[PQX� \MIU[� 1�_WZS�_Q\P�WN\MV� ZMÆMK\�� I\� \PM� MVL�WN � QV\MV[M�
LQ[K][[QWV�IJW]\�TMILQVO��PW_�TQ\\TM�\PMa�\ISM�\PM�\QUM�\W�LW�Q\��.WZ�
NWZ_IZL�\PQVSQVO���st Century Leadership tribes, it’s a critical and 
frequent conversation.

1N � _M� \]ZV� \PQ[� ZMÆMK\Q^M� KWV^MZ[I\QWV� QV\W� I� TMILMZ[PQX� ZQ\]IT�� Q\�
MVKW]ZIOM[� ][� \W� \PQVS� LQٺMZMV\Ta� IJW]\� _PI\� IZM� _M� LWQVO��?M�
have more collaborative learning conversations with our colleagues. 
?M� [\IZ\� I[SQVO� TMIZVQVO� Y]M[\QWV[� WN � MIKP� W\PMZ"� »0W_� IZM� _M�
KPITTMVOQVO� W]Z[MT^M[� \W� LW� \PQVO[� LQٺMZMV\Ta'� ?PI\� Q[� I� [\ZWVO��
clear signal to the organisation that we are wanting and willing to 
KPIVOM��\ZIV[NWZU�IVL�TMIZV'¼�+PIX\MZ�;Q`�WٺMZ[�N]Z\PMZ�QV[QOP\[�WV�
how to create a collaborative learning environment.

^ƚŽƉ�ƐĂǇŝŶŐ͕�͚�ŽŶ͛ƚ�ĐŽŵĞ�ƚŽ�ŵĞ�ǁŝƚŚ�Ă�ƉƌŽďůĞŵ͕�
ĐŽŵĞ�ƚŽ�ŵĞ�ǁŝƚŚ�Ă�ƐŽůƵƟŽŶ͛͘
I hear leaders saying this all the time. We need to stop it. It’s a great 
_Ia�\W�[P]\�LW_V�IVa�PWXM�WN �W]Z�\MIU�_WZSQVO�\PZW]OP�[WT]\QWV[�
with us. Soon, after this type of  reaction, people retreat from 
coming to us at all to brainstorm new ideas, or chew the fat over 
a particular problem. We reinforce hierarchy. Leadership stays as 
an unapproachable authority, rather than a partner in the creation 
process. Teams thrive when they are certain their leaders are open 
to co-create solutions with them when required. Leaders who are 
_QTTQVO�\W�[Ia"�»+WUM�\W�UM�[WT]\QWV�NWK][ML�IVL�TM\¼[�\ITS�IJW]\�Q\¼�
are building environments where innovation can thrive.
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The territorial leader
When we’re in a territorial state, there is toxicity. Fueled by power 
plays and ego, full-on sabotage and active resistance by leaders  
plays out. Major distrust and poor behaviour go along with it. 
Individual agendas outweigh the collective. Rules of  engagement 
IZM� XWWZ�� ^IO]M� IVL� VW\� [\]KS� \W�� <MZZQ\WZQIT� TMILMZ[� IZM� IJW]\�
protection of  self, rather than the good of  ‘we’. This is portrayed 
as being protective of  their team, but the base value that is driving 
that behaviour is a strong self-interest. When a territorial leader  
is in charge, the potential that people bring to teams is not used 
or valued. Competition rather than collaboration connects people’s 
_WZS��[W�Q\¼[�I�LWO�MI\�LWO�KWUXM\Q\Q^M�MV^QZWVUMV\��\W�\PM�LM\ZQUMV\�
of  a better outcome.

<MZZQ\WZQITQ[U�PIXXMV[�_PMV�TMILMZ[�J]VSMZ�LW_V�_Q\P�\PMQZ�\MIU[�
IVL� TWWS� _Q\P� [][XQKQWV� I\� W\PMZ� XIZ\[� WN � \PM� WZOIVQ[I\QWV�� <PM�
combative language metaphors used are from battle mentality: 
»?M� VMML� \W� J]VSMZ� LW_V¼�� »XZW\MK\� W]Z� J]LOM\� WZ� XZWRMK\¼�� »1¼U�
OWQVO� QV� \W�ÅOP\� NWZ�ZM[W]ZKM[¼�� »VW�W\PMZ� \MIU�Q[�OWQVO� \W�OM\� \PM�
Z]V�WV�][¼��1\�ZMÆMK\[�LQ^Q[QWV�I\�\PM�PQOPM[\�TM^MT��VW\�KWPM[QWV�WZ�
common purpose.  Moves towards collaboration are stymied by 
strong barriers and systems. Systems and decisions that encourage 
silos are the norm. Teams don’t align to the whole organisational 
strategy, just to their own. 

These are some of  the challenges that William and his team encounter 
_PMV�_WZSQVO�_Q\P�W\PMZ�XIZ\[� WN � \PMQZ�J][QVM[[��,MKQ[QWV[�UILM�
impact them without any communication or collaboration. People 
I[[QOVML�\W�_WZS�_Q\P�\PMU�WV�XIZ\VMZ[PQX�XZWRMK\[�IZM�X]TTML�Wٺ�
without any discussion, due to their leader deciding they are needed 
elsewhere. Experts in one area of  the business don’t see the need to 
tap into anyone else’s expertise because ‘they have all the answers’.
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;\ZI\MOQK�TQVS[�JM\_MMV�\MIU[�IZMV¼\�M`XTQKQ\��IVL�IZM�VW\�TM^MZIOML�
to get better outcomes. Communications levels in a territorial phase 
are limited and guarded in nature and distrust drives them.

dŚĞ�ƚŽŬĞŶŝƐƟĐ�ůĞĂĚĞƌ
5QSM� Q[� I� [MVQWZ� TMILMZ�_PW� [MM[� PQU[MTN � I[� I� OZMI\� KWTTIJWZI\WZ��
He recently held a one-hour meeting with 35 people, saying he 
wanted to get their opinions, ideas and insights on a challenging 
Q[[]M��;\IZ\QVO�Wٺ�Ja�LMKTIZQVO�\PQ[�QV\MV\QWV��PM�\PMV�[\IZ\ML�\ITSQVO�
at the group for 47 minutes about his thoughts, ideas and insights. 
<PI\�TMN\�� �[MKWVL[�MIKP�NWZ�M^MZaWVM�MT[M��5QSM�JMTQM^M[�PQU[MTN �
to be collaborative – but his actions don’t show that. In fact, the 
XMWXTM� QV� \PM�ZWWU�_W]TL�[Ia� \PM�UIQV�JMTQMN � \PI\�LZQ^M[�5QSM� Q[�
\PI\�PM�SVW_[�\PM�IV[_MZ[��5IVa�WN �\PMU�TMN\�\PM�ZWWU�ZMI[WVIJTa�
[]ZM�\PMa�PIL�R][\�JMMV�XIZ\�WN �I�\WSMVQ[\QK�PI\�\QX�\W�KWV[]T\I\QWV�
and collaboration.

<PM� \WSMVQ[\QK� KWTTIJWZI\Q^M� TMILMZ� Q[� OZMI\� I\� KWWZLQVI\QWV� IVL�
management. They have all the terminology of  collaboration. 
But the terminology has arrived far before the behaviour. Team 
UMUJMZ[�IVL�[\ISMPWTLMZ�OZW]X[�_PW�KW]TL�JM�QVKT]LML�IVL�I[SML�
their opinion are not accessed. All that intelligence is wasted. The 
KWVKMX\� WN � KW�KZMI\QWV� Q[� ]VSVW_V� \MZZQ\WZa��+W�KZMI\QWV� Q[�_PMV�
_M�ITT�KWUM�\WOM\PMZ�\W�UISM�[WUM\PQVO�UWZM�\PI\�_M�KW]TL�PI^M� 
created alone. This concept is drawn out further in the chapters 
IPMIL��<PM�\WSMVQ[\QK�TMILMZ�[MM[�\PMQZ�ZWTM�I[�\PM�PWTLMZ�WN �SVW_TMLOM�
and the decider of  the strategies. ‘I run the show.’ They direct the 
group from a hierarchical position rather than partnership. The 
outcome for the team and others is frustration and a loss of  purpose.
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dƌĂŶƐĨŽƌŵĂƟǀĞ�ůĞĂĚĞƌƐŚŝƉ�ʹ�ŵŽǀŝŶŐ�ĨƌŽŵ�
ĐŽŶǀĞŶƟŽŶ
Deciding to be more collaborative leaders starts with easy steps. 
Moving beyond being collegiate, we push to challenge the status quo. 
We meet strategically and purposefully on the operational challenges 
WN � [QTW[�_Q\PQV� \PM�WZOIVQ[I\QWV��?M�LZI_�W]Z�LQ[K][[QWV[�JIKS� \W�
our purpose and increase the conversation around collaboration. 
?M�ZMLM[QOV�[a[\MU[�\PI\�IZM�JTWKSQVO�KWTTIJWZI\QWV��,Q[K][[QWV�IVL�
IK\Q^Q\a�KMV\ZM�WV�_WZSQVO�\WOM\PMZ�IVL�LM[QOVQVO�\PM�Y]ITQ\a�IVL�
\PM� \PQVSQVO�JMPQVL� \PM�_WZS��?M� NWK][�WV�_WZSQVO� \WOM\PMZ�I[�I�
[MVQWZ�\MIU�\W�KW�KZMI\M�JM\\MZ�_Ia[�WN �_WZSQVO�

For leadership teams who move to this space, there’s a culture of  
inclusion and collective purpose. Rather than having all the answers, 
we are open to others’ ideas. Opportunity for idea generation, 
QVVW^I\QWV�IVL� \ZQITQVO� Q[� \PM�VWZU�WN � \PQ[� MV^QZWVUMV\��+WVÆQK\�
I[�IV�I\\IKS�Q[V¼\�QV�M^QLMVKM��?PI\�PIXXMV[�QV[\MIL�Q[�OZMI\��ZWJ][\�
QLMWTWOQKIT�LMJI\M��1\¼[�IJW]\�ZM[XMK\N]T�IVL�XZWNM[[QWVIT�KWVÆQK\�\W�
]VMIZ\P�\PM�JM[\�_Ia[�\W�_WZS��?M�JZQVO�XMWXTM�QV�\PI\�PI^M�OW\�\PM�
SVW_TMLOM�IVL�XI[[QWV�\PI\�_M�VMML�\W�UW^M�\W�W]Z�OWIT[��1\¼[�I�\PZQ^QVO�
XTIKM�\PI\�KPITTMVOM[�\PQVSQVO��IVL�_PMZM�TMILMZ[�IZM�WXMV�\W�TMIZVQVO��

5Q[\ISM[� IZM� WXXWZ\]VQ\QM[� \W� ÅVM� \]VM� IVL� TMIZV�� 8MWXTM� NZWU�
LQٺMZMV\� LQ[KQXTQVM[� \ISM� \PM� IL^IV\IOM� WN � TQ[\MVQVO� IVL� TMIZVQVO�
from each other to innovate and problem solve, and the client is 
always at the centre. The focus is on the customer as the main driver 
to change. The collaborative leader fosters the environment for 
_WZSQVO�\WOM\PMZ��<WOM\PMZ�\PM[M�TMILMZ[�JMKWUM�\ZIV[NWZUI\QWVIT�
for the organisation. They develop people and themselves. It’s 
a place of  learning and growth. No longer are the yearnings for 
collaboration from the teams squashed, they are nurtured.  
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>ŽŽŬŝŶŐ�ŝŶǁĂƌĚ�ʹ�ƚĞƐƟŶŐ�ŽƵƌ�ďĞůŝĞĨƐ
)[� I� TMILMZ[PQX� \MIU�� ZMÆMK\� WV� \PM[M� Y]M[\QWV[�� +PITTMVOM� MIKP�
W\PMZ¼[�\PQVSQVO��

�ŽĞƐ�ŽƵƌ�ůĞĂĚĞƌƐŚŝƉ�ƚĞĂŵ�ďĞůŝĞǀĞ�ŝŶ�ƚŚĞ�ƉŽǁĞƌ�ŽĨ�ƚŚĞ�ĐŽůůĞĐƟǀĞ͍

��Ž�ǁĞ�ǁĂŶƚ�Ă�ĐŽůůĂďŽƌĂƟǀĞ�ĐƵůƚƵƌĞ�ŝŶ�ƚŚŝƐ�ƚĞĂŵ͍�

�Ž�ǁĞ�ďĞůŝĞǀĞ�ƚŚĂƚ�ĚŝǀĞƌƐŝƚǇ�ŝƐ�Ă�ƐƚƌĞŶŐƚŚ�Žƌ�Ă�ǁĞĂŬŶĞƐƐ͍�

,Žǁ�ĐĂŶ�ǁĞ�ĐƌĞĂƚĞ�ĂŶ�ĞŶǀŝƌŽŶŵĞŶƚ�ǁŚĞƌĞ�ǁĞ͛ƌĞ�ŶƵƌƚƵƌŝŶŐ� 
ĂŶĚ�ƐƚƌĞŶŐƚŚĞŶŝŶŐ�Ă�ĐŽůůĂďŽƌĂƟǀĞ�ĐƵůƚƵƌĞ͍�

tŚĂƚ�ŝƐ�ŽƵƌ�ĚĞĨĂƵůƚ�ďĞŚĂǀŝŽƵƌ�ǁŚĞŶ�ĚŝǀĞƌƐĞ�ŽƉŝŶŝŽŶƐ�ĂƌĞ�ƌĂŝƐĞĚ͍�

Do we believe that other people’s opinions are valid  
ĂŶĚ�ǀĂůƵĂďůĞ͍�

,Žǁ�ĚŽ�ŽƵƌ�ďĞŚĂǀŝŽƵƌƐ�ĚŝƐƉůĂǇ�ƚŚĂƚ�ďĞůŝĞĨ͍

If  we invalidate people, shutting people’s conversation down when 
they don’t agree with us, then our beliefs are saying the opposite.

If  we don’t test these beliefs out, we’re not going to change behaviour. 
Belief  conversations are discussions many leadership teams don’t 
have. Behaviours and relationships create culture. These discussions 
help us to be mindful of  our actions and values. Being mindful 
TMILMZ[�Q[�KZQ\QKIT�QN �_M�_IV\�XMWXTM�\W�LW�M`\ZIWZLQVIZa�_WZS��<PM�
QV_IZL�[XIKM�WN �ZMÆMK\QWV�IVL�[MTN�I_IZMVM[[� Q[�[\WX�V]UJMZ�WVM��
Stop number two is having the conversation as a leadership team.
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�Ğ�ŽƉĞŶ�ƚŽ�ĨĞĞĚďĂĐŬ
If  we believe that we have all the answers, then collaboration is 
LQٻK]T\��?PMV�Ua�J][QVM[[�UIVIOMZ��;]bQM��ÅZ[\�[\IZ\ML�_WZSQVO�
with me, I found it a challenge. As a collaboration expert, I create 
environments for collaboration with my clients every day. But 
being in my own business for over a decade, I had always done my 
_WZS�Ua�_Ia��<PMZM�_I[�VW�WVM�MT[M�\W�JW]VKM�Wٺ��KW�KZMI\M�_Q\P��
WZ� I[S� NWZ� \PMQZ� WXQVQWV[	� 1V� W]Z� ÅZ[\� NM_�_MMS[� \WOM\PMZ�� 1� PIL�
to become aware of, and change, my default behaviour. I believe 
_Q\PW]\�ZM[MZ^I\QWV�\PI\��Ja�WXMVQVO�Ua�\PQVSQVO�\W�MUJZIKM�;]bQM¼[�
IXXZWIKPM[�IVL�QLMI[��JW\P�WN �][�JMVMÅ\�IVL�_WZS�JM\\MZ��<PQ[�Q[�\PM�
purpose that drives my business – to help teams and leaders create 
\PZQ^QVO�MV^QZWVUMV\[�_PMZM�M`\ZIWZLQVIZa�_WZS�PIXXMV[��5a�XI[\�
roles in organisations were built on collaboration and learning.  
Co-creating with my teams and building capacity had been one 
WN � \PM� RWa[�WN �_WZSQVO�_Q\PQV�I�J][QVM[[��*]\�1�PIL�[M\\TML� QV\W�
JMQVO�I�WVM�_WUIV�JIVL#�\PI\�_I[�KTMIZ�_PMV�1�[\IZ\ML�_WZSQVO�
with Suzie. 

hŶŝŶƚĞŶƟŽŶĂůůǇ͕ �ĂŌĞƌ�Ă�ĚĞĐĂĚĞ�ŽĨ�
ǁŽƌŬŝŶŐ�ŝŶ�ƚŚĞ�ŽĸĐĞ�ďǇ�ŵǇƐĞůĨ͕ �/�
ŚĂĚ�ĚĞǀĞůŽƉĞĚ�Ăůů�ƐŽƌƚƐ�ŽĨ�ĚĞĨĂƵůƚ�

ďĞŚĂǀŝŽƵƌƐ͘

1� ZMUMUJMZ� WV� WVM� LIa� MIZTa� WV� QV� W]Z� _WZSQVO� ZMTI\QWV[PQX��
Suzie challenged an idea I had about a client. She proposed 
IVW\PMZ� �U]KP�JM\\MZ��_Ia�WN � \PQVSQVO�IJW]\� \PQ[�KTQMV\��)VL� Q\�
hurt! I felt threatened. ‘I am supposed to have all the answers 
in my business,’ said the little voice in my head. ‘Aren’t I the 
M`XMZ\'�AW]¼^M�WVTa�JMMV�PMZM�NQ^M�UQV]\M[#�PW_�_W]TL�aW]�SVW_�
a better way to do things?’ 
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)[� IV� ML]KI\WZ�� 1� SVW_� \PI\�_PMVM^MZ� LQ[KWUNWZ\� IVL� \PZMI\� IZM�
rising in my body and mind, I am in a learning zone. We have a 
choice when our ideas feel threatened. 

?M�KIV�[\MX�QV\W�Q\�IVL�\ISM�\PM�NMMLJIKS�IVL�M`XTWZM�N]Z\PMZ��WZ�OW�
on the defensive and shut down the conversation.

That was a pivotal experience for me. I want to create a vibrant, 
collaborative culture in my team; I need to get out of  default 
\PQVSQVO�IVL�JMPI^QW]Z�

Suzie and I have shifted to constructing our goals in partnership. 
Instead of  me coming up with plans on how to approach on the 
big goals of  our business, we co-create our strategy. Rather than me 
plotting an approach by myself  and presenting it, we brainstorm 
\WOM\PMZ�� )[� IV� QV\MTTQOMV\� IVL� [SQTTN]T� XZWNM[[QWVIT�� ;]bQM� JZQVO[�
QV[QOP\�IVL�QLMI[�\PI\�1�LWV¼\�PI^M��IVL�_PMV�_M�UQ`�W]Z�\PQVSQVO�
together, we come up with the best path forward.

/ŶǁĂƌĚ�ďĞůŝĞĨƐ��outward behaviours
?IaVM�_I[�Y]Q\M�LM^I[\I\ML�JMKI][M�PM¼L�JMMV�OQ^MV�NMMLJIKS�Ja�
I�\Z][\ML�KWTTMIO]M�\PI\�PM�PIL�JMMV�\ITSQVO�W^MZ�\PM�\WX�WN �[WUM�
of  his female peers. He was upset because he thought he was too 
UQVLN]T�\W�LW�\PI\��0M�PIL�[XMV\�\QUM�J]QTLQVO�PQ[�NIKQTQ\I\QWV�[SQTT[�
in ensuring that everyone had a voice. He started to allocate time 
\W� TWWS�I\�PQU[MTN � NZWU�IJW^M��\PM�»UM\I¼�XW[Q\QWV#�PM�ZMITQ[ML�\PM�
KZQ\QKQ[U[�_MZM�\Z]M��0Q[�LMNI]T\�JMPI^QW]Z�WN �\ITSQVO�W^MZ�\PM�\WX�
of  the women in the room came through when it was something 
\PI\� PM�_I[� XI[[QWVI\M� IJW]\�� 1\� _I[� \PQ[� ÅZ[\� [\MX� WN � LQ[KWUNWZ\�
IVL�NMMLJIKS�\PI\�ITTW_ML�PQU�\W�OZW_�IVL�KPIVOM�PQ[�JMPI^QW]Z��
He spent time soul-searching into his beliefs about contributions 
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from females and felt a huge shift to some default beliefs he had. He 
realised that he believed that his opinion was more important than 
\PM�NMUITM[�QV�\PM�ZWWU��1\�_I[�PQ[�QV_IZL�NWK][�WV�PQ[�\PQVSQVO�IVL�
feeling and the realisation on his impact that created the outward 
shift he needed. 

When we connect our outward behaviours to our inward beliefs, we 
can facilitate collaboration. Our behaviours become about building 
\Z][\��JMQVO�WXMV�\W� NMMLJIKS��)[� TMILMZ[��_M�\PMV�NIKQTQ\I\M�OZMI\��
ZWJ][\�LQ[K][[QWV��?M�JMKWUM�WSIa�_PMV�WXQVQWV[�IZM�KPITTMVOML��
We realise that beliefs of  being right, leadership command and 
control and power undermines true collaboration. We unearth 
LQٺMZMVKM[� IVL� VWVITQOVUMV\� \W� XZW^WSM� IVL� KPITTMVOM� \PQVSQVO��
6WV�ITQOVUMV\�Q[�_PMZM�_M�ÅVL�QVVW^I\QWV��1N �_M�LWV¼\�KZMI\M�\PM�
environment where we can have robust debate, and sit in ambiguity, 
we don’t get collaborative perspective. We get head nodding and 
blind agreement.

Strategic development of  leaders as collaborators is a step in the 
right direction for companies who want to challenge silos and default 
\PQVSQVO��1VKZMI[QVO�KWTTIJWZI\Q^M�TMILMZ[PQX�_QTT�QVKZMI[M�\Z][\��J]a�
in, and commitment. It brings a safe environment for people and 
greater creativity and innovation. It starts with leaders courageous 
enough to be vulnerable and not have all the answers. Brene Browne 
has become a global thought leader on the topic of  vulnerability after 
PMZ�ÅZ[\�<ML�<ITS�·�<PM�8W_MZ�WN �>]TVMZIJQTQ\a�·�IVL�_ZQ\QVO�[M^MZIT�
JWWS[�[]J[MY]MV\Ta��)[�I�[WKQIT�ZM[MIZKPMZ��*ZW_VM�PI[�QLMV\QÅML�\PI\�
\PM�Y]ITQ\a�\PI\�PWTL[�][�JIKS�NZWU�KWVVMK\QVO�IVL�JMQVO�I]\PMV\QK�Q[�
shame and an unwillingness to be vulnerable. She sees vulnerability 
as ‘the birthplace of  creativity, innovation and change’. In her latest 
JWWS��Rising Strong��[PM�[Ia[��»>]TVMZIJQTQ\a�Q[�VW\�_MISVM[[��Q\¼[�W]Z�
greatest measure of  courage.’ I encourage you to delve into Brene 
Browne’s views on vulnerability. 
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Steps
1VLQ^QL]ITTa�_ZQ\M�LW_V�\PM�SMa�JMTQMN[�aW]�PWTL�IJW]\�TMILMZ[PQX�IVL�
then share them as a group. Discuss how they drive the behaviours 
XMWXTM�M`XMZQMVKM�NZWU�\PQ[�\MIU��)[S�I�N]Z\PMZ�Y]M[\QWV"�?PI\�IZM�
our fundamental beliefs about collaboration? What are our core 
JMTQMN[�WV�PW_�_M�_WZS� \WOM\PMZ'�<PMV�PI^M� \W]OP�KWV^MZ[I\QWV[�
around where you see the beliefs in evidence and when do you not 
see them in evidence? What is it that you do as a leadership team 
\PI\�Q[�KW]V\MZ�\W�\PM[M�JMTQMN['�)ZM�\PMa�PWTLQVO�aW]�JIKS�NZWU�aW]Z�
goals? What are other beliefs that would serve you better? What 
behaviours would you see coming out of  them? How could you hold 
each other accountable?

Here are a few examples of  collaborative beliefs:

�ĞƩĞƌ�ŝĚĞĂƐ�ĐŽŵĞ�ĨƌŽŵ�ĐŽůůĞĐƟǀĞ�ƚŚŝŶŬŝŶŐ͘

EŽƚ�ŽŶĞ�ŽĨ�ƵƐ�ŝƐ�ĂƐ�ƐŵĂƌƚ�ĂƐ�Ăůů�ŽĨ�ƵƐ͘

�ŚĂůůĞŶŐŝŶŐ�ĞĂĐŚ�ŽƚŚĞƌ͛Ɛ�ƚŚŝŶŬŝŶŐ�ŝƐ�ŽƵƌ�ƌŽůĞ͘

�ŝƐĐŽŵĨŽƌƚ�ŵĞĂŶƐ�ůĞĂƌŶŝŶŐ͘

�ŝǀĞƌƐŝƚǇ�ŐĞƚƐ�ďĞƩĞƌ�ƐŽůƵƟŽŶƐ͘

EĞǀĞƌ�ĂƐƐƵŵĞ͘



Chapter summary

Leaders are the master architects of 
silos, so they also need to detonate them. 

Territorial leadership corrodes trust. Imagine if  as a leader you create 
IV� MV^QZWVUMV\� \PI\� ÅVL[� KPITTMVOM� IVL� KWTTIJWZI\QWV� M`KQ\QVO�� 
Imagine if  your senior leadership team are as committed to 
collaborating with each other as they want their people to be. 
Imagine if  they were willing to change just as much as the whole 
organisation needs to change. Every level of  the organisation would 
feel real connection and galvanisation around purpose. It would be 
a true 21st-Century Tribe, led by connected leaders buying into the 
VMML�\W�JMPI^M�QV�I�LQٺMZMV\�_Ia�

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
4M\¼[� VM`\� TWWS� I\� [WUM�WN � \PM� SMa� MTMUMV\[� WN � \PM� OT]M� ZMY]QZML�
for the momentum and collaboration required for the 21st century. 
?PI\�KZMI\M[�\PM�KWPM[Q^MVM[[�\W�LW�M`\ZIWZLQVIZa�_WZS'

7]Z�ÅZ[\�[\WX�Q[�PW_�_M�IXXZWIKP�\PM�JQO�Y]M[\QWV�WN �_PMZM�[PW]TL�
you focus to create transformation. Strategy or culture? Do you 
PI^M�I�[\ZI\MOa�\MIU�\PI\�VM^MZ�\ITS[�_Q\P�\PM�K]T\]ZM�\MIU'�?Pa�LW�
culture and strategy sit in their silos? Is it contradictory that they are 
siloed when the need to collaborate culturally and strategically is a 
focus for survival in the future?



Learning

Strategy

Cultu
re

The Glue of

Collaboration

Part II





 

4Culture and 
strategy 
should eat 
breakfast 
together



 

“



81

 

“ �ƵůƚƵƌĞ�ĞĂƚƐ�ƐƚƌĂƚĞŐǇ�ĨŽƌ�ďƌĞĂŬĨĂƐƚ͘�

This quote, which is questionably attributed to 
WZOIVQ[I\QWVIT� LM^MTWXUMV\� M`XMZ\� 8M\MZ� ,Z]KSMZ�� OM\[�
many a head nodding in a room when mentioned.  
It highlights the reality that if  we focus on only the nuts and bolts of  
strategy rather than the people side of  business we are heading for 
a big FAIL. With the important issues of  engagement, well-being 
and motivation levels impacting on organisational success, culture 
is the critical component that brings strategy to life. It builds the 
social capital that enables people to do great things together.

�ƵůƚƵƌĞ�ĂŶĚ�ƐƚƌĂƚĞŐǇ�с�ƉƌŽĨĞƐƐŝŽŶĂů�ĐĂƉŝƚĂů
Michael Fullan and Andy Hargreaves, giants of  the education 
world, have drawn on an extensive body of  research in the 
ML]KI\QWV� [MK\WZ� \W� QLMV\QNa� _PI\� Q[� Q\� \PI\� UISM[� [KPWWT[� IVL�
[KPWWT�[a[\MU[�PQOPTa�MٺMK\Q^M�

Much of  this is attributed to what they label ‘Professional capital’. 
The insights and research outlined in Professional Capital – Transforming 
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Teaching in all Schools, 2012, is just as applicable to businesses with 
SVW_TMLOM�_WZSMZ[�� 1V\MTTMK\]IT� KWTTIJWZI\QWV� Q[� KZQ\QKIT� \W� []KKM[[�
_PMZM^MZ�SVW_TMLOM�Q[�\PM�JI[Q[�WN �W]Z�WٺMZQVO�

‘Professional capital’ is the overarching term under which three 
LQٺMZMV\� \aXM[� WN � KIXQ\IT� QV\MZIK\��<PM[M� \MZU[� IZM� ][ML� QV�UIVa�
QVL][\ZQM[�� 1\� Q[� \PM�KWUJQVI\QWV�WN � \PM� \PZMM� \PI\� Q[�WN � [QOVQÅKIV\�
insight for us in the journey to extraordinary outcomes.

,ƵŵĂŶ�ĐĂƉŝƚĂů�

^ŽĐŝĂů�ĐĂƉŝƚĂů

�ĞĐŝƐŝŽŶĂů�ĐĂƉŝƚĂů

‘Human capital’ is the individual human smarts that people bring 
to our teams – it is the ‘talent of  individuals’. Social capital is the 
collaborative power of  the group. ‘Decisional capital’ is ‘the wisdom 
IVL� M`XMZ\Q[M� \W� UISM� [W]VL� R]LOUMV\[� IJW]\� TMIZVMZ[� \PI\� IZM�
cultivated over many years’. 

Replace the word ‘learners’ with whatever is pertinent to 
your circumstance. It could be ‘marketing’ ‘product development’ 
‘telecommunications’ ‘risk management’.

It’s the interweaving of  these three capitals that creates professional 
capital. In research that Hargreaves and Fullan cite within their 
JWWS��[KPWWT[�_Q\P�PQOP�P]UIV�KIXQ\IT�IVL�PQOP�[WKQIT�KIXQ\IT�[PW_�
the biggest impact on students. Interestingly, schools with lower 
human capital and high social capital often fared better than schools 
with only high human capital. Social connection and collaborative 
_WZS� QUXIK\[� UWZM� WV� W]\KWUM[� \PIV� PI^QVO� JZQTTQIV\� \MIKPMZ[�
doing their own thing.
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Social capital creates the culture and collaborative capability. 
0]UIV�KIXQ\IT�QLMV\QÅM[�QVLQ^QL]IT�KIXIJQTQ\a��,MKQ[QWVIT�KIXQ\IT�Q[�
the ability to judge. Professional capital combines all three capitals 
\W�UISM� \PM�_Q[M[\�LMKQ[QWV[�·�VW\�KZMI\ML� QV�I�^IK]]U��J]\�_Q\P�
the insight and ideation of  the whole organisation – co-created 
strategy that draws from a variety of  sources and robust exploration 
of  future directions.

�ĞŝŶŐ�Ă�ůĞĂƌŶŝŶŐ�ĐŽŵƉĂŶǇ�ʹ�ǁŚĂƚ�ĐĂŶ� 
ĞĚƵĐĂƟŽŶ�ƚĞůů�ƵƐ͍
High-quality education systems set up expert collaborative learning 
systems for their teachers. They create deep collaboration and 
TMIZVQVO�MV^QZWVUMV\[��<PMQZ�_WZS� Q[� ZMTMV\TM[[Ta�M^IT]I\ML��<PMa�
OQ^M�XMMZ�\W�XMMZ� NMMLJIKS�IVL�[\ZQ^M� \W�KWV\QV]W][Ta� QVKZMI[M� \PM�
level and quality of  their impact on students. And alongside all other 
sectors, the shifting paradigm of  the world needs them to ensure 21st 
KMV\]Za�[SQTT[�[]KP�I[�[MV[M�UISQVO��KWTTIJWZI\Q^M�XZWJTMU�[WT^QVO��
data analytics and digital literacy are crafted alongside the more 
\ZILQ\QWVIT�[SQTT[�WN �TQ\MZIKa�IVL�V]UMZIKa��0QOP�Y]ITQ\a�ML]KI\QWV�
environments support and build the collective capacity of  their 
teachers to be able to meet the demands required of  them. 

For many other industry sectors, much of  this rigour and deep 
TMIZVQVO�Q[�NIZ�W]\�WN �\PMQZ�TMIO]M��4MIZVQVO�KWUXIVQM[�IZM�\PM�SMa�\W�
future success. Companies that encourage people to be learners and 
]VMIZ\P�_Ia[�WN �LWQVO�\PQVO[�QV�I�LQٺMZMV\�_Ia�KZMI\M�MV^QZWVUMV\[�
of  development and growth – not stagnation. When we build this 
growth environment, culture and strategy both win.
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dŚĞ�ƌĞĂůŝƚǇ�ŝƐ�ƐƚƌĂƚĞŐǇ�ĂŶĚ�ĐƵůƚƵƌĞ�
ƐŚŽƵůĚŶ͛ƚ�ďĞ�ƐĞĞŶ�ŝŶ�ƐĞƉĂƌĂƚĞ�ĐĂŵƉƐ͘�

�ŽͲĐƌĞĂƟŶŐ�ƚŚĞ�ƐƚƌĂƚĞŐǇ�ŽĨ�ƚŚĞ�
ŽƌŐĂŶŝƐĂƟŽŶ�with�ŽƵƌ�ƉĞŽƉůĞ�ŚĂƐ�Ă�ŚƵŐĞ�
ĞīĞĐƚ�ŽŶ�ƚŚĞ�ĐƵůƚƵƌĂů�ƐŝĚĞ�ŽĨ�ƚŚŝŶŐƐ͘�

We tap into one of  the most vital ways to strengthen people’s 
engagement and a sense of  purpose: increased voice and recognition 
of  the value they bring.

If  we insist on strategy only being developed and shaped by leaders 
or the ‘strategic development team’ with no input from the people 
LWQVO�\PM�_WZS��_M�MVL�]X�_Q\P�_WZL[�WV�I�XIOM�\PI\�XMWXTM�QOVWZM��
Strategy created by a few individuals in a closed room won’t build 
\PM�UWUMV\]U�_M�VMML� NWZ� []KKM[[��?PMV�XMWXTM�IZM�LQ[[I\Q[ÅML�
_Q\P�\PMQZ�_WZS�MV^QZWVUMV\�IVL�LQ[MVOIOML��Q\¼[�VW\�R][\�IJW]\�PW_�
\PMa�OM\�ITWVO��<PMa¼ZM�Y]Q\M�WN\MV�LQ[[I\Q[ÅML�_Q\P�\PM�IUW]V\�WN �
QVX]\� \PMa�PI^M��<PMa�LQ[TQSM� \PM� TIKS�WN � KWV\ZWT�W^MZ� \PMQZ�_WZS��
4Q\\TM�WZ�VW�IJQTQ\a�\W�PI^M�IVa�QVÆ]MVKM�W^MZ�\PM�LQZMK\QWV�WN �\PM�
WZOIVQ[I\QWV�IVL�\PQVO[�\PI\�IZM�VW\�_WZSQVO�NZ][\ZI\M[��+WUXIVQM[�
IZM� N]TT� WN � WVMZW][� IVL� LQ[KWVVMK\ML� [a[\MU[�� 7^MZÆW_QVO� _Q\P�
XIXMZ_WZS� IVL� ILUQVQ[\ZQ^QI� \PI\� LWM[V¼\� ILL� ^IT]M� \W� LWQVO� the 
work. (Administrivia – a made up word that beautifully describes the 
\ZQ^QIT�ILUQVQ[\ZI\Q^M�\I[S[�IVL�IOMVLI�\WXQK[�\PI\�\ISM�UW[\�WN �\PM�
time people spend together.)

We rush from meeting to meeting overwhelmed with the small things. 
?M�LWV¼\�PI^M�\QUM�\W�\ITS�IJW]\�_PI\�_M�IZM�XI[[QWVI\M�IJW]\��?M�
NWZOM\�\W�\ITS�IJW]\�X]ZXW[M��IVL�_M�NWZOM\�\W�^IT]M�XMWXTM�NWZ�\PM�
[SQTT[�\PMa�JZQVO��7]Z�XMWXTM�LWV¼\�OM\�U]KP�QVX]\�QV\W�[\ZI\MOa�IVL�
\PM�_Ia�\PM�WZOIVQ[I\QWV�_WZS[��<PM�̂ Q[QWV�WN �UIVa�J][QVM[[M[�Q[�LWVM�
TQSM�I�»[M\�IVL�NWZOM\¼�[\MX��X]\�]X�WV�\PM�_ITT�IVL�VM^MZ�UMV\QWVML�IOIQV��
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Buy-in
Co-create strategy and vision with people in your organisation and 
give them a voice. You will see an increase in buy-in and commitment 
I[�[WWV�XMWXTM�IZM�KPIZOML�_Q\PQV�\PM�\MIU[�\W�\ISM�\PM�_WZS�NWZ_IZL��
This level of  engagement builds a culture of  connection and trust 
_Q\P�XMWXTM��?M�KIV�UISM�\PM�_Q[M[\�LMKQ[QWV[�IJW]\�N]\]ZM�[\ZI\MOa�
_PMV�_M�PI^M�OWVM�JIKS�\W�ZWW\�X]ZXW[M�\WOM\PMZ�IVL�[\IZ\ML�\PMZM��
Why is it we’re doing this? For what purpose? What is it we need to 
do to get us there?

Then robust conversations about tactics and operational issues 
become possible. We are all committed to the same higher purpose. 
?M�JMKWUM�UWZM� KWUUQ\\ML� \W� PW_� \W�_WZS� JM\\MZ� \WOM\PMZ��)V�
M[[MV\QIT�XIZ\�WN �W]Z�[\ZI\MOa�[PW]TL�IT_Ia[�QVKT]LM�PW_�_M�_WZS�I[�
I�\MIU�WZ�PW_�_M�_WZS�I[�IV�WZOIVQ[I\QWV��,WV¼\�TMI^M�\PQ[�[WZ\�WN �
K]T\]ZIT�_WZS�\W�KPIVKM�·�MUJML�Q\�QV�[\ZI\MOQK�LQZMK\QWV[�

�ŽŵŵŝƫŶŐ�ƚŽ�ĂĐƟŽŶ
Articulating and committing to the purpose and our loftier vision 
JZQVO[�M^MZa\PQVO�QV\W�ITQOVUMV\��?M�KIV�KPITTMVOM�W]Z�\PQVSQVO�WV�
PW_�_M�UQOP\�JM�IJTM�\W�IKPQM^M�Q\��:I\PMZ�\PIV�R][\�TWWS�I\�\I[S[��
\PQVS�IJW]\�\PM�JMPI^QW]Z[�\PI\�_QTT�LZQ^M�\PM�_WZS�

,Žǁ�ƐŚŽƵůĚ�ǁĞ�ǁŽƌŬ�ƚŽ�ƐƵĐĐĞĞĚ͍�

tŚĂƚ�ĚŽĞƐ�ƐƵĐĐĞƐƐ�ůŽŽŬ�ůŝŬĞ͍

,Žǁ�ĚŽ�ǁĞ�ŝŶƚĞƌĂĐƚ�ĂŶĚ�ĐŽůůĂďŽƌĂƚĞ�ŝŶ�Ă�ǁĂǇ� 
ƚŚĂƚ�ůĞĂĚƐ�ƚŽ�ƐƵĐĐĞƐƐ͍�

tŚĂƚ�ďĞŚĂǀŝŽƵƌƐ�ǁŝůů�ŐĞƚ�ƵƐ�ƚŚĞ�ƌĞƋƵŝƌĞĚ�ŐŽĂůƐ͍
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tŝŶŶŝŶŐ�ŽǀĞƌ�ƚŚĞ�ƐĐĞƉƟĐƐ
Kate is a client of  mine who became the CEO in an organisation 
where she had been a senior leader  at a time when people had their 
heads down just doing their jobs. Committed to what they were doing, 
committed to their clients, but doing it in a siloed and disconnected 
fashion. As an organisation, they had been surviving – just. Morale 
was low. It was stressful, and they weren’t performing well. Kate was 
\ZaQVO�\W�OM\�\PMU�\W�QVVW^I\M�IVL�LW�\PQVO[�LQٺMZMV\Ta��;PM�_IV\ML�
to create a connection to the bigger vision. 

To start with, Kate brought her middle- and senior-leadership teams 
together. This crew were huge sceptics of  the process to start with. 
<PMa�TWWSML�_Q\P�[][XQKQWV�I\�\PM�IOMVLI��[]ZM�Q\�_W]TL�JM�I�_I[\M�
of  time. Cynics in the group did not believe the senior team wanted 
\W�PMIZ�NZWU�\PMU�I\�ITT��<PMa�[I_�Q\�I[�I�»KPMKS�\PM�JW`�M`MZKQ[M¼�

&ƌŽŵ�͚/͛�ƚŽ�͚ǁĞ͛

We needed to begin with the middle and senior leaders. The rest of  
\PM�[\Iٺ�_MZM�VW\�WV�JWIZL�I\�ITT�_Q\P�[M\\QVO�I�VM_�KW]Z[M�NWZ�\PM�
N]\]ZM��<PM�UW[\� QVÆ]MV\QIT�WN � \PMU�NMT\� [INM�_Q\P� \PM� [\I\][�Y]W��
It was easy and comfortable, even if  they were not very engaged 
WZ�PIXXa��.WZ�UIVa�WN �][��SVW_V�]VPIXXQVM[[�IVL�UMLQWKZQ\a�Q[�I�
XZMNMZIJTM�WX\QWV�\W�]VSVW_V[�IVL�IUJQO]Q\a��;WUM�_MZM�I\\IKPML�
to their power base in the old order. 

<PM�[MVQWZ�IVL�UQLLTM�TMILMZ[�_MZM�KZQ\QKIT�\W�_QV�W^MZ�QV�\PQ[�ÅZ[\�
KWV^MZ[I\QWV�� <PMa� _W]TL� PMTX� \W� J]QTL� UWUMV\]U� JIKS� QV� \PM�
_WZSXTIKM��1V�\PM�JMOQVVQVO��\PMZM�_MZM�I�TW\�WN �XMWXTM�QV�\PM�ZWWU�
\PQVSQVO��PMZM�_M�OW�� \PQ[�_QTT� R][\�JM�I� \ITS� NM[\�� 1\�_I[� QUXWZ\IV\�
we had the environment that built a culture of  collaboration and a 
K]T\]ZM�WN �[\ZI\MOQK�\PQVSQVO��<PQ[�ZM\ZMI\�_I[�\PM�ÅZ[\�[\MX�
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?M�\ZIKSML�\PM�[\WZa�WN �\PM�WZOIVQ[I\QWV�IVL�_PMZM�\PMa�PIL�KWUM�
from. We discussed the environmental context pushing down on them 
from outside, which was quite intense. Customers and regulators 
expected them to change and improve, which was reasonable, but 
NMT\�TQSM�I�P]OM�XZM[[]ZM��

We mindfully created a safe environment with open and candid 
discussion about the current state of  the organisation. Then we 
TWWSML�\W�\PM�N]\]ZM��<PM�\MIU�I[SML�Y]M[\QWV[�WN �MIKP�W\PMZ"�

tŚĞƌĞ�ŝƐ�ŝƚ�ǁĞ�ǁĂŶƚ�ƚŽ�ŚĞĂĚ͍�

tŚĂƚ�ŝƐ�ŽƵƌ�ǀŝƐŝŽŶ͍�

tŚĂƚ�ŝƐ�ŝƚ�ǁĞ͛ƌĞ�ƚƌǇŝŶŐ�ƚŽ�ĂĐŚŝĞǀĞ͍�

We metaphorically painted the picture of  that and created a 
compelling vision that articulated where they wanted to go. Good, 
robust conversations ensued that wasn’t personal. It was all about 
the vision, all about the organisation. Pure, simple conversation: 

tŚĂƚ͛Ɛ�ŐŽŝŶŐ�ŽŶ͍�

tŚĞƌĞ�ŝƐ�ŝƚ�ƚŚĂƚ�ǁĞ͛ƌĞ�ŐŽŝŶŐ�ǁƌŽŶŐ�Žƌ�ƐƚĂůůŝŶŐ͍�

tŚĂƚ�ĂƌĞ�ƚŚĞ�ƐǇƐƚĞŵƐ�ĂŶĚ�ďĞŚĂǀŝŽƵƌƐ�ƐƚŽƉƉŝŶŐ�ƵƐ͍�

�ƵůƚƵƌĂůůǇ͕�ǁŚĂƚ͛Ɛ�ƐƚŽƉƉŝŶŐ�ƵƐ͍͛

When we were having the conversations, people starting seeing each 
W\PMZ�QV�I�LQٺMZMV\�TQOP\��<PMa�ZMITQ[ML�\PMa�ITT�PIL�\PM�[IUM�QV\MV\��
They had positive commitment to the organisation and what they 
were all trying to do. Neuroscience says when we see people in a 
TQOP\�\PI\¼[�TQSM�W]Z�W_V��_M�NMMT�UWZM�KWVVMK\ML�\W�\PMU��?PMV�_M�
can see people are not just saying, ‘This is what I believe,’ but, ‘This 
is what I’m prepared to discuss,’ we build trust.
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?PMV�_M�IZM�WXMV�\W�QVÆ]MVKM��_M�IZM�UWZM�\Z][\QVO�WN �MIKP�W\PMZ��
Rather than, ‘I’m right,’ we realise we are here to solve this problem 
together. It starts to shift the culture naturally. It moves it from an ‘I’ 
perspective to a ‘we’ perspective – we’re in this together.

0I^QVO� [\ZI\MOQK� KWV^MZ[I\QWV[� IJW]\� W]Z� ^Q[QWV� TWWS[� I\� VW\� WVTa�
\PM�[\ZI\MOQK�_WZS�_M�VMML�\W�LW��J]\�IT[W�\PM�JMTQMN �IVL�JMPI^QW]Z�
KPIVOM�_M�VMML�\W�UISM��?M�JZQVO�K]T\]ZM�IVL�[\ZI\MOa�VI\]ZITTa�
together in the conversation. This approach brings commitment 
and buy-in. Getting team-oriented about why are we here and what 
our goals are builds committment. How we need to behave to reach 
these goals is the cultural question. Four years later when Kate’s 
team came to design their new strategy, they had moved from a 
disconnected organisation to one that was aligned in both the way 
\PMa�_WZSML�IVL�_PMZM�\PMa�_MZM�PMILQVO��<PMa�NMT\�\PMa�PIL�UW^ML�
from ‘surviving’ to ‘thriving’. When we connect people and purpose 
together, we get momentum.

DŽƌĞ�ƚŚĂŶ�ũƵƐƚ�Ă�ƉĂǇ�ƉĂĐŬĞƚ
The Deloitte Millennial Survey 2016 shows purpose and happiness in 
\PMQZ�_WZS�LZQ^M�UQTTMVVQIT[��<PMa�_IV\�\W�JM�KWVVMK\ML�\W�\PM�JQOOMZ�
_Pa��<PMa�IT[W�_IV\� \W�]VLMZ[\IVL�PW_�\PMQZ�XIZ\[�Å\�IVL�M`XMK\��
\W�MVRWa�\PMQZ�RWJ��.WZ�UQTTMVVQIT[��\PMa�_WV¼\�[\QKS�IZW]VL��<PMZM¼[�
UWZM�ÆM`QJQTQ\a� QV�\PMQZ�IXXZWIKP�IVL�_QTTQVOVM[[�\W�OW�MT[M_PMZM��
They also want environments where learning is encouraged and 
built into the DNA of  the organisation. Their potential is tapped 
into and built, and their development is important. Many people 
not in the millennial category also want this!

In ‘The Power of  Meeting Your Employees Needs’, Harvard Business 
Review, November 2014, Tony Schwartz and Christine Porath, share 
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the four core needs for employees uncovered through a survey of  
UWZM�\PIV��������MUXTWaMM[��<PM�[\]La�QLMV\QÅML�\PI\�MUXTWaMM[�
IZM�UWZM�[I\Q[ÅML�IVL�XZWL]K\Q^M�QN �\PM[M�IZM�UM\"

Renewal ·�WXXWZ\]VQ\QM[�\W�ZMVM_�IVL�ZMKPIZOM�I\�_WZS

Value – feeling valued for contributions

Focus ·� JMQVO� IJTM� \W� KWVKMV\ZI\M� WV� QUXWZ\IV\� \I[S[� IVL� \PM�
control for when and where to get them done

Purpose – doing more of  what they do best and enjoy being 
KWVVMK\ML�\W�I�PQOPMZ�X]ZXW[M�I\�_WZS��

Further meta-analysis of  263 research studies across 192 companies 
showed that employers with the most engaged employees were 22% 
UWZM�XZWÅ\IJTM�\PIV�\PW[M�_Q\P�\PM�TMI[\�MVOIOML�MUXTWaMM[�

How much time do you put into meeting these needs?

,Žǁ�ĚŽ�ǁĞ�ŶĞĞĚ�ƚŽ����ƚŽ�ĂĐŚŝĞǀĞ�ƚŚĞƐĞ�ŐŽĂůƐ͍
<PM� KWV^MV\QWVIT� _Q[LWU� Q[� K]T\]ZM� MI\[� [\ZI\MOa� NWZ� JZMISNI[\��
Right on – if  you do not have the culture, you can have the greatest 
strategy in the world, and not have anyone enact it. But co-create 
\PM�[\ZI\MOa�\WOM\PMZ��aW]¼TT�OM\�ZWKS�[\IZ[��8MWXTM�_QTT�_WZS�\WOM\PMZ�
to create the vision. 

<PM�K]T\]ZM�MI\[�[\ZI\MOa�NWZ�JZMISNI[\�UM\IXPWZ�ZM[WVI\M[�NWZ�UIVa�
people who have sat in strategy meetings being bored to snores, 
KZMI\QVO�[\ZI\MOa�\PI\�VM^MZ�OM\[� TWWSML�I\�IOIQV��WZ� TWWSML�I\� R][\�
in time for performance measurement reviews. Or being in a team 
that is just told to get on with it, rather than having a strategic 
discussion on how they might achieve their goals.
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The outdated military leadership paradigm discussed previously 
LWM[V¼\�Å\�_PI\�_M�VMML�QV�\PM�_WZTL�\WLIa��1¼TT�[M\�\PM�[\ZI\MOa��AW]�
[QUXTa�LW�Q\��?M�PI^M�OW\�JZQOP\��[I^^a�XMWXTM�_WZSQVO�NWZ�][��?M�
VMML�\W�\IX�QV\W�\PMU��\PMQZ�XW\MV\QIT��IVL�OM\�\PMU�\PQVSQVO�IJW]\�
_PI\�_M�VMML�\W�LW�ZI\PMZ�\PIV�R][\�\PM�TMILMZ[�»SVW_QVO¼�Q\�ITT��

KŶĞ�ŽĨ�ƵƐ�ŝƐ�ŶĞǀĞƌ�ĂƐ�ƐŵĂƌƚ�ĂƐ�Ăůů�ŽĨ�ƵƐ
8MWXTM�UISM�[\ZI\MOa�_WZS��4M\¼[�VW\�]VLMZM[\QUI\M�_PI\�Q[�XW[[QJTM�
_PMV�_M�_WZS�QV�\PM�VM`][�JM\_MMV�K]T\]ZM�IVL�[\ZI\MOa��-TM^I\QVO�
our teams to a strategic mindset creates a culture of  growth and 
excellence. It sets the glue we need to thrive.

Building strategy and culture together is about cultivating 
conversations that connect people to purpose and people to people. 
Then we can also focus on meeting our customers’ needs.

^ƚƌĂƚĞŐŝĐ�ŝŶƚĞůůŝŐĞŶĐĞ�Ăƚ�Ăůů�ůĞǀĞůƐ
The process of  co-creating strategy is an integral part of  the glue 
of  21st�+MV\]Za�<ZQJM[��4M\¼[�LMÅVM�[\ZI\MOa��;\ZI\MOa�Q[�VW\�R][\�\PM�
high-level directions of  the organisation, set down by the Board or 
Executive. It’s also what do we do as a team. Where are our big 
picture goals that give us the momentum we need for success? It’s 
I[SQVO��»?PI\�Q[�W]Z�KWUUQ\UMV\�IVL�IK\QWV'¼

Every level of  an organisation should have their own strategy. Even 
when you have a business plan to operationalise, being strategic 
IJW]\�PW_�aW]¼ZM�LWQVO�Q\�Q[�KZQ\QKIT��+W�KZMI\ML�[\ZI\MOa�Q[�TQSM�IV�
electrical circuit. When a company co-creates a strategy, the teams 
QV�\PM�WZOIVQ[I\QWV�NMML�QV�\PMQZ�XMZ[XMK\Q^M[��ZMÆMK\QWV[��LI\I�IVL�
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ideas. What is our point of  view? What is our vision of  the future? 
This circuit feeds into the central solenoid of  the strategy creation, 
whatever that may be – the Board or senior team. It is even more 
robust when all of  those levels discuss the issues with each other. 
<PM�ÆW_�WN �MVMZOa�QV�I�KQZK]Q\�Q[�I�KWV\QV]W][�TWWX��1\�LWM[�VW\�_WZS�
if  any part of  the circuit is not connected.

Don’t socialise strategy after it’s been written. Craft it collaboratively 
while it’s being co-created. Conventional organisations ‘socialise’ 
strategy after the senior executives have created it. Those on the 
ground are told what the strategy is in a whiz-bang gala unveiling, 
with little or no input into the contents. It cascades down. In a  
21st�+MV\]Za� <ZQJM� WZOIVQ[I\QWV�� \PM� ÆW_� Q[� ]X� IVL� LW_V�� _Q\P�
KWV[\IV\�NMMLJIKS�TWWX[�\PI\�OW�\PZW]OP�Q\��<PM�ZQOP\�XMWXTM�VMML�
to drive the co-creation of  the strategy. And by that, I mean people 
_PW� SVW_�PW_� \W� KWTTIJWZI\M��6W\� I� [\ZI\MOQK� LM^MTWXUMV\� \MIU�
who have no idea how to empathise and understand the opinion 
and perspectives of  anyone other than themselves. 

This model of  strategic collaboration is us doing it together. 
Processes are in place that allow for input, creativity and innovation 
to be included, not dismissed. Leadership provides the time and 
WXXWZ\]VQ\a�NWZ�\MIU[�\W�[\MX�]X�IVL�\PQVS�UWZM�[\ZI\MOQKITTa��<PM�
ZQOP\�Y]M[\QWV[� R][\�VMML�\W�JM�I[SML��1\¼[�VW\�IJW]\�PQMZIZKPa#� Q\¼[�
about partnership. 
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'ŝǀĞ�ǀŽŝĐĞ�ʹ�ŐĂŝŶ�ǀĂůƵĞ
One way to strengthen people’s engagement and sense of  purpose 
is an increased voice. If  leaders or the strategic development team 
shape the strategy without input, we end up with words on a page 
that people ignore. If  a few individuals in a closed room develop 
strategy, the momentum we need for success is not created. When we 
give people a voice in the direction and desired future, commitment 
and engagement grows. We increase the value our strategy when 
W]Z�\MIU[�KWUM�\WOM\PMZ�\W�LW�\PM�_WZS��1\�Q[�VW�TWVOMZ�I�L][\a�NM_�
XIOM[�QV�I�NWTLMZ��7Z�QV�I�ÅTM�WV�\PM�[PIZM�LZQ^M�VW�WVM�ZMIL[�

I have heard many comments over the years bringing culture and 
strategy together that show both approaches: 

We just get edicts from on high – we have no idea why.

We just get into something and yet again it changes – with  
no real reason that we know of.͒

/�ŚĂǀĞ�ƐŽŵĞ�ŐƌĞĂƚ�ŝĚĞĂƐ�ĨŽƌ�ƚŚĞ�ŶĞǁ�ŝŶŝƟĂƟǀĞ�/�ǁĂŶƚ�ƚŽ�ƐŚĂƌĞ͕� 
but there is no forum for me to do it in.͒

/�ĚŽŶ͛ƚ�ĨĞĞů�Z��>>z�ůŝƐƚĞŶĞĚ�ƚŽ�ʹ�ůŝƐƚĞŶŝŶŐ�ŝƐ�ƚŽŬĞŶŝƐƟĐ�Ăƚ�ďĞƐƚ͒͘

dŚĞ��ŽĂƌĚ�ĂŶĚ��ǆĞĐƵƟǀĞ�ƌĞůĞĂƐĞ�ƚŚĞ�ƐƚƌĂƚĞŐǇ�ĨŽƌ�ƚŚĞ�ĐŽŵƉĂŶǇ͕� 
but we never look at it again as a team to see if  

what we do aligns. 

Compared to comments from people with real input into a collective 
strategy through a process of  engaging and collaborative discussions:
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dŚŝƐ�ŝƐ�ƚŚĞ�ĮƌƐƚ�ƟŵĞ�/�ŚĂǀĞ�ŚĂĚ�ƚŚĞ�ŽƉƉŽƌƚƵŶŝƚǇ�ĨŽƌ� 
ĂĐƟǀĞ�ĐŽŶƚƌŝďƵƟŽŶ͘

We had really great robust debate in the process, and I now  
see where we need to go.

^ĞĞŝŶŐ�ƚŚĞ�ĐƵƌƌĞŶƚ�ĐŽŶƚĞǆƚ�ŽĨ�ƚŚĞ�ǁŽƌůĚ�ŽƵƚƐŝĚĞ�ĂŶĚ�ŚŽǁ�ŝƚ�ĂīĞĐƚƐ�
us has made me open up my eyes to the challenges of our work.͒

DǇ�ƚĞĂŵ�ǁĂƐ�ĂďůĞ�ƚŽ�ŝŶŇƵĞŶĐĞ�ƐŽŵĞ�ŽĨ�ƚŚĞ�ďŝŐ�ƉŝĐƚƵƌĞ�ƚŚŝŶŬŝŶŐ͒͘

tĞ�ĐĂŶ�ŶŽǁ�ƐĞĞ�ŚŽǁ�ĐŽůůĂďŽƌĂƟŶŐ�ĂĐƌŽƐƐ�ƚĞĂŵƐ�ĐŽƵůĚ�ŵĂŬĞ� 
Ă�ďŝŐ�ĚŝīĞƌĞŶĐĞ�ƚŽ�ŚŽǁ�ǁĞ�ĚĞůŝǀĞƌ͘

ZŽĐŬƐƚĂƌƐ�Žƌ�ƌŽĐŬƐ
Extraordinary outcomes can happen when we bring culture 
and strategy together. We launch forward with alignment and 
UWUMV\]U��?Q\PW]\� Q\�� _M� LWV¼\� UW^M� NIZ�� ;WUM� JMKWUM� ZWKS[�
wedged in the ground, not growing or moving at all. 

ZŽĐŬƐƚĂƌƐ

:WKS[\IZ� KWUXIVQM[� PI^M� PQOP�Y]ITQ\a� K]T\]ZM� IVL� PQOP�Y]ITQ\a�
[\ZI\MOa��<PM� \MIU[�_WZS�KWTTIJWZI\Q^MTa�IVL�_Q\P� \PM�X]ZXW[M� \W�
achieve the vision. Engagement and motivation is high. Innovation 
and creativity are nurtured and there is a clear path forward. Leaders 
see that team input into the direction of  the organisation creates 
better strategy. The voice of  the team and individuals is valued.
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ZŽďŽƚƐ

Teams enact what they’re told to do without question. There is no 
KWVVMK\QWV�\W�\PM�_WZS�WZ�\W�MIKP�W\PMZ��<PMZM¼[�VW�M`KQ\MUMV\�IJW]\�
Q\�� 8MWXTM� ZWTT� W]\� \PM�_WZS�_Q\P�VW� QVY]QZa�� 1\¼[� XZWKM[[� TQVM�_WZS��
?PMV�I�[VIO�Q[�PQ\�WZ�I�[\ZI\MOa�Q[V¼\�_WZSQVO��I�K]T\]ZM�WN �IK\QWV�IVL�
XZWJTMU� [WT^QVO� Q[� VW\� XZM[MV\��4MILMZ[�UISM� KPIVOM[� IVL� QVNWZU�
the team what to do. What follows is frustration and disengagement. 
8MWXTM�[MM�\PI\�\PMa�PI^M�VW�QVÆ]MVKM�QV�[PQN\QVO�\PM�LQZMK\QWV�WN �\PM�
organisation. They put their heads down and get on with it.

ZŝŽƚĞƌƐ

Rioters are having a grand old time. In the movie Bad Moms (don’t 
R]LOM�UM��\PM�UIQV�KPIZIK\MZ�_WZS[�QV�I�PQX�KWٺMM�ZWI[\QVO�KWUXIVa��
There are people playing table tennis, and that’s all they seem to do. 
The place is permanently in chaos, held together by about three 
IJTM�XMWXTM��1\¼[�ITT�IJW]\�\PM�K]T\]ZM��IVL�\PM�_WZS�LWM[V¼\�PI^M�\PM�
V]\[�IVL�JWT\[�NZIUM_WZS[�JMPQVL�Q\��1\¼[�XZWJIJTa�I�XTIKM�\W�_WZS�
NWZ� I�_PQTM� ·� XMWXTM� PI^M� N]V�� TW^M�_WZSQVO�_Q\P� MIKP� W\PMZ�� J]\�
have no strategic direction. People are doing whatever they want. 
,Q[KWVVMK\ML�JZQTTQIV\�JQ\[�WN �_WZS�IZM�QV�M^QLMVKM��J]\�QV[\MIL�WN �
forward momentum, it’s bedlam. 

�,WV¼\�UQ[\ISM�N]V�\PW]OP�I[�UMIVQVO�\PMZM�Q[�VW�_WZS�OM\\QVO�LWVM��
Hardhat Digital, a technology company in Melbourne, Australia sees 
\PM�_WZSXTIKM�I[�I�XTIKM�\W�TQ^M�IVL�\PZQ^M��VW\�R][\�I�XTIKM�WN �_WZS��
0IZLPI\�\WWS�W]\�ÅZ[\�XTIKM�QV�5MTJW]ZVM�,M[QOV����¼[�KWZXWZI\M�
interior design award. They have not only set up a deliberatively 
KWTTIJWZI\Q^M�WٻKM�LM[QOV��I[�_MTT�I[�IV�QVLWWZ�PITN �JI[SM\JITT�IVL�
LW_VJITT� KW]Z\�� J]\� J]QTL� XMWXTM� [SQTT[� WV� ]VLMZ[\IVLQVO� PW_� \W�
function and excel in that environment.)



95

Tracey Ezard

ZŽĐŬƐ

When there is no strategy and direction, and no culture of  
MVOIOMUMV\��aW]¼^M�OW\�ZWKS[��6W�WVM¼[�LWQVO�IVa\PQVO�U]KP��AW]�
KIV�[MM�ZWKS�\aXM�\PQVSQVO�QV�J][QVM[[M[�M^MZa_PMZM�_PMV�aW]¼^M�
got your eye on it. Horsham is a country town on the major 
highway between Adelaide and Melbourne. There are two Asian 
restaurants situated next door to each other. One has credit card 
facilities, while the other does not. Horsham has a large amount of  
travellers and professional people stopping overnight. No surprises 
that the one with credit card facilities has many more diners. 
Next time I came along, the same situation existed. Rock \PQVSQVO��
They weren’t shifting. They were just maintaining the status quo, 
_PQTM�\PMQZ�UIZSM\�_ITSML�VM`\�LWWZ��7VM�ZM[\I]ZIV\�_I[�UW^QVO�
NWZ_IZL��7VM�_I[�_WZSQVO�WV�LMNI]T\�IVL�ÆI_ML�\PQVSQVO��;Q\\QVO�
IVL�VW\�UW^QVO��TQSM�I�ZWKS��

tŚĂƚ�ǁŽƵůĚ�ǇŽƵ�ŚĞĂƌ�Ăƚ�ǇŽƵƌ�ǁŽƌŬƉůĂĐĞ͍
?WZSMZ[�\WLIa�IZM�[UIZ\MZ�IVL�[I^^QMZ��TWWSQVO�NWZ�KPITTMVOM[�IVL�
[]XXWZ\�\W�OZW_�[SQTT[�IVL�ZMIKP�XW\MV\QIT��7ZOIVQ[I\QWV[�\PI\�NWK][�
on only the culture or just the strategy miss the possibility that could 
come out of  bringing the two together. 

>ĞƫŶŐ�ƉĞŽƉůĞ�ǁŚŽ�ƚŚƌŝǀĞ�ŽŶ�ĞǆĐĞůůĞŶĐĞ�
ĐŽůůĂďŽƌĂƚĞ�ŽŶ�ƚŚĞ�ƐƚƌĂƚĞŐŝĞƐ�ƚŚĂƚ�
ŐĞƚ�ƚŚĞŵ�ƚŽ�ƚŚĞ�ǀŝƐŝŽŶ�ǁŝůů�ĐƌĞĂƚĞ�

ĞǆƚƌĂŽƌĚŝŶĂƌǇ�ƌĞƐƵůƚƐ͘



96

GLue

A way to start

tŚĂƚ͛Ɛ�ŽƵƌ�ǁŚǇ͍

Have a vision day. What are we trying to achieve here? What is our 
team brand? Who are our clients/customers? What’s our purpose 
for being? Have a conversation about that. If  you are a large 
organisation, have it in every team, every project. Get the middle 
leaders facilitating the discussions. Bring together the big theme. 
Have a whole organisational day. Get people excited about what 
you’re trying to create in the future.

tŽŶĚĞƌ�ĂŶĚ�ƉŽƐƐŝďŝůŝƚǇ

)[S�\PMU�Y]M[\QWV[�IJW]\� \PM�^Q[QWV��*M�K]ZQW][��/M\�W]\�WN �aW]Z�
WٻKM�IVL�I[S�XMWXTM�_PI\¼[�[\WXXQVO�\PMU�NZWU�IKPQM^QVO�\PM�̂ Q[QWV'�
If  that’s where we want to head for, what is it that’s stopping us?  
*M�QVY]Q[Q\Q^M�IJW]\�\PI\��<ITS�_Q\P�XMWXTM�WVM�WV�WVM�WZ�QV�OZW]X[�
about what is needed to move to get that happening. Start having 
stimulating conversations that say, yes, we want to shift things. Get 
XMWXTM�I[SQVO�Y]M[\QWV[�WN �\PMU[MT^M[�\W�[Ia�_PI\�Q[�Q\�\PI\�_M�KW]TL�
shift? If  we all lifted our game by 5%, imagine the impact we would 
PI^M'�?PI\�_W]TL�UW^M�][�\W_IZL[�W]Z�^Q[QWV�I�TW\�Y]QKSMZ'�+ZMI\M�
a sense of  wonder about that. A sense of  possibility, not judgement. 

dĞƐƚ�ƐƚƵī�ŽƵƚ͊
Have people design mini projects to try new strategies and new 
approaches out. Start getting little shifts happening. This builds a 
K]T\]ZM�WN �XZWIK\Q^M�KPIVOM�QV�\MIU[��8MWXTM�IZM�\PQVSQVO�[\ZI\MOQKITTa�
IJW]\�][MN]T�KPIVOM[�IVL�_WZSQVO�\WOM\PMZ�\W�[WT^M�XZWJTMU[��0I^M�
\MIU[�I[S"�PW_�KIV�_M�TWWS�I\�LWQVO�[WUM�[UITT�KPIVOM[�NI[\�IVL�

Y]QKSTa�IVL�[MM�_PI\�_M�OM\�W]\�WN �\PMU'�4M\¼[�VW\�UISM�Q\�JQO��4M\¼[�
UISM�Q\�\PM�_Ia�_M�_WZS�IVL�LWIJTM�QV�\PM�LIa�\W�LIa��*a�\PM�\MIU[�
coming up with these actions themselves and evaluating the impact, 
a collaborative culture starts to emerge. 

ZĞŵĞŵďĞƌ
It’s not just what you do, it’s how you do it. Get people loving why 
they do it, and they’ll love what they do even more. Get people 
riding the wave with you. If  you don’t get your people on board, 
buying into your strategy, your strategy will never happen, and your 
culture will never thrive. 

�ƵůƚƵƌĞ�ĚŽĞƐ�ŶŽƚ�ĐŚĂŶŐĞ�ďĞĐĂƵƐĞ�ǁĞ�
ĚĞƐŝƌĞ�ƚŽ�ĐŚĂŶŐĞ�ŝƚ͘��ƵůƚƵƌĞ�ĐŚĂŶŐĞƐ�
ǁŚĞŶ�ƚŚĞ�ŽƌŐĂŶŝƐĂƟŽŶ�ƚƌĂŶƐĨŽƌŵƐ͘��
dŚĞ�ĐƵůƚƵƌĞ�ƌĞŇĞĐƚƐ�ƚŚĞ�ƌĞĂůŝƟĞƐ�ŽĨ�
ƉĞŽƉůĞ�ǁŽƌŬŝŶŐ�ƚŽŐĞƚŚĞƌ�ĞǀĞƌǇ�ĚĂǇ͘

&ƌĂŶĐĞƐ�,ĞƐƐĞůďĞŝŶ͕�͚dŚĞ�<ĞǇ�ƚŽ��ƵůƚƵƌĂů�
dƌĂŶƐĨŽƌŵĂƟŽŶ͛, Leader to Leader ;^ƉƌŝŶŐ�ϭϵϵϵͿ

It won’t happen overnight, but it will happen.

“
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Y]QKSTa�IVL�[MM�_PI\�_M�OM\�W]\�WN �\PMU'�4M\¼[�VW\�UISM�Q\�JQO��4M\¼[�
UISM�Q\�\PM�_Ia�_M�_WZS�IVL�LWIJTM�QV�\PM�LIa�\W�LIa��*a�\PM�\MIU[�
coming up with these actions themselves and evaluating the impact, 
a collaborative culture starts to emerge. 

ZĞŵĞŵďĞƌ
It’s not just what you do, it’s how you do it. Get people loving why 
they do it, and they’ll love what they do even more. Get people 
riding the wave with you. If  you don’t get your people on board, 
buying into your strategy, your strategy will never happen, and your 
culture will never thrive. 

�ƵůƚƵƌĞ�ĚŽĞƐ�ŶŽƚ�ĐŚĂŶŐĞ�ďĞĐĂƵƐĞ�ǁĞ�
ĚĞƐŝƌĞ�ƚŽ�ĐŚĂŶŐĞ�ŝƚ͘��ƵůƚƵƌĞ�ĐŚĂŶŐĞƐ�
ǁŚĞŶ�ƚŚĞ�ŽƌŐĂŶŝƐĂƟŽŶ�ƚƌĂŶƐĨŽƌŵƐ͘��
dŚĞ�ĐƵůƚƵƌĞ�ƌĞŇĞĐƚƐ�ƚŚĞ�ƌĞĂůŝƟĞƐ�ŽĨ�
ƉĞŽƉůĞ�ǁŽƌŬŝŶŐ�ƚŽŐĞƚŚĞƌ�ĞǀĞƌǇ�ĚĂǇ͘

&ƌĂŶĐĞƐ�,ĞƐƐĞůďĞŝŶ͕�͚dŚĞ�<ĞǇ�ƚŽ��ƵůƚƵƌĂů�
dƌĂŶƐĨŽƌŵĂƟŽŶ͛, Leader to Leader ;^ƉƌŝŶŐ�ϭϵϵϵͿ

It won’t happen overnight, but it will happen.

“
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&ƌŽŵ�ƌŽĐŬƐ�ƚŽ�ƌŽĐŬƐƚĂƌƐ

)� ZMOQWVIT� PW[XQ\IT� Å^M� aMIZ[� IOW� _I[� QV� LQZM� [\ZIQ\[�� <PM�
Department of  Health was a regular visitor to their board 
UMM\QVO[��SMMXQVO�I�SMMV�MaM�WV� \PMQZ�XMZNWZUIVKM��?Q\P�I�VM_�
+-7�QV�XTIKM�� \PM�*WIZL�IVL�VM_�[MVQWZ�M`MK]\Q^M�_WZSML�_Q\P�
me to create the strategic plan. The executive team was excited 
about the possibility of  turning the hospital around. Their higher 
purpose was clear. They wanted to provide the health services the 
local people deserved. They wanted to create access to health that 
_I[�\PM�ÅZ[\�KPWQKM��VW\�\PM�TI[\�WX\QWV��<PM�M`MK]\Q^M�PIL�I�P]OM�
strength – they were aligned in the belief  that they needed to shift 
K]T\]ZM� IVL� [\ZI\MOa� \WOM\PMZ��7VM�_W]TL� VW\� _WZS� _Q\PW]\� \PM�
W\PMZ��<PMa�PIL�PIZL�_WZS�\W�LW��

dŚĞǇ�ŬŶĞǁ�ƚŚĂƚ�ǁŝƚŚŽƵƚ�ďƵŝůĚŝŶŐ�
ĐŽŶŶĞĐƟŽŶ�ƚŽ�ƚŚĞ�ƉƵƌƉŽƐĞ�ĂŶĚ�ĐƌĞĂƟŶŐ�

ƐƚƌŽŶŐĞƌ�ƚĞĂŵƐ͕�ƚŚĞǇ�ǁŽƵůĚ�ĨĂŝů͘

Five years on and the CEO invited me to come and see what 
they’d shifted around culture, and performance. They are now 
WVM� WN � \PM� \WX� XMZNWZUQVO� PW[XQ\IT[� QV� \PMQZ� [\I\M�� ;\Iٺ�UWZITM�
and engagement is high, and most importantly, clinical care and 
XI\QMV\� KWVÅLMVKM�IZM�WV� \ZIKS��LMTQ^MZQVO�I�PQOPMZ� [\IVLIZL�WN �
care.
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dŚĞ�ƐǇŵďŽůƐ�ŽĨ�ƚƌĂŶƐĨŽƌŵĂƟŽŶ
7V�Ua�^Q[Q\�� \PM�+-7�\WWS�UM�\W�[MM�I�KTMIZ�[aUJWT�WN �\PM�[PQN\[�
\PI\�PIL�JMMV�UILM�� 1\� \WWS� \PM� NWZU�WN � I�_PQ\MJWIZL� QV�WVM�WN �
the wards. Most hospitals have whiteboards in their wards or units. 
However, the symbolism was in the contents of  the board and the 
actions surrounding it. On the top was an inspirational vision about 
\PMQZ�\MIU��<PM�JWLa�WN �\PM�LQ[XTIa�[PW_ML�\PM�LI\I�\ZIKSML��<PM�
number of  falls and pressure injuries – a huge issue in hospitals, 
how long the patients had stayed and other relevant performance 
UMI[]ZM[�_MZM�ITT� ^Q[QJTM��.MMLJIKS� NZWU�XI\QMV\[�_I[�_ZQ\\MV�]X��
and challenges experienced during shifts. There was a problem area. 
People put ideas up there to address the problem noted. Everyone 
owned the whiteboard. They gathered around it twice a shift. It’s a 
OZMI\�M`IUXTM�WN �K]T\]ZM�IVL�[\ZI\MOa�_WZSQVO�\WOM\PMZ��

<PQ[�\aXM�WN �_WZS�[PQN\ML�\PMQZ�K]T\]ZM��<PM�[\Iٺ�VW_�PI^M�W_VMZ[PQX�
of  what is to be achieved. Rather than the nursing unit manager or 
KPQMN �M`MK]\Q^M�KWUQVO�QV�_Q\P�I�JQO�[\QKS��XMWXTM�W_V�\PMQZ�ZM[]T\[��
The team owns the goals. They set what they are trying to achieve. 
They own their purpose. The glue of  purpose and collaboration 
draws them together.



Chapter Summary 

Let culture and strategy have a meal 
together. 

Instead of  siloing these important elements, grow them together. 
/Q^QVO�XMWXTM�I�̂ WQKM�OM\[�aW]�ZWKS[\IZ[�VW\�ZWKS[��<Z][\�aW]Z�XMWXTM�
with co-creating strategy and the results may astound you. 

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
?PMV� _M� _WZS� \WOM\PMZ�� TM\¼[� UISM� []ZM� _M¼^M� OW\� authentic 
collaboration happening. Most organisations have pedestrian ideas 
of  what collaboration is; it’s time we turned them into Rolls Royce 
ideas. We have a dangerous illusion that we are collaborating when 
all we’re doing is cooperating. The question I pose in our next 
chapter is: are you collaborating or just pretending?



 

5    The dangerous 
  illusion of 
collaboration
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Collaboration – authentic collaboration – is something much bigger 
than cooperation. It’s creating something together.

A CEO client of  mine shifted her approach from telling people what 
\W�LW�\W�KW�KZMI\QVO�\PM�_Q\P�\PMU��<PMa�_MZM�OZW_QVO�Y]QKSTa�IVL�
PIL�[WUM�IZKPIQK�_Ia[�WN �_WZSQVO�\W�[PQN\��)[�_M�X]\�QV�XZWKM[[M[�
\W�NW[\MZ�KWTTIJWZI\QWV�[PM�_W]TL�TI]OP��»2][\�LWV¼\�UISM�][�OM\�QV\W�
I�KQZKTM�IVL�[QVO�¹3]UJIaI¼¼�¼��-^MV�\PW]OP�Q\�_I[�\WVO]M�QV�KPMMS��
[PM�PIL�XZM^QW][Ta�[MMV�KWTTIJWZI\QWV�I[�_MQZL��1�\PQVS�[PM�QUIOQVML�
people wearing hessian underwear and standing around in a circle, 
LWQVO�OZW]X�P]O[�IVL�PI^QVO�I� \ITS� NM[\��<W�PMZ� KZMLQ\�� [PM� [\]KS�
with the process of  involving people more. Momentum grew as did 
buy-in and innovation.

WĞŽƉůĞ�ŐĞƚ�ƐĐĂƌĞĚ�ĂďŽƵƚ�ĐŽůůĂďŽƌĂƟŽŶ�
ďĞĐĂƵƐĞ�ƚŚĞǇ�ƚŚŝŶŬ͗� 
�͗�ŝƚ͛Ɛ�Ă�ǁĂƐƚĞ�ŽĨ�ƟŵĞ� 

�͗�ŝƚ�ĚŽĞƐŶ͛ƚ�ŐŽ�ĂŶǇǁŚĞƌĞ͘�
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And they are right in many experiences of  ‘pretend collaboration’. 
.WZ� XMWXTM� _PW� PI^MV¼\� \PW]OP\� IJW]\� KWTTIJWZI\QWV� I[� I� [SQTT��
they believe that you must throw all the rules out the window: of  
interaction, good communication, having direction, having a plan, 
IVL� I[[]UM� Q\¼[� R][\� I� »NM[\Q^IT� WN � TW^M¼�� <PI\� [KIZM[� XMWXTM� Wٺ��
And I get that. It’s natural to fall prey to the illusion that because 
we’re humans, we must be good collaborators. So, we wave the 
KWTTIJWZI\QWV�ÆIO�IVL�[Ia��»/W�NWZ�Q\	¼�

*]\�W]Z�KWTTIJWZI\QWV� [SQTT[�PI^M�JMMV�JMI\MV�W]\�WN �][��+PQTLZMV�
PI^M�\PMU�QV�J]KSM\�TWIL[��/Q^M�I�OZW]X�WN �KPQTLZMV�I�UIRWZ�\I[S�
\W�LW�IVL�\PMV�[\IVL�JIKS��<PMa�X]\�][�\W�[PIUM�_Q\P�\PM�_Ia�\PMa�
_WZS�\WOM\PMZ�\W�IKPQM^M�I�OWIT��)L]T\[��WV�\PM�W\PMZ�PIVL��_WZS�QV�
so many companies ruled by silos that we’ve forgotten how to bring 
out the best in each other. We need to learn how to do it again. 

dŚĞ�ŝůůƵƐŝŽŶ�ŽĨ�ĐŽŽƉĞƌĂƟŽŶ�ĂŶĚ�ĐŽŽƌĚŝŶĂƟŽŶ�
We assume when we communicate something, we’re collaborating. 
We assume when we are sharing information, we’re collaborating. 
We are only cooperating. Moving up to authentic collaboration 
requires a certain mindset and a range of  behaviours for it to 
succeed. It requires a mindset that’s smart and strategic, so when 
we get together as a group, we have a plan of  how are we going to 
collaborate. What is it that we’re doing together? What is it we’re 
\ZaQVO�\W�IKPQM^M'�?PI\¼[�W]Z�X]ZXW[M��IVL�PW_�LW�_M�[\Ia�WV�\ZIKS'�
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dŚĞ�ŵŽƐƚ�ĚĂŵĂŐŝŶŐ�ƉŚƌĂƐĞ�ŝŶ��
ƚŚĞ�ůĂŶŐƵĂŐĞ�ŝƐ͕�͚tĞ͛ǀĞ�ĂůǁĂǇƐ��

ĚŽŶĞ�ŝƚ�ƚŚŝƐ�ǁĂǇ͊͛

ZĞĂƌ��ĚŵŝƌĂů�'ƌĂĐĞ�DƵƌƌĂǇ�,ŽƉƉĞƌ� 
(/ŶĨŽƌŵĂƟŽŶ�tĞĞŬ͕�DĂƌĐŚ�ϵ͕�ϭϵϴϳͿ

�ƵŝůĚ�Ă�ƐĞŶƐĞ�ŽĨ�ƵƌŐĞŶĐǇ�ĨŽƌ�ĐŚĂŶŐĞ
0I^M� aW]� VW\QKML� \PI\� [UITTMZ� JIVS[� IZM� KIXQ\ITQ[QVO� WV� W]Z�
LQ[QTT][QWVUMV\� _Q\P� \PM� LQ[\IV\�� ]VKIZQVO� JMPMUW\P� JIVS[�
\PI\� PI^M�UW[\� WN � W]Z�UWVMa'�<PM� TIZOMZ� JIVS[� SVW_� \PI\� \PMQZ�
disconnection from the customer is not good for business. Siloed, 
TIZOM� LMXIZ\UMV\[�� [\]KS� QV� \PM� K]T\]ZM� WN � »\PM�_Ia�_M� LW� \PQVO[�
IZW]VL� PMZM¼�� PI^M� KZMI\ML� LQ[TWKI\QWV� IVL� I� TIKS� WN � KWUXI[[QWV�
and understanding of  what is going on for customers. There is a 
long way to go to shift this.

Here is the story of  a brave and committed customer who helped 
PMZ� JIVS� [\IZ\� \W� UISM� I� [PQN\� \W� I� UWZM� P]UIV� IXXZWIKP�� 
Her name is Pam.

1V����!��8IU��I�_MTNIZM�WٻKMZ�QV�\PM�ML]KI\QWV�[a[\MU��_I[�I�UW\PMZ�
in great pain. Her son Tim had died by suicide a few months before. 
While dealing with the grief  of  losing her son, she also had to sort 
W]\�PQ[�ÅVIVKQIT�UI\\MZ[�

“
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8IU�PIL�\ISMV�KIZM�WN �<QU�ITT�PQ[�TQNM��0M�PIL�IT_Ia[�[\Z]OOTML�_Q\P�
[KPWWT��_WZS�IVL�TQNM��8IU�][ML�[WUM�WN � \PM�UWVMa�[PM� QVPMZQ\ML�
from her mum to buy Tim a house. It meant he had a small mortgage 
that was within his means. This arrangement gave Tim the best 
years of  his life.

<QU�PIL�VW\� TMN\�I�_QTT��<PM� QVM^Q\IJTM�XPWVM�KITT[�_Q\P� \PM�JIVS�
ensued after Tim’s death. 

Pam recalls: ‘Knowing that Tim had a mortgage and a personal 
TWIV��1�VMMLML�\W�KWV\IK\�\PM�JIVS�\W�_WZS�W]\�_PI\�\PM�[Q\]I\QWV�
_I[��1�[\IZ\ML�IJW]\�[Q`�_MMS[�IN\MZ�PM�LQML��<PMa�[IQL�\PMa�VMMLML�ITT�
the documents about his death. Then I could become administrator 
of  his accounts. I sent through everything they needed to approve 
UM�\W�IK\��1\�_I[�ITT�IXXZW^ML��1�[\IZ\ML�\ZaQVO�\W�_WZS�\PZW]OP�\PM�
JIVSQVO��1�LQL�Q\�WV�\PM�XPWVM��1�KW]TLV¼\�OW�\W�\PM�JZIVKP�JMKI][M�
\PM�UI\\MZ[�_MZM�ITT�UIVIOML�QV�\PMQZ�PMIL�WٻKM�

»1�\ZQML�PIZL�\W�PI^M�\PM�KW]ZIOM�\W�UISM�\PW[M�XPWVM�KITT[��\W�XT]KS�
]X�\PM�KW]ZIOM�\W�ZQVO�IVL�[XMIS�\W�\PQ[�XMZ[WV�WV�\PM�MVL�WN �\PM�
XPWVM�\PI\�LQLV¼\�SVW_�UM��LQLV¼\�SVW_�\PM�[Q\]I\QWV��-IKP�\QUM�1�
rang, all I would get was, “Oh we don’t have copies of  the papers 
\PI\�aW]¼^M�[MV\�QV��?M¼TT�PI^M�\W�OM\�\PMU��IVL�_M¼TT�KITT�aW]�JIKS�º�
<PI\�_W]TL�VM^MZ�PIXXMV��<PMa�_W]TL�VM^MZ�KITT�UM�JIKS�

»-^MZa�\QUM�1�ZIVO��1¼L�PI^M�\W�\MTT�Ua�[\WZa��\W�JM�\WTL�\PQVO[�TQSM��
¹?M� KIV¼\� [XMIS� \W� aW]��?M� KIV�WVTa� \ITS� \W�PQU�JMKI][M� Q\¼[� PQ[�
IKKW]V\º��)VL�1¼L�[Ia��¹?MTT��PM¼[�LMIL�º�)VL�\PMa¼L�[Ia��¹?MTT��1¼U�
[WZZa��<PMZM¼[�VWJWLa�MT[M�\PI\�KIV�IK\�WV�\PQ[�IKKW]V\�º�1\�_MV\�WV�
for some months with all this to-ing and fro-ing.

»<PMV�\PM�JIVS�KWV\IK\ML�UM�IVL�[IQL�JMKI][M�aW]¼ZM�KTW[QVO�\PQ[�
mortgage early, we’re going to charge you a penalty. My argument 
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was this mortgage is closing because of  exceptional circumstances; 
there should be some leeway here.

‘And then there was the personal loan. I got onto a department that 
PIVLTM[�\PM�XMZ[WVIT�TWIV[��1�_IV\ML�\W�SVW_�QN �\PMZM�_I[�UWZM�\PIV�
one personal loan and what was the balance. I wanted to pay it out. 
<PMa�_W]TLV¼\�\ITS�\W�UM�JMKI][M�1�_I[V¼\�<QU	¼

�͚^ŽƌƌǇ�ʹ�ŽƵƌ�ŵĂŶĂŐĞƌ�ĚŽĞƐŶ͛ƚ�ƚĂůŬ�ƚŽ�ĐƵƐƚŽŵĞƌƐ͛

‘I rang the Home Loans Department, which was in another state, 
IVL�[IQL�1�_IV\ML�\W�[XMIS�\W�\PM�UIVIOMZ�WN �PWUM�TWIV[�NWZ�\PM�
JIVS��¹7P�VW��aW]�KIV¼\�[XMIS�\W�\PM�UIVIOMZ�JMKI][M�UIVIOMZ[�
LWV¼\�[XMIS�\W�K][\WUMZ[�º�\PMa�\WTL�UM��)VL�1�[IQL��¹?MTT��1�PI^M�
I�XZWJTMU��IVL�VMML� \W� \ITS� \W� \PM�UIVIOMZ�º�¹7P�VW�� 1¼U� [WZZa��
aW]�KIV¼\�[XMIS�\W�\PM�UIVIOMZ�º�1�I[SML��¹?MTT��KW]TL�aW]�I[S�\PM�
UIVIOMZ�NWZ�UM�QN �1�KIV�\ITS�\W�PQU'º�¹AM[�º�<PM�O]a�_MV\�I_Ia��
IVL�_PMV�PM�KIUM�JIKS�IVL�PM�[IQL��¹6W��\PM�UIVIOMZ�[IQL�\PI\�
\PMa�LWV¼\�PI^M�\QUM�\W�\ITS�\W�aW]�IVL�aW]�KIV�\MTT�UM�_PI\�aW]Z�
[Q\]I\QWV� Q[�º� 1� \WTL�PQU� \PM� [Q\]I\QWV�� IVL�PM� [IQL�� ¹1�LWV¼\� SVW_�
_PI\�\W�LW�IJW]\�\PQ[�º�IVL�PM¼TT�OM\�JIKS�\W�UM��?MTT��PM�VM^MZ�OW\�
JIKS��

6W�WVM�_IV\ML�\W�SVW_��<PMa�R][\�_IV\ML�\PQ[�P]OM�[]U�WN �UWVMa�
from me but didn’t care what the circumstances were.

‘And then came a day when I got a girl who seemed compassionate 
and understanding. I explained the situation, and she listened 
QV\MV\Ta��<PMV�[PM�[IQL��¹1¼TT�KITT�aW]�JIKS�\WUWZZW_�º�)VL�1�[IQL��
¹-^MZaJWLa� [Ia[� \PMa¼TT� KITT�UM� JIKS� \WUWZZW_�� J]\� VWJWLa� M^MZ�
LWM[�º� )VL� [PM� [IQL�� ¹7P�� LWV¼\� _WZZa�� 1¼TT� LMÅVQ\MTa� KITT� aW]�
tomorrow. I promise I’ll call you tomorrow with the answer to this 
Q[[]M�º�<WUWZZW_�KIUM��IVL�[PM�LQLV¼\�KITT�JIKS��1�NMT\�[W�TM\�LW_V�
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again. I rang the next day and got on to her and said, “You were 
OWQVO�\W�KITT�UM�JIKS�aM[\MZLIa��IVL�aW]�LQLV¼\�º)VL�[PM�[IQL��¹7P�
aMIP��[WZZa��1�NWZOW\�º

»1�LQLV¼\�PI^M�U]KP�ÅOP\�QV�UM��1�_I[�[W�\ZI]UI\Q[ML��1�KW]TL�WVTa�
ZQVO�QV�_PMV�1�PIL�\PM�[\ZMVO\P��1\�\WWS�I�TW\�WN �O]\[�\W�ZQVO��1\�_I[�
TQSM�WXMVQVO�\PM�_W]VL�M^MZa�\QUM��IVL�Q\�_I[�I�_W]VL�\PI\�XMWXTM�
_MZM�VW\�KWUXI[[QWVI\M�IJW]\�WZ�[]XXWZ\Q^M��1�NMT\�TQSM�1�_I[�\PZW_V�
to the wolves every time I rang. I felt they couldn’t care less. When 
\PMa�SVM_�Q\�_I[�[]QKQLM��\PI\�IOIQV�UILM�Q\�IVW\PMZ�WJ[\IKTM�QV�\PM�
whole picture. Because they didn’t want to hear from anybody who 
had anything to do with suicide. That’s all too scary. We’ll just get 
\PQ[�_WUIV�Wٺ�\PM�XPWVM��<PI\¼[�_PI\�1�NMT\�¼

'ĞƫŶŐ�ƵƉ�ĂŶĚ�ŚŝƫŶŐ�ďĂĐŬ�Ăƚ�ƐƚĂƚƵƐ�ƋƵŽ

.WZ� 8IU�� \PM� [\I\MUMV\� WN � »5IVIOMZ[� LWV¼\� \ITS� _Q\P� K][\WUMZ[¼�
\ZQOOMZML�Wٺ�QV�PMZ�I�\ZMUMVLW][�[MV[M�WN �]VNIQZVM[[�IVL�QVR][\QKM�
\PI\�OI^M�PMZ�\PM�[\ZMVO\P�\W�SMMX�WV�ÅOP\QVO�

She sat down and wrote a letter. She outlined every time she had 
rung in and the response she had received. She wrote about how 
unsupported and bullied she had felt from these reactions, how rude 
some of  the interactions had been. She wrote from the heart about 
\PM�LQٻK]T\QM[�[PM�PIL�M`XMZQMVKML��<PM�TM\\MZ�_MV\�\W�\PM�0MIL[�WN �
the two central departments Pam had been dealing with.

She did not receive a single response.

,MRMK\ML�IVL�\ZI]UI\Q[ML��aM\�ÅZML�]X��8IU�_WZSML�W]\�_PI\�\PM�
MUIQT�WN �\PM�+-7�WN �\PM�JIVS�_W]TL�JM�IVL�[MV\�IV�MUIQT�W]\TQVQVO�
her problem, attaching the letter she had previously sent. Within 
ten minutes Pam’s phone rang. It was the National Head of  Public 



109

Tracey Ezard

Relations who assured her she would never have an issue with the 
JIVS�IOIQV��I[�PM�_W]TL�XMZ[WVITTa�UISM�[]ZM�_PI\�[PM�VMMLML�_I[�
provided.

8IU¼[�TWVO�KPITTMVOM�_Q\P�\PM�JIVS�_I[�W^MZ��<PM�ÅVIVKQIT�\IVOTM[�
were ironed out, and Pam could focus on getting on with the other 
\PQVO[�QV�PMZ�TQNM�\PI\�PIL�\ISMV�I�JIKS�[MI\��<PM�[MVQWZ�TMILMZ�[PM�
_I[�_WZSQVO�_Q\P�LQL�M^MZa\PQVO�QV�PQ[�XW_MZ�\W�UISM�Q\�ZQOP\�

�ƌĞĂƟŶŐ�Ă�ƐĞŶƐĞ�ŽĨ�ƵƌŐĞŶĐǇ�ĨŽƌ�ǁŝĚĞͲƐƉƌĞĂĚ�ĐŚĂŶŐĞ

*IKS� _Q\PQV� \PM� JIVS�� \PMa� _MZM� \ISQVO� I� OWWL�� TWVO� PIZL� TWWS�
at themselves. At the highest level, rather than seeing this as an 
unfortunate blip, this was considered a watershed moment for the 
_PWTM�KWZXWZI\QWV��1�KIV¼\�[Ia�NWZ�[]ZM��J]\�1�IU�KWVÅLMV\�\PI\�[WUM�
WN �\PM�XMWXTM�QV^WT^ML�QV�\PM�RW]ZVMa�WN �NWJ�Wٺ[��TIKS�WN �KWUXI[[QWV�
IVL�LW_VZQOP\�Z]LMVM[[�LQL�VW\�[\Ia�TWVO�QV�\PMQZ�RWJ[�I\�\PI\�JIVS�
Later that year, at large Manager conferences around Australia 
_Q\PQV�\PM�JIVS��I�[M[[QWV�_I[�PMTL�_PMZM�Q\�JMOIV�_Q\P�IV�I]LQW�WN �
8IU�[XMISQVO�IJW]\�PMZ�M`XMZQMVKM��)�Y]QM\Ta�[XWSMV�_WUIV��\PM�
pain and trauma of  what had happened to her both in her life and 
\PZW]OP� PMZ� LMITQVO[� _Q\P� \PM� JIVS� _MZM� WJ^QW][� IVL� XZWNW]VL��
The groundswell that this had on the people in that conference led 
\W� [QOVQÅKIV\� KPIVOM[� QV� \PM� XZWKM[[M[� \PI\� \PM� JIVS� ][ML�_PMV� Q\�
LMIT\�_Q\P�XMWXTM�[]ٺMZQVO�NZWU�\ZI]UI�WZ�[WUM�LQٻK]T\a�QV�\PMQZ�TQNM�

)�Å^M�[\MX�XTIV�_I[�LM^Q[ML�[PW_QVO�PW_�\PMa�_MZM�OWQVO�\W�LMIT�
with people in general. A way that had more compassion built in 
JMKIUM�XIZ\� WN � \PM�_Ia� \PI\� JIVS�_WZSML��_Q\P�8IU¼[� ZMKWZLQVO�
used as a catalyst within departments for change. 

At the last of  the state conferences, the Head of  Public Relations 
introduced Pam herself. ‘This whole thing, the reason behind doing 
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Q\� NWZ� UM�� _I[� \W� UISM� I� LQٺMZMVKM�� 1\� PIL� PIXXMVML� \W� UM�� 1\�
_I[V¼\�OWQVO�\W�UISM�IVa�LQٺMZMVKM�\W�UM�_PI\�\PMa�LQL�VM`\��J]\�
Q\�_I[�OWQVO�\W�UISM�I�LQٺMZMVKM�NWZ�\PM�VM`\�XMZ[WV��1\�LQL��)\�\PI\�
KWVNMZMVKM��IN\MZ�1¼L�[XWSMV��M^MZaJWLa�QV�\PI\�I]LQ\WZQ]U�[\WWL�]X��
It was very emotional for them, as well as for me.’

8IU� Q[� WVM� WN � \PM� UW[\� KIZQVO� IVL� LM\MZUQVML� XMWXTM� 1� SVW_�� 
)[�I�_MTNIZM�WٻKMZ��[PM�PI[�UILM�\PM�TQ^M[�WN �LQ[IL^IV\IOML�XMWXTM�
[W�U]KP�JM\\MZ� \PZW]OP�PMZ�_WZS�_Q\P�\PMU�QV�ÅVLQVO�I�XI\P_Ia�
through whatever system they need to navigate – be it justice, human 
services, immigration. In her personal life, she has had some of  the 
\W]OPM[\�\PQVO[�PIXXMV�\W�PMZ�\PI\�I�XMZ[WV�KIV�JMIZ��J]\�[PM�[PWWS�
up a giant. The day, when at her most vulnerable, someone said to 
PMZ� »5IVIOMZ[�LWV¼\� \ITS� \W�K][\WUMZ[¼� KZMI\ML�I�KPIVOM� \PI\�PI[�
impacted hundreds of  thousands of  people.

?PI\�_I[� Q\� \PI\�_I[�SMMXQVO�\PI\�JIVS�[\]KS'�0W_�KW]TL�[]KP�I�
[Q\]I\QWV�PI^M�UIVQNM[\ML'�1¼U�[]ZM�ITT�Ua�ZMILMZ[�KW]TL�ZI\\TM�Wٺ�
many reasons why:

�� TIKS�WN �TQ[\MVQVO
�� TIKS�WN �MUXI\Pa�IVL�KWUXI[[QWV�NWZ�\PM�K][\WUMZ
�� TIKS�WN � KWTTIJWZI\QWV�JM\_MMV�LMXIZ\UMV\[�·� [a[\MU[�IVL��

behaviours
�� avoidance of  dealing with stressful situations
�� safety in the distance: the further up the chain, the further 

from the client
�� actions not aligned with espoused values
�� no organisation-wide approach
�� no challenging of  the ‘way we do it around here’
�� arrogance.
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?M�VMML� \W�OM\� [MZQW][�� 1N �_M�LWV¼\� OM\� \WOM\PMZ�IVL� \PQVS�IJW]\�
PW_� \W� [PISM� \PM[M� ]X� IVL� KPITTMVOM� MIKP� W\PMZ�� \PMV� MQ\PMZ�
M`\QVK\QWV�WZ�M`\ZMUM�[Q\]I\QWV[�TQSM�8IU¼[�IZM�\PM�ZM[]T\��4M\¼[�[\MX�
into collaborative challenge. It’s above being nice to each other, 
cooperating and being harmonious. It’s how we push the envelope, 
IVL� [\IZ\� TWWSQVO� I\� \PQVO[� \PZW]OP� LQٺMZMV\� TMV[M[� ZI\PMZ� \PIV�
staying in the comfort zone.

?PI\�_W]TL�JM�aW]Z�»5IVIOMZ[�LWV¼\�\ITS�\W�K][\WUMZ[¼�UWUMV\'�
0W_� KW]TL� aW]� OM\� IPMIL� WN � Q\� Ja� [UI[PQVO� [WUM� [QTW[�� _WZSQVO�
together and seeing the world through your customer’s eyes?

^ƚĂƌƚ�ĐŽůůĂďŽƌĂƟŶŐ�ʹ�ƌĞĂůůǇ͊
Here are some steps to help you shift from coexistence and 
cooperating to collaborating.

1. Build a collaboration mindset.
2. Identify the levels of  collaboration that you need.
3. *]QTL�U]\]ITTa�JMVMÅKQIT�XIZ\VMZ[PQX[�IVL�U]T\Q�

disciplinary teams.

�ƵŝůĚ�Ă�ĐŽůůĂďŽƌĂƟŽŶ�ŵŝŶĚƐĞƚ
1� _I[� I� J][QVM[[� UIVIOMZ� QV� I� ÅVM�LQVQVO� )[QIV� ZM[\I]ZIV\� NWZ�
several years. In Asian cuisine, one of  the foundational dishes is a 
UI[\MZ�[\WKS��)�UI[\MZ�[\WKS�Q[�UILM�NZWU�I�KWUJQVI\QWV�WN �I�_PWTM�
TW\�WN �[XQKM[�IVL�[I]KM[�IVL�ZQKP�ÆI^W]Z[�KWUM�\WOM\PMZ��?Q\PQV�Q\�
Q[�KPQTTQ��[\IZ�IVQ[M��KQVVIUWV�JIZS��LZQML�UIVLIZQV��[Wa��[\WKS�IVL�
W\PMZ� NZIOZIV\� QVOZMLQMV\[�� <PM� QLMI� WN � \PM�UI[\MZ� [\WKS� Q[� Q\¼[� I�
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JQO��J]JJTQVO��ÆI^W]Z[WUM�[I]KM��<PM�XZW\MQV��JMMN��XWZS�WZ�KPQKSMV�
is then put in. It gets poached in this wonderful sauce. A chef ’s 
ZMX]\I\QWV�WN\MV�TQM[�WV�\PM�Y]ITQ\a�WN �\PMQZ�UI[\MZ�[\WKS�

)�PQOP�Y]ITQ\a�UI[\MZ� [\WKS�PI[� OW\� I� OZMI\�JITIVKM�WN �PW\�� [IT\a��
sweet, and sour, which is the secret to many Asian dishes. Every day, 
out of  the cool room, the chefs would bring the big pot of  master 
[\WKS� NWZ� \PM� UMI\[�� \PM� JQO� XW\� WN � UI[\MZ� [\WKS� NWZ� \PM� XW]T\Za�� 
It would be heated up, and then the chefs would add more to it to 
get the right taste and combination. At the end of  the day, after 
\PMa¼L�][ML�Q\��\PMa�_W]TL�JWQT�Wٺ�ITT�\PM�QUX]ZQ\QM[��IVL�X]\�Q\�JIKS�
in the cool room to bring it to the correct temperature for storage. 
1V�\PM�ZM[\I]ZIV\�\PI\�1�_WZSML�QV��\PM�UI[\MZ�[\WKS�_I[����aMIZ[�WTL��
It started when the restaurant opened. Chefs who are artisans of  the 
)[QIV�UI[\MZ�[\WKS�[Ia�Q\�PI[�OW\�I�TQNM�\W�Q\��I�TQ^QVO�\PQVO��IVL�aW]�
need to treat it with care.

1� JMTQM^M� \PI\� I� KWTTIJWZI\Q^M� UQVL[M\� QV� IV� WZOIVQ[I\QWV� Q[� TQSM�
KZIN\QVO�I�UI[\MZ�[\WKS��?M�VMML�\W�PI^M�ITT�\PM�MTMUMV\["�\PM�[_MM\��
the salty, the hot, the sour. 

�ůů�ƚŚĞƐĞ�ĐƌĞĂƚĞ�Ă�ŚĞĂůƚŚǇ͕ �ƌŽďƵƐƚ�
ĐŚĂůůĞŶŐĞ͘�tĞ�ĂǀŽŝĚ�ŐƌŽƵƉƚŚŝŶŬ͘�tĞ�
ŶĞĞĚ�Ă�ŵŝŶĚƐĞƚ�ƚŚĂƚ�ƚĂƉƐ�ŝŶƚŽ�ƚŚĞ�
ĚŝǀĞƌƐŝƚǇ�ƚŚĂƚ�ǇŽƵ�ŶĞĞĚ�ƚŽ�ŚĂǀĞ� 

ƌĞĂů�ĐŽůůĂďŽƌĂƟŽŶ͘
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risk taking

agreement

compelling
valuing

challenging assumptions

neutralising

challenging

symmetry
aligning

harmonious

lateral

opposing

deliberatingasymm
etry

action
lit with purpose

spicy thinking
passionate debatecontrarian thinking

outside the box

salty hot

sweet

sour

Masterstock
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�ŽŶ͛ƚ�ũƵƐƚ�ŐŽ�ĨŽƌ�ƚŚĞ�ƐǁĞĞƚ

<WW� WN\MV� _M� OW� WV� \PM� _ZWVO� \ZIKS� _Q\P� \MIU[�� ?M� R][\� _IV\�
harmony and alignment and agreement and people valuing each 
W\PMZ��<PI\�Q[��WN �KW]Z[M��I�KZQ\QKIT�MTMUMV\��1\¼[�\PM�JMLZWKS�WN �\PM�
\Z][\� \PI\�_M� VMML� \W� JM� IJTM� \W� LW� M`\ZIWZLQVIZa�_WZS�� *]\� R][\�
sweetness will give you status quo. No one open any cans of  worms 
\PIVS[	�?M�TQSM�Q\�QV�W]Z�J]JJTM�WN �IZ\QÅKQIT�PIZUWVa�

,Žƚ

If  we don’t have a bit of  spiciness, a bit of  passionate debate, if  
_M¼ZM�VW\�TQVSML�\W�X]ZXW[M��QN �_M�LWV¼\�OM\�IK\QWV�WZQMV\ML�IVL�I�JQ\�
ÅZML�]X��\PMV�IXI\Pa�ZMQOV[��

^ĂůƚǇ

We need people in our teams that give us good contrarian, 
[IT\a� \PQVSQVO�� 1\� UISM[� ][� TWWS� ]X� IVL� KPITTMVOM� W]Z� \PQVSQVO�� 
?M�OM\�W]\�WN �\PM�JW`�QLMI[�IVL�ZQ[S�\ISQVO��?Q\PW]\�[IT\�_M�UW^M�
towards blandness.

^ŽƵƌ

At the same time, we need a bit of  sourness in the mix. That edge 
that says we must do something about this. It’s a dissatisfaction with 
the status quo. This sour approach lifts us out of  symmetrical, linear 
\PQVSQVO��?M� WXMV� \W� [WUM� I[aUUM\ZQKIT� IXXZWIKPM[�� VW\� IT_Ia[�
TWWSQVO�I\�\PQVO[�\PI\�Å\�VMI\Ta��?PI\�LW�_M�VMML�\W�TWWS�I\�\PI\¼[�
LQٺMZMV\�� KI][M[� LQ[[WVIVKM� IVL� WXXW[M[� \PM� [aUUM\Za� \PI\� _M�
UQOP\�TQSM�IVL�JM�LZI_V�\W'�0W_�LW�_M�[XMVL�\QUM�LMTQJMZI\QVO�WV�
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_PI\�KW]TL�OW�_ZWVO��IVL�JM�WSIa�_Q\P�\PI\�[WZ\�WN �\PQVSQVO'�0W_�
LW�_M�KPITTMVOM�W]Z�I[[]UX\QWV['�*MQVO�WS�_Q\P�67<�IOZMMQVO�IVL�
\M[\QVO� W]Z� \PQVSQVO� Q[� KZQ\QKIT� \W� PQOP�Y]ITQ\a� \PQVSQVO��<WW� WN\MV�
XMWXTM�_Q\P�\PQ[�QVVI\M�IJQTQ\a�IZM�[MMV�I[�\ZW]JTMUISMZ[��<PMa�PI^M�
I�^IT]IJTM�[SQTT�·�\IX�QV\W�Q\�

?PMV�_M�UQ`�\PQ[�\PQVSQVO�IVL�IXXZWIKP��_M�[\IZ\�\W�X][P�W]Z�[\I\][�
quo, and in a way that brings about exciting change – not anarchy 
WZ�U]\QVa�·�\W�I�^QJZIV\�UI[\MZ�[\WKS��

�ŽůůĂďŽƌĂƟŽŶ�ŵŝŶĚƐĞƚ�ƚƌĂƉƐ
7]Z� KWTTIJWZI\Q^M� UI[\MZ� [\WKS� ZMY]QZM[� KWV[\IV\� I\\MV\QWV��
Behaviour patterns and mindsets can send it out of  balance. To get 
\W�\PI\�KWTTIJWZI\WZ�[XIKM�WN �\PM�UI[\MZ�[\WKS��JM�I_IZM�WN �\PM�\ZIX[�
we can fall into. 

dŚĞ��ŶůŝŐŚƚĞŶĞƌ

Jenny, Sam and Dianne were in the middle of  a wonderful 
meeting. They were designing their approach to the new initiative 
being rolled out company wide. Good natured banter and non-
R]LOMUMV\IT� TQVSQVO�WN � QLMI[�PMTXML� \PMQZ�KZMI\Q^Q\a��<PM[M� QLMI[�
_MZM�ÆM[PML�W]\� I[� \PMa� \W[[ML�I�XTIV�IZW]VL��<IVaI�_ITSML� QV�
late, sat down and was silent until there was a gap in the discussion. 
»1�SVW_�_PI\�_M�PI^M�\W�LW�¼�[PM�XZWKTIQUML�IVL�\PMV�XZWKMMLML�
\W�OQ^M�PMZ�LQ[[MZ\I\QWV�WV�\PM�XZWKM[[�\PMa�VMMLML�\W�]VLMZ\ISM��
<IVaI� NIQTML� \W� I[S� I� [QVOTM� Y]M[\QWV� IJW]\� \PM� LQ[K][[QWV� \PM�
others were in the middle of. In her mind, her job was complete. 
She had enlightened everyone in the room, who apparently didn’t 
SVW_�\PM�IV[_MZ��\W�\PM�WVM�\Z]M�_Ia	�
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<IVaI� PIL� NITTMV� QV\W� \PM� \ZIX� WN � SVW_QVO� Q\� ITT�� <PM[M� IZM� \PM�
-VTQOP\MVMZ[��<PMa�KWUM�I[�\PM�NWV\�WN �SVW_TMLOM��\PM�XMZ[WV�_Q\P�
all the answers. The Enlighteners see that they are there to save the 
day. Riding in on their white horse, they give the ‘correct’ answer or 
IXXZWIKP��<PMa�\PMV�[Q\�JIKS�QV�\PM�KPIQZ�[I\Q[ÅML�\PMa�PI^M�ZM[K]ML�
\PM�_PWTM�XZWRMK\�WZ�QVQ\QI\Q^M��8MWXTM�[\]KS�QV�\PQ[�_Ia�[P]\�LW_V�
KWTTIJWZI\QWV�� <PM� TIZOM� IUW]V\� WN � SVW_TMLOM�� M`XMZQMVKM�� [WTQL�
ideas and energy that they bring are an asset, of  course. But in a 
KWTTIJWZI\Q^M�[XIKM��M^MZaWVM¼[�JIKS�OM\[�]X�QN �\PM�-VTQOP\MVMZ�Q[�W]Z�
primary approach. 

It also means the Enlightener doesn’t grow and learn. They’re not 
willing to throw themselves in and create something more than they 
had. They’re missing what collaboration is all about – that we end 
up with something better between us than we had by ourselves. 
Enlighteners don’t want their ideas expanded upon. They see it as, 
‘This is our answer, let’s go with it’.

dŚĞ�>ƵŵƉ

The other mindset trap to be aware of  are people who choose not 
to bring anything into the room. These people don’t bring their 
[SQTT[�WZ� \PMQZ� SVW_TMLOM��<PMa�LWV¼\� KWV\ZQJ]\M�IVa\PQVO��WZ� \ISM�
IVa\PQVO�I_Ia��<PMa�_WV¼\�[XMIS�]X��1�KITT�\PM[M�XMWXTM�\PM�4]UX[��
It seems a bit harsh, but it occurs because people choose not to 
contribute. The laptop lid stays up, or the tablet used to reply to 
emails rather than be present. They choose to not play with others. 

dŚĞ�tĂƐƚĞĚ�^ƉĂĐĞ

The Wasted Space is when people are shut down by the processes 
and behaviours in the room. They have no voice. There may be a 
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NM_�-VTQOP\MVMZ[�QV�\PM�ZWWU�_PW�ÅTT�]X�\PM�ZM[\�WN �\PM�[XIKM�IVL�
leave no room for anyone else. Or perhaps they are new to the team 
or project, and there is no welcoming environment for them. Maybe 
they have no idea why they are there; they have just been told to 
attend. Or, in my experiences with bureaucratic organisations, the 
ZM[\�WN �\PM�ZWWU�LWV¼\�JMTQM^M�\PMa�PI^M�I�PQOP�MVW]OP�KTI[[QÅKI\QWV�
\W�ILL�IVa�^IT]M� �\PI\�ZMITTa�OM\[�Ua�PIKSTM[�]X	��IVL�certainly not 
PQOP�MVW]OP�\W�JM�I�LMKQ[QWV�UISMZ��?PI\�I�P]OM�_I[\M�WN �XW\MV\QIT��
Again, the grinding old paradigm of  hierarchy slows us down. 

dŚĞ�sĂĐƵƵŵ

<PM�TI[\�\ZIX�\PI\�_M�KIV�[]ٺMZ�NZWU�Q[�\PM�>IK]]U��?M�PWW^MZ�]X�
IVL�\ISM�I_Ia�M^MZaWVM�MT[M¼[�OWWL�QLMI[��?M�̂ IK]]U�M^MZa\PQVO�]X�
\W�\ISM�JIKS�\W�W]Z�LM[S��WٻKM�WZ�\MIU��»<PI\¼[�OZMI\��KIV�aW]�[MVL�
me that template?’ ‘Oh, what a great idea, I might go and do that with 
Ua�W_V�\MIU�¼�».IV\I[\QK��_PW�_I[�\PI\�XMZ[WV�aW]�\ITSML�\W'�+IV�
you send me their details?’ This sharing of  resources, information 
and ideas is, of  course, a major part of  collaboration, but with the 
Vacuum there is no reciprocation. Their thoughts, approach or 
intel are not shared in the collaborative space. Things soon wear 
thin. Generally, people will support others in this development, self-
learning phase for quite a while, but goodwill withers when it is 
simply a continual mindset of  ‘What’s in this for me?’ 

These mindset traps are dangerous for collaboration. They bounce 
Wٺ� MIKP� W\PMZ� IVL� KZMI\M� I� P]UIV� LaVIUQK� \PI\� [P]\[� LW_V�
KZMI\Q^Q\a� IVL� QVVW^I\QWV�� 1\� SMMX[� ][� ^MZa� TW_� WV� KWTTIJWZI\QWV�
quality. It maintains shallow collaboration. It becomes about 
sharing information or telling people what they need to do, rather 
than co-creating something extraordinary. Creating the master 
[\WKS�LaVIUQK�QV�\PM�UI[\MZ�[\WKS�Q[�I�UQVLN]T�M`MZKQ[M�
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�ƐŬ�ƚŚĞ�ƋƵĞƐƟŽŶƐ�
To be mindful of  these traps, personal self-awareness and 
ZMÆMK\QWV� WN � \PM� QUXIK\� _M� UQOP\� PI^M� WV� \PM� OZW]X� Q[� KZQ\QKIT��
/ZW]X� ZMÆMK\QWV�WV�PW_�_M� IZM� KWTTIJWZI\QVO� Q[� \PM� [MKWVL� [\MX�� 
:WV�0MQNM\b�IVL�5IZ\a�4QV[Sa��0IZ^IZL�XZWNM[[WZ[�IVL�I]\PWZ[�WN �
Leadership on the Line, Staying Alive Through the Dangers of  Leading, 2002, 
PI^M�I�UM\IXPWZ�1�TW^M�KITTML�\PM�JITKWVa�IVL�LIVKM�ÆWWZ��1\�ZMNMZ[�
\W�OM\\QVO�XMWXTM�]X�WV�\PM�JITKWVa�ZMÆMK\QVO�[\ZI\MOQKITTa�WV�_PI\�
Q[�PIXXMVQVO�LW_V�WV�\PM�LIVKM�ÆWWZ�WN �\PMQZ�_WZS��?M�KIV�OM\�[W�
KI]OP\�]X�QV�W]Z�LIVKM�ÆWWZ�\PI\�W]Z�PMIL[�[\Ia�LW_V�TWWSQVO�WVTa�
I\�W]Z�LIVKM�ÆWWZ��?M�UQ[[�^Q\IT�QVNWZUI\QWV�IVL�QV[QOP\[��

.ZWU�\PM�JITKWVa��_M�KIV�LW�WJRMK\Q^M�ZMÆMK\QWV�IVL�IVITa[Q["�

tŚĂƚ�ĂƌĞ�ŽƵƌ�ĐŽůůĂďŽƌĂƟǀĞ�ĚĂŶĐĞ�ŵŽǀĞƐ͍�

�Ž�ǁĞ�ĐƌĞĂƚĞ�ĂŶ�ĞŶǀŝƌŽŶŵĞŶƚ�ǁŚĞƌĞ�ǁĞ͛ǀĞ�ŐŽƚ�Ă�ƌŽĐŬŝŶŐ� 
ƚƌĂĐŬ�ŽŶ͕�ĂŶĚ�ĞǀĞƌǇŽŶĞ�ŝƐ�ũŝǀŝŶŐ͍

/Ɛ�ƚŚĞƌĞ�ŐŽŽĚ͕�ƌŽďƵƐƚ�ĐŚĂůůĞŶŐĞ͕�ŐƌĞĂƚ�ƚŚŝŶŬŝŶŐ͕� 
ŽƵƚͲŽĨͲƚŚĞͲďŽǆ�ŝĚĞĂƐ͕�ĂŶĚ�ĐŽůůĂďŽƌĂƟŽŶ�ŚĂƉƉĞŶŝŶŐ͍� 

Kƌ�ĂƌĞ�ǁĞ�ƐŚƵƫŶŐ�ĚŽǁŶ�ƚŚĞ�ŵŽǀĞŵĞŶƚ͍�

,ĂǀĞ�ǁĞ�ŐŽƚ�ƚŚĞ�ƌŝŐŚƚ�ŵƵƐŝĐ�ŽŶ�ƚŚĞ�ĚĂŶĐĞ�ŇŽŽƌ͍�

,ĂǀĞ�ǁĞ�ŐŽƚ�ƚŚĞ�ƌŝŐŚƚ�ƐƚĞƉƐ͍�

tŚĂƚ͛Ɛ�ŵǇ�ƉĞƌƐŽŶĂů�ŝŵƉĂĐƚ�ŽŶ�ƚŚĞ�ĚĂŶĐĞ�ŇŽŽƌ͍

�ŵ�/�ĚŽŝŶŐ�ƚŚĞ�ŶƵƚ�ďƵƐŚ͕�ǁŚŝůĞ�ĞǀĞƌǇŽŶĞ�ĞůƐĞ�ŝƐ� 
ĚŽŝŶŐ�ƚŚĞ�ƐƉƌŝŶŬůĞƌ͍
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�ǀĞƌǇŽŶĞ�ŚĂƐ�Ă�ƐŽŶŐ�ƚŚĂƚ�ŐĞƚƐ�ƚŚĞŵ�ŽŶ� 
ƚŚĞ�ĚĂŶĐĞ�ŇŽŽƌ
,W�aW]�PI^M�I�[WVO�\PI\�OM\[�aW]�WV�\PM�LIVKM�ÆWWZ�PI^QVO�I�OWWL�
time? As a former conductor of  orchestras and choirs, I would 
IT_Ia[�UISM� []ZM�_M� PIL� I� [M\� WN �U][QK� \PI\�_W]TL� PI^M� XMWXTM�
either dancing, singing, or moving in their seats. In some situations, 
we would try for tears of  joy. Music is the language of  connection. 
Some songs are simply too irresistible for most people to ignore. 
With collaboration, everyone has a song that gets them on the 
LIVKM�ÆWWZ��<PQ[�Q[�_PI\�_M�KW]TL�IQU�NWZ�_PMV�_M�IZM�KZMI\QVO�W]Z�
collaborative environment. What beats, rhythms, instrumentation 
does it have to be successful for us, at this moment, for this initiative/ 
team/project. 

:ƵƐƚ�ůŝŬĞ�ůĞĂĚĞƌƐŚŝƉ�ŶĞĞĚƐ�ƚŽ�ŚĂǀĞ�
ŇĞǆŝďŝůŝƚǇ�ƚŽ�ďĞ�ĞīĞĐƟǀĞ͕�ƐŽ�ĚŽ� 

ŽƵƌ�ĞŶǀŝƌŽŶŵĞŶƚƐ͘�

7VM�[QbM�LWM[�VW\�Å\�ITT��,QٺMZMV\�\MIU[�WZ�XZWRMK\[�_QTT�\PZQ^M�WV�
LQٺMZMV\�JMI\[�IVL�[WVO[�\W�_WZS�_MTT��?PMV�\MIU[�I[S�\PMU[MT^M[��
»?PI\� Q[� OWQVO� \W�_WZS� NWZ�]['¼� IVL� [M\�IJW]\�LWQVO� \PW[M� \PQVO[��
\PMV�XMWXTM�IZM�UWZM�KWUUQ\\ML�\W�UISQVO�Q\�_WZS��)Z\QK]TI\M�_PI\�
aW]�ITT�VMML�\W�UISM�Q\�_WZS��IVL�UQVLN]TTa�OW�IJW]\�KW�KZMI\QVO�Q\�
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&ƌŽŵ�ĐŽƌƌŽƐŝŽŶ�ƚŽ�ĐŽůůĞĐƟǀĞ�ĐĂƉĂĐŝƚǇ

This continuum can be used to identify where are we presenting 
with various collaborations, and where do we need to be? 

At the bottom, when we have leaders and teams that are actively 
sabotaging collaboration, corrosion is going on. We are destroying 
_PI\�_M¼ZM�LWQVO��8MWXTM�QV^M[\ML�QV�SMMXQVO�\PM�[\I\][�Y]W�][M�MOW�
and power plays to get their way. Decisions are made that are not 
for the collective purpose, but for hidden agendas.

Collaboration Continuum

 Collective Capacity

 Co-creation 

 Cooperation 

 Coordination 

 Co-existence

Corrosion 
DISTRUST HIGH TRUST
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5W^QVO�]X��_M�ÅVL� \MIU[�IVL�_WZSMZ[�_PW�WVTa�KW�M`Q[\��8MWXTM�
UIa�PI^M�\PM�[IUM�\Q\TM��WZ�JM�QV�I�_WZS�OZW]X�\WOM\PMZ��J]\�LWV¼\�
QV\MZIK\� I\� ITT�� <PMa� LWV¼\� [PIZM� ZM[W]ZKM[� WZ� LQ[K][[� \PM� _WZS�� 
1\�Q[�\PM�PWUM�WN �\PM�_WZSXTIKM�LQ[K][[ML�QV�+PIX\MZ�<_W�·�[QTMV\��
siloed and sad.

Many organisations do well at the cooperation and coordination 
TM^MT[��<PMa�IZM�UQVLN]T�WN �W\PMZ[#�\PMa�_WZS�QV�PIZUWVa��?WZSTWIL�
IVL� ZM[W]ZKM[� IZM� [PIZML�� <I[S[� ITTWKI\QWV� MV[]ZM[� M^MZaWVM� Q[�
KWV\ZQJ]\QVO�� *]\� \PMa¼ZM� VW\� LM[QOVQVO� VM_� \PQVO[�� <PMa� SMMX�
producing the same products, services and outcomes. It’s a 
maintaining, repetitive space with little forward momentum.

?PMV�_M� [PQN\� ]X� \W� KW�KZMI\QWV�� _M¼ZM� NWK][ML� WV� _WZSQVO� I[� I�
\MIU��TWWSQVO�I\�PW_�\W�LW�_PI\�_M�LW�JM\\MZ��IVL�PW_�\W�KW�KZMI\M�
together. It’s designing; it’s ideation; it’s trialing things. That is 
_PMZM�I]\PMV\QK�KWTTIJWZI\QWV�SQKS[� QV��<PI\¼[�_PMZM���st-Century 
<ZQJM[�KWUM�QV\W�\PMQZ�UWRW��1\¼[�67<�IJW]\�[Q\\QVO�IZW]VL�SVQ\\QVO�
\WOM\PMZ�IVL�\ISQVO�]X�XZMKQW][�\QUM�LWQVO�TQ\\TM��1\�NWK][[M[�][�WV�
\PM�_WZS�\PI\�VMML[�LWQVO��?M�LM[QOV�IVL�M^WT^M�W]Z�_WZSQVO�IVL�
W]Z�_Ia[�WN �\PQVSQVO�

At the very top of  the Collaboration Continuum model is the 
pinnacle of  collaboration. One of  our primary roles at this level 
is to build each other’s capacity. It’s the space of  the tribe building 
\PM�\ZQJM��?M�J]QTL�KWTTMK\Q^M�MٻKIKa��ZI\PMZ�\PIV�QVLQ^QL]IT�QUXIK\�� 
We learn deeply together to increase our collective impact.
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�ƌĞ�ǇŽƵ�ǁŚĞƌĞ�ǇŽƵ�ǁĂŶƚ�ƚŽ�ďĞ͍
:MKMV\Ta�1�_WZSML�_Q\P�I�PQOPMZ�ML]KI\QWV�QV[\Q\]\QWV�NWK][QVO�WV�
how to support inclusion and diversity in their student cohorts and 
QUXZW^M�\PMQZ�[]KKM[[��<PM�QV[\Q\]\QWV�PIL�[WUM�XZWOZIU[�_WZSQVO�
throughout the university, chipping away at this goal. Everyone 
_WZSML� PIZL� WV� \PMQZ� QVLQ^QL]IT� XZWOZIU�� /ZMI\� \PQVO[� _MZM�
WKK]ZZQVO�QV�XWKSM\[��?PMV�\PM�SMa�XMWXTM�IVL�[\ISMPWTLMZ[�[XMV\�
time using the Collaborative Continuum as a model for discussion, 
\PMa�ZMITQ[ML�_PI\�_I[�PIXXMVQVO��<PMZM�_I[�_WZS�OWQVO�WV�_Q\PQV�
\PM�XZWRMK\[��J]\�\PMa�_MZM�LQ[KWVVMK\ML�IVL�_WZSQVO�QV�[QTW[��<PMa�
VMMLML�\W�UISM�I�KWTTMK\Q^M�QUXIK\��J]\�PIL�VW�[a[\MU[�KWVVMK\QVO�
\PMU��<PMa�PIL� TQ\\TM� QV\MZIK\QWV� IVL�VW� TQVSQVO� KWUU]VQKI\QWV��
There was little or no evaluation of  impact. 

I call that ‘siloed collaboration’. Everyone committed to the one 
purpose. Within the teams, every project was collaborating within 
the team. Collective impact needs a whole of  organisation approach 
though. There also wasn’t buy-in at the highest level embedding it 
QV\W�ZMTM^IV\�XTIV[�IVL�XWTQKQM[��<PMa�PIL�QVÆ]MV\QIT�XTIaMZ[�[]KP�
I[�UIZSM\QVO�JMQVO�LQٻK]T\��I[�\PMa�LQLV¼\�[MM�\PM�QUXWZ\IVKM�WN �Q\��
IVL�Q\�LQLV¼\�Å\�_Q\P�\PMQZ�^Q[QWV��<PMa�_W]TLV¼\�XTIa�JITT�

<PM�OZW]X�QLMV\QÅML�UIVa�[\ZI\MOQM[�\W�QVKZMI[M�\PM�QUXIK\�WN �\PM�
_PWTM�XZWOZIU�\PZW]OP�\PM�QLMV\QÅKI\QWV�WN �_PI\�_I[�UQ[[QVO�IVL�
what would enable them to move up the continuum from coexistence 
to authentic collaboration. They need to do more co-creation and 
collective capacity building.
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tŚĂƚ�ǁĂƐ�ŵŝƐƐŝŶŐ͍
With the best intentions, the institution had launched programs 
to support inclusion but had not articulated a strong vision and 
X]ZXW[M��*]a�QV�NZWU�KZQ\QKIT�LMKQ[QWV�UISMZ[�IVL�QVÆ]MVKMZ[�_I[�
not strong enough. Previously, the right people had not been in the 
room co-creating momentum. People did not have an opportunity to 
learn from each other. There was no organisational-wide approach.

hƐŝŶŐ�ƚŚŝƐ��ŽŶƟŶƵƵŵ�ŚĞůƉĞĚ�ƚŚĞ�ŐƌŽƵƉ�
ƌĞĂůŝƐĞ�ƚŚĂƚ�ĨŽƌ�ĐŽůůĞĐƟǀĞ�ŝŵƉĂĐƚ�ƚŚĞǇ�
ŶĞĞĚĞĚ�ƚŽ�ďĞ�ƵƉ�Ăƚ�ƚŽƉ�ŽĨ�ƚŚĞ�ŵŽĚĞů͘�

<PM�]VQ^MZ[Q\a�VMMLML�\W�M^WT^M�\PM�_Ia�\PMa�_WZSML�_Q\P�[\]LMV\[�
NZWU� I� LQ^MZ[M� ZIVOM� WN � JIKSOZW]VL[�� <PMa� _IV\ML� \W� J]QTL� IV�
organisation-wide capability to support these groups and have 
more of  those groups succeed and graduate. Instead, the programs 
were bobbing along at co-existence and cooperation. This was 
UIQV\IQVQVO�\PM�[\I\][�Y]W�IVL�XZWL]KQVO�XWKSM\[�WN �[]KKM[[�

I encourage you to use the Continuum to identify where you are, 
and where you want to go. Then, what strategies need to be in place 
to get you there? Key strategies then move these strategies from 
ideas to action.
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�ƌĞ�ǇŽƵ�ƌĞĂĚǇ�ƚŽ�ĐŽͲĐƌĞĂƚĞ͍
The challenge is we rarely move to co-creation. We might get together 
IVL� LQ[K][[� W]Z� \PW]OP\[�� J]\� KZMI\QVO� [WUM\PQVO� VM_� \PI\� JZMIS[�
down established barriers is a rarity unless we are purposeful. When 
Q[�Q\�\PI\�_M�VMML�\W�QLMI\M�\WOM\PMZ�\W�KZMI\M�VM_�_Ia[�WN �_WZSQVO'�
0W_�KIV�_M�LM^MTWX�QVNWZUIT�IVL�NWZUIT�UMIV[�WN �_WZSQVO�\WOM\PMZ'�
How can we communicate better? The only people that can answer 
that is those involved. There are no magic answers – but you can co-
KZMI\M�\PMU�aW]Z[MT^M[�QN �aW]�I[S�\PM�ZQOP\�Y]M[\QWV[�

�ƵŝůĚŝŶŐ�ŵƵůƟͲĚŝƐĐŝƉůŝŶĂƌǇ�ƚĞĂŵƐ
A multi-disciplinary team is a term that comes from the health sector. 
<PM�LIVOMZ�WN � WVM�LQ[KQXTQVM�� []KP�I[�V]Z[QVO�� WZ� [WKQIT�_WZS�� WZ�
UMLQKQVM�_WZSQVO�_Q\P�I�XI\QMV\��IVL�VW\�JMQVO�KWVVMK\ML�\W�W\PMZ[�
can be a recipe for disaster. Unfortunately, this approach to care 
is a default one still present in many instances. Many experiences 
in health see patients telling their details and story multiple times. 
Vital information is not based on in time and incorrect decisions are 
made about care. 

)�U]T\Q�LQ[KQXTQVIZa�\MIU�IXXZWIKP�[MMS[�\W�LMIT�_Q\P�LQ[KWVVMK\ML�
IVL� TM[[�\PIV�MٺMK\Q^M� KIZM� Ja� OM\\QVO� \PM[M� LQ[KQXTQVM[� \W� _WZS�
together. It means voices, including the patients, are able to 
contribute. They contribute not only to the diagnosis but also the 
plan to get the patient well again. Organisations from other sectors 
are also moving to this sort of  approach. Matrix systems that pull 
expertise into teams for short periods of  time are examples of  this. 
;\ZWVO�XZWRMK\�_WZS�KWUM[�NZWU�PI^QVO�I�ZIVOM�WN �LQ[KQXTQVM[�IVL�
competences sitting around the ‘table’, or in the cloud virtually 
_WZSQVO�\WOM\PMZ�
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KƵƌ�ĞǆƉĞƌƟƐĞ�ĐĂŶ�ŐŝǀĞ�ƵƐ�ĂƌƌŽŐĂŶĐĞ
4QSM�I�_IZVQVO�WV�\PM�TIJMT�WN �I�JW\\TM�WN �XQTT[��1�PI^M�\W�\MTT�aW]"�
authentic collaboration is not easy to do. The journey for the health 
sector has been bumpy due to hierarchical nature of  health that 
says doctors have the right answer to everything. The power of  
the position limits collaboration. Changed behaviours from the 
medical profession in these teams encourage input. For many multi-
disciplinary teams this can still get in the way. Nurses and allied 
PMIT\P�_WZSMZ[�[]KP�I[�[WKQIT�_WZSMZ[�WN\MV�NMMT�TQSM�\PMa�LWV¼\�PI^M�
a voice, and that their opinions do not have the weighting that a 
medical opinion does. There is an entrenched hierarchy that needs 
major belief  change in place. A very senior leader I was discussing 
this with recently recounted times when she was a play therapist 
QV�I�PW[XQ\IT�[M\\QVO�IVL�JMQVO�ZQOP\�I\�\PM�JW\\WU�WN �\PM�»XMKSQVO�
order’. This is the antithesis of  collaboration and multi-disciplinary 
teams. The ones that are thriving drop the ego and the drive to be 
right all the time.

KƵƌ�ĞǆƉĞƌƟƐĞ�ĐĂŶ�ĐůŽƐĞ�ƵƐ�ĚŽǁŶ�ƚŽ�
ĂƵƚŚĞŶƟĐ�ĐŽůůĂďŽƌĂƟŽŶ͘�

?M�KIV�MZZWVMW][Ta�JMTQM^M�\PI\�W]Z�\ZIQVQVO��[SQTT�IVL�M`XMZQMVKM�QV�
a particular area give us more right than others to voice our opinions. 
There is no doubt that drawing from all these things is crucial to 
UISQVO� \PM� JM[\� LMKQ[QWV[�� 0W_M^MZ�� \PM� process of  collaboration 
VMML[�][�\W�JM�WXMV�\W�QVÆ]MVKM�IVL�LQٺMZMV\�\PQVSQVO��1N �_M�LWV¼\��
\PM�UQVL[M\�\ZIX�WN �\PM�-VTQOP\MVMZ�Q[�I\�_WZS��?M�[MM�W]Z�WXQVQWV[�
as right, \PMZMNWZM�UISQVO�M^MZaWVM�MT[M�wrong. Time to shut up and 
TQ[\MV�\W�W\PMZ[�UWZM�I[�[WWV�I[�_M�NMMT�\PQ[�\ISQVO�W^MZ�W]Z�ZM[XWV[M[��
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�ƵŝůĚŝŶŐ�ďĞŶĞĮĐŝĂů�ƉĂƌƚŶĞƌƐŚŝƉƐ
0I^M�_M�OW\�ITT�\PM�ZQOP\�MTMUMV\[�\PI\�_M�VMML��\PM�ZQOP\�[SQTT[��\PM�
ZQOP\�SVW_TMLOM��IVL�\PM�ZQOP\�M`XMZ\Q[M'�?PW�KIV�_M�XIZ\VMZ�_Q\P�
\W�OM\�\PM�W]\KWUM[�_M�IZM�[MMSQVO'

For GlaxoSmithKline (GSK), one of  the largest pharmaceutical 
companies in the world, collaboration and partnerships are 
a fundamental pillar of  their business strategy. So, when the 
Melbourne site of  GSK wanted to develop new products and a 
LMMXMZ�]VLMZ[\IVLQVO�WN �Q\[�XZWKM[[M[��Q\�TWWSML�NWZ�I�XIZ\VMZ��

dŚĞ�ũŽƵƌŶĞǇ�ĨŽƌ�ƚŚĞ�ŚĞĂůƚŚ�ƐĞĐƚŽƌ�ŚĂƐ�
ďĞĞŶ�ďƵŵƉǇ�ĂŶĚ�ƚŚĞ�ƌĞƐƵůƚƐ�ƚŚĂƚ�ƚŚĞǇ�
ĂĐŚŝĞǀĞĚ�ĞǆĐĞĞĚĞĚ�ƚŚĞŝƌ�ĞǆƉĞĐƚĂƟŽŶƐ͘

?WZSQVO� _Q\P� 5WVI[P� =VQ^MZ[Q\a�� /3;� KZMI\ML� \PM� )][\ZITQIV�
Pharmaceutical Centre of  Innovation. As part of  this collaboration 
each year, several students from the university’s engineering and 
pharmaceutical science department collaborate on problems that 
GSK scientists are trying to solve. The researchers pose a question 
IVL�_WZS�_Q\P�\PM[M�[\]LMV\[�\W�M`XTWZM�[WT]\QWV[��LZI_QVO�WV�\PM�
resources of  the wider faculty.

The centre started with several projects. They solved some 
QV^M[\QOI\QWV[�Y]QKSTa#�W\PMZ[�M^WT^ML�QV\W�\W�TWVO�\MZU�LM^MTWXUMV\[��
,]ZQVO� \PM� XI[\� [Q`� aMIZ[�� W^MZ� ���� [\]LMV\[� PI^M� _WZSML� QV� \PM�
centre. For Philip Leslie, Site Technical Lead at GSK in Boronia, 
Melbourne, involving the students was a big win. ‘We have had 
some great eye-opening outcomes, and results we would have never 
got if  we hadn’t had that collaboration.
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».WZ� M`IUXTM�� WVM� XZWRMK\� _M� _WZSML� _Q\P� \PM� ZM[MIZKP� IVL�
development (R&D) team in the United Kingdom on an improved 
antibiotic formulation. The antibiotic comes as a granule and the 
XPIZUIKQ[\�X]\[� Q\� QV�_I\MZ� QV�IVL�[PISM[� Q\�]X�\W�LQ[[WT^M� Q\��<PM�
XI\QMV\� \PMV� \ISM[� Q\� WV�I� ZMO]TIZ�JI[Q[��*]\� \PM� [PMTN � TQNM� Q[� Y]Q\M�
short when mixed with the water, and it should be refrigerated.

‘Our question to the students was: What about emerging countries? 
First, they don’t always have clean water to dilute the antibiotic. And 
then, of  course, they may not have a fridge to store it. We challenged 
\PM�\MIU�\W�UISM�I�[\IJTM�IV\QJQW\QK�\PI\�LWM[V¼\�VMML�_I\MZ��<PMa�
KIUM�]X�_Q\P�ITT�[WZ\[�WN �NWZU]TI\QWV[�JI[ML�WV�LQٺMZMV\�\aXM[�WN �
WQT[�IVL�ÆI^W]Z[��?M�PIL�[WUM�OZMI\�QVVW^I\QWV�QLMI[�¼

<PM�KMV\ZM�[MV\�\PM[M�QLMI[�JIKS�\W�/;3¼[�KMV\ZIT�:�,�\MIU��_PW�
_MZM�_WZSQVO�_Q\P� \PM� KPIZQ\a��;I^M� \PM�+PQTLZMV�.W]VLI\QWV��WV�
antibiotics for emerging countries.

For all those involved in the collaboration – the scientists and the 
students – there is a real buzz to see the practical application of  the 
[KQMVKM�\PMa�TMIZV�QV�\PMQZ�LMOZMM��IVL�\W�[MM�PW_�\PMa�KIV�_WZS�QV�
IV�QVL][\Za�IVL�UISM�I�LQٺMZMVKM��?PQTM�_WZSQVO�_Q\P�\PM�[\]LMV\[��
the team at GSK are in learning mode and expose themselves to 
\PQVSQVO� \PI\� Q[� VW\� TQUQ\ML�Ja� \PMQZ�LIQTa�_WZS�IVL� MV^QZWVUMV\��
-^MZaWVM�_ITS[�I_Ia�_Q\P�UWZM�\PIV�\PMa�[\IZ\ML�_Q\P�·�_PM\PMZ�Q\�
JM�I�ÅVIT�XZWL]K\�WZ�I�VM_�_Ia�WN �IXXZWIKPQVO�I�XZWJTMU�

This powerful collaboration between industry and academia resulted 
in a new $7.7 million vaccine facility opening at the Boronia site in 
������<PM�QVVW^I\Q^M�\MKPVWTWOa�][ML�QV�\PQ[�VM_�J]QTLQVO�TWWS[�\W�
curb vaccination costs for potentially life-threatening diseases – set 
Wٺ�Ja�IV�QVQ\QIT�QLMI�XW[ML�QV�\PM�KWTTIJWZI\QWV�
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?WZS�W]\�]XNZWV\�_PI\�Q\�Q[�aW]¼ZM�\ZaQVO�\W�IKPQM^M��,W�aW]�ITZMILa�
PI^M�\PM�[SQTT[�IVL�IJQTQ\QM[�\PI\�_QTT�JZQVO�aW]�OZMI\�\PQVSQVO��QV[QOP\�
IVL�IK\QWV['�?PMZM�LW�aW]�VMML�\W�JZQVO�W\PMZ[�QV�\W�JM�IJTM�\W�N]TÅT�
the needs that you have, be it as part of  the team, or in the context 
of  a strong collaborative partnership?

1V� ITT� \PM� [\ZI\MOa�_WZS� 1� LW� QV� WZOIVQ[I\QWV[� QV�_PI\M^MZ� [MK\WZ��
collaboration and partnerships are a major focus. The determinant 
I[�\W�_PM\PMZ�I�XIZ\VMZ[PQX�WZ�KWTTIJWZI\QWV�Q[�_WZSQVO�_MTT'�0W_�
strong is the glue – the higher purpose, the connection and the 
level of  trust? When the glue is activated, it doesn’t matter what 
\PM� LQٻK]T\a� Q[� QV� \PM�UMKPIVQK[� WN � \PM� XIZ\VMZ[PQX#� \PMa� KIV� JM�
addressed.
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Chapter Summary

People work together better when they 
share ideas. 

Co-create, don't just cooperate. No one of  us is as smart as all of  us. 
We'll get further together. Purposeful collaboration will reap great 
rewards.

*]bbQVO� TM^MT[� WN � KWTTIJWZI\QWV�� _Q\P� \PM� UQVL[M\[� \PI\� \ISM�
advantage of  the diversity within teams, and between teams can do 
extraordinary things. We are mindfully creating the environment that 
allows for interaction and co-creation to occur. We end up new and 
QUXZW^ML�_Ia[�WN �_WZSQVO��ZI\PMZ�\PIV�\PM�LMNI]T\�� »\PQ[� Q[� \PM�_Ia�
1¼^M�IT_Ia[�LWVM� Q\¼� \aXM�WN � \PQVSQVO��)VL� Q\¼[�M`KQ\QVO�IVL� N]V�\WW��
;WUM�]VXZMLQK\IJQTQ\a�\W�[PISM�\PQVO[�]X�IVL�PI^M�\PM�XTIKM�J]bbQVO�

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
<PM�^MZa�\WX�WN �KWTTIJWZI\QWV�·�KWTTMK\Q^M�KIXIKQ\a�·�Q[�I�\ZQKSa�XTIKM�
to reach. It’s the pinnacle of  a hard mountain. It is about being 
WS�_Q\P�IUJQO]Q\a��VW\�SVW_QVO�_PI\�\PM�W]\KWUM�_QTT�JM��IVL�KW�
creating something that wasn’t there before. It’s also about stepping 
into an honest and open environment that develops everyone’s 
capacity as part of  the group. To be able to do that, we are in 
the space of  learning, and that’s what collaboration is all about. 
Collaboration is learning out loud.
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1\�[�JMMV�I� TWVO�_MMS� NWZ�,IVVQ��;PM�[�OWWL�I\�PMZ� RWJ��J]\� [PM� Q[�
ÅVLQVO� Q\�UWZM� KPITTMVOQVO� \PIV�][]IT� \W� OM\� ZM[]T\[��0MZ� K]ZZMV\�
XZWRMK\�Q[�X][PQVO�PMZ�[SQTT[�IVL�\PQVSQVO�[W�NIZ�\PI\�[PM�Q[�_WZZQML��
She’s tried all the strategies she has employed in the past, without the 
results. Not only that, she is aware that her colleagues are watching 
PMZ�[\Z]OOTM��)�NM_�WN �\PMU��_PW�IZM�LWQVO�[QUQTIZ�_WZS��IZM�IT[W�
experiencing varying degrees of  success. Although Danni’s been to 
I�_WZS[PWX�WV�\PQ[�[]JRMK\�UI\\MZ�[PM�Q[�ÅVLQVO�LQٻK]T\��_PMV�[PM�
\ZQML�[WUM�WN �\PM�IXXZWIKPM[�[PM�TMIZVML��\PMa�LQLV¼\�_WZS�

;Q\\QVO� I\� PMZ� LM[S��,IVVQ� ZMITQ[M[� [PM� VMML[� \W� \ITS� \PZW]OP� PMZ�
XZWJTMU[��*]\� \PI\� Q[V¼\� \PM�_Ia�PMZ� \MIU�_WZS[��AW]� R][\� OM\� WV�
_Q\P�aW]Z� RWJ�� 1V�UMM\QVO[��M^MZaWVM�SMMX[�MIKP�W\PMZ�]X� \W�LI\M�
with status reports.

In desperation, Danni voices her concerns to a colleague. To her 
[]ZXZQ[M�� [PM� ÅVL[� PMZ� \MIUUI\M� Q[� KWUXI[[QWVI\M� IVL� KWVÅLM[�
\PI\�PM�[MM[�XIZITTMT[�JM\_MMV�PQ[�_WZS�IVL�,IVVQ¼[�[\Z]OOTM[��0MZ�
KW�_WZSMZ� IT[W� I\\MVLML� \PM� \ZIQVQVO�_WZS[PWX��<PM� \_W� OW�JIKS�
W^MZ� \PMQZ� ZMÆMK\QWV[�WV� \PM� TMIZVQVO�IVL� ZMIKP�I�LMMXMZ� TM^MT�WN �
understanding. These insights give both team members more ideas 
about how to apply the training to the problems they face.
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*IKS�I\�PMZ�LM[S�,IVVQ�NMMT[�ZMNZM[PML�IVL�QV^QOWZI\ML��<ITSQVO�Q[�
such a relief. It stops her problems going around in her head and 
\MI[M[�W]\�PMZ� \PQVSQVO� QV�I�_Ia� \PI\� [PM�KIVVW\�LW� [Q\\QVO�I\�PMZ�
LM[S��0MZ�KWTTMIO]M�[PWW\[�PMZ�IV�MUIQT�\PIVSQVO�PMZ�NWZ�\PM�\QUM�
spent together. Because of  their discussion, he writes, he now has 
some new approaches to problems that had been stumping him. 
+IV�\PMa�OM\�\WOM\PMZ�IOIQV��PM�I[S['

<PM� KW�_WZSMZ[� JMOQV� \W� [XMVL� NWK][ML� \QUM� _Q\P� MIKP� W\PMZ��
Together, they share the strategies they have tried to get projects 
LWVM��*a� JW]VKQVO� Wٺ� MIKP� W\PMZ¼[� QLMI[� IVL� QV[QOP\[�� MIKP� ÅVL[�
UWZM�][MN]T�_Ia[�\W�IXXZWIKP�\PMQZ�_WZS��

�ŽůůĂďŽƌĂƟǀĞ�ŝŶƋƵŝƌǇ
Danni has discovered what I call a ‘collaborative learning space’. 
This is a space that people create when they want to increase their 
]VLMZ[\IVLQVO�� [\ZI\MOQM[�� \PQVSQVO�� IVL� XMZ[XMK\Q^M[� _Q\P� W\PMZ[��
<PQ[� TMIZVQVO� [XIKM� MVZQKPM[� M^MZaWVM� QV^WT^ML� QV� Q\�� 1\� _WZS[�
when everyone engages in curiosity and discovery rather than ‘tell 
QV\MZIK\QWV[¼� WZ� ZMXWZ\[�� )� \MTT� QV\MZIK\QWV� OWM[� TQSM� \PQ["� »<MTT�UM�
your problems, and I’ll tell you the solution’. But in the collaborative 
learning space, we use inquiry. We are never the teacher; we are 
a contributing participant in a process where everyone is learning. 
That only happens when we are open to learning. Danni became 
[W�NZ][\ZI\ML�_Q\P�PMZ�\PQVSQVO�\PI\�[PM�KPW[M�\W�JM�^]TVMZIJTM�IVL�
open with her colleague. She stepped into learning.

21st-Century Tribes design and create a learning environment within 
\PMQZ�\MIU��<PMa�_IV\�I�XZWKM[[�WN �KWTTIJWZI\Q^M�QVY]QZa��<PMa�_WZS�
W]\�_PI\�SQVL�WN �MV^QZWVUMV\�MVKW]ZIOM[�I�NWK][�WV�OZW_\P�NWZ�ITT�
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the members of  the team, as well as the role that the team serves 
QV�\PM�J][QVM[[��1�IU�VW\�\ITSQVO�IJW]\�IV�QVKZMI[M�QV�[QbM#�1�UMIV�
LM^MTWXQVO�IVL�OZW_QVO�Y]ITQ\a�[SQTT[��QVVW^I\QWV�IVL�KZMI\Q^Q\a��

In my experience, this is not the set up for most companies. 
Organisations struggle to be in learning mode. Instead, their default 
is to handball everything to do with ‘learning’ to the learning and 
professional development team within the human resource function. 
<PI\�Å\[�_Q\P�IV�WTL�� [QTWML�IXXZWIKP� \W�_WZS�·�MIKP�WN �][�_WZS�
QV� W]Z� W_V� [QTW� WN � M`XMZ\Q[M�� 4MILMZ[� [WUM\QUM[� \ITS� IJW]\� [SQTT[�
development with individuals when it is ‘performance plan’ time, 
in isolation from the team. I understand this default. After all, it 
is easier to stay in this comfort zone than to create a team culture 
that is built on learning from each other. For decades, leaders have 
participated in leadership programs that do not even mention how 
to facilitate a learning environment in a team. 

We have a fear of  failure. That manifests when our culture focuses 
only on outcomes such as performance measures. Success and 
IKPQM^MUMV\�JMKWUM�\PM�WVTa�UIZSMZ[�WN �ZMKWOVQ\QWV��?M�KZMI\M�I�
facade of  invulnerability. We become afraid that if  we expose areas 
that need development, we will be cast in an ‘incompetent’ light. 
Fear rules the day: fear of  judgement, failure, and being wrong.

Deep learning
1N � _M� _IV\� M`\ZIWZLQVIZa� _WZS� \W� PIXXMV�� _M� VMML� M`KMX\QWVIT�
team learning. For businesses that want to remain competitive, 
QUXZW^MUMV\�Q[�\PM�SMa��<W�QUXZW^M��_M�VMML�I�TMIZVQVO�MV^QZWVUMV\��
?PI\�LWM[�I�TMIZVQVO�MV^QZWVUMV\�TWWS�TQSM'�1\�MVKW]ZIOM[�][�\W�JM�
WSIa�_Q\P�UISQVO�UQ[\ISM[�[W�\PI\�_M�KIV�ÅVL�VM_�_Ia[�WN �_WZSQVO�
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?PMV�_M�UISM�W]Z�XZWRMK\[�IVL�W]Z�LIQTa�_WZS�\PM�KMV\ZM�WN �W]Z�
TMIZVQVO��W]Z�_WZSXTIKM�JMKWUM[�I�XTIKM�WN �KWTTIJWZI\Q^M� QVY]QZa�� 
It creates an action-research approach to our business. We 
continually push ourselves into the learning zone. Rather than our 
SVW_TMLOM�JMQVO�LQ[KWVVMK\ML�NZWU�W]Z�_WZS��Q\�Q[�MUJMLLML��
Learning is a social activity. When we learn with others, our 
UQVL[�WXMV�\W�W\PMZ�XW[[QJQTQ\QM[��)T\PW]OP�_M�\PQVS�\PI\�\W�ILUQ\�
NIQT]ZM�Q[�\W�JM�SVW_V�I[�I�NIQT]ZM��NIQTQVO�IVL�UQ[\ISM[�IZM�I�KZQ\QKIT�
XIZ\� WN � LMMX� TMIZVQVO��5W[\� WZOIVQ[I\QWV[� LW� VW\� [MM�UQ[\ISM[� I[�
WXXWZ\]VQ\QM[#� QV[\MIL�� \PMa�IZM�XZWJTMU[� \W�JM�LMIT\�_Q\P�Y]QKSTa�
IVL�Y]QM\Ta��8MWXTM�PQLM�UQ[\ISM[�WZ�QOVWZM�\PMU�]V\QT�\PMa�JMKWUM�
huge, festering problems. We’ve created a massive belief  that being 
_ZWVO�WZ�U]KSQVO�]X�Q[�JIL�

&Žƌ�ƵƐ�ƚŽ�ďĞ�ĚĞĞƉ�ůĞĂƌŶĞƌƐ͕�ǁĞ�ĞǆĐŚĂŶŐĞ�
ďĞŝŶŐ�ƌŝŐŚƚ�ĨŽƌ�ďĞŝŶŐ�ĐƵƌŝŽƵƐ͘�

?M�IZM�KWUNWZ\IJTM�_Q\P�^]TVMZIJQTQ\a��IVL�VW\�SVW_QVO��?M�KZMI\M�
IV� MV^QZWVUMV\� _PMZM� NIQT]ZM� Q[� WSIa�� 1\� J]QTL[� W]Z� IJQTQ\a� \W� LW�
]VNIUQTQIZ� \PQVO[� IVL� \PQVS� QV� NZM[P� _Ia[�� )� ��st-Century Tribe 
creates this environment of  learning together. When we understand 
PW_� \W� LQ^M� LMMXTa� QV\W� TMIZVQVO� I[� XIZ\� WN � \PM�_Ia�_M�_WZS�� Q\�
becomes a strategic focus of  our daily interactions, rather than an 
afterthought.

�ƉƉƌŽĂĐŚĞƐ�ƚŽ�ůĞĂƌŶŝŶŐ
<PM� LQٺMZMVKM� JM\_MMV� K]ZZMV\� \MIU� TMIZVQVO� IVL� ��st-Century 
<ZQJM[� Q[� [\IZS�� <PQ[� KIXIJQTQ\a� Q[� \PM� LMÅVQVO� [\MX� \W� PQOP�
XMZNWZUIVKM��<PM�KPIZ\�WXXW[Q\M�KWUXIZM[�\PM[M�LQٺMZMVKM[�
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Approach to Learning

prop themselves up against 
the comfort zone and use 
it as an excuse not to 

change behavior

dismiss or squash new 
thinking through cynical 

remarks, ridicule or boredom

rely on leaders to make 
choices and decisions for 

them

DENY, BLAME and JUSTIFY - 
a lot!

see robust professional 
debate as something to be 

avoided

turn up to meetings without 
having done the work 
required and go around 

in circles

rely on others to seek out 
new and up to date 

information and have it 
fed to them

do what they have 
always done

COMFORT
ZONE

SHARING
IDEAS

DECISION
MAKING

FEEDBACK

PROFESSIONAL
DEBATE

ACTION

THINKING

MINDSET

CONVENTIONAL TEAMS

use their comfort zone as a 
strong foundation, then 
springboard to further 

growth

listen to new perspectives 
with curiosity and interest

make courageous group 
decisions based on their 
values and beliefs and 
what they can influence

take responsibility, have 
accountability and see 
feedback as opportunity 

for growth

see robust professional 
debate objectively, and as a 

critical role of tribe 
members

understand that action 
within a tribe is vital for 
growth and momentum

are always on the look out 
for new research; thinking, 
ideas and perspectives

are agile and flexible, 
learning and applying new 

skills constantly

21st-CENTURY TRIBES
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dŚĞ�ŽƉĞŶͲƚŽͲůĞĂƌŶŝŶŐ�ŵŝŶĚƐĞƚ͗�^ŚŽƐŚŝŶ
The Zen Buddhist term Shoshin means that we are open to learning 
and see ourselves as beginners. Our mind is empty of  preconceptions, 
IVL�_M�IZM�_QTTQVO�\W�KWV[QLMZ�ITT�XQMKM[�WN �QVNWZUI\QWV�TQSM�_M�IZM�
LQ[KW^MZQVO�\PMU�NWZ�\PM�ÅZ[\�\QUM��,ZWXXQVO�W]Z�I[[]UX\QWV[��_M�
approach learning with the eagerness of  a child playing outside. 
?W]TLV¼\� Q\� JM� NIJ]TW][� NWZ� \MIU[� \W� NIKM� ]X� \W� \PMQZ� \ZQKSQM[\�
challenges with this sort of  attitude? Imagine what we can uncover 
if  we go into conversations to learn a new approach or deal with a 
XZWJTMU�][QVO�\PQ[�\aXM�WN �XTIaN]T�\PQVSQVO��

tĂƚĐŚ�ŽƵƚ�ĨŽƌ�ƚŚĞƐĞ�ůĞĂƌŶŝŶŐ�ƚƌĂƉƐ

dŚĞ��ǆƉĞƌƚ

)[�_M�LM^MTWX�SVW_TMLOM�IVL�M`XMZ\Q[M� QV�IV�IZMI��W]Z�UQVL�KIV�
JMKWUM�KTW[ML��?PMV�_M�JMTQM^M�_M�SVW_�PW_�\W�LW�[WUM\PQVO��_M�
IZM�TM[[�WXMV�\W�W\PMZ�_Ia[�WN �_WZSQVO�IVL�\PQVSQVO��7]Z�M`XMZ\Q[M�
shuts down our learning.

When someone without our expertise puts forward a new way of  
\PQVSQVO�� Q\� \M[\[� W]Z� WXMV�\W�TMIZVQVO�UQVL[M\��?M� KIV� JTWKS� \PM�
information or invalidate it. The little voice in our head questions 
\PMQZ� M`XMZ\Q[M�� Y]ITQÅKI\QWV[�� IOM� WZ� M`XMZQMVKM��?M� \PQVS�� »0W_�
can they come up with a suggestion for me in this arena? I am 
the expert here!’ That is a danger that comes with expertise: we 
TWWS�NWZ�QVNWZUI\QWV�\PI\�KWVÅZU[�_PI\�_M�ITZMILa�\PQVS��?M�NWWT�
W]Z[MT^M[�\PI\�_M�IZM�QV�I�TMIZVQVO�KWV^MZ[I\QWV��J]\�_M�IZM�[MMSQVO�
QVNWZUI\QWV� \PI\� KWVÅZU[� W]Z� JQI[�� ?M� KPMZZa�XQKS� QVNWZUI\QWV�
\PI\�KWVÅZU[�W]Z�QLMI[��QV[\MIL�WN �_I\KPQVO�W]\�NWZ�VW^MT�_Ia[�\W�
approach our behaviours and beliefs. 
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?PMV�_M�IZM�KTW[ML�\W�TMIZVQVO��_M�LWV¼\�_IV\�\W�ÅVL�VM_�_Ia[�WN �
_WZSQVO#�_M�WVTa�_IV\�\W�^ITQLI\M�_PI\�_M�ITZMILa�LW�

dŚĞ�/ŵƉŽƐƚĞƌ

1N � _M� LWV¼\� JMTQM^M� _M� PI^M� \PM� [SQTT[�� SVW_TMLOM� WZ� M`XMZ\Q[M� \W�
contribute to team learning conversations, we shut down our 
\PQVSQVO� IVL� OW� WV� »KZ]Q[M� KWV\ZWT¼��?M� LQUQVQ[P� W]Z[MT^M[�� »1¼U�
R][\�\PM�ILUQVQ[\ZI\QWV�WٻKMZ�WZ�\PM�UIZSM\QVO�R]VQWZ¼��,WQVO�\PI\�
TW_MZ[�\PM�OZW]X¼[�XW\MV\QIT�NWZ�UWZM�M^WT^ML�\PQVSQVO�IVL�TMIZVQVO��
We stop ourselves reaching our full capacity. 

A 21st�+MV\]Za�<ZQJM�UMUJMZ�Q[�LQٺMZMV\#�[PM�[\MX[�QV\W�\PM�TMIZVQVO�
environment believing she has just as much to give as to learn.  
1V�PMZ�JWWS�5QVL[M\"�0W_�AW]�+IV�.]TÅT�AW]Z�8W\MV\QIT, 2006 author 
+IZWT�,_MKS�LQ[K][[M[� \PM�XW_MZ�WN �W]Z�UQVL[��;PM�_ZQ\M[� \PI\�I�
growth mindset – a belief  that we can grow and develop – changes 
W]Z�IJQTQ\a�\W�ZMIKP�W]Z�XW\MV\QIT��)�Å`ML�UQVL[M\�·�I�JMTQMN �\PI\�_M�
KIVVW\�UWLQNa�\PM�_Ia�_M�\PQVS�·�SMMX[�][�[UITT��

,_MKS�� _PW� Q[� I� XZWNM[[WZ� WN � X[aKPWTWOa� I\� ;\IVNWZL�=VQ^MZ[Q\a��
[PW_[� \PI\� XMWXTM� _Q\P� Å`ML� UQVL[M\[� [MM� QV\MTTQOMVKM� I[� [\I\QK��
;]KKM[[� Q[� IJW]\� \ITMV\�� VW\� TMIZVQVO�� 1N � _M� [\Ia� [\]KS� QV� I� Å`ML�
UQVL[M\��_M�PI^M�I�[\ZWVO�VMML�\W�TWWS�[UIZ\�

tŚĞŶ�ǁĞ�ŶĞĞĚ�ƚŽ�ůŽŽŬ�ƐŵĂƌƚ͕�ǁĞ�ĨĞĞů�
ƚŚƌĞĂƚĞŶĞĚ�ďǇ�ƚŚĞ�ƐƵĐĐĞƐƐ�ŽĨ�ŽƚŚĞƌƐ͕�
ƌĂƚŚĞƌ�ƚŚĂŶ�ďĞŝŶŐ�ŝŶƐƉŝƌĞĚ�ďǇ�ƚŚĞŵ͘

When people are willing to put themselves into Shoshin, they 
[PQN\� \W� \PM� OZW_\P�UQVL[M\� \PI\�,_MKS� LM[KZQJM[�� *MTQM^QVO� \PMa�
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can improve and learn – no matter the stage they are at – they 
ZMKWOVQ[M� \PI\� \W� TMIZV�� \PMa� U][\� UISM� [WUM� UQ[\ISM[�� <PMa�
MUJZIKM�KPITTMVOM[��<PMQZ�MٺWZ\�Q[�IJW]\�UI[\MZa��7J[\IKTM[�J]QTL�
determination. When a growth mindset is around, there is a love of  
TMIZVQVO��1\�Q[�VW\�IJW]\�TWWSQVO�[UIZ\��J]\�IJW]\�KWV\QV]QVO�\W�X][P�
ourselves. In a growth mindset, our colleagues’ expertise becomes a 
_MTT�WN �TMIZVQVO�_M�LZQVS�NZWU�

�ƌĞĂƚĞ�Ă�ĐŽůůĂďŽƌĂƟǀĞ�ůĞĂƌŶŝŶŐ�ĞŶǀŝƌŽŶŵĞŶƚ�

^ĂĨĞƚǇͲŶĞƚ�ƐƚƌĂƚĞŐŝĞƐ�

2WOOQVO�WV� \PM� \ZMILUQTT�I\�Ua� TWKIT�OaU�WٺMZML�UM�IV�M`KMTTMV\�
WXXWZ\]VQ\a�\W�[MM�PW_�_M�ITT�VMML�LQٺMZMV\�[]XXWZ\[�\W�OM\�W]\�WN �
W]Z�KWUNWZ\�bWVM[��)[�1�RWOOML��1�TWWSML�\PZW]OP�\PM�_QVLW_�\W�\PM�
diving pool. Two children about nine years of  age tried the middle 
LQ^QVO�JWIZL[�NWZ�\PM�ÅZ[\�\QUM��<PM[M�JWIZL[�IZM�����UM\ZM[�IJW^M�
\PM�_I\MZ�� <PM� ÅZ[\� KPQTL� KTQUJML� \PM� TILLMZ�� )\� \PM� JI[M� WN � \PM�
TILLMZ��PMZ�XIZMV\[�KPMMZML�PMZ�WV�IVL�[]XXWZ\ML�PMZ� \W� \ISM� \PM�
TMIX��;PM�_ITSML�W]\�ITWVO�\PM�LQ^QVO�JWIZL��

1N �aW]¼^M�M^MZ�JMMV�WV�I�LQ^QVO�JWIZL�WZ�M^MV�_I\KPML�\PMU�_WZS��
aW]¼TT�SVW_�PW_�_WJJTa�\PMa�IZM��<PM�KPQTL�MLOML�W]\�\W�\PM�UQLLTM�
WN � \PM�LQ^QVO�JWIZL�� \]ZVML�JIKS� IZW]VL�� IVL�_MV\�JIKS� QV��;PM�
[\WWL�\PMZM�NWZ�I�UWUMV\�_I\KPQVO�IVL�\PMV�_ITSML�JIKS�W]\�I�TQ\\TM�
bit further this time. The further she got, the less stable the board, 
_PQKP�_WJJTML�]X�IVL�LW_V��;PM�\]ZVML�IZW]VL�IVL�_MV\�JIKS�

Her dad came up the ladder to the landing with her and stood at her 
JIKS��Y]QM\Ta�\ITSQVO�\W�PMZ��;PM�_ITSML�W]\�\W�\PM�^MZa�MVL�WN �\PM�
LQ^QVO�JWIZL��[\WWL�[\QTT��IVL�TWWSML�LW_V�I\�\PM�_I\MZ��;PM�\]ZVML�
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IZW]VL�\W�PMZ�LIL�IVL�_MV\�JIKS�\W�PQU��6M`\�\QUM��[PM�UW^ML�\W�\PM�
concrete platform next to the diving board. It was at the same height, 
J]\�LQLV¼\�_WJJTM��<ISQVO�I�LMMX�JZMI\P��[PM�R]UXML�QV\W�\PM�_I\MZ��

<PM�[MKWVL�KPQTL�_MV\�]X�\PM�TILLMZ��_ITSML�W]\�\W�\PM�MVL�WN �\PM�
diving board, wobbled it a bit to test it out, and then plunged into 
the water below. 

0W_�LQٺMZMV\�_M� IZM�_PMV�_M� \Za� VM_� \PQVO[	� ;WUM� WN � ][� VMML�
OZMI\�MVKW]ZIOMUMV\�IVL�[]XXWZ\�NWZ�KMZ\IQV�\I[S[��?M�_I\KP�W\PMZ�
XMWXTM�LWQVO�Q\�ÅZ[\��?M�OM\�XMWXTM�\W�\ITS�][�\PZW]OP�Q\�IVL�\W�TM\�
][�SVW_�\PI\�_M¼ZM�OWQVO�\W�JM�[INM��.WZ�W\PMZ[��_M¼ZM�ZMILa�R][\�\W�
go and jump in in the deep end. The same happens with our teams.  
*a� J]QTLQVO� IV� MV^QZWVUMV\� _PMZM� XMWXTM� KIV� IKKM[[� LQٺMZMV\�
[]XXWZ\[��_M�ITTW_�\PMU�\W�\ISM�I�XT]VOM�QV\W�\ZaQVO�VM_�\PQVO[�IVL�
\PQVSQVO�QV�I�^IZQM\a�WN �_Ia[�

&ĞĞůŝŶŐ�ĐŽŵĨŽƌƚĂďůĞ�ŽƵƚ�ŽĨ�ŽƵƌ�ĐŽŵĨŽƌƚ�
ǌŽŶĞ�ƐŽƵŶĚƐ�ůŝŬĞ�ĂŶ�ŽǆǇŵŽƌŽŶ͕�ďƵƚ�

ǁŚĞŶ�ǁĞ�ĂƌĞ�ƵŶĐŽŵĨŽƌƚĂďůĞ͕�ǁĞ�ĂƌĞ�ŝŶ�
ŽƵƌ�ůĞĂƌŶŝŶŐ�ǌŽŶĞ͘�

1N �_M�X]\� QV�XTIKM�\PQVSQVO��IK\Q^Q\QM[�IVL�XZWKM[[M[�\PI\�[]XXWZ\�][�
in this learning zone, then we can feel safer to be there. Behaviours 
that are conducive to safety are needed here as well. Feeling scared to 
[XMIS�]X�WZ�[PIZM�W]Z�\PW]OP\[�LWM[�VW\�KZMI\M�\PM�MV^QZWVUMV\�NWZ�
learning that an agile and thriving learning tribe needs to blossom. 
)TT�\PM[M�[\ZI\MOQM[�IZM�[INM\a�VM\[�NWZ�\ISQVO�\PM�ZQ[S�WN �JMQVO�I�TMIZVMZ�

Alphabet Inc., the company that owns the global search engine, 
/WWOTM��Q[�SVW_V�NWZ�Q\[�LM\MZUQVI\QWV�\W�X][P�\PM�[\I\][�Y]W�WV�
PW_�\PMa�_WZS��<PM�KWUXIVa�[M\�W]\�\W�[\]La�\PM�MTMUMV\[�XZM[MV\�
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in their most productive teams. Their two-year project ‘Aristotle’ 
uncovered the fundamental concept to be ‘psychological safety, a 
UWLMT�WN �\MIU_WZS�QV�_PQKP�UMUJMZ[�PI^M�I�[PIZML�JMTQMN �\PI\�
Q\�Q[�[INM�\W�\ISM�ZQ[S[�IVL�[PIZM�I�ZIVOM�WN �QLMI[�_Q\PW]\�\PM�NMIZ�
of  being humiliated’. Being the algorithm experts they are, they 
_MZM�TWWSQVO�NWZ�I�TQ[\�WN �KPIZIK\MZQ[\QK[�KWUUWV�\W�\PM[M�\MIU[��
Instead, the driving factor was that people felt safe to collaborate 
on their ideas. Source: ‘What Google Learned From Its Quest to 
Build the Perfect Team’,�6M_�AWZS�<QUM[�5IOIbQVM� February 2016. 

Without this safety, the fear chemical cortisol increases in our brain, 
and our preservation and survival reactions occur before we can 
consciously stop them. Behaviours such as aggression, shutting 
LW_V��[P]\\QVO�]X��VWLLQVO�»aM[¼�J]\�\PQVSQVO�»VW¼��IZM�ITT�M`IUXTM[�
of  low-safety environments. 

There will always be people who are challenged by change and 
stepping outside the comfort zone. It is scary for some people –
for most of  us in fact. We have experienced less-than-wonderful 
behaviour from colleagues in the past, and so we close ourselves 
off. The safety nets that 21st-Century Tribes put in place are 
vital. They help us maintain our equilibrium in the learning 
zone. In a collaborative learning environment, every person in 
\PM� TMIZVQVO�KWUU]VQ\a� \ISM[� ZM[XWV[QJQTQ\a� NWZ� KWV\ZQJ]\QVO� \W�
the team safety net.

How can we create the right safety net? Share how you learn best. 
,Q[K][[� _PI\� []XXWZ\� aW]� VMML� IVL� _WZS� \W� KZMI\M� []XXWZ\[� NWZ�
each person. As 21st-Century Tribes, we bring our individual self-
I_IZMVM[[�\W�\PM�\IJTM�IVL�[PIZM�_PI\�_WZS[�NWZ�][��<PMV�_M�KIV�
put strategies in place that meet everyone’s needs.



143

Tracey Ezard

&ƌŽŵ�ƚŽǆŝĐ�ƚŽ�ǁŚŽůĞƐŽŵĞ
1�_WZSML�_Q\P�IV�WZOIVQ[I\QWV�QV�[MZQW][�\ZW]JTM�I�_PQTM�JIKS��1\�_I[�
I�\W`QK�MV^QZWVUMV\��8MWXTM�NMT\�[KIZML�\W�[XMIS��)V�QVÆ]MV\QIT�KTQY]M�
in the group intimidated the rest of  the team. On the Collaboration 
Continuum discussed in Chapter Five, they were on the bottom 
rung: corrosion. 

3VW_QVO� \PMa� VMMLML� \W� LW� [WUM\PQVO�� _M� IZZIVOML� \W� _WZS�
\WOM\PMZ� Wٺ�[Q\M� \W� ZMJ]QTL� \PM�JWVL[�JM\_MMV� \PM� \MIU�IVL� [\IZ\�
afresh. Everyone came the night before to have a dinner. Sitting at 
the head of  the long table in the restaurant, I saw the anxiety in some 
faces. When choosing where to sit on that table, they wanted to be 
VMIZ�XMWXTM�\PMa�NMT\�[INM�_Q\P��1�LQLV¼\�SVW_�IVa�WN �\PM�XIZ\QKQXIV\[�
at that stage, so it was fascinating and sad at the same time to watch 
them struggle with their fears. During the night, one of  the team 
went home. She was so worried about the next day her fear got the 
JM\\MZ�WN �PMZ��;PM� �\MZML�_PIٺ[] \PM�VM]ZW[KQMV\Q[\[� TQSM� \W�KITT�IV�
»IUaOLITI�PQRIKS¼��_PQKP�Q[�_PMV�\PM�IUaOLITI�QV�W]Z�JZIQV�ÅZM[�Wٺ�
I�NMIZ�ZM[XWV[M�IVL�\ZQOOMZ[�WVM�WN �\PZMM�ZM[XWV[M["�ÅOP\��ÆQOP\�WZ�
NZMMbM��;PM�PIL�\ISMV�ÆQOP\�

For that woman, there were not enough safety nets in place for 
her to step into the learning zone. The environment of  toxicity 
IVL� \MV[QWV� \WWS� Q\[� \WTT�� 1V� \PM�UQLLTM�WN � \PM�VQOP\�� [PM�XIKSML�
PMZ� JIO[� IVL� WX\ML� W]\� WN � \PM� MٺWZ\� \W� ZMXIQZ� \PM� LIUIOM�� ;PM�
didn’t feel able to self-regulate her responses. She didn’t trust that 
she would be safe. What made it even sadder was the fact that the 
team reached a watershed on the following day. They began to 
create the ‘glue’ they needed to bond together as a whole tribe. 
The process we went through helped them not only to ‘see’ each 
other properly without labels, but to co-create the environment 
\PMa�VMMLML�\W�UISM�\PM�KPIVOM�
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If  the learning space is to help us step outside our comfort zone, it 
must be a compelling place to be. Otherwise, we can go to terror.

�Ğ�ĐƵƌŝŽƵƐ
When someone’s interest is piqued, there is greater memory 
retention, brain researchers studying curiosity have reported in 
the respected magazine, ;KQMV\QÅK�)UMZQKIV. Their article, ‘Curiosity 
Prepares the Brain for Better Learning’ (October 2014) reports on 
fMRI data gained by scanning the brain of  research subjects during 
a range of  activities. This shows that when someone is curious, the 
IV\QKQXI\QWV�WN �ÅVLQVO�W]\�UWZM�IK\Q^I\M[�\PM�IZMI[�WN �\PM�JZIQV�\PI\�
UISM�UMUWZQM[�IVL� ZMOQ[\MZ�IV\QKQXI\QWV�IVL� ZM_IZL��5MUWZa� Q[�
^Q\IT�NWZ�TMIZVQVO��)V\QKQXI\QWV�Q[�TQVSML�\W�QV\MZVIT�UW\Q^I\QWV�

�
/�ŚĂǀĞ�ŶŽ�ƐƉĞĐŝĂů�ƚĂůĞŶƚƐ͘��

/�Ăŵ�ŽŶůǇ�ƉĂƐƐŝŽŶĂƚĞůǇ�ĐƵƌŝŽƵƐ͘�

Albert Einstein

The world would be a better place if  we were more curious and 
less judging. Being curious helps our minds remain active, rather 
\PIV� XI[[Q^M�� OZW_QVO�� ZI\PMZ� \PIV� Å`ML��+]ZQW[Q\a� KWUM[� NZWU� I�
XW[Q\QWV�WN �VW\�SVW_QVO�Q\�ITT�IVL�NZWU�_IV\QVO�\W�ÅVL�W]\�UWZM�� 
It also helps us to be more open-minded. When we are curious, we 
are open to information and ideas that could change our perceptions, 
beliefs and approaches to life. There is an excitement in the curious 

“
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UQVL��AW]�VM^MZ�SVW_�_PI\�UQOP\�KWUM�VM`\�WZ�_PQKP�IL^MV\]ZM�Q[�
just around the corner. There is a sense of  wonder present among 
the curious. 

�ƵƌŝŽƵƐ�ŵŝŶĚƐ�ĂƌĞ�ĞŶĚůĞƐƐůǇ�ƐĞĂƌĐŚŝŶŐ�
ĨŽƌ�ĚŝīĞƌĞŶƚ�ŝŶƚĞƌƉƌĞƚĂƟŽŶƐ�ŽĨ� 

ƚŚĞ�ǁŽƌůĚ͘�

My friend and colleague, Andrew, is full of  curiosity. Sitting with a 
KWٺMM�KPI\\QVO�IJW]\�I�_PWTM�ZIVOM�WN �\PQVO[��1�IU�IUIbML�Ja�PQ[�
QV\MZM[\QVO�Y]M[\QWV[��0M�I[S[�Y]M[\QWV[�\W�ÅVL�W]\�_PI\�1�\PQVS�I\�
a deep level, rather than at the surface. Quite often I need a long 
XI][M�\W�ZMÆMK\�WV�\PM�Y]M[\QWV�PM�I[SML��I[�1�PILV¼\�JMMV�K]ZQW][�
enough to delve so deep myself. 

I am intrigued that Andrew never judges my answer. He is genuinely 
QV\MZM[\ML� QV�Ua� ^QM_�WN � \PM�_WZTL�� 1� \Za� \W� MU]TI\M�PQ[� [SQTT� IVL�
I[S�Y]M[\QWV[�WN �XMWXTM�R][\�\W�ÅVL�W]\�\PMQZ�\PW]OP\[��XMZ[XMK\Q^M[�
and ideas – not to pass judgment, or give advice. To be able to do 
this well, to cultivate an authentic interest in others and the world 
around is important.

+]ZQW[Q\a� Q[�IV�]VLMZZI\ML�[SQTT��0W_�WN\MV�LW�_M�[Q\�IVL� \M[\�W]\�
_PI\�Q\�Q[�_M�JMTQM^M��_PI\�_M�I[[]UM��IVL�_PI\�LW�_M�\PQVS'�?M¼^M�
closed down our curiosity. Become a deliberate learning team. Give 
\QUM�NWZ�ZMÆMK\QWV[�WV�TMIZVQVO�IVL�JMQVO�K]ZQW][�IJW]\�\PM�_WZTL��
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Drop the need to be right
We’re addicted to being right. It’s in our DNA, a driving force in our 
thirst to learn and to achieve success. Our brains give us a rush of  a 
‘feel-good’ chemical, dopamine, when we are right. ‘See,’ our mind 
shouts out as it provides us with a surge of  the chemical. ‘I’m right, 
and it feels GOOD!’ If  we have an established pattern of  receiving 
this rush, we can also experience intense feelings of  frustration and 
even anger when we don’t get it. I’ve written about this before in 
Ua�JWWS"�<PM�*]bb"�+ZMI\QVO�I�<PZQ^QVO���+WTTIJWZI\Q^M�4MIZVQVO�+]T\]ZM�

The trouble is, when our need to be right overrides everyone else’s, 
we head into territory that is about winning at all costs. That is 
detrimental on many levels to trust, collaboration and creativity.  
1\�SQTT[�XMWXTM¼[�NMMTQVO[�\PI\�_WZSQVO�_Q\P�][�Q[�_WZ\P�Q\�·�_Pa�\Za�\W�
_WZS�_Q\P�[WUMWVM�_PW�IT_Ia[�\PQVS[�\PMa�IZM�ZQOP\'�7VM�WZ�\_W�
^WQKM[�LWUQVI\M�IVL�»_QV¼��IVL�M^MZaWVM�MT[M�SMMX[�^MZa��^MZa�Y]QM\�
– it’s safer that way. A room full of  people with this approach can 
MVL�]X�_Q\P�[WUM\PQVO�ISQV�\W�I�JQ\\MZ�[\IVLWٺ�·�VW�WVM�_QTTQVO�\W�
listen to anyone else, and a dangerous feeling enveloping the room.
Collaboration demands that we drop our addiction to being right. 

�ƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ĚŝǀĞƐ�ŝŶƚŽ�ƚŚĞ�
ĚŝǀĞƌƐŝƚǇ�ŽĨ�ƚŚŽƵŐŚƚ�ŝŶ�ƚŚĞ�ƌŽŽŵ�ĂŶĚ�

ĐĞůĞďƌĂƚĞƐ�ŝƚ�ƌĂƚŚĞƌ�ƚŚĂŶ�ƐŚƵƫŶŐ�ŝƚ�ĚŽǁŶ͘�

The more we can self-regulate our need to be right, the more our 
JZIQV�KIV�ZMKWLM�\W�PI^M�LQٺMZMV\�ZM[XWV[M[��?M�TW[M� \PM� NMIZ[�WN �
TW[QVO�XW_MZ��TWWSQVO�[\]XQL��WZ�NIQTQVO� IVL�\MIKP�W]Z�JZIQV�\W�ÅVL�
other ways to get our ‘hit’ of  feel good chemicals through things 
such as connection, creating something new, building trust, valuing 
others, and learning.
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It also means that other people in the room feel better. The culture 
becomes one where opinions count and people are valued. The 
dialogue based on discovery rather than power. Innovation and 
KZMI\Q^Q\a� IZM�UWZM� TQSMTa� \W� WKK]Z� JMKI][M� WN � \PM� TIKS� WN �UQKZW�
management and control. Most of  all – we build a culture of  trust 
– and when we have that, anything is possible. 

^ĞĞ�ĨĂŝůƵƌĞ�ĂƐ�ŽƉƉŽƌƚƵŶŝƚǇ
Teams who mindfully spend time on collaborative inquiry, approach 
\PMQZ�_WZS�_Q\P�I�]VQY]M�TMV[�\W�UISM�[]ZM�\PI\�\PMa��SMMX�WXMV�\W�
learning. They see failure as a powerful tool for learning. Perfection 
is not their aim; it’s growth. They create an environment of  inquiry 
rather than judgment and stretch the appetite for failure.

.WZ�I�OZMI\�QV[QOP\�QV\W�PW_�I�\MZZQÅK��QVVW^I\Q^M�KWUXIVa�LMIT[�_Q\P�
NIQT]ZM�IVL� TMIZVQVO� QV�OMVMZIT�� TWWS�VW� N]Z\PMZ� \PIV�-L�+I\U]TT��
President of  Pixar Animation and author of  Creativity, Inc: Overcoming 
the unseen forces that stand in the way of  true inspiration, 2014. At the end 
of  every movie production, rather than move onto the next project, 
\PMa�PWTL�I�XW[\�UWZ\MU��?PM\PMZ�\PM�ÅTU�_I[�I�[]KKM[[�WZ�NIQT]ZM��
Q\� LWM[V¼\�UI\\MZ�� <PQ[� ZMÆMK\QWV� \QUM� Q[� R][\� I[� QUXWZ\IV\� I[� \PM�
IK\]IT�_WZS��

<PMZM�IZM�Å^M�ZMI[WV[�+I\U]TT�XW[M[�NWZ�LWQVO�I�XW[\UWZ\MU"

1. Consolidate what everyone learned.  
)TTW_[�NWZ�TMIZVQVO�\W�JM�LWVM�WV�\PM�RWJ�IVL�ZMÆMK\ML�]XWV�_Q\P�
UWZM�NWK][�IVL�_Q\P�\PM�JMVMÅ\�WN �PQVL[QOP\�
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2. Teach others who weren’t there.  
A seize-the-day opportunity to pass on the learning to others, as 
_MTT�I[�KPITTMVOM�[WUM�\PQVSQVO�\PI\�UIa�PI^M�OWVM�WV�

3. Stop resentment festering.  
<ISM�\PM�TQL�Wٺ�I�[QUUMZQVO�XW\�WN �QTT�NMMTQVO��UQ[QV\MZXZM\I\QWV�WZ�
miscommunication. This creates better relationships.

���=[M�\PM�[KPML]TM�\W�NWZKM�ZMÆMK\QWV�  
Spend time preparing for the post mortem. Catmull believes that 
most of  the value of  the postmortem occurs in this lead-up time.

5. Pay it forward.  
Frame the right questions for the next project.

The postmortem ritual at Pixar Animations places failure where it 
UISM[�\PM�UW[\�QUXIK\�·�I[�I�TMIZVQVO�WXXWZ\]VQ\a��?PI\�IZM�aW]Z�
rituals and symbols around failure? Do they enhance learning or 
UISM�NIQT]ZM�_ZWVO'

dŚĞ�ĐŽůůĂďŽƌĂƟǀĞ�ůĞĂƌŶŝŶŐ�ƌŽůĞƐ
Collaborative learning draws on four roles for success. Every member 
of  the team needs to access them all for the learning culture to be 
PMIT\Pa�� *MKWUQVO� ILMX\� I\� \PM[M� [SQTT[� XZW^QLM[� \PM� MV^QZWVUMV\�
_PMZM�_M�IZM� KPITTMVOQVO�W]Z� \PQVSQVO�IVL�SVW_TMLOM��)KKM[[QVO�
\PM[M�ZWTM[�\ISM[�\PM�TMIZVQVO�XZWKM[[�NZWU�X]ZMTa�QV�W]Z�PMIL[�\W�I�
KWUJQVI\QWV�WN �W]\_IZL�QVY]QZa�IVL�QV_IZL�ZMÆMK\QWV�

At the hub of  the Collaborative Learning Wheel is the learner 
growth mindset we have already discussed. One that has an open to 
learning, Shoshin approach. In this mindset, we are curious and see 
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failure as opportunity. We understand our learning preferences 
IVL�_PI\�[INM\a�VM\[�_WZS�JM[\�NWZ�][��<PM�NW]Z�W\PMZ�ZWTM[�NWZU�
\PM� [XWSM[� \PI\� [M\� ]X� IV� MV^QZWVUMV\� WN � LMMX� TMIZVQVO� _Q\P�
others:

^ĞŶƐĞ�ŵĂŬĞƌ

The world is drowning in information. The information and data we 
have created in the last two years have been more than the history 
of  man. This curve of  information overload will only increase in the 
N]\]ZM��?M�MVL�]X�NMMTQVO�TQSM�_M�IZM�LZQVSQVO�W]\�WN �\PM�XZW^MZJQIT�
ÅZM�PaLZIV\��?PMV�_M�IZM�QV�[MV[M�UISMZ�UWLM��_M�\ISM�\PM�UI[[Q^M�
IUW]V\[�WN �QVNWZUI\QWV��QV[QOP\[��WXQVQWV[�IVL�[MMS�\W�OIQV�KTIZQ\a�
<PM�.]\]ZM�WN �?WZS������ZMXWZ\�NZWU�\PM�1V[\Q\]\M�WN �\PM�.]\]ZM�
VIUM[� [MV[M� UISQVO� I[� Q\[� V]UJMZ� WVM� [SQTT� WN � \PM� N]\]ZM�� <PM�
ZMXWZ\�LMÅVQ\QWV�Q[�»\PM�IJQTQ\a�\W�LM\MZUQVM�\PM�LMMXMZ�UMIVQVO�WZ�
[QOVQÅKIVKM�WN �_PI\� Q[�JMQVO�M`XZM[[ML¼��?M�WXMV� \PM� TMV[�WN �W]Z�
\PQVSQVO�JMaWVL�W]Z�ÅZ[\�\PW]OP\[�IVL�I[[]UX\QWV[��

Experimenter Sens
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orte
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?PMV�_M�IZM�QV�\PM�[MV[M�UISQVO�UWLM��K]ZQW[Q\a�Q[�W]Z�XZQUIZa�ITTa��
1\�PMTX[�][�UISM�[MV[M�WN �\PM�QVNWZUI\QWV�_M�PI^M��)[SQVO�Y]M[\QWV[�
KPIVOM[�W]Z�XMZ[XMK\Q^M�WN �W]Z�_WZS�[W�_M�[MM�UWZM�KTMIZTa�

tŚĞƌĞ�ĚŽ�ǁĞ�ǁĂŶƚ�ƚŽ�ŐŽ͍�

tŚĂƚ�ǁŽƵůĚ�ǁĞ�ĚŽ�ĚŝīĞƌĞŶƚůǇ�ŝŶ�ƚŚŝƐ�ƐĐĞŶĂƌŝŽ͍

,Žǁ�ĐŽƵůĚ�ƚŚĞ�ĐŚĂŶŐĞ�ŝŶ�ƚŚĞ�ƉŽůŝĐǇͬ�ƉƌŽĐĞĚƵƌĞͬ�ƚĞĂŵ�ƐƚƌƵĐƚƵƌĞ�
ŝŵƉĂĐƚ�ŽŶ�ƚŚŝƐ�ƉƌŽũĞĐƚ͍�

tŚĂƚ�ĂƐƐƵŵƉƟŽŶƐ�ŚĂǀĞ�ǁĞ�ŵĂĚĞ͍�

tŚĂƚ�ĚŽ�ƚŚĞ�ŶƵŵďĞƌƐ�ƚĞůů�ƵƐ͍�

?M�IT[W�\PQVS�NZWU�I�[\ZI\MOQK�XMZ[XMK\Q^M�IJW]\�\PM�Q[[]M�I\�PIVL�
·� I� JITKWVa� ^QM_� WN � W]Z� LIVKM� ÆWWZ��?M� [WZ\� \PZW]OP� \PM� LI\I�� 
the numbers, the insights that we have, and identify the points that 
are critical. 

tŚĂƚ�ŝƐ�ŶŽŶͲĞƐƐĞŶƟĂů͍

/Ɛ�ƚŚŝƐ�ĐŽŶǀĞƌƐĂƟŽŶ�ƚĂŬŝŶŐ�ƵƐ�ĚŽǁŶ�Ă�ƌĂďďŝƚ�ŚŽůĞ�ƚŚĂƚ�ŝƐ�ŶŽƚ� 
ƵƐĞĨƵů�ĨŽƌ�ŽƵƌ�ĞŶĚ�ŐĂŵĞ͍�

tŚĞƌĞ�ĂƌĞ�ŽƵƌ�ŵĞĂƐƵƌĞƐ�ŽĨ�ƐƵĐĐĞƐƐ͍

?PMV� \MIU[� ^Q[]ITTa� UISM� [MV[M� WN � \PQ[� QVNWZUI\QWV�� _M� [MM�
things that allow us to learn more about what we’re trying to do. 
>Q[]ITQ[I\QWV�WN �LI\I�IVL�W]Z�\PQVSQVO�PMTX[�][�\W�[MM�XI\\MZV[�UWZM�
Y]QKSTa��7VM� \MIU� 1� _WZSML� _Q\P� ^Q[]ITTa� \ZIKSML� \PM� K][\WUMZ¼[�
journey. Having it up on a large chart on the wall created a big 
‘aha’ for everyone when the loop they had set up in their processes 
became apparent. The team stood around the chart and wrote up 
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Y]M[\QWV[�ITWVO� \PM� RW]ZVMa� \W�XZW^WSM� \PMQZ� \PQVSQVO��<PMa�LZM_�
LQٺMZMV\� ^MZ[QWV[�WN � \PM� RW]ZVMa��<PMa� \PMV� [M\� IJW]\� KWUQVO�]X�
with a plan. 

�ǆƉĞƌŝŵĞŶƚĞƌ

We never leave status quo if  we’re not willing to give things a try. 
Being an experimenter means that we play lightly with our learning. 
?M� \Za� \PQVO[� _Q\PW]\� I� P]OM� NMIZ� WN � �ٺ[\] OWQVO� _ZWVO�� 1\¼[� \PM�
SMa�DO element into such methodologies as the PDSA or PDCA 
approach. 

The PDSA cycle is shorthand for testing a change in four steps: 
1. Develop a plan that will test the change (Plan).
2. Carry out the test (Do).
3. Observe and learn from the impact and consequences (Study).
���,M\MZUQVM�_PI\�UWLQÅKI\QWV[�IZM�VMMLML��Act).

0MZM� \PM� _PWTM� \MIU� Q[� ÅZUTa� QV� \PMQZ� TMIZVQVO� bWVM�� <PM� XTIa�
TQOP\Ta�IXXZWIKP�Q[�VMKM[[IZa�·�[UITT�\_MIS[�WN �PW_�_M�_WZS��[\IVL�
JIKS�IVL�[MM�QN �Q\�LWM[	�1N �VW\��\Za�[WUM\PQVO�MT[M��1N �_M¼ZM�OWQVO�\W�
M`XMZQUMV\��_PI\�_M¼ZM�TWWSQVO�NWZ�Q[�\PM�QUXIK\��?M¼ZM�TWWSQVO�NWZ�
W]\KWUM[�\PI\�_QTT�\ISM�][�\W_IZL�W]Z�OWIT�

^ƵƉƉŽƌƚĞƌ

Another critical role of  being a learner in a collaborative space is 
to be one of  the supporters. If  everyone is trying to do things in a 
LQٺMZMV\�_Ia��_M�VMML�\W�[\WX�R]LOQVO�IVL�[\IZ\�[]XXWZ\QVO�W\PMZ[�
IVL�W]Z[MT^M[�\W�\Za�LQٺMZMV\�\PQVO[��<PI\�_Ia��_M�IZM�VW\�NZQOP\MVML�
WN �KZQ\QKQ[U�WN �W]Z�LMKQ[QWV[�\PI\�SMMX�][�LWQVO�\PM�[IUM��1\¼[�IJW]\�
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UISQVO�Q\�KWUNWZ\IJTM�\W�NIQT��1\¼[�IT[W�IJW]\�R][\�JMQVO�\PMZM�_PMV�
someone is having a tough time, of  trying something tough, giving 
\PMU�I�JQ\�WN �»ZI�ZI¼�[W�\PI\�\PMa�NMMT�WSIa�IJW]\�\PM�NIK\�\PI\�\PMa�
are in this together.

For Danni, who we met earlier in this chapter, her colleague’s 
compassion for the bind she was in and supportive approach 
enabled her to stay in a learning space, rather than give up. When 
XMWXTM�\ISM�I�ZQ[S�_Q\P�MIKP�W\PMZ��\PMZM¼[�^]TVMZIJQTQ\a�\W�[]XXWZ\��
?M�KIV�UISM�Q\�[INM�\W�JM�^]TVMZIJTM��WZ�]V[INM��1V^]TVMZIJQTQ\a�Q[�I�
facade that we put up, which railroads our learning and creates an 
QVI]\PMV\QK�IXXZWIKP�\W�W]Z�_WZS�

�ŚĂůůĞŶŐĞƌ

+PITTMVOQVO�\PQVSQVO�\PZW]OP�ZWJ][\�LQ[K][[QWV�Q[�M[[MV\QIT�\W�OZMI\�
collaboration and creativity. Challenging our reasoning elevates us 
out of  the ordinary. Exploring our beliefs is an important part of  a 
collaborative learning process. Authentic collaboration is learning 
out loud so articulating our assumptions, and challenging our 
\PQVSQVO�_Q\P�MIKP�W\PMZ��UW^M[�][�\W�I�[XIKM�WN �LMMXMZ�TMIZVQVO�

How to get started

�Ğ�ƉƌĞƉĂƌĞĚ�ƚŽ�ĂƐŬ�ĨŽƌ�ŚĞůƉ

;WUM\QUM[�_M�LWV¼\�[MM�\PI\�Q\¼[�W]Z�\PQVSQVO�\PI\¼[�SMMXQVO�][�[\]KS��
?M�_WZZa�_PI\�_M¼TT� TWWS�TQSM��\PI\�_M¼TT� TWWS�TQSM�_M¼ZM�NIQTQVO��WZ�
]VIJTM� \W� LW� \PM� \ZQKSa� ��ٺ[\] 1V� ZMITQ\a�� KWTTMIO]M[� IZM�UWZM� \PIV�
PIXXa� \W� PMTX��<MI[QVO� W]\� \PQVSQVO� I[� I� \MIU� KIV� JM� QVKZMLQJTa�
TQJMZI\QVO�� I[� _MTT� I[� I� OZMI\� JWVLQVO� M`MZKQ[M�� 1\� \ISM[� I_Ia� \PM�
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subjective, ‘You’re wrong,’ approach and says, ‘What if  we thought 
LQٺMZMV\Ta'�?PI\�UQOP\� \PQ[� TWWS� TQSM'�?PI\� IZM� \PM� I[[]UX\QWV[�
that we have?’ 

�Ğ�ŽŬĂǇ�ǁŝƚŚ�ĚŝƐĐŽŵĨŽƌƚ

Discomfort is a sign of  stretch and growth. It’s the learning zone 
where we build our capabilities. Recognising discomfort as a 
learning opportunity builds self-awareness. It helps us stay out of  
\PM�JTIUM[�IVL�R][\QÅKI\QWV[�_PMV�[WUMWVM�Q[�\ZaQVO�\W�[MM�I�VM_�
path. Feeling uncomfortable is a great physical reaction that shows 
that there’s learning going on.

�Ğ�ĐƵƌŝŽƵƐ͘�WƌĂĐƟĐĞ�^ŚŽƐŚŝŶ

In a collaborative inquiry space, investigate and explore before 
KWUQVO�]X�_Q\P�IXXZWIKPM[�\PI\�UQOP\�_WZS��»1VY]QZa¼�Q[�\PM�KZQ\QKIT�
_WZL� PMZM��?M� _IV\� \W� \M[\� W]Z� \PQVSQVO� QV� I� [INM� IVL� WJRMK\Q^M�
MV^QZWVUMV\��<ISM�WV�\PM�;PW[PQV�IXXZWIKP�WN �\PQVSQVO�I[�QN �aW]�
were beginners at what you do. What if ? How could we? What 
_W]TL� PIXXMV� QN � ���� '� 1[� Q\� XW[[QJTM'�?PI\� _W]TL� _M� ÅVL'�?PI\�
\PQVSQVO� KW]TL�_M�][M� PMZM'�4MIZV� NZWU�MIKP�W\PMZ¼[� M`XMZQMVKM��
Tell me how? What made you try? What was your approach when? 
?PI\�_WZSML�JM[\�QV�\PI\�[Q\]I\QWV'�
Modelling excellence is another way that we can be curious, and 
IQU�NWZ�M`\ZIWZLQVIZa�TMIZVQVO��4WWS�I\�\PM�XMWXTM�_PW�IZM�KZMI\QVO�
success. What are they doing? How could we approach that and try 
that ourselves? What is that we can learn from them? 



Chapter summary

We need to get better at learning 
together if we want to collaborate. 

The tribe that learns together wins the game. With no learning, 
there is no growth, and discomfort equals growth.
Imagine if  your teams were buzzing with the challenge, and 
supercharged by learning with and from each other? Imagine if  the 
environment was one of  lifting each other up to even better heights? 
1UIOQVM�QN �XMWXTM�LQLV¼\�[Pa�I_Ia�NZWU�VW\�SVW_QVO��1N �\PMa�[I\�_Q\P�
IUJQO]Q\a�IVL�[IQL��»1�LWV¼\�SVW_��?PI\�LW�aW]�\PQVS'¼�ZI\PMZ�\PIV�
hanging onto a veneer of  being right. What sort of  extraordinary 
_WZS�KW]TL�aW]�LW�QN �\PM�TMIZVQVO�bWVM�_I[�aW]Z�XZMNMZZML�XTIKM�\W�
be?

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
If  learning is critical to collaboration, innovation and challenging 
the status quo, how do we even create the environment where people 
IZM�_QTTQVO�\W�\ISM�ZQ[S[��JM�^]TVMZIJTM��IVL�[PW_�]X�ZMILa�\W�TMIZV'�
We need the super glue that will give us the cohesion to create a 
thriving team learning environment. 

tĞ�ŶĞĞĚ�ƚŚĞ�ŐůƵĞ�ŽĨ�ƚƌƵƐƚ͘
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A litte segue before 
launching into part three.

tŚĂƚ Ɛ͛�ƚƌƵƐƚ�ŐŽƚ�ƚŽ�ĚŽ�ǁŝƚŚ�ŝƚ͍
1�IU� NWZ\]VI\M� \W�_WZS�_Q\P�WZOIVQ[I\QWV[� \ZaQVO�PIZL� \W�ÅVL� \PM�
ZQOP\� ZMKQXM� NWZ� NWZ_IZL� UWUMV\]U�� <PM� JZISM� WV� UWUMV\]U�
WN\MV�KWUM[�LW_V�\W�\PQ["�XMWXTM�NMMT�I�TIKS�WN �\Z][\��-^MV�QN �Q\�Q[�\PM�
processes not being quite right, the product not meeting customer 
needs, or the strategy missing the boat, underneath all that, the 
\PQVO�SMMXQVO�\PMU�QV�I�PWTLQVO�XI\\MZV�Q[�I�TIKS�WN �\Z][\�

7N\MV�Q\¼[�I�TIKS�WN �\Z][\�QV�\PM�TMILMZ[PQX��)�NMMTQVO�WN �»][¼�IVL�»\PMU¼#�
of  hidden agendas and a general unsafe feeling; of  not wanting to 
WXMV�W]Z�UW]\P[�QV�KI[M�Q\�OM\[�][ML�IOIQV[\�][#�WN �TMILMZ[�\ISQVO�\PM�
KZMLQ\�NWZ�PIZL�_WZS�_M¼^M�LWVM��WZ�OZMI\�QLMI[�_M¼^M�PIL#�WN �[MMQVO�
leaders sabotage each other to get ahead. Just as frequently, it’s also 
IJW]\�I�TIKS�WN �\Z][\�QV�MIKP�W\PMZ�

8MWXTM�PI^M�OZMI\�ZMTI\QWV[PQX[�W]\�WN �\PM�_WZSXTIKM��.WZ�[WUM�ZMI[WV��
_M¼̂ M�[M\�]X�QV�W]Z�_WZS�MV^QZWVUMV\�\PM�QLMI�\PI\�_PMV�_M�_ITS�QV\W�
\PM�NZWV\�LWWZ��_M�JMPI^M�LQٺMZMV\Ta��?Q\PW]\�\PM�ZQOP\�MV^QZWVUMV\�
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IVL�KWVVMK\QWV��_M�SMMX�I�LQ[\IVKM�NZWU�WVM�IVW\PMZ��?M�TW[M�W]Z�
authenticity. And when we lose our authenticity, we lose trust. People 
IZM�LQ[\Z][\N]T�WN �[]XMZÅKQIT��IZ\QÅKQIT�ZMTI\QWV[PQX[��*]\�_M¼̂ M�JMKWUM�
IKK][\WUML�\W�\PI\�JMQVO�\PM�_Ia�WN �\PM�_WZTL�QV�\PM�_WZSXTIKM��)VL�
Q\¼[�UISQVO�][�UWZM�]VPIXXa�IVL�LMUW\Q^I\ML�\PIV�M^MZ�JMNWZM�

4IKS�WN � \Z][\�KWUM[�LW_V�\W�XMWXTM�X]\\QVO�UWZM�\QUM�IVL�NWK][�
WV�\I[S[�\PIV�ZMTI\QWV[PQX[��<Z][\�[XZQVO[�NZWU�M^MZaWVM�QV�\PM�\MIU�
seeing that part of  their role is to create bonds with each other; to 
[\MX�W]\�WN �[MTN �IVL�KWVVMK\�_Q\P�W\PMZ�XMWXTM�\PI\�\PMa�_WZS�_Q\P��
That is what elevates teams to real tribes.

<PM� \Q\TM� WN � \PQ[� JWWS� OQ^M[� I� PQV\� WN � \PM� LQٻK]T\a� QV� QLMV\QNaQVO�
the intangibles of  collaboration, connection and learning, and the 
strength they bring. Glue, when it brings two or more elements 
together sets into an invisible force. It is hard to see yet its power is 
felt. Because it is not a hard measure, many of  our executives don’t 
_IV\�\W�SVW_�IJW]\�Q\��)VL�aM\�_Q\PW]\�\PI\�QV^Q[QJTM�OT]M��_M�NITT�
apart. Fortunately, the latest research shows it does impact hard 
UMI[]ZM[��<PZW]OPW]\�\PQ[�JWWS��ZM[MIZKP�XWQV\[�W]\�\PM�MٺMK\�WN �
these elements on the bottom line, talent retention and innovation. 
Exciting research into trust contributes to the case for companies to 
spend time building trust.

dŚĞ�ĞůĞŵĞŶƚƐ�ŽĨ�ƚƌƵƐƚ
.WZ�OT]M�\W�_WZS��_M�VMML�\_W�UIRWZ�NWZKM["�WVM�Q[�ILPM[QWV��IVL�\PM�
W\PMZ�WVM�Q[�KWPM[QWV��<PM�_Ia�_I\MZ�_WZS[�Q[�I�OWWL�_Ia�\W�M`XTIQV�
\PM[M�KWVKMX\[��+WPM[QWV�Q[�_PMV�UWTMK]TM[�KWVVMK\�\W�TQSM�UWTMK]TM[��
<PQVS�WN � ZIQV� NITTQVO� NZWU�\PM� [Sa��+WPM[QWV�SMMX[� \PM�XIZ\QKTM[�WN �
_I\MZ�\WOM\PMZ��?PMV�\PMa�[\QKS�\WOM\PMZ��\PMa�NWZU�I�LZWXTM\��
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)LPM[QWV� Q[� IJW]\� [\QKSQVO� \W� IVW\PMZ� \PQVO� ·� _PMV� WVM� \aXM� WN �
UWTMK]TM�KWVVMK\[�\W�IVW\PMZ�\PI\�Q[�LQٺMZMV\��?PMV�\PM�LZWXTM\[�PQ\�
W]Z�_QVLW_��IVL�\PM�_I\MZ�KWVVMK\[�_Q\P�\PM�OTI[[��ILPM[QWV�SMMX[�
\PM�ZIQVLZWX[�[\]KS�WV�\PM�_QVLW_��<PMa�NITT�_PMV�\PMa�JMKWUM�\WW�
heavy for the adhesion to hold.

1V�\PQ[�TI[\�[MK\QWV�WN �\PM�JWWS��_M¼TT�JM�TWWSQVO�I\�\PM�\PZMM�KZQ\QKIT�
elements of  glue that will give you the adhesion and cohesion you 
need to create high trust. Trust that will see you through challenging 
\QUM[�IVL�NIJ]TW][�\QUM[��?M�_QTT� TWWS�I\�\PM�ILPM[Q^M�WN �X]ZXW[M�
and the bond of  cohesive relationships.

The latest research on the brain shows clearly that when we feel 
\Z][\��KPMUQKIT[�[]KP�I[�LWXIUQVM�IVL�W`a\WKQV�ZQ[M�QV�\PM�LQٺMZMV\�
ZMOQWV[� WN � W]Z� JZIQV��7`a\WKQV� TWWS[� \W� XTIa� I� JQO� XIZ\� WN � [WKQIT�
bonding and empathy. When this neurochemistry in the brain 
Q[� IK\Q^I\ML�� Q\� [MMU[� \PI\� \PM� XZMNZWV\IT� KWZ\M`� _WZS[� NIZ� UWZM�
MٺMK\Q^MTa�� <PM� XZMNZWV\IT� KWZ\M`� Q[� \PM� M`MK]\Q^M� N]VK\QWV� WN � \PM�
brain. When we’re operating in this part of  the brain and in this 
trusting state, we’re able to problem-solve, collaborate, have empathy 
IVL�\PQVS�ZI\QWVITTa��1\¼[�_PMZM�_M�IKKM[[�W]Z�PQOPMZ�WZLMZ�\PQVSQVO��
?PMV�_M�IZM�QV�I�NMIZ�[\I\M��_M�[P]\�LW_V�W]Z�\PQVSQVO�IVL�UW^M�
to a survival mode instead.

<PMZMNWZM��_PMV�_M�\Z][\��_M�_WZS�JM\\MZ��?PMV�_M�IZM�KWVÅLMV\��
we’re able to dig deep into how to solve the problems that are facing 
us. When we distrust, on the other hand, we retreat from this part of  
our brain and are driven far more by the limbic brain, the emotional 
[MI\�WN �W]Z�JZIQV��<PZMI\�IVL�NMIZ�ZQ[M��IVL�_M�ÅVL�Q\�NIZ�PIZLMZ�\W�
_WZS�\W�W]Z�N]TT�XW\MV\QIT��<Z][\�Q[�I�KZQ\QKIT�MTMUMV\�\W�MVIJTM�][�\W�
N]TÅT�W]Z�XW\MV\QIT��
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8I]T�BIS� the founding director of  the Center for Neuroeconomics 
Studies and the author of, Trust Factor: The science of  creating high-
performance companies, ������PI[�LWVM�I�[QOVQÅKIV\�IUW]V\�WN �ZM[MIZKP�
W^MZ� LMKILM[� WV� \PM� LQٺMZMVKM� JM\_MMV� TW_�\Z][\� IVL� PQOP�\Z][\�
companies. He and his colleagues use neuroscience as a base of  this 
QV^M[\QOI\QWV�� <PMa� PI^M� [WUM� []ZXZQ[QVO� ÅVLQVO[�� I[� ZMXWZ\ML� QV�
Harvard Business Review, ‘The Neuroscience of  Trust’, January 2017.

WĂƵů��ĂŬ͛Ɛ�ĮŶĚŝŶŐƐ�ƐŚŽǁ͗

74% less stress 

14% less burnout

ϭϯй�ůĞƐƐ�ƐŝĐŬ�ĚĂǇƐ

ϳϲй�ŵŽƌĞ�ĞŶŐĂŐĞŵĞŶƚ�

Ϯϵй�ŵŽƌĞ�ƐĂƟƐĨĂĐƟŽŶ�ǁŝƚŚ�ƚŚĞŝƌ�ůŝǀĞƐ�

ϭϬϲй�ŵŽƌĞ�ĞŶĞƌŐǇ

ϱϬй�ŚŝŐŚĞƌ�ƉƌŽĚƵĐƟǀŝƚǇ

ŝŶ�ŚŝŐŚͲƚƌƵƐƚ�ĐŽŵƉĂŶŝĞƐ�ĐŽŵƉĂƌĞĚ�ƚŽ�ůŽǁͲƚƌƵƐƚ�ĐŽŵƉĂŶŝĞƐ͘�

This is a game changer for us. Through neuroscience research, 
we can see that connection between people, and the trust we build 
between people, is a critical element of  success.

What this science helps us to understand is that here lies our focus. 
1\¼[� VW� TWVOMZ� IVa� ][M� \W� TWWS� [WTMTa� \W� [\ZI\MOa�� WZ� \I[S� \W�UISM�
change. We must focus on how our people connect, both to what 
\PMa�IZM�LWQVO��\PMQZ�LIa�\W�LIa�\I[S[��IVL�\W�MIKP�W\PMZ��
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.QVLQVO� \PM� SMa[� \W� \Z][\�_QTT� PMTX� VM_�UMUJMZ[� KWUM� QV\W� aW]Z�
tribe and become high-performers fast. It will help you connect with 
aW]Z�K][\WUMZ[�IVL�KZMI\M�TWaIT\a��IVL�QVKZMI[M�aW]Z�UIZSM\��1\�_QTT�
create the environment where you become an employer of  choice. 
<PM�JM[\�XMZNWZUQVO�[\Iٺ�IZM�TWWSQVO�NWZ�_WZSXTIKM[�_PMZM�\PMZM�Q[�
[\ZWVO�\Z][\�JMKI][M�X]ZXW[M�IVL�N]TÅTUMV\�IZM�\PMQZ�LZQ^QVO�NIK\WZ[�

dŚĞ�ŐůƵĞ�ŽĨ�ƚƌƵƐƚ
<PM[M�QLMI[�IZM�[W�QUXWZ\IV\�IVL�[W�KMV\ZIT�\W�Ua�_WZS�\PI\�1�KZMI\ML�
a model to help you visualise trust, understand the components that 
UISM� Q\�]X��IVL�]VTWKS� \PM� [MKZM\� \PI\�KZMI\M[� Q\��<PMZM�IZM� \PZMM�
elements in the Glue of  Trust model: connection, compassion, 
conversation.

Connection Conversation

DeepUnderstanding
Compassion

Bond

Collective Purpose

Trust



1V�\PQ[�[MK\QWV��_M�_QTT�TWWS�LMMXTa�I\�MIKP�WN �\PM[M�MTMUMV\[��[\IZ\QVO�
with connection.

AW]�LM[MZ^M� \W�_WZS� QV� IV� MV^QZWVUMV\� WN � \Z][\��)VL��_PMV� aW]�
can bring those three elements together, you will have a bond with 
your team, a thorough understanding of  each other and, most 
importantly, a sense of  shared, collective purpose. 

That’s what builds trust – and that’s what builds 21st-Century Tribes.



7Connection
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�ŽŶŶĞĐƟŽŶ
I love eating in restaurants. It’s one of  my favourite pastimes. I enjoy 
[Q\\QVO�IVL�MI\QVO�QV�I�XTIKM�_PMZM�\PM�_IQ\�IVL�SQ\KPMV�[\Iٺ�IVL�IZM�
just as passionate about the food and the service as the owners are.  
1\�[PW_[�LWV¼\�aW]�\PQVS'�<PM�_Ia�\PMa�_MTKWUM�aW]�I[�aW]�MV\MZ��
\PM�QV\MZIK\QWV�I\�\PM�\IJTM�I[�aW]�TWWS�I\�\PM�UMV]��\PM�KIZM�\PMa�\ISM�
_Q\P�\PM�LMTQ^MZa�WN �UMIT[��:M[\I]ZIV\[�_Q\P�WXMV�SQ\KPMV[�IT_Ia[�
NI[KQVI\M�UM��?I\KPQVO�KPMN[�_PW�_WZS�QVKZMLQJTM�PW]Z[�KWV\QV]ITTa�
XTI\M�]X�UMIT[�\PI\�LMTQOP\�\PM�LQVMZ�Q[�TQSM�_I\KPQVO�IV�WZKPM[\ZI�I\�
_WZS��1V�[WUM�WN �\PM�NZMVM\QK�)[QIV�K]Q[QVM�XTIKM[�1�MVRWa�UW[\��Q\¼[�
TQSM�_I\KPQVO�I�ZWKS�JIVL�XMZNWZUQVO�

One of  my good friends, Ben Cooper, is Executive Chef  at the 
Lucas Group. Their ‘mothership’ restaurant is Chin Chin, one 
of  the most successful and delicious restaurants in Melbourne.  
1�_WZSML�_Q\P�*MV�aMIZ[�IOW�QV�IVW\PMZ�ZM[\I]ZIV\��-^MV�JIKS�\PMV�
PM�KWWSML�_Q\P�ITT�\PQ[�PMIZ\�IVL�[W]T��0Q[�KWVVMK\QWV�\W�PQ[�PQOPMZ�
purpose is so strong that it drives him to create amazing dishes that 
PM�Q[�ZMVW_VML�NWZ��0M�Q[�KWUUQ\\ML�\W�PQ[�[\Iٺ�IVL�PMTXQVO�\PMU�
LMTQ^MZ�NWWL�\PI\�\PMa�IZM�XZW]L�WN��1�\ITSML�_Q\P�*MV�IJW]\�\Z][\�IVL�
creating successful tribes (something the Lucas Group appears to be 
PQOPTa�ILMX\�I\	��I[�1�_I[�ZM[MIZKPQVO�\PQ[�JWWS��1�I[SML�PQU�_PI\�
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some of  his secrets were to build trust and connection to purpose 
QV�PQ[�[\I��0ٺM�[IQL�\PI\�MIZTa�WV�QV�PQ[�KIZMMZ�I[�I�[MVQWZ�KPMN��PM�
PIL�JMMV�»\MIZQVO�[\ZQX[¼�Wٺ�I�R]VQWZ�KPMN �_PW�PIL�UILM�I�UQ[\ISM��
0M�[\WXXML�[PWZ\�QV�\PM�UQLLTM�WN �Q\��IVL�Q\�[\Z]KS�PQU�\PI\�QN �NWWL�
KWWSML�_Q\P� TW^M� Q[� \PM�JM[\� NWWL�� \PMV� NWWL�XZWL]KML�_Q\P�IVOMZ�
is the opposite. This realisation was a major driver to him focusing 
_Q\P�TW^M�ZI\PMZ�\PIV�NZ][\ZI\QWV�WV�PQ[�[\Iٺ��?Q\P�PQ[�_WZL[�IVL�PQ[�
actions, he was more purposeful about building others up rather 
than tearing them down. It was aligning his purpose as a chef  to his 
purpose as a leader of  his tribe.

When you eat at a restaurant where the food and service are driven 
by love for what they are creating, it is an experience that brings you 
JIKS�IOIQV�IVL�IOIQV��?PMV�aW]�IZM� \PM� ZMKQXQMV\�WN � \MIU[�_PW�
have spent time getting very clear on WHY they are there and HOW 
they connect to achieve that – the experience for the customer is one 
WN �LMTQOP\��IVL�WN �\PM�\ZQJM�Q[�WVM�WN �LMMX�N]TÅTUMV\�

�ŽŶŶĞĐƚ�ƋƵŝĐŬůǇ
1V� �!��� *Z]KM�<]KSUIV� KZMI\ML�_PI\� Q[� IٺMK\QWVI\MTa� SVW_V� I[�
the ‘Orming model’. This model is still used around the world and 
is a useful lens to see teams through. The model begins with teams 
coming together and ‘forming’. They move through the stages of  
storming, norming, and performing. Trust builds through a cycle, as 
do the team norms of  behaviour. For some organisations, they stay 
[\]KS�QV�[\WZUQVO�IVL�VM^MZ�UW^M�W]\�WN �Q\��1¼^M�_WZSML�_Q\P�\MIU[�
that have been storming for 20 years! Instead of  perturbating for a 
while sorting out dynamics and moving to norming, they are held 
there by unprofessional behaviour. Behaviour ignored is behaviour 
KWVLWVML��[W�\PM�\MIU�ZMUIQV[�[\]KS��7Z�\MIU[�PMIL�JIKS�\W�NWZUQVO�
as soon as new people join, and go through the whole process again. 
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We no longer have the luxury of  time to sit in re-forming. Getting 
people inducted, feeling safe, valued and connected to the purpose 
IVL�QVLQ^QL]IT[�QV�\PM�\MIU�UW^M[�\PMU�Y]QKSTa�IZW]VL�\PM�KaKTM�� 
)[�UWZM� ÆM`QJTM� \MIU�UMUJMZ[PQX� JMKWUM[� \PM� VWZU�� _M� VMML�
high performance to be the default, rather than having to constantly 
OW�JIKS�\W�\PM�JMOQVVQVO�[\IOM[�WN �NWZUQVO�

�ŽŶŶĞĐƚ�ƚŽ�ƉƵƌƉŽƐĞ
When we build a strong connection, we increase the engagement of  
W]Z�\MIU��7]Z�\MIU�NMMT[�\PI\�_M¼ZM�_WZSQVO�\WOM\PMZ�WV�IKPQM^QVO�
the collective purpose, and willing to shift and leave the status quo 
to get to that higher purpose. We become galvanised around it.  
?M�[\IZ\�\W�[MM�\PM�KWVVMK\QWV�JM\_MMV�W]Z�_WZS�IVL�\PI\�X]ZXW[M��
?M�UISM�KWV[KQW][�LMKQ[QWV[�JI[ML�WV�\PI\�MVL�OWIT��

The main game is to move together to this purpose. If  people are all 
PMILQVO�QV�LQٺMZMV\�LQZMK\QWV[��Q\�LQT]\M[�\PM�WXXWZ\]VQ\a�\W�OM\�\PMZM��
Whereas if  we bring people together heading in the same direction, 
the momentum built is far stronger. The chances of  getting there 
become higher and the speed faster.

^ƉĞŶĚŝŶŐ�ƟŵĞ�ĐƌĞĂƟŶŐ�ĂŶĚ�ĂƌƟĐƵůĂƟŶŐ�
ŽƵƌ�ƉƵƌƉŽƐĞ�ŝƐ�ƟŵĞ�ǁĞůů�ƐƉĞŶƚ͘�/ƚ�ĨŽƌŵƐ�
ƚŚĞ�ŐůƵĞ�ŽĨ�ƚƌƵƐƚ�ƚŚĂƚ�ĞŶŐĂŐĞƐ�ƉĞŽƉůĞ� 

ǁŝƚŚ�ƚŚĞ�ǁŽƌŬ͘�

1\�PMTX[�][� \W� QUXTMUMV\�UMIVQVON]T� KPIVOM�IVL�ÅVL�UMIVQVON]T�
X]ZXW[M�QV�W]Z�_WZS��?PMV�XMWXTM�KWVVMK\�_Q\P�\PMQZ�PMIZ\[��\PMQZ�
mind follows. It’s no longer enough to tell people what they must do. 
They need to feel it with their whole body. 
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4IKS�WN �]VLMZ[\IVLQVO�IZW]VL�X]ZXW[M� KIV� TMIL� \W�LMUW\Q^I\QWV�
IVL�MUW\QWVIT�LM\IKPUMV\��_PQKP�TMIL[�\W�I�LQ[MVOIOML�_WZSNWZKM��
The Chartered Institute of  Personnel and Development, CIPD 
UK, sharing research in their 2010 report Shared Purpose – the Golden 
Thread found that organisations with a shared purpose outperform 
those with none. The time we put in here is relevant to the bottom 
TQVM�� 1\� [PW_[� ]X� QV� \PM� XMZKMQ^ML� »[WN\MZ¼�UMI[]ZM[� WN � _WZSNWZKM�
engagement and morale, but it also impacts on the hard measures 
of  the bottom line as well. The lines of  people waiting to get into 
Chin Chin every day and night are qualitative proof  of  that. 

�ŽŶŶĞĐƚ�ĨĂƐƚ�ĂŶĚ�ǇŽƵ�ǁŝůů�͚ĨƵƚƵƌĞͲƉƌŽŽĨ͛
.]\]ZM�XZWWNML�WZOIVQ[I\QWV[�IZM�UWZM�ÆM`QJTM��.TM`QJQTQ\a�UMIV[�
_M�KIV�UW^M�XMWXTM�[W�\PI\�_M�\IX�QV\W�\PM�[SQTT[�XIZ\QK]TIZ�XZWRMK\[�
UIa�VMML��<MIU[�IZM�KPIVOQVO�UMUJMZ[PQX�UWZM�Æ]QLTa��/M\\QVO�
people clear on their purpose for being there and who they’re 
_WZSQVO�_Q\P� MVIJTM[� \PMU� \W� J]QTL� \Z][\� I[� Y]QKSTa� I[� XW[[QJTM��
We haven’t got the luxury that we used to of  having a long time to 
J]QTL�ZMTI\QWV[PQX[��OM\�\W�SVW_�MIKP�W\PMZ�_MTT�IVL�KWV[\Z]K\�\PM�
norms of  the team. 

�ŝƐĞŶŐĂŐĞŵĞŶƚ�ŝƐ�ŚƵƌƟŶŐ�ƵƐ�Ăůů
Research shows that disengagement costs us huge amounts of  
money; it also costs society through unhappiness and disconnection. 
?PMV� XMWXTM� IZM� LQ[MVOIOML� IVL� ]VPIXXa� I\� _WZS�� \PMa� KIZZa�
\PI\�JIKS� QV\W� \PMQZ�XZQ^I\M� TQ^M[��5WZM�XMWXTM� [PW_� \PI\� \PMa¼ZM�
NMMTQVO� W^MZ_PMTUML�� W^MZ_WZSML�� IVL� ]VLMZIXXZMKQI\ML� QV�
\PM� _WZSXTIKM�� <PQ[� Q[� KWV\ZQJ]\QVO� \W� I� _QLMZ� [W]ZKM� WN � [WKQIT�
Q[WTI\QWV�IVL�LQ[KWVVMK\QWV��KTMIZTa�TQVSML�\W�IV�QVKZMI[ML�J]ZLMV�
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of  disease and ill health. ‘Blue Monday’ is now a term used to 
ZMÆMK\�\PM�NMMTQVO�WN �LZMIL�UIVa�XMWXTM�PI^M�OWQVO�JIKS�\W�_WZS�
IN\MZ�\PM�_MMSMVL�

dŚƌĞĞ�ŝŶƚŽ�ŽŶĞ�ĞƋƵĂůƐ�ƐƵĐĐĞƐƐ
7^MZ� \PM� TI[\� aMIZ�� 1¼^M� JMMV�_WZSQVO�_Q\P� \PZMM� [UITT� [KPWWT[� QV�
a regional town. Those schools have been going for a long time.  
In fact, one of  them has been going for 150 years. They are all 
moving to become a new school the following year, amalgamating 
WV�I�VM_�[Q\M�_Q\P�I�JZIVL�[XIVSQVO�VM_�[KPWWT��)\�\PM�[\IZ\�WN �\PM�
process, there were three very separate tribes. These tribes had their 
W_V�_Ia[�WN �_WZSQVO��-^MV�\PW]OP�\PMa�IZM�ITT�XTIKM[�WN �ML]KI\QWV��
\PM�_Ia�\PI\�\PMa�_WZS�_I[�MV\QZMTa�LQٺMZMV\�

There was also a sense for some, of, ‘This is our school, and we don’t 
want to become part of  another school’. We had the challenge of  
creating a new tribe. 

*MNWZM�W]Z�ÅZ[\�LIa�ITT�\WOM\PMZ��1�_MV\�IZW]VL�\W�\PM�\PZMM�[KPWWT[��
and we did a large journey map of  their story. What were the 
IKPQM^MUMV\['�?PI\�_MZM�\PM�[QOVQÅKIV\�\PQVO[�\PI\�PIL�PIXXMVML�
to them in their history? What was it that they had learned? What 
were the things that they were most proud of ? What is it that made 
them uniquely ‘them’? We charted it up on big sheets of  paper. 
<PQ[�XZWKM[[�IT[W�OI^M�UM�IV�WXXWZ\]VQ\a�\W�OM\�\W�SVW_�\PM�\PZMM�
LQٺMZMV\�OZW]X[�\PI\�1¼L�JM�_WZSQVO�_Q\P�\PZW]OP�\PM�aMIZ��

7]Z� ÅZ[\� LIa� ITT� \WOM\PMZ� _I[� \W� LW� ^Q[QWV� IVL� X]ZXW[M� _WZS� \W�
[M\� \PM� [KMVM��?Q\P�UIVa� XMWXTM� VW\� SVW_QVO� MIKP� W\PMZ�� Q\� _I[�
important that people connected and that we created a sense of  
the vision of  the new school and what purpose did we want as a 



170

GLue

new tribe. Our day together began with us spending time sharing 
\PW[M� [\WZQM[��<PM�OZW]X[�JZWSM� QV\W� [UITTMZ� \MIU[�UQ`ML� NZWU�\PM�
three schools. Everyone went outside under the trees, sat around and 
[PIZML�\PMQZ�[\WZQM[�IVL�I[SML�Y]M[\QWV[�WN �MIKP�W\PMZ��?M�LQL�I�TW\�
of  discussion about trust and the neuroscience of  trust. We discussed 
how we could short circuit the journey to a connected tribe.

^ĞĞŝŶŐ�ŽƵƌƐĞůǀĞƐ�ĂƐ�ƉĂƌƚ�ŽĨ�ƚŚĞ�ƚƌŝďĞ

Throughout the day we continued to have conversations about the 
purpose and the vision of  the school. What was it we were trying 
to create for the students? How did we want to ‘be’ in our new  
school? How do we involve our community? That sense of  tribe 
started to occur where people no longer saw themselves simply as 
from their previous school but as a contributing member of  the 
creation of  the new school.

If  the people at each school had not committed to spending that 
time, connecting to their vision and purpose of  the new school, 
and connecting deeply as people, the challenging journey would be 
much harder. 

�ŽŶŶĞĐƚ�ĂƐ�Ă�ƚĞĂŵ�ƚŽ�ƚŚĞ�ŚŝŐŚĞƌ�ƉƵƌƉŽƐĞ�ŽĨ� 
ƚŚĞ�ǁŽƌŬ
The need for purpose drives human beings. People who turn up to 
_WZS�M^MZa�LIa�_Q\PW]\�I�KTMIZ�[MV[M�WN �\PMQZ�X]ZXW[M�NMMT�]VN]TÅTTML��
As a team, as a tribe, for us to sit down and articulate our mission is 
I�][MN]T�IK\Q^Q\a�\W�]VLMZ\ISM��)VL�Q\�VMML[�\W�JM�I�X]ZXW[M�\PI\�Q[�
VW\�XZWÅ\�LZQ^MV�
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<PM�ZMI[WV�XMWXTM�OW�\W�_WZS�Q[�VW\�UMZMTa�\W�KZMI\M�LQ^QLMVL[�NWZ�
shareholders. It creates great cynicism and disconnect. People are 
becoming more concerned with the rate of  consumerism and the 
LZQ^M�\W�UISM�UWZM�UWVMa��<PM�,MTWQ\\M�5QTTMVVQIT[�;]Z^Ma������
of  7,700 millennials surveyed globally states that almost 9 in 10, 
87%, believe that the success of  the business should be measured 
QV�UWZM�\PIV�R][\�Q\[�ÅVIVKQIT�XMZNWZUIVKM��1\�IT[W�NW]VL�\PI\�\PW[M�
TQSMTa�\W�ZMUIQV�\PM�TWVOM[\�[PIZM�\PMQZ�WZOIVQ[I\QWV¼[�^IT]M�IVL�IZM�
UWZM�[I\Q[ÅML�_Q\P�Q\[�[MV[M�WN �X]ZXW[M�IVL�[]XXWZ\�WN �XZWNM[[QWVIT�
development. 

Some examples of  company purpose:
  
IAG Insurance"� »?M�PMTX�XMWXTM�UIVIOM� ZQ[S�IVL�ZMKW^MZ� NZWU�
the hardships of  unexpected loss.’

Patagonia outdoor clothing and gear: ‘Build the best product, 
cause no unnecessary harm, use business to inspire and implement 
solutions to the environmental crisis.’

IKEA: ‘To create a better everyday life for people.’

As a team, also have your own purpose. For example, an internal 
LI\I� \MIU¼[� X]ZXW[M� UQOP\� JM"� »0MTXQVO� W]Z� \MIU[� UISM� OZMI\�
LMKQ[QWV[¼�� <PQVS� IJW]\� \PM� ZWTM� \PM� \MIU� XTIa[� IVL� \PM� QUXIK\�
it has. My suggestion is not to get bogged down in long-winded 
mission statements that have everyone snoozing before the end of  
\PM�ÅZ[\�XIZIOZIXP��)�[PWZ\��[VIXXa�X]ZXW[M�[MV\MVKM�\PI\�[QVO[�_QTT�
LW�\PM�\ZQKS�
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Examples of  team purpose:

Alcohol tobacco and other drugs therapeutic counselling 
team:�»0MTXQVO�XMWXTM�ÅVL�\PMQZ�^WQKM�¼

0W[XQ\IT� NWWL� [MZ^QKM" ‘Providing nutritious and tasty food to 
help people recover well.’

*][QVM[[� ^IT]I\QWV� \MIU� QV� I� \WX�\QMZ� IKKW]V\QVO� ÅZU" 
‘Giving legally and ethically sound advice for our clients’ best 
ÅVIVKQIT�W]\KWUM�¼

The role of  those purpose statements is to inspire us. It’s to get our 
heads up to say, ‘We do have an important mission here, so let’s not 
be mediocre about it. Let’s not be happy with the status quo if  we’re 
VW\�UMM\QVO�Q\��4M\¼[�_WZS�\WOM\PMZ�¼�AW]¼^M�OW\�\W�PI^M�I�KWTTMK\Q^M��
to get collective purpose happening. 

Find your why
;QUWV�;QVMS�JMKIUM�_MTT�SVW_V�\PZW]OP�PQ[�<-,�<ITS�»;\IZ\�_Q\P�
?Pa¼�I[�JMQVO�\PM�O]Z]�WN �X]ZXW[M��0Q[�� �UQV]\M����!�<-,�<ITS�
is some of  the best minutes a team can use to set their sights on 
crafting their vision and purpose. It helps us to understand how 
QUXWZ\IV\�\PM�_Pa�Q[�NWZ�W]Z�UW[\�XZQUQ\Q^M�JZIQV��\PM�WVM�\PI\�[MMS[�
I�X]ZXW[M��\PM�WVM�\PI\�[MMS[�\W�]VLMZ[\IVL�_PI\¼[�QUXWZ\IV\�\W�][�
at our very core. 

<PM�Å^M�_Pa[�KIV�JM�I�][MN]T�_Ia�NWZ�I�\MIU�\W�ÅVL�\PMQZ�PQOPMZ�
X]ZXW[M��<PM�Å^M�_Pa[�IZM�WN\MV�][ML�QV�J][QVM[[�\W�LZQTT�LW_V�QV\W�
ZWW\� KI][M� IVITa[Q[� IZW]VL� IV� Q[[]M�� 1� TQSM� \W� ][M� \PMU� NWZ� \MIU[�
\W�TQN\�\PMQZ�MaM[�]X�·�QV�\PM�W\PMZ�LQZMK\QWV��?PMV�aW]�TWWS�I\�\PM�
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UIRWZ�OWIT�WZ�UQ[[QWV�aW]�PI^M�I�\MIU��I[S�aW]Z[MT^M["�»?Pa�LW�_M�
_IV\�\W�ZMIKP�\PQ[�OWIT'¼�\PMV�I[S�\PM�[IUM�Y]M[\QWV�]X�\W�Å^M�UWZM�
\QUM[�]V\QT� aW]�PI^M�IV�IV[_MZ� \PI\� ZM[WVI\M[� NWZ� M^MZaWVM� TQSM�I�
bell. It will become apparent when you have reached and connected 
to the pinnacle why – and it will help you move forward.

David Sibbet is an American organisation development expert.  
0M�PI[�_WZSML� NWZ� NW]Z�LMKILM[�_Q\P�WZOIVQ[I\QWVIT�LM^MTWXUMV\�
using visual tools to create purpose. I learnt from David during a 
course in Berlin and was introduced to the Drexler/Sibbet Team 
Performance™ Model, created in collaboration with Allan Drexler. 
1\¼[�I�UWLMT�1�][M�M`\MV[Q^MTa�_PMV�1¼U�_WZSQVO�_Q\P�WZOIVQ[I\QWV[��

Based on the idea of  a bouncing ball, it has seven stages to it. The 
seven steps move through: orientation, trust, goals, commitment, 
implementation, high performance, and renewal. 

tŚĞŶ�ǇŽƵ�ƐƉĞŶĚ�ƋƵĂůŝƚǇ�ƟŵĞ�ŽŶ�
ƚŚĞ�ĮƌƐƚ�ƚŚƌĞĞ�ƐƚĂŐĞƐ�ŽĨ�ƚŚĞ�ŵŽĚĞů͕�
ƚŚĞ�ďŽƵŶĐĞ�ŽĨ�ƚŚĞ�ďĂůů�ĂƐ�ǇŽƵ�ƌĞĂĐŚ�
ĐŽŵŵŝƚŵĞŶƚ�ŝƐ�ŵƵĐŚ�ƐƚƌŽŶŐĞƌ͘

�<PQVS�WN �I� \MVVQ[�JITT� \PI\� Q[� [WOOa�IVL�N]TT�WN �_I\MZ��?PMV�aW]�
JW]VKM�Q\��Q\�OWM[�[XTI\�WV�\PM�OZW]VL��<PM�UWLMT�ZMÆMK\[�\PM�QLMI�
\PI\� QN � _M� LWV¼\� [XMVL� \QUM� WV� \PM� ÅZ[\� \PZMM� [\IOM[�� WZQMV\I\QWV�
around purpose, building trust, and being clear on our goals, then 
we won’t bounce with vigour to commitment and implementation. 
?M�KIV¼\�M`XMK\�XMWXTM�\W�KWUUQ\�\W�_WZS�_PMV�_M�PI^MV¼\�LWVM�
\PM�_WZS�[M\\QVO�\PM�X]ZXW[M��KWVVMK\QVO�XMWXTM��IVL�JMQVO�KTMIZ�WV�
_PI\�_M¼ZM�_WZSQVO�WV��
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�ŽͲĐƌĞĂƚĞ�ǇŽƵƌ�ƚĞĂŵ͛Ɛ�ƉƵƌƉŽƐĞ�

As a team, sit down and have the conversation giving a language 
around your purpose. Connect it to the higher purpose of  the 
WZOIVQ[I\QWV�� 1N � \PI\� WZOIVQ[I\QWVIT� X]ZXW[M� Q[� ]VKTMIZ�� I[S� NWZ�
KTIZQ\a�� ;MMS� \W� X][P� \PM� KWUXIVa� \W� JM� KTMIZ� WV� _PI\� \PMa¼ZM�
trying to achieve and their purpose. Manage up if  you feel that 
the information coming from above is vague. When people don’t 
see, and feel a clear purpose, they feel disengaged and demotivated. 
?PMV� aW]� I[S� XMWXTM� QV� I� \MIU�� »?PI\¼[� \PM� IQU� WN � \PQ[� \MIU'¼�
There ought to be an exciting and motivating statement to use as 
a mantra. When we have the right one for our team, it resonates  
TQSM�I�JMTT��

�ŽŶŶĞĐƚ�ƚŽ�ĞĂĐŚ�ŽƚŚĞƌ�
<PM�XMWXTM�_M�_WZS�_Q\P�JMKWUM�XIZ\�WN �W]Z� \ZQJM��J]\�_M�VMML�
\W� OM\� \W� SVW_� \PMU� IVL� [MM� \PMQZ� P]UIVVM[[�� 1¼^M� _WZSML� _Q\P�
teams before who have come together in a restructure, and after 
\PZMM�UWV\P[�XMWXTM�[\QTT�LWV¼\�SVW_�[WUMWVM�WV�\PM�W\PMZ�[QLM�WN �
the room. They have not created systems that allow for people to 
QV\MZIK\�IVL�OM\�\W�SVW_�_PW�\PMa�IZM�IVL�PW_�\PMa�KWV\ZQJ]\M�\W�
the whole. 

,I^QL�:WKS��I�VM]ZW[KQMVKM�M`XMZ\�_PW�Z]V[�\PM�6M]ZW4MILMZ[PQX�
Institute, and is the author of  AW]Z�*ZIQV�I\�?WZS�;\ZI\MOQM[�NWZ�7^MZKWUQVO�
Distraction, Regaining Focus, and Working Smarter All Day Long, 2009, says 
\PI\�»8MWXTM�aW]�LWV¼\�SVW_�\MVL�\W�JM�KTI[[QÅML�I[�NWM�]V\QT�XZW^MV�
otherwise.’ 

It’s nearly impossible to have any element of  trust when we still see 
each other unconsciously as the enemy. While this seems to be harsh 
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and a bit unreal, neuroscience shows that unless we experience 
that oxytocin of  feeling connected to someone, then we do feel an 
element of  threat. 

hŶĚĞƌƐƚĂŶĚ�ǁŚĂƚ�ƉĞŽƉůĞ͛Ɛ�ƐŬŝůůƐ�ĂŶĚ�ĂƩƌŝďƵƚĞƐ�ĂƌĞ�ĂŶĚ�ǁŚĂƚ͛Ɛ�
ŝŵƉŽƌƚĂŶƚ�ƚŽ�ƚŚĞŵ

Doing this is an excellent way to go underneath the surface of  what 
_M�[PW_��=V[INM�IVL�]V\Z][\QVO�MV^QZWVUMV\[�UISM�Q\�[INMZ�\W�SMMX�
a distance from each other. We put up a façade. Understanding 
people’s motivations is an important element of  having an 
environment where people feel valued. 

1N �_M�VM^MZ�OW�VMIZ�\PW[M�KWV^MZ[I\QWV[��_M¼ZM�UISQVO�I[[]UX\QWV[�
about what is important to people. Perhaps we don’t care what’s 
important to people. Thriving tribes do care and understand what it 
is that drives people to do their best. 

�ŽŶŶĞĐƚ�ƋƵŝĐŬůǇ
Observing how teams respond to new people who show up is a 
OWWL� QVLQKI\WZ� WN � PW_� _MTT� I� \MIU� KWVVMK\[� Y]QKSTa�� 1N�� I[� [WWV�
as someone joins a team, others roll their eyes at any mention of  
their previous experience, that’s a pretty good indicator that they 
don’t want to understand where this person has come from and 
the experience and the talent that they could bring into the team. 
21st-Century tribes focus on understanding the value each person 
JZQVO[�\W�I�\MIU�IVL�_WZSQVO�W]\�PW_�\W�QVKZMI[M�\PI\�̂ IT]M�\PZW]OP�
KWTTIJWZI\QVO�IVL�\IXXQVO�QV\W�[SQTT[��

In the 70s, sociograms were all the rage in education but also in some 
organisations. People would map the interactions in a classroom/ 
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team and see who were the social isolates and who were the ones 
_Q\P� I� TW\� WN � KWVVMK\QWV[�� 1N �_M� [I\� IJW^M� W]Z� \MIU[� IVL� TWWSML�
down at the interactions going on, there would be some people in 
parts of  the team that never get accessed. They never interact. It 
might be because of  geography or systems not put in place to have 
connections forged, or it might be by choice. If  people never intersect 
meaningfully, we won’t get trust happening, and we certainly won’t 
get collaboration happening.   

^ŚĂƌĞ�ƐŽŵĞƚŚŝŶŐ�ŽĨ�ǇŽƵƌƐĞůĨ�

Meg was part of  a newly formed leadership team. The team wanted 
\W�UISM� I�UIRWZ� QUXIK\� WV� \PM� _Ia� \PMQZ� ]VQ\� ZIV� IVL� JM� KTMIZ�
on their purpose. While spending a day creating their leadership 
^Q[QWV��\PMa�[PIZML�\PMQZ�RW]ZVMa[��1�I[SML�\PMU�\W�LZI_�\PM�XQ^W\IT�
moments in their leadership journey that shaped them into the 
leader they are today. Two important learnings came out of  it. One 
WN �\PMU�_I[�\PI\�5MO�_I[�\WTL�Ja�WVM�WN �PMZ�ÅZ[\�UMV\WZ[�\W�SMMX�
a distance between her team and herself  and not to get too close. 
5MO�Q[�I�XMWXTM�XMZ[WV#�[PM�PIL�[]ٺMZML�NZWU�\ISQVO�WV�\PI\�IL^QKM��
Relationship and connection is important to who she is. She wasn’t 
being authentic. It meant that there was a major disconnect and 
distrust between the team and Meg. In her next leadership role, she 
ÆQXXML�\PI\�IVL�J]QT\�[\ZWVO�ZMTI\QWV[PQX[�_Q\P�PMZ�\MIU��;PM�UILM�
more progress with her team due to the trust they built through 
their connection.

On the same leadership team, Jason shared his journey of  being a 
single parent after the death of  his wife and how it had shaped his 
TMILMZ[PQX��0M�[XWSM�WN �PQ[�KWUUQ\UMV\�\W�»ZM[XMK\N]T�KPITTMVOM¼�\W�
create an innovative environment within the team. His experience 
of  challenging his own assumptions of  being a parent led him to  
KPITTMVOM�\PM�[\I\][�Y]W�QV�PQ[�_WZS�



177

Tracey Ezard

As each of  the leaders shared their journeys, understanding and 
compassion connected them. This sharing of  personal history only 
served to deepen the conversation we had that day about how they 
_WZSML�\WOM\PMZ��?PMV�_M�\MTT�\PM�[\WZQM[�WN �W]Z�XI[\�IVL�\PM�[\WZQM[�
of  things that are important to us we create connection.

&ŝŶĚ�ƚŚĞ�ũŽǇ�ŝŶ�ƚŚĞ�ǁŽƌŬ��
7N\MV�1�I[S�XMWXTM�\W�[PIZM�I�UWUMV\�WN �RWa�\PMa�M`XMZQMVKML�_Q\P�
\PMQZ�_WZS�QV�ZMKMV\�\QUM[��<PMZM¼[�][]ITTa�I�[\]VVML�[QTMVKM�_PMV�1�
I[S�\PI\�Y]M[\QWV��IVL�\PMV�XMWXTM�ÅVL�Q\��1�I[S�\PMU�\W�\PQVS�IJW]\�
I�\QUM�[WUM\PQVO�PIXXMVML�\PI\�UILM�\PMU�ZMÆMK\��»<PQ[�Q[�_Pa�1�
get up in the morning’. The energy in the room seems to expand 
during this discussion. Why don’t we do that more often? Why is it 
that we focus so much on the things that are hard, the things that 
are dragging us down, rather than things that can give us joy? It is 
the same with fun.

Joy and fun both increase oxytocin. They increase our happiness. 
?Pa�[PW]TLV¼\�XIZ\[�WN �W]Z�_WZS�TQNM�OQ^M�][�XTMI[]ZM'�6M]ZW[KQMVKM�
[PW_[�\PI\�QVKZMI[ML�W`a\WKQV�OM\[�][�_WZSQVO�UWZM�N]VK\QWVITTa�QV�
the pre-frontal cortex of  the brain. This is the part of  the brain that 
does our heavy cognitive lifting.

/Ĩ�ǁĞ�ĐĂŶ�ŝŶĐƌĞĂƐĞ�ƚŚĞ�ĂŵŽƵŶƚ�ŽĨ�ũŽǇ�ǁĞ�
ŚĂǀĞ͕�ƚŚĞ�ďĞƩĞƌ�ǁĞ�ƚŚŝŶŬ͕�ĐŽŶŶĞĐƚ͕� 

ĂŶĚ�ĐŽůůĂďŽƌĂƚĞ͘
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�ŽͲĐƌĞĂƚĞ�ƚŚĞ�ǁĂǇ�ǇŽƵ�ǁĂŶƚ�ƚŽ�ǁŽƌŬ
;M^MZIT� aMIZ[� IOW�� 1� _I[� NWZ\]VI\M� MVW]OP� \W� _WZS� _Q\P� I� VM_�
organisation connecting their people not only to the purpose of  
\PMQZ�_WZS�J]\� \PM�_Ia�\PI\� \PMa�_WZSML��<PM�_PWTM�WZOIVQ[I\QWV�
had a higher purpose statement and values that were inspiring. The 
0]UIV�:M[W]ZKM[�\MIU�PIL�_WZSML�KTW[MTa�_Q\P�\PM�[\Iٺ�\W�LM^MTWX�
them. To support these, we were to set up a leadership capability 
NZIUM_WZS�NWZ�\PM�_PWTM�[\Iٺ��<PMa�_MZM�IN\MZ�I�[\Z]K\]ZM�\PI\�_I[�
IXXTQKIJTM�\W�M^MZa�[\Iٺ�UMUJMZ��VW\�R][\�\PM�TMILMZ[��1\�_I[�\W�JM�
KW�KZMI\ML�Ja�\PM�[\Iٺ�\PMU[MT^M[�

<PZW]OP�[\Iٺ�UMM\QVO[�IVL�_WZSQVO�\WOM\PMZ�WV�I�^WT]V\IZa�OZW]X�
XZWRMK\�� _M� KZMI\ML� \PM� NZIUM_WZS� WN � KIXIJQTQ\QM[�� <PMa� _MZM�
XI[[QWVI\M� \PI\� Q\� [PW]TL� ZMÆMK\� \PM� QUXWZ\IV\� I\\ZQJ]\M[� LZQ^QVO�
M^MZa� WVM� WN � \PMU�� )[� \PM� XZWKM[[� M^WT^ML�� Q\� _I[� ÅT\MZML� JIKS�
\PZW]OP�\W�\PM�_PWTM�[\Iٺ�NWZ�N]Z\PMZ�QVX]\�IVL�NMMLJIKS��

<PM� [\Iٺ� _IV\ML� \PM� ^IT]M[� WN � \PM� WZOIVQ[I\QWV� \W� O]QLM� \PMU��
They felt strongly that they should embed in how�\PMa�_WZSML��<PMa�
were the foundational values of  respect and integrity, followed by 
collaboration, diversity, innovation and responsiveness. These made 
XIZ\�WN �\PM�NZIUM_WZS��

They also came up with a set of  core capabilities applicable to all 
members of  the organisation, no matter what level. It covered four 
IZMI[�\PMa�NMT\�ZMXZM[MV\ML�\PM�SMa�I\\ZQJ]\M[�WN �XMWXTM�_WZSQVO�QV�
\PM�J][QVM[[�� 1\�_I[�LMTQJMZI\MTa�_ZQ\\MV� QV� \PM�ÅZ[\�XMZ[WV�� ZI\PMZ�
than the impersonal third person statements often found in similar 
documents.
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^ĞůĨ�ĂǁĂƌĞ�

1�][M�ZMÆMK\Q^M�XZIK\QKM�\W�I[[M[[�Ua�QUXIK\�
1�IU�I_IZM�WN �Ua�[SQTT[�IVL�I\\ZQJ]\M[�
I am aware of  the impact of  mood states and body language 
I understand what motivates me 

DŽƟǀĂƚĞĚ

I am willing to grow and learn 
1�IXXZWIKP�_WZS�_Q\P�I�XW[Q\Q^M�I\\Q\]LM�
I motivate others around me 

sĂůƵĞƐ�ĚƌŝǀĞŶ

I understand and articulate the values of  the organisation 
I am open and transparent 
I model and uphold the values of  the organisation 
1�KWV[QLMZ�\PM�WZOIVQ[I\QWV¼[�^IT]M[�QV�ITT�_WZS�XZIK\QKM[�

^ŽůƵƟŽŶ�ŽƌŝĞŶƚĞĚ

1�IXXZWIKP�_WZS�KPITTMVOM[�XZWIK\Q^MTa�
I constructively problem solve issues and new ideas 
I explore all relevant perspectives and opportunities 

.]Z\PMZ� KIXIJQTQ\QM[� _MZM� LM^MTWXML� ]VLMZ� \PM� [XMKQÅK� PMILQVO[�
WN"� KWV\ZQJ]\QWV�� [\ISMPWTLMZ� ZMTI\QWV[PQX[� IVL� MVOIOMUMV\��
improvement. The capabilities developed under these headings 
QVKZMI[ML�QV�ZM[XWV[QJQTQ\a�IVL�[SQTT�NZWU�core��_PWTM�[\Iٺ���\PZW]OP�
to lead and manage, then inspire and enable. This last level was for, but 
not limited to the executive level. 

This process was a symbolic act of  co-creation and collaboration 
NZWU� M^MZaWVM� QV� \PM� WZOIVQ[I\QWV�� .MMLJIKS� TWWX[� MV[]ZML�
that teams fed into the process through their representatives.  
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The executive team had one representative who was an active 
participant, but not the driver. The organisation used the capability 
NZIUM_WZS�QV�ZMKZ]Q\UMV\�I[�_MTT�I[�QV�UMV\WZ�LQ[K][[QWV[�IVL�WVM�
on-one development discussions. As you can imagine, there was a 
strong connection between these people to not only their higher 
X]ZXW[M�J]\�IT[W�\W�\PM�_WZS�IVL�\PM�_Ia�\PI\�\PMa�LQL�\PI\�_WZS�

»;W�_PI\'¼�aW]�UIa�[Ia��_M�PI^M�UWZM�KIXIJQTQ\a�NZIUM_WZS[�\PIV�
aW]�KIV�XWSM�I�[\QKS�I\���1V�NIK\��_PMV�1�OWWOTM�\PW[M�_WZL[��QV[\IV\Ta�
I get 92,600,000 hits.) Hey, and wouldn’t they be way out of  style for 
21st-Century Tribes?

<PM�LQٺMZMVKM�Q[�·�Q\�_I[�\PMQZ[��IVL�\PMQZ[�ITWVM��<PMa�_IV\ML�Q\��
they created it, they owned it, and they wanted to live it. The words 
IZ\QK]TI\ML�\PM�KWVVMK\QWV�\PMa�PIL�\W� \PM�X]ZXW[M�IVL�\PM�_WZS��
The process and the product were important parts. The certainty, 
agreement and alignment they ended with, through this process, 
was the pivotal one.
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Chapter Summary

Connected people are happy, healthy and 
engaged. 

When we understand the why, the what and the how follows.  
To trust is to connect and without connection, we wither. When 
we're striving for the same thing the momentum becomes much 
stronger and the journey much easier. When we truly connect to 
each other, there is a strong sense of  tribal connection that gives us 
\PM�KWPM[QWV�_M�VMML�\W�LW�\PM�PIZL�_WZS�

tŚĂƚ Ɛ͛�ŶĞǆƚ͍
Guess what? We can feel totally in sync with the direction of  the 
\MIU� IVL� _WZS�� IVL� still� ÅVL� ZMTI\QWV[PQX[� \ZQKSa� \W� _WZS� _Q\P��
?WZSQVO� _Q\P� XMWXTM� is� \ZQKSa�� 8MZ[WVITQ\QM[�� UQ[KWUU]VQKI\QWV��
IVL�Å`ML�UQVL[M\[�KIV�ITT�]X[M\�\PM�IXXTM�KIZ\��2][\�saying that we 
want to build trust between people is not enough. We need to have 
behaviours that match.

?PI\�Q[�\PM�OT]M�VMMLML�\W�KZMI\M�I�[\ZWVO�IVL�ÆM`QJTM�KWVVMK\QWV�
JM\_MMV�]['�<PM�ZMUIQVQVO�\_W�KPIX\MZ[�_QTT�OQ^M�\PM�ÅVIT�MTMUMV\[�
of  the glue that will help our tribe truly connect to each other 
\PZW]OP�\PQKS�IVL�\PQV�





 

8Compassion
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�/Ĩ�ǇŽƵ�ǁĂŶƚ�ŽƚŚĞƌƐ�ƚŽ�ďĞ�ŚĂƉƉǇ͕�
ƉƌĂĐƟĐĞ�ĐŽŵƉĂƐƐŝŽŶ͘�

,ŝƐ�,ŽůŝŶĞƐƐ͕�dŚĞ��ĂůĂŝ�>ĂŵĂ

There is something deeply satisfying when someone ‘gets us’. They 
have listened to what we are feeling without trying to solve anything. 
We feel heard, and we feel valued. Trust increases. We feel seen 
rather than judged. Our ability to see the world through someone 
else’s perspective builds compassion for each other. 

Compassion helps our tribe feel supported, and our feelings 
IKSVW_TMLOML��<PMZM¼[� [W�U]KP� [P]\LW_V� \PI\� OWM[� WV� QV� \MIU[�
and organisations; people’s feelings are invalidated, or not even 
[W]OP\��?M� SMMX� WV� PIUUMZQVO� I\� XMWXTM� \W� \Za� \W� OM\� \PMU� \W�
IKPQM^M�UWZM��_WZS�NI[\MZ��QVKZMI[M�\PMQZ�MٻKQMVKa��)TT�\PQ[�_Q\PW]\�
considering how they are feeling and what might be going on for 
them. We’re not getting the best out of  each other, and we’re not 
creating the space where we feel supported and nurtured as people.

“
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�ŽŵƉĂƐƐŝŽŶ͕�ŶŽƚ�ĞŵƉĂƚŚǇ͍
1� _WZS� ZMO]TIZTa� _Q\P� TMILMZ[� IVL� \MIU[� QV� \PM� PMIT\P� [MK\WZ��
?WZSQVO� _Q\P� NMUITM� LWK\WZ[� IVL� []ZOMWV[�� _M� PI^M� QV\MZM[\QVO�
conversations about how the critical need for compassion for 
patients. High levels of  empathy do not serve you as well as 
compassion. If  you go too much into a full empathetic state 
with people in distress, it can be very detrimental to your mental 
_MTTJMQVO��7VM�LWK\WZ�[XWSM�WN �UISQVO�PMZ�KPWQKM�WN �[XMKQITQ[I\QWV�
_Q\P�\PI\�QV�UQVL��;PM�Q[�IV�WVKWTWOQ[\��_WZSQVO�_Q\P�XMWXTM�_Q\P�
KIVKMZ�� ;PM� KPW[M� VW\� \W� [XMKQITQ[M� QV� _WZSQVO� _Q\P� KPQTLZMV� I[�
she experienced her high levels of  empathy as detrimental to her 
wellbeing and her objective approach. 

�ĞǁĂƌĞ�ƚŚĞ�ǀŽƌƚĞǆ�ŽĨ�ĚĞƐƉĂŝƌ
?PMV�_M�OM\�[]KSML�\WW�U]KP�QV\W�NMMTQVO�_PI\�W\PMZ[�NMMT��_M�KIV�
JMKWUM�[\]KS�W]Z[MT^M[��

tĞ�ĐĂŶ�ƉƵůů�ĞĂĐŚ�ŽƚŚĞƌ�ŝŶƚŽ�ƚŚĞ� 
͚ǀŽƌƚĞǆ�ŽĨ�ĚĞƐƉĂŝƌ͛͘

Compassion is a space where we understand people’s feelings.  
We can be a safety net of  support, but we don’t go right into the 
feelings with them.

�ŵƉĂƚŚǇ�ƐŝůŽƐ
1� ÅVL� \PI\� K]T\]ZM[�_Q\P� I�PQOP� TM^MT� WN � ZM[Q[\IVKM�PI^M� »MUXI\Pa�
silos’. People are welded together to protect each other from the 
other ‘mean’ people. Empathy is only going so far here – just to 
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the people _PW�IZM� QV� \PM� [IUM�^WZ\M`�WN �LM[XIQZ�IVL�_PW� \PQVS�
\PM� [IUM�_Ia� 1� LW��,WV¼\� OM\�UM�_ZWVO�·� 1� \PQVS� MUXI\Pa� Q[� IV�
]VLMZLM^MTWXML�[SQTT�QV�UIVa�_WZSXTIKM[��1\�Q[�I�U][KTM�\PI\�_W]TL�
be good to exercise more often whenever we are frustrated with each 
W\PMZ��1\�R][\�VMML[�\W�M`\MVL�\W�XMWXTM�_M�LWV¼\�]VLMZ[\IVL�WZ�TQSM�

8I]T�*TWWU�PI[�R][\�X]JTQ[PML�I�JWWS�WV�MUXI\Pa�\PI\�Q[�I�NI[KQVI\QVO�
read. Called Against Empathy: the Case for Rational Compassion, Bloom’s 
JWWS�Q[�LMLQKI\ML�\W�\PM�ZM[MIZKP�IVL�\PM�XMZ[XMK\Q^M[�\PI\�[]OOM[\�
that empathy is dividing us at a social and global level. We become 
^MZa�ITQOVML�_Q\P�XMWXTM�_PW�\PQVS�QV�I�[QUQTIZ�_Ia��IVL�Q\�[MXIZI\M[�
][� N]Z\PMZ� NZWU� XMWXTM� _PW� JMTQM^M� LQٺMZMV\Ta�� 0M� JMTQM^M[� \PI\�
empathy is dangerous when used for moral decisions and that we 
[PW]TL�][M�ZMI[WVQVO�IVL�KWUXI[[QWV��0Q[�JWWS�Q[�I�NI[KQVI\QVO�ZMIL�

�ŽƵƌĂŐĞ�ĂŶĚ�ŬŝŶĚŶĞƐƐ
?M� KW]TL� ITT� LW� _Q\P� XMWXTM� JMQVO� SQVLMZ� \W� MIKP� W\PMZ�� 1�
PI^M� _WZSML� _Q\P� UIVa� TMILMZ[� W^MZ� \PM� aMIZ[� _PW� PI^M� OZMI\�
compassion for their people and their customers. The two values 
\PI\� \PMa�JMTQM^M�LZQ^M� \PMU�\PM�UW[\�IZM�KW]ZIOM�IVL�SQVLVM[[��
+W]ZIOM�\W�UISM�\PM�PIZL�LMKQ[QWV[��+W]ZIOM�\W�JM�IJTM�\W�[PQN\�
IVL�UISM� \PM�KPIVOM��*]\� \PMa�LW� Q\�_Q\P�I�ZMIT�KWUXI[[QWV� NWZ�
_PMZM�XMWXTM�IZM�I\�·�_Q\P�SQVLVM[[��3QVLVM[[�PMTX[� \PMU�\W�JM�
thoughtful about treating people well. 

<ŝŶĚŶĞƐƐ�ŝƐ�ĂŶ�ĂĐƚ�ŽĨ�ĐŽŵƉĂƐƐŝŽŶ
Kindness is an action. When we have compassion, we’re able to hold 
someone in a connected space, so they feel we are there supporting 
\PMU#�_PMZMI[�SQVLVM[[� Q[� IV�IK\�WN � KWUXI[[QWV��;WUM\QUM[�ÅZU�
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boundaries are an act of  compassion. Someone might be in a state 
where what they need is for some rules to be put in place so that 
they’re able to cope with what’s going on for them. When we develop 
W]Z�IJQTQ\a�\W�JM�KWUXI[[QWVI\M��_M�KIV�IK\�QV�I�SQVL�_Ia�

dŚĞ�ŽƵƚĐŽŵĞƐ�ŽĨ�ĐŽŵƉĂƐƐŝŽŶ
When we build the compassion so essential to trust, our team 
becomes a connected whole – a tribe. It is not only from the leader 
to the tribe; it’s between the tribe members as well. When a leader 
brings compassion to the people they lead, everyone manages 
change better. People feel supported through change rather than 
set adrift. They feel understood about what they are going through. 
Leaders and team members then put in the supports that people 
need to thrive, rather than drown.

If  there is no real understanding of  each other’s feelings and 
the impact change is having, we can’t even dream of  having a 
functioning team. 

,Žǁ�ĐĂŶ�ǁĞ�ƐĞĞ�ƚŚĞ�ǁŽƌůĚ�ĨƌŽŵ�ŽƵƌ�
ĐůŝĞŶƚƐ͛�ƉĞƌƐƉĞĐƟǀĞ͕�ŝĨ�ǁĞ�ĐĂŶ͛ƚ�ĞǀĞŶ�ĚŽ�
ŝƚ�ǁŝƚŚ�ƚŚĞ�ƉĞƌƐŽŶ�ƐŝƫŶŐ�ŶĞǆƚ�ƚŽ�ƵƐ͍�
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dĞĂŵǁŽƌŬ�ŝŶ�ƚŚĞ�͚/ͲĐĞŶƚƌĞĚ͛�ƐŽĐŝĞƚǇ
In the last 15 years, the world has hurtled into more materialism 
and commercialisation than ever before. We’ve become an 
‘I-centered society’. Judith E. Glaser, a world leader in building trust 
in organisations through conversations, coined the word ‘I-centric’.  
?M�_QTT� TWWS�UWZM� I\� PMZ� [MUQVIT� _WZS� QV� \PQ[� [XIKM� QV�+PIX\MZ�
6QVM�� 0MZ� _WZS� Q[� ][ML� IZW]VL� \PM� _WZTL� UW^QVO� WZOIVQ[I\QWV[�
from ‘I-centric’ cultures to trusting ‘we-centric’ cultures. When we 
KMV\ZM�WV� »1¼��_M� NMMT� LQ[KWVVMK\ML#�_M� NMMT� Q[WTI\ML��?M¼^M� \ITSML�
\PZW]OPW]\�\PQ[�JWWS�IJW]\�\PM�TIKS�WN �MVOIOMUMV\�\PI\¼[�OWQVO�WV�
NWZ�XMWXTM� QV� \PM�_WZSXTIKM#�KWUXI[[QWV� Q[�I�_Ia� \W�KZMI\M�I� [\MX�
\W_IZL[�MIKP�W\PMZ�ZI\PMZ�\PIV�SMMXQVO�\PM�LQ[MVOIOMUMV\�OWQVO�

?PQTM� 1� _I[� _WZSQVO� _Q\P� I� OZW]X� OWQVO� \PZW]OP� I� UMLQKIT�
leadership program one person came in quite late. She seemed a 
little bit harried and out of  sorts, but jumped straight in and started 
_WZSQVO�_Q\P�][��?M�_MZM�I\�\PM�[\IOM�WN �LM^MTWXQVO�ZMTI\QWV[PQX[��
8MWXTM�QV�\PM�ZWWU�LQLV¼\�SVW_�MIKP�W\PMZ�I\�\PQ[�XWQV\��?M�_MZM�
creating an environment for deep learning and dialogue so that we 
could get some profound insights into leadership. These learning 
environments need high psychological safety within the participants.

<PZW]OP�\PM�LIa��\PM�TI\MKWUMZ�_I[�ÆQOP\a�IVL�[XWSM�Y]QKSTa�IVL�
seemed quite nervous. Towards the end of  the day, she had settled. 
When we began an open discourse about support, compassion and 
being able to manage ourselves in a high-stress job, she disclosed to 
\PM�OZW]X�\PM�[MV[M�WN �IV`QM\a�\PI\�[PM�WN\MV�NMMT[�_ITSQVO�QV\W�_WZS�
because of  what she’s been dealing with: getting her two children 
]VLMZ�[Q`�[M\\TML�NWZ� \PM�LIa��;PM�[IQL�\PI\�^MZa�UWZVQVO�PMZ�Å^M�
aMIZ�WTL�[I\�[\Qٺ�I[�I�JWIZL�[W�[PM�KW]TL�VW\�X]\�PQU�QV\W�\PM�KPQTL�
[MI\�\W�\ISM�PQU�\W�SQVLMZOIZ\MV�JMKI][M�PM�_I[�[W�LQ[\ZM[[ML�I\�PMZ�
leaving. That was part of  her reason for being late. 



190

GLue

Around the room, the other participants expressed compassion 
for her. Many others in the room were mothers who could totally 
connect with high empathy. Others were able to see the distress that 
had caused her. The tragedy is that she could never disclose that in 
her everyday job; it’s just not done in the environment where she 
_WZS[��<PM�[\ZM[[� TM^MT[�IVL�\PM�IV`QM\a�TM^MT[�ZMUIQV�KWV[\IV\�NWZ�
her because she doesn’t have the support to be able to share what’s 
OWQVO�WV��IVL�R][\�NMMT�I�JQ\�I\�MI[M�IVL�\PI\�Q\�Q[�WS�

Just the opportunity to share it with people that she felt safe with 
quieted her anxiety. It was only a few hours after the event, but we 
had built, strong rapport within the group and strong compassion 
for each other, to be able to say, ‘What we’re trying to do in this 
course is develop how we lead but also who we are as human beings’.  
;PM�_I[V¼\�I[SQVO�NWZ�][�\W�LW�IVa\PQVO��1\�_I[�[QUXTa�IV�WXXWZ\]VQ\a�
\W�\ITS�IJW]\�\PM�NIK\�\PI\�_PMZM�_M¼ZM�I\�MUW\QWVITTa�QUXIK\[�WV�PW_�
_MTT�_M�KIV�_WZS��<PM�NIK\�\PI\�[PM�PIL�[]KP�I�PMQOP\MVML�[\I\M��IVL�
high cortisol, the fear chemical running in her brain, meant that 
it had to settle before she was able to get into her learning. In the 
_WZSXTIKM��_Q\P�\PI\�KWUXI[[QWV�UQ[[QVO��[PM�PI[�\W�X]\�U]KP�UWZM�
energy into getting into the right state of  mind to focus.

�ƵŝůĚ�ĐŽŵƉĂƐƐŝŽŶ�ďĞƚǁĞĞŶ�ǇŽƵƌ�ƚĞĂŵ�ŵĞŵďĞƌƐ
;WUM\QUM[� \PM� [QUXTM[\� IK\QWV[� KIV�UISM� I� JQO� LQٺMZMVKM� \W� \PM�
feeling of  compassion between team members. That’s great news, 
isn’t it? 

zŽƵ�ĚŽŶ͛ƚ�ŶĞĞĚ�Ă�ďŝŐ�ƚƌĂŝŶŝŶŐ�ďƵĚŐĞƚ͖�
ǇŽƵ�ĚŽŶ͛ƚ�ŶĞĞĚ�ƚŽ�ĐŚĂŶŐĞ�ĂŶǇŽŶĞ͘�
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Every single member of  your team and every leader is already an 
expert in these behaviours. All they need to do is start using them in 
\PM�_WZSXTIKM��I[�U]KP�I[�\PMa�][M�\PMU�I\�PWUM��IVL�_Q\P�NZQMVL[�
and family.

ϭ͘� ‘See’ people. 
Ϯ͘� Value contributions authentically. 
ϯ͘� *M�I_IZM�WN �aW]Z�QUXIK\�IVL�aW]Z�KWVVMK\QWV��IVL�JM�SQVL��

4M\¼[�TWWS�QV�UWZM�LM\IQT�I\�MIKP�WN �\PM[M�[\MX[�

͚^ĞĞ͛�ƉĞŽƉůĞ
Ubuntu is a southern African term that says ‘I am what I am because 
WN �_PW�_M�ITT�IZM¼��1\¼[�I�XPQTW[WXPa�\PI\�QLMV\QÅM[�\PM�KWVVMK\QWV�
of  a person to others, and that we are nothing if  not connected 
to others. It puts the tribe above the individual. This beautiful 
African philosophy is an excellent guide to the whole sense of  tribe. 
It says we are not anything if  we are not something together. The 
KWVVMK\QWV�IVL�SQVLVM[[�\PI\�]J]V\]�X]TT[�NZWU�\PQ[�Q[�\PM�JI[Q[�WN �
the compassion element of  trust.

Another beautiful saying that comes from the same area is the 
greeting that is given, of  sawabona, which means, ‘I see you’. The 
response, ngikhona, means ‘I am here’. These evocative greetings pay 
homage to the deep connection when people are valued for their 
contribution and for who they are as individuals.

1V�Ua�ÅTQVO�KIJQVM\�I\�PWUM��1�PI^M�I�TM\\MZ�\PI\�_I[�OQ^MV�\W�UM�Ja�
WVM�WN �Ua�ÅZ[\�XZQVKQXIT[��)\�\PM�MVL�WN �\PM�aMIZ��[PM�_ZW\M�I�TM\\MZ�
\W� M^MZa� [QVOTM�WVM�WN �PMZ� [\Iٺ��<PM� TM\\MZ�_I[�VW\� R][\� I� OMVMZQK�
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\PIVS�aW]�NWZ�\PM�aMIZ¼[�_WZS��J]\�Q\�W]\TQVML�\PM�[\ZMVO\P[�WN �_PI\�
1�PIL�JZW]OP\�\W�\PM�[KPWWT�IVL�[XMKQÅKITTa�QLMV\QÅML�_PI\�1�ILLML�
to the team, the whole school, and to the students. 

?PMV�1�TWWS�JIKS�I\�Q\�VW_��Y]Q\M�I�NM_�LMKILM[�TI\MZ��1�SVW_�\PI\�
1�XZWJIJTa�_I[�I� \MIKPMZ� \PI\� \PW]OP\�[PM�SVM_�Q\�ITT�_PMV�1�ÅZ[\�
started. I am sure I drove the teachers with more experience up the 
wall with my overenthusiasm. I’m sure there are ways that I behaved 
that drove people to distraction. My leader chose to see the positive 
things that I brought to the school, and highlight them. That letter 
is something that I hold dear many, many years later.

;MMQVO� XMWXTM� NWZ� _PW� \PMa� IZM�� IVL� \ISQVO� VW\QKM� WN � _PI\� \PMa�
distinctly bring to our team, is a mindful activity that raises our 
KWUXI[[QWV� NWZ� W\PMZ[��?PMV� 1�_WZS�_Q\P� \MIU[� \W� LM^MTWX� \PMQZ�
\ZQJM��1�_QTT�WN\MV�OM\�\PMU�\W�ÅVQ[P�\PMQZ�\QUM�\WOM\PMZ�[PIZQVO�WVM�
on-one what they feel the other person brings to the team. The 
W`a\WKQV� TM^MT[� WN � RWa� QV� \PM� ZWWU�IZM� ZIOQVO�_PMV�_M�ÅVQ[P� \PQ[�
honouring of  each other. Those who are focused on becoming real 
21st�+MV\]Za�<ZQJM[�UISM�KWV^MZ[I\QWV[�TQSM�\PI\�I�ZQ\]IT�

Seeing without the labels
If  you were to sit down and write down the words that others would 
describe you with, what would they be?

We can have labels in our heads that are not useful for people. 
Labels such as arrogant, bossy, lazy, stubborn. Whenever we have 
TIJMT[�TQSM�\PM[M��_M�LIZSMV�\PM�TMV[�\PI\�_M�[MM�\PMU�\PZW]OP��?M�
TWWS�\PZW]OP�I�TMV[�WN �»\PMa¼ZM�VW\�OWWL�MVW]OP¼��I�TMV[�WN �»\PMa¼ZM�I�
problem’, rather than focusing on the qualities that they bring. 
<PQVS� WN � [WUMWVM� aW]� \MVL� \W� TWWS� I\� _Q\P� I� JQ\� WN � I� LIZS�
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shadow when you describe them. Maybe they’re a thorn in 
aW]Z� [QLM�� ;WUMWVM� \PI\� aW]� ÅVL� Q\� LQٻK]T\� \W� _WZS�_Q\P��?ZQ\M�
LW_V� ITT� \PM� TIJMT[� \PI\� aW]�][M� QV� aW]Z� PMIL��<PMV� \PQVS� IJW]\�
PW_� \PMa� UQOP\� [MM� \PMU[MT^M[�� -^MZa� VIUM� \PI\� aW]� KIV� \PQVS�
WN � PI[� I� TQOP\� [QLM� \W� Q\�� .WZ� I� XMZ[WV�UIZSML� I[� [\]JJWZV��0W_�
would they label themselves? They probably wouldn’t put the 
word stubborn. They might use the word passionate, strong  
WXQVQWV[��ÅZU��;WUMWVM�aW]�UQOP\�TIJMT�I[�TIba�UQOP\�[MM�\PMU[MT^M[�
I[�KZ]Q[a��[XWV\IVMW][�WZ�OWQVO�_Q\P�\PM�ÆW_��

tŚĞŶ�ǁĞ͛ƌĞ�ƚŽŽ�ĂƩĂĐŚĞĚ�ƚŽ�ƚŚĞƐĞ�
ŶĂŵĞƐ͕�ǁĞ�ĐĂŶ�ŚĂǀĞ�ǁŚĂƚ͛Ɛ�ĐĂůůĞĚ�Ă�

ĐŽŶĮƌŵĂƟŽŶ�ďŝĂƐ͕�ǁŚĞƌĞ�ǁĞ�ŽŶůǇ�ƐĞĞŬ�
ĚĂƚĂ�ĂŶĚ�ŝŶƉƵƚ�ƚŚĂƚ�ƐƵƉƉŽƌƚƐ�ŽƵƌ�ďĞůŝĞĨ͘ �

Every time we happen to see the person who we code as lazy 
aimlessly (we assume) chatting with someone else again we get the 
TQ\\TM�\QKS�\PI\�[Ia[��»AMX��PMZM�\PMa�IZM�LWQVO�VW\�U]KP¼��-^MZa�\QUM�
_M� [MM� \PM� XMZ[WV�_M� KWLM� I[� [\]JJWZV�X][PQVO� \PMQZ� XWQV\�� \QKS��
W]Z�KWVÅZUI\QWV�JQI[�\PI\�\PMa¼ZM�[\]JJWZV�OM\[�PQ\��7]Z�ZMIK\QWV[�
become more about the behaviour than about the context and the 
conversation. Being able to recode those responses and see the 
_WZTL�NZWU�\PM�_Ia�\PMa�[MM�\PMU[MT^M[�Q[�I�[QOVQÅKIV\�[\MX�\W_IZL[�
KWUXI[[QWV��)[S�aW]Z[MTN��»0W_�KIV�1�]VLMZ[\IVL�\PMU�IVL�\PM�_Ia�
they see the world to get a better outcome?’ 
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ZƵƐƚǇ�Žƌ�ƵŶƉŽůŝƐŚĞĚ͍
-^IV�_I[�I�[MVQWZ�UIVIOMZ�XZWUW\ML�NZWU�_Q\PQV�I�\MIU�1�_WZSML�
_Q\P�aMIZ[�IOW��0M�TMIZVML�IJW]\�KWVÅZUI\QWV�JQI[��-^IV�SVM_�\PI\�
we have a loop where we just scan for information that supports 
_PI\�_M� JMTQM^M�� <PZW]OP� W]Z�_WZS�� PM� PIL� VWUQVI\ML� -TQbIJM\P�
as someone he wanted and needed to build a stronger relationship 
with. He had thought that Elizabeth was a bit past her prime in terms 
of  her ability to stay up with the job. He also noticed that she rarely 
[XWSM�\W�PQU��M[XMKQITTa�IN\MZ�PQ[�XZWUW\QWV��;PM�_W]TLV¼\�UIQV\IQV�
IVa�MaM�KWV\IK\�_Q\P�PQU�IVL�_W]TLV¼\�\ITS�LQZMK\Ta�\W�PQU��?ITSQVO�
past her one day when she was doing a particularly critical team job, 
PM� [\WXXML� Ja� PMZ� IVL�_I\KPML� PMZ�_WZS�� »AW]� IZM� []KP� I� O]V� I\�
doing that. Where would we be without you doing that for us as a 
\MIU'�<PIVS�aW]�¼�\PMV�SMX\�WV�_ITSQVO��0M�[WWV�VW\QKML�\PI\�[PM�
[\IZ\ML�QV\MZIK\QVO�_Q\P�PQU�IOIQV��;PM�JMOIV�\ITSQVO�_Q\P�PQU��IVL�
she started becoming a happier, engaged member of  the team once 
more. Such a simple thing. She had just been a bit rusty. No one had 
XIQL� PMZ�_WZS� IVL� KWV\ZQJ]\QWV� IVa� I\\MV\QWV� NWZ� I� TWVO� \QUM��0M�
simply polished her up, metaphorically, and she engaged again.

Some people have been sitting in a team and not being ‘seen’ for a 
TWVO�\QUM��?PMV�aW]�ZMÆMK\�WV�aW]Z�\MIU��_PW�UQOP\�\PI\�JM'

^ĞǀĞŶ�ůŝƩůĞ�ƚŚŝŶŐƐ�ƚŚĂƚ�ďƵŝůĚ�ƚƌƵƐƚ
1�PWXM�aW]�TWWS�I\�\PQ[� TQ[\�IVL�[Ia�� »7N �KW]Z[M��<ZIKMa�_M�LW�\PQ[�
in our teams’. I’d love to say that I see these things go on, but for 
UIVa�XMWXTM�QV�\PM�_WZSXTIKM�\PM[M�LQ[\QVK\�_Ia[�WN �[MMQVO�XMWXTM�
are missing. How can you increase them, and as a team create an 
environment where people connect through this compassionate 
element of  ‘seeing’ them?
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1. Use people’s names
AW]¼TT�JM�IUIbML�I\�PW_�IKSVW_TMLOQVO�[WUMWVM�IVL�][QVO�\PMQZ�
name builds trust. People feel seen.

2. Acknowledge each other when you arrive at work, and 
when you enter a room. 
7VM�WN �Ua�KTQMV\[�_WZSML�PIZL�I\�OM\\QVO�PMZ�\MIU�\W�LW�\PQ[�I[�I�
[\IZ\�\W�PMZ�KPIVOM�XTIV��;PM�SVM_�\PI\�QN �XMWXTM�_MZM�VW\�_MTKWUQVO�
WN �MIKP�W\PMZ��\PMa�KW]TL�VW\�LW�\PM�PIZL��KWTTIJWZI\Q^M�_WZS�\PMa�
needed to do. It creates the start of  an ‘I see you’ culture. Even if  
aW]¼^M�_WZSML�_Q\P� aW]Z� \MIU� NWZ� aMIZ[�� OZMM\QVO� MIKP� W\PMZ� Q[� I�
form of  honouring the presence of  the other person. 

3. Admit to others when you’ve made a mistake. 
)LUQ\\QVO� \W� W\PMZ[� _PMV� aW]¼^M�UILM� I�UQ[\ISM� Q[� I� [QOVQÅKIV\�
LMXW[Q\� QV� \PM� MUW\QWVIT� JIVS� IKKW]V\� ·� I� _QTTQVOVM[[� \W� JM�
^]TVMZIJTM� QV� NZWV\� WN � W\PMZ[� J]QTL[� \Z][\�� )VL� I[� _M� SVW_� NZWU�
W]Z�ZMÆMK\QWV[�WV�TMIZVQVO�QV�+PIX\MZ�;Q`��KMTMJZI\QVO�UQ[\ISM[�IVL�
failure needs to be part of  our culture.

4. Welcome newcomers with open arms. 
/M\�\W�SVW_�\PMU��*M�QV\MZM[\ML�QV�\PMQZ�[\WZa��;UQTM�I\�\PMU��*]QTL�
\Z][\�IVL�OM\�XMWXTM�\W�PQOP�XMZNWZUIVKM�Y]QKSTa�Ja�UISQVO�\PMU�
feel psychologically safe pronto. When we have not had safe social 
QV\MZIK\QWV[�_Q\P�W\PMZ[��_M�KWLM�\PMU�I[�NWM�ÅZ[\��-^MV�I�[UQTM�KIV�
UISM�XMWXTM�NMMT�TQSM�aW]�IZM�I�NZQMVL�

���*M�[XMKQÅK
<ITS�_Q\P�XMWXTM�IJW]\�\PMQZ�XIZ\QK]TIZ�KWV\ZQJ]\QWV�\W�\PM�XZWRMK\��
the team, the day. Show your appreciation.



196

GLue

6. Sit and eat lunch with each other. Share joyful stories of  
lives that are beyond work. 
An open time to chat, and chew the fat helps people understand 
each other in ways formal interactions never do. Food is a fabulous 
equaliser and is the glue of  many tribes. 

7. Have tribal rituals of  celebration. 
Personal milestones such as birthdays, sure, but how about 
for someone completing a degree or getting their sales target?  
7Z�]V\IVOTQVO�I�\ZQKSa�XZWJTMU'�)�[PQN\�PIXXMVQVO�_Q\P�I�LQٻK]T\�
client? The team achieving something that surprised them? We 
\PIVS�MIKP�W\PMZ�JZWILTa�NWZ�I�RWJ�_MTT�LWVM�I[�I�UI\\MZ�WN �KW]Z[M��
but the intimate moments where we see what the unique qualities 
\PI\�I�XMZ[WV�PI[�\PI\�IZM�LQٺMZMV\�NZWU�W]Z[�JZQVO�][�\WOM\PMZ�IVL�
deepens our bond. 

sĂůƵĞ�ĐŽŶƚƌŝďƵƟŽŶƐ�ĂƵƚŚĞŶƟĐĂůůǇ
My great uncle Billy was a prisoner in Changi in Malaysia during 
the Second World War. As the Japanese retreated, he was moved to 
2IXIV�\W�_WZS�WV�\PM�_PIZ^M[��0M�PIL�\W�]VTWIL�\PM�[PQX[�IVL�\ISM�
Wٺ�P]OM�JITM[�WN �ZQKM�

<PMZM� _I[� IV� WTL� 2IXIVM[M� KW]XTM� \PI\� TQ^ML� QV� I� TQ\\TM� [PIKS� I\�
the end of  the wharf. With food very scarce, they were starving. 
?PMV�]VTWILQVO�\PM�ZQKM�[IKS[��=VKTM�*QTTa�_W]TL�ÅTT� \PM�K]ٺ[�WN �
his trousers with a couple of  handfuls of  rice, as much as he could 
Å\�QV��<PMV�I\�\PM�MVL�WN �PQ[�[PQN\��PM�_W]TL�OQ^M�\PQ[�ZQKM�\W�\PMU�

He helped them to survive the war. Just before he was repatriated, 
this poor couple who had nothing, wanted to convey how much 
they valued all he had done for them. They gave him a Japanese tea 
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ceremony. What a beautiful and eloquent way to show how much 
they appreciated what he had done for them.

One of  the ways that I try to show how much I appreciate my 
KTQMV\[�_PMV�1�_WZS�_Q\P�I�OZW]X�WN �XMWXTM�Q[�\W�ZMUMUJMZ�ITT�\PMQZ�
names. For me, it says: ‘I want to value you so we can learn deeply 
\WOM\PMZ¼��5a�SVW_QVO�IVL�][QVO�XMWXTM¼[�VIUM�Q[�I�_Ia�\PI\�1�KIV�
show that. I hope that people feel supported, that I care and have 
compassion for them. People often comment to me how powerful 
that is. Recognition means much more than money to people.  
<PM�UW[\�UMIVQVON]T�ZMKWOVQ\QWV�\PI\�XMWXTM�_IV\�QV�\PM�_WZSXTIKM�
has no dollar value. 

8I]T�BIS¼[�ZM[MIZKP��UMV\QWVML�I\�\PM�[\IZ\�WN �\PM�LQ[K][[QWV�WV�\Z][\��
shows that oxytocin is the chemical of  bonding behaviour. Oxytocin 
comes about when we feel joy and when we feel connected. It is also 
present when we feel valued, and we get a sense of  reward. How do 
you value others? What is your way of  showing that you value others? 

+ZMI\M�I�\MIU�^IT]M�XZWRMK\��/M\�XMWXTM�\W�[PIZM��»?PI\�UISM[�UM�
feel appreciated? Is it people spending time with me? Is it gifts?  
1[� Q\�XZIQ[M'�1[� Q\�XW[Q\Q^M� NMMLJIKS'�1[� Q\�XMWXTM� \ISQVO�\PM� \QUM�\W� 
OM\�\W�SVW_�UM'¼�

�ƚ�Ă�ǁŽƌŬƐŚŽƉ�ŽĨ�ϱϬ�ƉĞŽƉůĞ�ǁŚĞƌĞ�
/�ĂƐŬĞĚ�ƚŚŝƐ�ƋƵĞƐƟŽŶ͕�ĞǀĞƌǇ�ƚĂďůĞ�

ĚŝƐĐƵƐƐŝŽŶ�ŝĚĞŶƟĮĞĚ�ƚŚĂƚ�ƚŚĞǇ�ǁĂŶƚĞĚ�
ŵŽƌĞ�ĨĞĞĚďĂĐŬ�ĂďŽƵƚ�ǁŚĂƚ�ƚŚĞǇ�ǁĞƌĞ�

ĚŽŝŶŐ�ǁĞůů͘�

)K\QWVQVO�^IT]M[�Q[�\Z][\�I\�_WZS�
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^ĂǇ�ƚŚĂŶŬ�ǇŽƵ�ŵŽƌĞ�ŽŌĞŶ
I recently visited an organisation that had in the lunch room a 
beautiful couch with gorgeous coloured cushions. It was inviting and 
_IZU��)TWVO�\PM�_ITT�JMPQVL�Q\�_I[�I�OZI\Q\]LM�OZIٻ\Q�_ITT��8MWXTM�
would write a small paragraph or sentence about what they were 
grateful for or who they were grateful to. It changed all the time, 
as old comments got written over with new ones. Pictures would 
IKKWUXIVa�UIVa�WN �\PM�KWUUMV\[�\W�SMMX�\PM�TQOP\PMIZ\ML�VI\]ZM�
of  the wall. It became a ritual for that team express their gratitude. 
6W\�WVTa�[XMISQVO�Q\�J]\�IT[W�PI^QVO�Q\�_ZQ\\MV�_I[�I�^MZa�XW_MZN]T�
expression of  what that tribe thought was important.

Stephen Covey, thought leader and author of  The Speed of  Trust and 
��0IJQ\[� WN �0QOPTa� �MK\Q^Mٺ- 8MWXTM, has created many concepts that 
have changed people’s lives. One of  his most powerful is the idea 
WN �\PM�MUW\QWVIT�JIVS�IKKW]V\��1\¼[�IV�M^WKI\Q^M�_Ia�\W�ZMXZM[MV\�
the intangibles of  value. When we build trust, we put emotional 
UWVMa� QV\W� XMWXTM¼[� MUW\QWVIT� JIVS� IKKW]V\�� *]\� _M� KIV� IT[W�
_Q\PLZI_� Q\#� ZMTI\QWV[PQX[� _Q\P� PQOP� LQ[\Z][\� IZM� _MTT� QV\W� LMÅKQ\�� 
I believe that when we don’t spend time seeing and valuing people 
and their contribution, we withdraw a huge amount of  emotional 
KWQV[�NZWU�W]Z�\MIU�JIVS�IKKW]V\��8MWXTM�NMMT�]VLMZ^IT]ML��<PMa�
NMMT�W^MZTWWSML��\PMV��LQ[MVOIOM�IVL�JMKWUM�LMUW\Q^I\ML��

�Ěŵŝƚ�ƚŽ�ďĞŝŶŐ�ǁƌŽŶŐ
,]ZQVO�Ua�KIZMMZ��1�_WZSML�I[�I�[MVQWZ�TMILMZ�QV�J][QVM[[��?M�_W]TL�
come in on a Monday morning, and the inbox would be full of  
what we called SCUD missiles (because they were in the press at the 
time, due to the Iraq war). SCUD missiles are long-range bombs 
that cause devastation wherever they explode. If  we had an issue, 
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the head of  the organisation would sit at home on his computer, 
ÅZM� Wٺ� [MUQ�IJ][Q^M� MUIQT[� \W� XMWXTM� IJW]\� ITT� \PM� \PQVO[� \PMa¼^M�
LWVM�_ZWVO��8MWXTM�_W]TL�ÅVL�\PMU�M`XTWLQVO�QV�\PMQZ�QVJW`�WV�I�
Monday morning. This type of  approach was severely destroying 
any glue of  trust that we had for him. My decision to leave a business 
that I loved was due to the behaviour of  that leader. It was sealed  
one day in a management meeting listening to him blatantly lie about 
[WUM\PQVO�\PI\�PIL�OWVM�_ZWVO��<_W�WN �][�IZW]VL�\PM�KQZKTM�SVM_�
without a doubt that he had been entirely responsible. I sat there 
hearing him rant about the reason why the problem had happened, 
XWQV\QVO� \PM� ÅVOMZ� I\� M^MZaWVM� MT[M�� 1\�UILM�UM� ZIOM� QV[QLM��0Q[�
QVI]\PMV\QKQ\a�IVL�LQ[PWVM[\a�I[\WVQ[PML�UM��0Q[� TIKS�WN �^IT]M�WN �
\PM�XMWXTM�IZW]VL�PQU�UMIV\�\PI\�_PI\M^MZ� TQ\\TM�MUW\QWVIT�JIVS�
IKKW]V\�PM�PMTL�_MV\�QV\W�LMÅKQ\��1�_I[�W]\�WN �\PMZM	

One of  the ways that you can build trust by valuing people is when 
\PMa¼^M�JMMV� ZQOP\�� IVL�aW]¼^M�JMMV�_ZWVO��)LUQ\\QVO�UQ[\ISM[� Q[�
a very reliable builder of  credibility. We can have this misguided 
belief  that if  we do will be seen as incompetent. 

tŚĞŶ�ƉĞŽƉůĞ�ĂĚŵŝƚ�ƚŽ�ďĞŝŶŐ�ǁƌŽŶŐ͕�
ƚŚĞŝƌ�ĐƌĞĚŝďŝůŝƚǇ�ƌŝƐĞƐ�ŝŶ�ƉĞŽƉůĞ͛Ɛ�ĞǇĞƐ͘�

1\�IT[W�ÅZUTa�XTIKM[�][�I[�I�TMIZVMZ�·�_PQKP�I[�_M�PI^M�LQ[K][[ML�Q[�
a foundational pillar of  a 21st-Century tribe.

Victor Perton is a former parliamentarian and former Victorian 
Commissioner to the Americas. An incredibly generous and 
interested man, he is the epitome of  connection and compassion. 
He is passionate about Australia and our relationships at the global 
level. He is often called upon to facilitate high-level negotiations. 
:MTI\QWV[PQX[�IZM�KWZM�\W�PQ[�_WZS��1V�PQ[�Y]M[\�\W�[]XXWZ\�)][\ZITQIV�
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leaders succeed, he has founded the Australian Leadership Blog, and 
interviews leaders from a range of  companies and organisations. He 
I[S[�\PMU�_PI\�\PM�I\\ZQJ]\M[�WN �)][\ZITQIV�TMILMZ[�IZM�IVL�_PI\�Q[�
important to people they lead. It is a treasure trove of  insightful real-
TQNM�ZMÆMK\QWV[�WN �[WUM�WN �W]Z�JM[\�TMILMZ[��0MZM�IZM�I�NM_�M`IUXTM[�
of  excerpts pertinent to the discussion of  trust through honesty:

Michael Burge, OAM is the Director of  The Australian College of  
Trauma Treatment:
‘Australians want trustworthiness and honesty. These characteristics show who 
W]Z�TMILMZ[�ZMITTa�IZM��VW\�_PW�\PMa�XZM\MVL�\W�JM�I[�LMÅVML�Ja�\PM�UW[\�ZMKMV\�
poll or spin. When perceived as honest, Australian leaders gain in credibility 
even when mistakes are made, so long as there is an openness to advice and 
constructive criticism, from their leadership team and constituents. Honesty 
J]QTL[�KZMLQJQTQ\a�IVL�\Z][\��_PQKP�IZM�\PM�NW]VLI\QWV�\W�QV^WSM�KWVÅLMVKM�IVL�
respect from allies, teammates and constituents.’

Turlogh Guerin Chair, Board of  Advisors Council Climate Alliance:
‘Followers expect that their leaders will apologise when they are wrong. And 
they must do it quickly and be sure to do it in earnest. Failing to do this one 
thing will lose them trust faster than anything else.’

:)+>¼[�2]TQM�/ZMMV�XZIOUI\QKITTa�KITT[�W]\�\PW[M�_PW�PQLM�UQ[\ISM[�
in the political arena:
‘Above all, Australians seek trust and honesty from their leaders. We have 
seen a lack of  this from our political leaders. Generally, Australians have a 
good ‘bullshit’ barometer.

I encourage you to subscribe to Victor’s blog – it is an excellent way to 
IKKM[[�\PM�\PQVSQVO�WN �OZMI\�TMILMZ[���)][\ZITQIVTMILMZ[PQXJTWO[XW\�
com.au)
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�Ğ�ĂǁĂƌĞ�ŽĨ�ǇŽƵƌ�ŝŵƉĂĐƚ�ĂŶĚ�ǇŽƵƌ�ĞŵƉĂƚŚǇ� 
ĨŽƌ�ŽƚŚĞƌƐ͖�ďĞ�ŬŝŶĚ
<PM�ÅZ[\�[SQTT�WN �MUW\QWVIT�QV\MTTQOMVKM�Q[�MUW\QWVIT�[MTN�I_IZMVM[[��
and being able to see our impact from the balcony down onto the 
LIVKM�ÆWWZ�Q[�KZQ\QKIT�QV�J]QTLQVO�KWUXI[[QWV��1N �_M�LWV¼\�]VLMZ[\IVL�
PW_�_M�IٺMK\�W\PMZ[�� Q\¼[� OWQVO� \W�JM�^MZa�PIZL� NWZ�][�M^MV� \W�JM�
able to see the world from their perspective. My boss just described 
had little idea of  his impact on his team. His self-awareness centred 
\W\ITTa�WV�PQU[MTN �IVL�PW_�W\PMZ[�IٺMK\ML�PQU��0Q[�IXXZWIKP�_I[�
one of  bullying, and it created a toxic environment of  distrust. 
<PMZM�_I[�VW�SQVLVM[[�QV�M^QLMVKM��

Kindness isn’t hard. It’s the little things that are the big things. Acts 
WN �SQVLVM[[�IZM�JMI]\QN]T�NWZ�\PM�_WZTL#�\PMa�UISM�][�NMMT�OWWL��1N �_M�
ITT�LQL�UWZM�SQVL�\PQVO[�L]ZQVO�W]Z�LIa�QUIOQVM�PW_�_M�KIV�QUXIK\�
PW_�^IT]ML�XMWXTM�NMMT��0MZM�IZM�[WUM�[UITT�IK\[�WN �SQVLVM[[�\W�\Za"

tŚĞŶ�ǇŽƵ͛ƌĞ�ŵĂŬŝŶŐ�ǇŽƵƌ�ĐƵƉ�ŽĨ�ƚĞĂ͕�ŵĂŬĞ�ŽŶĞ�ĨŽƌ�ƐŽŵĞŽŶĞ�ĞůƐĞ͘�

EĞǆƚ�ƟŵĞ�ǇŽƵ͛ƌĞ�ŝŶ�ďƵƐǇ�ƚƌĂĸĐ�ŽŶ�ǇŽƵƌ�ǁĂǇ�ƚŽ�ǁŽƌŬ͕�ƵƐŚĞƌ�
ƐŽŵĞŽŶĞ�ŝŶƚŽ�ƚŚĞ�ůĂŶĞ�ŝŶ�ĨƌŽŶƚ�ŽĨ�ǇŽƵ͘

^ŵŝůĞ�Ăƚ�ƐŽŵĞŽŶĞ�ǁŚĞŶ�ƚŚĞǇ�ĐŽŵĞ�ŝŶƚŽ�ƚŚĞ�ƌŽŽŵ͘

/ŶĐůƵĚĞ�ƐŽŵĞŽŶĞ�ŝŶ�ĐŽŶǀĞƌƐĂƟŽŶ�ǁŚŽ�ŵŝŐŚƚ�ŽƚŚĞƌǁŝƐĞ� 
ďĞ�Ă�ďǇƐƚĂŶĚĞƌ͘ �

KīĞƌ�ƚŽ�ƚĂŬĞ�ŽŶ�Ă�ũŽď�ƐŽ�ƚŚĂƚ�Ă�ƉĂƌĞŶƚ�ĐĂŶ�ŐĞƚ�ƚŽ�ƚŚĞ� 
ƐĐŚŽŽů�ĐŽŶĐĞƌƚ�ŽŶ�ƟŵĞ͘

ZĞŵĞŵďĞƌ�ǁŚĂƚ�Ă�ĐŽůůĞĂŐƵĞ�ǁĂƐ�ĚŽŝŶŐ�ŽŶ�ƚŚĞ�ǁĞĞŬĞŶĚ͕� 
ĂŶĚ�ĂƐŬ�ƚŚĞŵ�ĂďŽƵƚ�ŝƚ�ŽŶ�DŽŶĚĂǇ͘



202

GLue

Chapter Summary

Having purpose motivates us to be 
better. 

When we connect to purpose and to each other, extraordinary 
things are possible. Be nice; you'll be happier. Compassion creates 
connection. The world could do with more compassion. Show small 
IK\[�WN �SQVLVM[[�M^MZa�LIa�

In An Everyone Culture: Becoming a deliberately developmental organisation, 
������Ja�:WJMZ\�3MOIV�IVL�4Q[I�4I[SW_�4IPMa, the authors believe 
we have two roles. One is our job, and the other is covering up our 
_MISVM[[M[�� +W^MZQVO� _PI\� Q\� Q[� _M� IZM� NMMTQVO�� IVL�_PI\� _M� IZM�
\PQVSQVO��?M�XW[\]ZM�IVL� [PW_�W]Z[MT^M[� \W�W]Z�JM[\�IL^IV\IOM�·�
protecting the ‘I’. The amount of  energy that goes into having this 
veneer is enormous in regard to the impact on a team and the cost 
to the organisation.

Wouldn’t it be great if  we were part of  a place where it just felt nice 
to be there? Where people felt understood by each other? If  we 
didn’t have to hide away our fears and our aspirations? Imagine if  
_M�KWVVMK\ML�\PZW]OP�KWUXI[[QWV�IVL�SQVLVM[[��4QVSML�Ja�[MMQVO�
the potential, the diversity and the good things we bring to the team, 
ZI\PMZ�\PIV�_PI\�_M¼L�TQSM�\W�KPIVOM�WZ�ZMUW^M��
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tŚĂƚ Ɛ͛�ŶĞǆƚ͍
We’re at the pointy end of  trust. We’re at the pointy end of  the 
_PWTM�JWWS��)TT�\PM�KPIX\MZ[�WN �\PM�JWWS�IZM�TMILQVO�\W_IZL[�\PQ[�
TI[\�MTMUMV\��\PQ[�TI[\�[SQTT��1N �_M�LWV¼\�OM\�JM\\MZ�I\�LWQVO�\PQ[�[SQTT��
we will never achieve any of  the collaboration, any of  the glue of  
\Z][\��J]QTL�IVa�WN �\PM�JWVL[�\PI\�_M�IZM�[MMSQVO�

<PQ[� [SQTT� Q[� \PM� W]\_IZL� UIVQNM[\I\QWV� WN � \PM� KWUXI[[QWV�� 
connection and collaborative elements of  our glue. 

/ƚ͛Ɛ�ƚŚĞ�Ăƌƚ�ŽĨ�ĐŽŶǀĞƌƐĂƟŽŶ͘





9Conversation
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“ dŽ�ŐĞƚ�ĨƌŽŵ�ŐŽŽĚ�ƚŽ�ŐƌĞĂƚ�ĚĞƉĞŶĚƐ�
ŽŶ�ƚŚĞ�ĐƵůƚƵƌĞ͕�ǁŚŝĐŚ�ĚĞƉĞŶĚƐ�ŽŶ�ƚŚĞ�
ƌĞůĂƟŽŶƐŚŝƉƐ͕�ǁŚŝĐŚ�ĚĞƉĞŶĚƐ�ŽŶ�ƚŚĞ�

ĐŽŶǀĞƌƐĂƟŽŶ͘�

:ƵĚŝƚŚ��͘�'ůĂƐĞƌ͕ ��ŽŶǀĞƌƐĂƟŽŶĂů�/ŶƚĞůůŝŐĞŶĐĞ͗�,Žǁ�
great leaders build trust and get extraordinary results

If  connection and compassion are the adhesive and cohesive 
of  trust, then conversation is the tool that mixes them together. 
Collaborative conversation is the outward manifestation of  trust. 
9]ITQ\a� KWV^MZ[I\QWV[� WN � \MIU[� IVL� QVLQ^QL]IT[� _WZSQVO� \WOM\PMZ�
MTM^I\M�\PM�\Z][\�TM^MT�[W�\PI\�aW]�KIV�LW�M`\ZIWZLQVIZa�_WZS��1\�PMTX[�
to clarify assumptions, explore new ideas, become more creative 
and innovative, and create a commitment to action.

?M�SVW_�\PI\�M^MZaWVM�\ITS[��M^MZaWVM�TMIZV[�\W�[XMIS�NZWU�I�^MZa�
MIZTa�IOM�IVL�Q\¼[�IV�QUXWZ\IV\�XIZ\�WN �JMQVO�QV�\PM�_WZS�MV^QZWVUMV\��
<PM�Y]ITQ\a� Q[�XWWZ�WV�I^MZIOM�� \ITSQVO�I\� MIKP�W\PMZ� ZI\PMZ� \PIV�
\ITSQVO�_Q\P� MIKP� W\PMZ��?Q\PW]\� \PM� ZQOP\� \aXM� WN � KWV^MZ[I\QWV[��
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assumptions run rampant. In the absence of  any information, 
IVL�LQ[\Z][\�QV�XTIKM��XMWXTM�ÅTT�QV�\PM�UQ[[QVO�XIZ\[�_Q\P�\PM�_WZ[\�
[KMVIZQW��?PMV�_M�PI^M�I� TIKS�WN � KWV^MZ[I\QWV� QV� \PM�_WZSXTIKM��
_M�ÅTT�\PI\�^WQL�_Q\P�\PM�KPI\\MZ�IVL�_WZZQM[�\PI\�IZM�QV�W]Z�PMIL��
=VTM[[�\PMZM�Q[�I�[]J[\IV\QIT�JWLa�WN �\Z][\�_M�Y]QKSTa�NITT�QV\W�I�[XIKM�
where we assume the worst and feel dislocated.

Without high-quality conversations, the fear chemical cortisol raises 
in our head. Silos stay in place and distrust festers. Trust becomes 
further and further away. Connection and compassion focused 
on learning, growth and collaboration are the drivers for quality 
conversations. We strengthen our ability to understand each other, to 
]VLMZ[\IVL�\PM�_WZS��IVL�\W�KPITTMVOM�MIKP�W\PMZ�\W�UW^M�NWZ_IZL�

When we have a conversation with no connection, we stay isolated 
from one another, and our collective purpose is missing. When we 
don’t have collaborative conversations, we can’t get to a space of  
TMIZVQVO�W]\�TW]L�IVL�\M[\QVO�W]\�W]Z�\PQVSQVO��?M�KIV¼\�XQOOaJIKS�
on other people’s ideas. Our ability to create and innovate together 
just isn’t there. The conversations are either stilted, guarded or not 
in existence. Or there’s simply someone telling you what to do. 

When we have a conversation with no compassion��Q\�TIKS[�\PM�MUXI\Pa�
that we need to have for each other and our clients. We are unable 
\W�[MM�\PM�_WZTL�NZWU�\PMQZ�XMZ[XMK\Q^M��1\�SMMX[�][�[\]KS�QV�W]Z�W_V�
\PQVSQVO��?M�IZM�]VIJTM� \W�UW^M�\W�I� »_M�\PQVSQVO¼�IVL�KWTTMK\Q^M�
»W]Z�\PQVSQVO¼�XTIKM�

<PQ[� Q[� \PM� SMa[\WVM� WN � \PM� JWWS��6WVM� WN � \PM� W]\KWUM[� ITZMILa�
outlined will occur if  we don’t have connected, compassionate 
conversations that count. Without collaborative conversations that 
challenge the status quo, we’re going nowhere, and we end up 
becoming stagnant and atrophying, as an organisation, into oblivion.
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�ŝƐŵĂŶƚůŝŶŐ�ƚŚĞ�͚�ĞƌůŝŶ�tĂůů͛
1V�Ua�[MKWVL�aMIZ�WN �\MIKPQVO��1�_WZSML�I\�I�XZQUIZa�[KPWWT��1\�_I[�
ZQOP\� VM`\� \W� I� [MKWVLIZa� [KPWWT�� IVL�_M� [PIZML� I� JQO� [\IٺZWWU�� 
1\�_I[�ITT�JZIVL�[XIVSQVO�VM_�IVL�M^MZaWVM�_MV\�QV�\PMZM�_Q\P�PQOP�
expectations of  commitment and collaboration. With the secondary 
college, it would mean that we could increase the quality of  the 
ML]KI\QWV�_M�_MZM�OQ^QVO�\W�W]Z�[\]LMV\[��<PM�[\IٺZWWU�PIL�JMMV�
open for a couple of  years when I got there. I discovered that all the 
XZQUIZa�[\Iٺ�[I\�QV�WVM�XIZ\�WN �\PM�[\IٺZWWU�IVL�ITT�\PM�[MKWVLIZa�
[\Iٺ�\WWS�]X�\PM�\PZMM�Y]IZ\MZ[�WN �\PM�[\IٺZWWU��IVL�VW�WVM�[XWSM�
QV�LMX\P�\W�MIKP�W\PMZ��-^MV�_PMV�_M�KIUM�QV�\W�OM\�K]X[�WN �KWٺMM��
IVL�\PM�[MKWVLIZa�\MIKPMZ[�_MZM�[\IVLQVO�IVL�UISQVO�KWٺMM��\PMZM�
_I[�VW� ZMIT�LQITWO]M�JMaWVL� NWZUITQ\QM[�� 1\�_I[� TQSM� \PMZM�_I[�IV�
insurmountable wall up between us. It was such a waste.

<PMZM�_MZM�XMWXTM�QV�JW\P�[KPWWT[�LWQVO�OZMI\�[\]ٺ�\PI\�KW]TL�PMTX�
our students. They also had incredible facilities, such as drama and 
\MKPVWTWOa�[\]LQW[�\PI\�1�_I[�LaQVO�\W�OM\�Ua�SQL[�QV\W��*]\�_M�_MZM�
on the wrong side of  the ‘Berlin Wall’. There was no interaction. 
A colleague of  mine decided that this situation was ridiculous. 
?PMVM^MZ� [PM� PIL� \QUM� Wٺ� L]ZQVO� KTI[[M[� \W� LW� XZMXIZI\QWV� IVL�
UIZSQVO��[PM�_W]TL�\ISM�ITT�PMZ�_WZS�LW_V�QV\W�\PM�[\IٺZWWU�IVL�
[Q\�\PMZM�WV�\PM�JQO�\IJTM[��;PM¼L�[XZMIL�PMZ�_WZS�W]\��IVL�_PMV�[PM�
saw people, she would put her head up and say, ‘Hello,’ and catch 
their eye.

Then, one day, a secondary English teacher stopped when he passed 
her and complimented her on the student projects on the table. 
He was amazed at the quality and how they apparently expected 
too low a standard in Year 7 if  they could achieve that in Year 4! 
That moment, everything changed because he was willing to start 
I�KWV^MZ[I\QWV��)TT�\PW[M�MٺWZ\[�_W]TL�PI^M�KWUM�\W�VW\PQVO�QN �PM�
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PIL� VW\� ZMIKPML� W]\�� <PI\� JZWSM� \PM� [MIT�� 1� []XXW[M�� IVL�_M� ITT�
started having more frequent conversations about students, about 
_WZS��IJW]\�W]Z�LQٺMZMV\�IXXZWIKPM[��)VL�\PI\� TML�\W�KW�KZMI\QVO�
KWV^MZ[I\QWV[�_PMZM�_M�TWWSML�I\�_WZSQVO�\WOM\PMZ�\W�QVKZMI[M�\PM�
education of  the students that we taught.

We started to do some cross-tutoring. We exposed each other to 
\PM� \aXM� WN � \PQVSQVO� \PI\�_M� LQL� QV� \PM� XZQUIZa� IVL� \PM� \aXM� WN �
\PQVSQVO� LWVM� QV� \PM� [MKWVLIZa� [KPWWT��?Q\PW]\� \PI\� ÅZ[\� K]ZQW][�
conversation, we would never have shifted the status quo. A trusting 
relationship started. 

1V�\PQ[�ÅVIT�KPIX\MZ��1�IU�OWQVO�\W�[PW_�aW]�PW_�\W�PI^M�QV\MZM[\QVO��
co-creating conversations, based on connection and compassion, 
which create the glue of  a solid team.

<PMZM�IZM�\PZMM�UIQV�IZMI[�_M�_QTT�TWWS�I\"

,ĂǀĞ�ĐŽͲĐƌĞĂƟŶŐ�ĐŽŶǀĞƌƐĂƟŽŶƐ

Co-creating conversations happen when, by being together, we 
UISM� [WUM\PQVO�UWZM��+W�KZMI\QWV� Q[� _PMV�_M�_WZS� \WOM\PMZ� \W�
bring something to life that wasn’t there before in each of  our minds. 
There is an energy that ignites when we are in co-creation mode. 
0I^M�aW]�M^MZ� [MMV�I� KPMN �][QVO�I�P]OM�_WS� \PZW_QVO� QV� [I]KM[��
UMI\[�� ^MOM\IJTM[� IVL� VWWLTM['�9]QKSTa� [MZ^ML� ]X� QV� \PM� JW_T�� I�
[]JTQUM�UMIT� \W� \]KS� QV\W� IXXMIZ[��+W�KZMI\QVO� KWV^MZ[I\QWV[� IZM�
TQSM�\PQ[�LQ[P��1\¼[�_PMV�M^MZaWVM¼[� QVOZMLQMV\[�IZM� QVKT]LML�R][\�I\�
\PM�ZQOP\�\QUM�\W�IKPQM^M�IV�MVL�ZM[]T\��?M�LWV¼\�SVW_�_PI\�\PM�MVL�
ZM[]T\�Q[��J]\�Q\�Q[�TWWSML�NWZ_IZL�\W�_Q\P�IV\QKQXI\QWV��<PMZM�Q[�I�RWa�
and excitement in the process.
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ZĞĐŽĚĞ�ĐŽŶŇŝĐƚ
<PM� XI\P� \W� KW�KZMI\QVO� KWV^MZ[I\QWV� QV^WT^M[� »ZMKWLQVO¼� KWVÆQK\��
?PMV� _M� KIV� PI^M� W]Z� »_WZS¼� KWV^MZ[I\QWV[� _Q\P� MVMZOa� IVL�
XI[[QWV��_M�PI^M�ITZMILa�UI[\MZML�\PM�IZ\�WN �KWVÆQK\��?M�[MM�LMJI\M�
IVL�KPITTMVOQVO�WN �\PQVSQVO�I[�KZQ\QKIT�[MI[WVQVO�\W�W]Z�LQ[K][[QWV�

?PMV� [\QTT� TMIZVQVO� \W� LW� \PQ[�� _M� KIV� JM� INZIQL� WN � I� KWVÆQK\� WN �
opinions so we avoid going anywhere near them. Too often, we 
PI^M� MTMXPIV\[� \PI\� [Q\� QV� \PM� ZWWU�� IVL� _M¼ZM� VW\� OIUM� \W� \ITS�
IJW]\� \PMU�� ?M� U][\� \ITS� IJW]\� \PMU�� :M[XMK\N]T� KPITTMVOM� QV�
conversations should be a way of increasing our trust and improving 
W]Z�]VLMZ[\IVLQVO�WN �MIKP�W\PMZ��1N �_M�LWV¼\�\ITS�IJW]\�\PMU��_M�
leave the elephants bouncing around us for everyone to feel, but not 
deal with. 

�ŐŝůĞ�ůŝƐƚĞŶŝŶŐ

The third and essential element needed to stimulate co-creating 
conversations is be agile in our listening. In conventional 
environments, we simply listen only for when other people stop 
\ITSQVO�[W�\PI\�_M�KIV�[\IZ\�W]Z�\]ZV��)OQTM�TQ[\MVQVO�Q[�NWZ�\MIU[�_PW�
are armed and ready with a strong learning environment to push 
\PM�ÆIUM[�WN �KZMI\Q^Q\a�
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�ŽͲĐƌĞĂƟŽŶ

dĂůŬ�ǁŝƚŚ͕�ŶŽƚ�at or to�ƉĞŽƉůĞ͘�

Having quality conversations increases the oxytocin, dopamine 
IVL� [MZW\WVQV� \PI\� TMIL[� \W� \Z][\�� 1\� MVIJTM[� ][� \W�_WZS�_Q\P� \PM�
executive function engaged and builds that trust. When we have 
conversations that raise cortisol, we withdraw from the executive 
function, and our ability to have empathy, connect, collaborate, 
problem solve, decreases rapidly. As we discussed in Chapter Six, 
this is critical to the collaborative learning environment so needed 
in organisations today.

Judith E. Glaser is the creator of  Conversational Intelligence® and 
+PIQZUIV�WN �\PM�+ZMI\QVO?M�1V[\Q\]\M��0MZ�_WZS�PI[�\ZIV[NWZUML�
many major company cultures, moving them from low trust to 
high trust. Conversational Intelligence® or C-IQ is the vehicle for 
this shift. Based on the neuroscience of  trust and the quality of  our 
KWV^MZ[I\QWV[�� 2]LQ\P¼[� TIZOM�JWLa�WN �_WZS�IVL�ZM[MIZKP�PI[�OQ^MV�
us excellent tools to view our conversations through and build our 
conversational intelligence.

+�19][M[� I� KWV^MZ[I\QWVIT� LI[PJWIZL� \PI\� \ISM[� XMWXTM� \PZW]OP�
three levels. When we have conversations, our brain is clueing in 
KIZMN]TTa�QV\W�_PM\PMZ�\PM�XMZ[WV�_M�IZM�\ITSQVO�_Q\P�Q[�\Z][\_WZ\Pa��
If  their behaviours are ones that build trust, our brains function 
UWZM� QV� W]Z� XZMNZWV\IT� KWZ\M`� �8.+��� <PM� 8.+� Q[� IT[W� SVW_V� I[�
the executive function. It is where we problem solve, collaborate, 
connect and learn. It is also where empathy for others resides. 



213

Tracey Ezard

1N �_M�]VKWV[KQW][Ta�WZ�KWV[KQW][Ta�XQKS�]X�_PI\�W]Z�JZIQV[�LMMU�
as ‘untrustworthy’ behaviours, or we are uncertain, our limbic 
JZIQV�\ISM[�W^MZ��LZQ^MV�Ja�\PM�IUaOLITI�IVL�_M�KIV�ZM\ZMI\� NZWU�
the PFC. Our actions become more about survival – withdrawal, 
XI[[Q^M�IOOZM[[Q^M� JMPI^QW]Z�� WZ� I\\IKS�� 4WVO� \MZU� KWV^MZ[I\QWV[�
TQSM�\PQ[�KIV�MVL�]X�[M^MZMTa�IٺMK\QVO�VW\�WVTa�ZMTI\QWV[PQX[�J]\�IT[W�
\PM�IJQTQ\a�NWZ�XMWXTM�\W�XMZNWZU�_MTT�QV�\PM�_WZS�KWV\M`\�

In general, many of  our conversations are trusting and open, 
producing the chemicals such as oxytocin that help us access the 
PFC. Cortisol, the fear-inducing chemical, lasts much longer in the 
body than these chemicals, so we need to understand and minimise/ 
downregulate the behaviours that increase it.

hƐĞĚ�ǁŝƚŚ�ƉĞƌŵŝƐƐŝŽŶ��ŽƉǇƌŝŐŚƚ��ĞŶĐŚŵĂƌŬ��ŽŵŵƵŶŝĐĂƟŽŶƐ͕�/ŶĐ͘
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4M^MT� �� KWV^MZ[I\QWV[� WV� \PM� +�19� LI[PJWIZL� IZM� \PM� »I[S�
or tell’ level. This level is transactional. It’s one person telling 
IVW\PMZ�XMZ[WV�MQ\PMZ�_PI\�\W�LW�WZ�_PI\�\PMa�\PQVS�_Q\PW]\�TQ\\TM�
QV\MZIK\QWV��1\�Q[�\PM�MXQ\WUM�WN �\PM�»\ITSQVO�I\¼�IXXZWIKP��I�LQLIK\QK�
interaction. Information disseminated with no discussion. If  you 
recall an ‘average’ meeting, you’ll recognise Level I straight away! I 
IT_Ia[�QUIOQVM�IV�IZUa�[MZOMIV\�aMTTQVO�WZLMZ[�_PMV�1�\PQVS�WN �\PM�
extreme of  this level. We can get caught in what Judith E. Glaser 
calls the ‘tell-yell-sell syndrome’. When we ignore perspectives, or 
LWV¼\�I[S�WXQVQWV[��_M�KZMI\M�I�[XIKM�_PMZM�\PMZM¼[�VW�KWV^MZ[I\QWV�
entered, causing us to distrust. When this is the predominant mode 
WN �[XMISQVO��_M�ÅZM�Wٺ�KWZ\Q[WT� QV�W]Z�JZIQV��IVL�\PQ[�KI][M[�][�\W�
withdraw from the prefrontal cortex. The Level 1 conversation of  
the C-IQ dashboard is the area of  distrust and resistance. 

4M^MT� 11� C-IQ is the Inquire and Advocate level. ‘I have a 
perspective, and I’m willing to listen to yours, but my main aim is to 
advocate for my position.’ It’s where conditional trust sits. We allow 
each other to voice opinions. The primary goal is to promote our 
point of  view. Trust rises, but we are still sceptical because it is about 
agenda and positioning.

5IVa�UQLLTM� TMILMZ[�1�_WZS�_Q\P�PI^M�\PQ[� Q[[]M�_Q\P�\PMQZ�[MVQWZ�
leaders. They go to see them tease something out. They want to 
pose an idea and co-create a new way with them. For senior leaders 
who haven’t uncovered the secret to co-creating with their team 
the default of  Level II conversations is their comfort zone. When 
the idea is put forward with hopes of  creating something further 
\WOM\PMZ�\PM�[MVQWZ�TMILMZ�[QUXTa�[Ia[��»?MTT��_PI\�1�\PQVS�aW]�[PW]TL�
do is...’ It’s not a space for creating something more. It’s a space of, 
‘I hear your opinion. This is my opinion. Glad to hear yours, but 
1¼U�VW\�QV\MZM[\ML�QV�IK\]ITTa�TWWSQVO�I\�I�\PQZL�IT\MZVI\Q^M�¼�4M^MT�11�
Q[�IJW]\�QVÆ]MVKQVO�\PZW]OP�XMZ[WVIT�WZ�XW[Q\QWVIT�XW_MZ�
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4M^MT� 111 is the pinnacle of  the conversational dashboard, the 
transformational conversation. Conversational Intelligence® used 
in organisations to transform culture and therefore business, is about 
building the capability to have these conversations. This level is the 
Transformational level of  ‘share and discover’ conversations. It’s an 
WXMV��KWVVMK\ML�IVL�\ZIV[XIZMV\�[XIKM�_PMZM�_M�I[S�Y]M[\QWV[�NWZ�
which we have no answers. It helps us not only cooperate but move 
up the collaborative continuum to co-creation. When we are open 
\W�QVÆ]MVKM�IVL�M`PQJQ\�KWV^MZ[I\QWVIT�JMPI^QW]Z[�\PI\�J]QTL�\Z][\��
we increase our oxytocin, dopamine and serotonin.

1� _W]TL� [\ZWVOTa� ZMKWUUMVL� aW]� ZMIL� 2]LQ\P� -�� /TI[MZ¼[� JWWS[��
starting with Conversational Intelligence: How great leaders build trust and get 
extraordinary results, 2014. 1�PI^M�PIL�\PM�PWVW]Z�WN �TMIZVQVO�ÅZ[\�PIVL�
from Judith over the last few years. Her insight into human behaviour 
and the importance of  connection and trust are astounding, as is her 
_IZU\P�IVL�OMVMZW[Q\a�QV�[PIZQVO�PMZ�SVW_TMLOM��0MZ�_WZS�IVL�\PM�
_WZS�WN �\PM�+ZMI\QVO?M�1V[\Q\]\M�Q[�KZMI\QVO�I�TI[\QVO�TMOIKa�WV�\PM�
world, as business, education and other sectors use it to transform 
the way they have conversations.

^ŚŝŌŝŶŐ�ƚŚĞ�ŶĞĞĚ�ƚŽ�ďĞ�ƌŝŐŚƚ�

In Chapter Six – Collaborative Inquiry and Deeper Learning, we 
discussed the dopamine hit we get when we feel vindicated and 
ZQOP\��?PMV�\PQ[�Q[�PIXXMVQVO�NZMY]MV\Ta��_M�KW]TL�JM�[\]KS�QV�4M^MT�
1�KWV^MZ[I\QWV[��<PQ[�QVKZMI[M[�KWZ\Q[WT�QV�W\PMZ[��1N �aW]�SVW_�\PI\�
your need to be right can sometimes override your brain and the 
way you hold conversations, here are some suggestions for next time 
the ‘need to be right’ rises strongly. A few steps that can teach your 
brain to step into a space of  trust, collaboration and creation:
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W�h^��·�<ISM�IV�QV_IZL�JZMI\P�IVL�QVKZMI[M�aW]Z�I_IZMVM[[�WN �
_PI\�Q[�PIXXMVQVO�QV�aW]Z�JZIQV�IVL�JWLa��+WV[KQW][Ta�I_ISMV�
aW]Z�I_IZMVM[[�\W�PW_�aW]Z�LZQ^M�\W�JM�ZQOP\�UQOP\�JM�»PQRIKSQVO¼�
\PM�_Ia�\PI\�aW]�IZM�QV\MZIK\QVO�IVL�\PQVSQVO��

KW�E�– Visualise an image that represents your mind opening to 
\ISM�WV�VM_�TMIZVQVO�

>/^d�E�– Focus and be present to the others in the room and their 
perspectives.

�,�>>�E'��– 8][P�aW]Z[MTN �\W�KPITTMVOM�aW]Z�W_V�\PQVSQVO�IVL�
R]LOMUMV\[�·�»?PI\�QN �\PMZM�Q[�IVW\PMZ�_Ia�\W�TWWS�I\�\PQ['�)U�
1�TQUQ\QVO�\PM�XW[[QJQTQ\QM[�PMZM'�?PI\�LW�W\PMZ[�\PQVS��NMMT�IVL�
believe about this?’

�^<�– Artful questions allow you and the group to be curious and 
M`XTWZM�\PM�\PQVSQVO�IVL�XMZ[XMK\Q^M[�QV�\PM�ZWWU"�»<MTT�UM�UWZM#�
?PI\�LWM[�TWWS�TQSM�\W�aW]'�1¼U�QV\MZM[\ML�QV�ÅVLQVO�UWZM�IJW]\�
_PI\�aW]�\PQVS�\PMZM°¼

Collaborative environments are not win/lose or win/win. They are 
a gain for everyone.

dĂůŬ�ĂďŽƵƚ�ƚŚĞ�ǁŚǇ�ĂŶĚ�ƚŚĞ�ǁŚŽ͕�ŶŽƚ�ũƵƐƚ�ƚŚĞ�ǁŚĂƚ�ĂŶĚ�ƚŚĞ�ŚŽǁ�

1¼^M� \ITSML� I� TW\� QV� \PQ[� JWWS� IJW]\� X]ZXW[M�� 1¼^M� \ITSML� IJW]\�
connecting to each other and the importance of  relationships.  
?M�WN\MV�LW�VW\�UISM�\PM�\QUM�\W�LW�\PI\��;XMVLQVO�\QUM�IVL�OM\\QVO�
JIKS�\W� \PM�_Pa� Q[� []KP�I�KZQ\QKIT�MTMUMV\�WN �KWV^MZ[I\QWV��?M�OW�
[\ZIQOP\�\W�\I[S�\WW�ZMILQTa��?M�\ITS�IJW]\�PW_�_M¼ZM�OWQVO�\W�LW�\PQ[�
and don’t spend time having conversations, co-creating our purpose 
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for our goals or the project. Spending that time is time well spent.  
It means we have the connection and the trust in each other that we 
are all heading in the same direction.

��ůŝƩůĞ�ĞǆĞƌĐŝƐĞ͗

)[�I� \MIU�� \PQVS�JIKS�W^MZ�aW]Z� TI[\� NM_�UMM\QVO[�IVL�IXXTa� \PQ[�
SMa�\W�\PM�»LQ[K][[QWV[¼�aW]�PIL��=[M�Ua�,1+-�UWLMT�\W�_WZS�PW_�
where you spend most of  your meeting time:

��ʹ��ĞĐŝĚĞ���
A decision needs to be made by the group in the room. Dialogue 
is required to come to a decision. The depth of  this discussion is 
KWV\M`\]IT�IVL�KIV�ZIVOM�NZWU�[QUXTM�IٻZUI\Q^M�VWL[�IZW]VL�\PM�
room, or more robust debate.

/�ʹ�/ŶĨŽƌŵ�
Information dissemination and sharing. Keeping people in the 
TWWX�IJW]\�\PQVO[�OWQVO�WV��7VM�XMZ[WV�[XMISQVO�

��ʹ��ŽŶƐƵůƚ�
,MKQ[QWV[�UILM�QV�LQٺMZMV\�XIZ\[�WN �\PM�WZOIVQ[I\QWV�WZ�PQMZIZKPa�
are needing input and opinion. These decisions are collected and 
then considered within a process elsewhere. The cynics might say 
that this is where those in authority who have already made the 
LMKQ[QWV�\QKS�\PM�KPMKSJW`M[��+WV[]T\I\QWV�KIZZQML�W]\�_MTT�\PW]OP�
can be a wonderful way to get ideas, input and insights from a 
cohort of  people along the way to help with co-creation.

�Ͳ��ǆƉůŽƌĞ

The space of  co-creation. Discovering our ideas, putting forward 
insights, data, analysis and exploring the space.
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What proportion of  time are you in I – inform? I is the danger zone 
NWZ� KWTTIJWZI\QWV�� ;]ZM�� Q\¼[� QUXWZ\IV\� ��ٺ[\] J]\� QN � \MTTQVO� XMWXTM�
IJW]\� \PQVO[� \ISM[�]X�UW[\�WN �aW]Z� \QUM� \WOM\PMZ��XMWXTM�_IV\� \W�
bang their heads down onto the table with boredom and frustration. 
Or they escape into the vortex of  their emails. What other processes 
KIV�JM�][ML�\W�K]\�LW_V�\PM�IUW]V\�XMWXTM�IZM�\ITSML�at?

0W_�U]KP� \QUM�LW�aW]�UISM� NWZ�E – explore? In this mode, we 
are employing all the learner roles discussed in Chapter Six. Sense-
UISMZ��+PITTMVOMZ��-`XMZQUMV\MZ�IVL�;]XXWZ\MZ�KWUM�W]\�\W�XTIa�
I[�_M�M`XTWZM��6W_� Q[� \PM� \QUM� \W� \ITS�IJW]\�X]ZXW[M�� 1\¼[� \ITSQVO�
with people to co-create the future actions. It is the creative and 
innovative time to play with possibilities. Increase the time you spend 
having conversations here, will grow not only with the momentum 
for change but also trust.

<PM�,1+-�SMa�KIV�JM�][ML� \W�XTIV�UMM\QVO[�� [W�XMWXTM�IZM�KTMIZ�
what role they will play during the meeting.

&ŽƐƚĞƌ�ĐƵƌŝŽƐŝƚǇ�ďǇ�ďĞŝŶŐ�ĐƵƌŝŽƵƐ

When curiosity is a mainstay of  a team, we get more familiar with 
\M[\QVO�W]\�W]Z�\PQVSQVO�IVL�[PIZQVO�\PI\�\PQVSQVO�_Q\P�MIKP�W\PMZ��
It helps with collaboration and learning-out-loud approach. People 
I[SQVO��»?Pa�Q[�Q\�\PI\�aW]�\PQVS�\PI\'�?PI\�Q[�\PM�ZMI[WV�JMPQVL�\PI\'�
?PI\�_W]TL�Q\�TWWS�TQSM�QN �_M�°'�0W_�UQOP\�_M°'¼�?PMV�_M�PI^M�
a curious mind, we start to move into a wondering perspective that 
PMTX[�][�\W�KW�KZMI\M�VM_�_Ia[�WN �_WZSQVO��<PI\�[XIKM�WN �_WVLMZQVO�
Q[�[]KP�I�TW^MTa�[XIKM�\W�JM�QV�NWZ�W]Z�JZIQV��1\�SQKS[�Wٺ�W]Z�QV\MZVIT�
UW\Q^I\QWV�IVL�Wٺ�W]Z�IJQTQ\a�\W�TMIZV��<PMZM�PI^M�JMMV�[\]LQM[�\PI\�
show that when people are curious, it also increases our memory 
retention, as has been discussed in the Learning chapter.
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<PQVS� IJW]\� \PM� \QUM[� \PI\� aW]¼^M� JMMV� K]ZQW][�� :MÆMK\� WV� I�
KWV^MZ[I\QWV� aW]� ZMKMV\Ta� PIL�� <PQVS� IJW]\� aW]Z[MTN � I[� \W� PW_�
UIVa� Y]M[\QWV[� LQL� aW]� I[S�� 1\� Q[� IT[W� QUXWZ\IV\� _PMV� PI^QVO�
meaningful conversations about performance. I often use the Pareto 
80/20 Principle. Most performance discussions are made up of  a 
TMILMZ�[XMISQVO� �
�WN �\PM�\QUM�IVL���
�NZWU�\PM�XMZ[WV�_PW[M�
XMZNWZUIVKM�Q[�\PM�[]JRMK\��1UIOQVM�QN �_M�KW]TL�ÆQX�\PI\��?PI\�QN �
_M�\WWS�IV�]V][]IT�XW[Q\QWV�IVL�I[SML�\PM�W\PMZ�XMZ[WV�_PI\�\PMa�
NMMT�IVL�\PQVS�ÅZ[\'�?PI\� Q[� Q\� \PI\� \PMa�PWXM�\W�LW� QV�\PM� N]\]ZM'�
?PI\�[SQTT[�LW�\PMa�_Q[P�\W�J]QTL'�?PMZM�IZM�\PMQZ�KPITTMVOM['�<PMV�
we need to shut up and just listen and hear what they’ve got to say.

*MNWZM�aW]�_ITS�QV\W�I�UMM\QVO��\ISM�Å^M�UQV]\M[�\W�_ZQ\M�LW_V�ITT�
the things you’re curious about, about whatever the purpose of  the 
UMM\QVO� Q[�� 1V� \PM�UMM\QVO��ÅVL�W]\�_PI\�W\PMZ�XMWXTM�IZM� K]ZQW][�
about regarding the issue at hand and then have those conversations. 

dŚĞ�ĐƵƌŝŽƵƐ�ŵŝŶĚ�ŝƐ�ĞŶĚůĞƐƐůǇ�ƐĞĂƌĐŚŝŶŐ�
ĨŽƌ�ĚŝīĞƌĞŶƚ�ŝŶƚĞƌƉƌĞƚĂƟŽŶƐ�ŽĨ� 

ƚŚĞ�ǁŽƌůĚ͘�

When we become comfortable with curiosity, it becomes a safe place to 
KPITTMVOM�W]Z�\PQVSQVO��1\�JMKWUM[�[INM�\W�KPITTMVOM�W]Z�I[[]UX\QWV[�
because we don’t sit with the status quo of  our thoughts. It allows 
][� \W� Y]M[\QWV� W]Z� QVLQ^QL]IT� IVL� \MIU� \PQVSQVO� QV� I� _WVLMZQVO�
way rather than in a judging way. Remember my curious friend 
)VLZM_� NZWU�+PIX\MZ� ;Q`'� 1� TW^M� [Q\\QVO� LW_V� \ITSQVO�_Q\P� PQU��
He is fascinating and fascinated. He’s fascinated with how people 
[MM� \PM�_WZTL��_PI\� XMWXTM� \PQVS�� PW_� K]T\]ZM[�_WZS�� PW_� \MIU[�
_WZS��0M�I[S[� QV\MZM[\QVO�Y]M[\QWV[� \W�ÅVL�W]\�_PI\�W\PMZ[� \PQVS�� 
1�TW^M�PMIZQVO�\PM�Y]M[\QWV[�\PI\�PM�I[S[�JMKI][M�\PMa�IZM�IZ\N]T�IVL�
don’t come from a position of  judgement at all. They originate from 
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a natural wonder and curiosity at the world. If  we could all do more 
of  that, then the world would be a more interesting and trusting 
XTIKM�JMKI][M�Q\�_W]TL�JM�[INM�\W�\PQVS�IJW]\�LQٺMZMV\�IT\MZVI\Q^M[�

hƐĞ�ǀŝƐƵĂů�ƉƌŽĐĞƐƐĞƐ�ƚŚĂƚ�ĞŶĂďůĞ�ĐŽůůĞĐƟǀĞ�ĚŝƐĐƵƐƐŝŽŶƐ

John Medina, the author of  Brain Rules: 12 Principles for surviving and 
thriving at work, home, and school, 2004, states that that vision trumps 
all senses. 

ZĞƐĞĂƌĐŚ�ŽŶ�ƌĞƚĞŶƟŽŶ�ƐŚŽǁƐ�ƚŚĂƚ�ƚŚĞ�
ĂďŝůŝƚǇ�ĨŽƌ�ƉĞŽƉůĞ�ƚŽ�ƌĞŵĞŵďĞƌ�ƚŚŝŶŐƐ�ƚŚĞǇ�
ŚĂǀĞ�ďĞĞŶ�ƚŽůĚ�ŝŶ�ǁŽƌĚƐ�ďĞǇŽŶĚ�ƚŚƌĞĞ�
ĚĂǇƐ�ŝƐ�ϭϬй͘�hƐŝŶŐ�ŝŵĂŐĞƐ�ŽŶůǇ͕ �ŝƚ�ũƵŵƉƐ�
ƵƉ�ƚŽ�ϯϱй͕�ďƵƚ�ǁŚĞŶ�ǁĞ�ƉƵƚ�ǁŽƌĚƐ�ĂŶĚ�

ƉŝĐƚƵƌĞƐ�ƚŽŐĞƚŚĞƌ͕ �ŝƚ�ũƵŵƉƐ�ƚŽ�ϲϱй͘�

?PMV� 1�_WZS�_Q\P� \MIU[��_M�IT_Ia[�_WZS� ^Q[]ITTa��?M�KZMI\M� \PM�
picture of  who we are and where we’re heading. What’s the picture 
WN �W]Z�^Q[QWV'�?PI\�LWM[� Q\� TWWS� TQSM� QN �_M¼ZM�IJTM� \W�LZI_� Q\�]X'�
What is the purpose? What are the principles that are driving us?  
1N �_M�_MZM� \W� KZMI\M� \PI\� I[� I� [PIXM��_PI\�_W]TL� Q\� TWWS� TQSM'� 1N �
we were to draw a picture of  it, what would we see? Identify the 
challenges and the achievements. Put it all up to see it and for us to 
have a collective, co-creating conversation about what we need to 
do next. That enables collective discussion.

tŚĂƚ�ŚĂƉƉĞŶƐ�ŝĨ�/�ĐĂŶ͛ƚ�ĚƌĂǁ͍

1\�LWM[V¼\�UI\\MZ�� 1\¼[�VW\�IJW]\�_PM\PMZ� Q\�KWUM[�W]\� TWWSQVO�IVa�
good. What it is about, is about the process of  creating it together. 
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1\¼[� \PM� KWV^MZ[I\QWV� \PI\�_M�PIL� \W� PI^M� [W� \PI\�_M� SVW_�_PI\� Q\�
UMIV[�� 1¼U�aM\� \W�ÅVL�IVaWVM�\PI\�KIV¼\� R][\�LW�I�[\QKS�ÅO]ZM��<PM�
teams that can create visual artefacts that help to guide their journey 
IVKPWZ� ÅZUTa� \W� Q\�� ;IU�3IVMZ�� IV� )UMZQKIV� NIKQTQ\I\QWV� \PW]OP\�
leader, says, ‘I can’t believe that a group of  people can come to a 
decision that is not written out and displayed in a public way’. There 
are screeds and screeds of  words written down that teams do every 
year about their goals, what they’re going to do, how they’re going to 
LW�Q\��\PI\�VM^MZ�OM\�TWWSML�I\�M^MZ�IOIQV��8]\�Q\�]X�IVL�JM�XZW]L�WN �Q\	

ZĞĐŽĚĞ�ĐŽŶŇŝĐƚ
<PM�_WZL� »KWVÆQK\¼� ZIQ[M[� I� TW\�WN � QV\MZVIT�JIOOIOM� NWZ�][��?PMV�
1�I[S�XMWXTM�_PI\� \PMa� \PQVS�WN �KWVÆQK\�� \PMa� QUIOQVM�IOOZM[[QWV��
ÅOP\QVO�� KWVNZWV\I\QWV�� 1\� Q[� I� \MZUQVWTWOa� \PI\� X][PM[� ][� I_Ia�� 
We believe when we raise issues that we are worried about or 
KPITTMVOML� IJW]\�� W\PMZ[� _QTT� [MM� Q\� I[� KWVÆQK\� IVL� \PMZMNWZM�
]VXTMI[IV\��1N �_M�OW�JIKS�\W�_PI\¼[�PIXXMVQVO�QV�\PM�JZIQV��\PMZM�
Q[�I�NMIZ�WN �IVL�IV`QM\a�IJW]\�[XMISQVO�\PM�\Z]\P��;W��_M�[P]\�LW_V�
from it. Our cortisol levels are up because we’re worried about what 
will happen if  we do tell the truth. Some of  this comes from our 
experience of  disagreement in our personal lives. The imprint of  
IZO]UMV\[� IVL� ]VPMIT\Pa�_Ia[� WN � LMITQVO�_Q\P� KWVÆQK\�_PMV�_M�
_MZM�OZW_QVO�]X�OM\[�KIZZQML�QV\W�\PM�_WZSXTIKM�

dĂůŬ�ĂďŽƵƚ�ƚŚĞ�ĞůĞƉŚĂŶƚƐ�

?PMV�_M�LWV¼\�\ITS�IJW]\�W]Z�KPITTMVOM[�IVL�_PI\�_M�IZM�_WZZQML�
IJW]\�� \PMa� MVL� ]X� JMKWUQVO� P]OM� MTMXPIV\[� \PI\� ITUW[\� \ISM�
up the whole room. As Kegan and Lahey discuss in An Everyone 
Culture: Becoming a deliberately developmental organisation, 2016, an 
enormous amount of  energy is consumed on what is not discussed.  
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At the beginning of  some journeys with teams, they can seem 
harmonious and appear to get along. When we begin conversations 
IJW]\�X]ZXW[M�\PMa�[MMU�KWVVMK\ML��*]\�_PMV�_M�\ITS�IJW]\�_PI\�
might be stopping them, it becomes apparent that the challenges 
have been swept under the carpet. Often when there is a fear of  
KWVÆQK\�� XI[[Q^M�IOOZM[[Q^M� JMPI^QW]Z� KWUM[� W]\� QV[\MIL�� 8I[[Q^M�
aggressive behaviour is when snide comments occur. Instead of  
having a conversation with one other person, I’ll go and complain 
about it to someone else and not discuss it the person directly. I 
LWV¼\�_IV\�\W�\ITS�IJW]\�PW_�1�NMMT�\W�\PM�XMZ[WV�QV^WT^ML��1\�X][PM[�
JMPI^QW]Z�]VLMZOZW]VL��<PMZM�Q[�I�TIKS�WN �X[aKPWTWOQKIT�[INM\a�\W�
be able to have the conversation.

<PM�1\ITQIV[�PI^M�I�[IaQVO"�»,WV¼\�X]\�\PM�Å[P�]VLMZ�\PM�\IJTM¼��1N �_M�
LWV¼\�\ITS�IJW]\�\PQVO[�\PI\�UI\\MZ�IVL�PQLM�\PMU�]VLMZ�\PM�\IJTM��
\PMa� [\IZ\� [\QVSQVO��<PMa� NM[\MZ��IVL� Q\¼[�I�PWZZQJTM�MV^QZWVUMV\� \W�
be in. If  we mix our animal metaphors, you can see the elephants 
JW]VKQVO�IZW]VL�\PM�ZWWU��IVL�aW]�KIV�[UMTT�\PM�Å[P�\PI\¼[�[\QVSQVO�
from under the table.

�Ğ�ďƌĂǀĞ

1N �aW]�SVW_�aW]Z�\MIU�Q[�QV�I�XTIKM�WN �LQ[\Z][\�IVL�VW�KWUXI[[QWV��
VW� KWV^MZ[I\QWV[� IVL� VW� KWVVMK\QWV[�� \PQ[� NMMT[� QVKZMLQJTa� ZQ[Sa�� 
My suggestion to you is to get a facilitator in to help you raise team 
issues in a safe environment.

/M\�[WUMWVM�[SQTTML�I\�OM\\QVO�\PM�KWV^MZ[I\QWV�[\IZ\ML�IVL�KZMI\QVO�
a safe environment for people. The team will need to be able to say 
what is going on for them and what’s worrying them about their 
_WZS�� <W� LW� \PI\� _M� VMML� \W� KZMI\M� IV� MV^QZWVUMV\� \PI\� TW_MZ[�
cortisol – the fear-inducing chemical – and increases oxytocin. 
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=VTM[[�_M�ZMO]TI\M�NMIZ�LW_V��Q\�_WV¼\�_WZS��?M�VMML�\W�[XMVL�\QUM�
KZMI\QVO�\PM�KWVVMK\QWV��)�XTIKM�\PI\�ITTW_[�XMWXTM�\W�\ITS�\W�MIKP�W\PMZ�
with curiosity, understand who we are, and increase all the elements 
LQ[K][[ML�QV�\PM�+WVVMK\QWV�KPIX\MZ��?M�_IV\�\W�ÅVL�W]\�_PI\�XMWXTM¼[�
[SQTT[� IZM�� +MTMJZI\M� \PMQZ� IKPQM^MUMV\[�� +MTMJZI\M� \PMQZ� []KKM[[M[��
Lower the cortisol by increasing the connection and compassion. 

�ƵŝůĚ�ǇŽƵƌ�ƚĞĂŵ͛Ɛ�Z/��ŵƵƐĐůĞ�

Trust and reward increases when people feel connected to each 
W\PMZ�� 1\� PMTX[� ][� \ISM� \PM� ÅZ[\� [\MX� \W_IZL[� PI^QVO� [INM�� OZMI\�
LMJI\M�� :I\PMZ� \PIV� KWVÆQK\�� 1� KITT� Q\� :WJ][\� 1LMWTWOQKIT� ,MJI\M�
�:1,���1V[\MIL�WN �ÅOP\QVO�WZ�XW[\]ZQVO��Q\¼[�LQ[K][[QVO�\PM�\PQVO[�\PI\�
UI\\MZ�\W�][�I[�I�\MIU��1\�\ISM[�I_Ia�\PM�XMZ[WVIT�IVL�OM\[�\W�\PM�
ZMIT�KWV^MZ[I\QWV��0W_�KIV�_M�\PZQ^M�IVL�_PI\�Q[�\PM�_WZS�\PI\�_M�
need to do? Psychological safety is the thing that gets teams to high-
XMZNWZUQVO�\ZQJM[�·�\PMa�NMMT�[INM�\W�\ITS�IJW]\�\PM�MTMXPIV\[�

One of  the best leaders that I have ever seen in action, Sarah, is 
a brilliant RID facilitator. Sarah is also a transformational leader 
_PW�KZMI\M[�QVLQ^QL]IT�KWVVMK\QWV�IVL�\Z][\�_Q\P�PMZ�XMWXTM��?ITS�
around her organisation and you can see that they co-create a safe 
environment for people to be who they are. They celebrate each 
other and show gratitude. Their purpose and principles are evident 
in everything they do. They have elephants on the meeting agenda.  
It’s a fun way to remind them as a tribe to raise issues before they become 
MTMXPIV\[��<PMa�UISM�[]ZM� \PI\�I[�I� \MIU��IVL�I[�IV�WZOIVQ[I\QWV�� 
\PM� K]T\]ZM� Q[� WVM� WN�� »4M\¼[� \ITS� IJW]\� �ٺ[\] \PI\¼[� VW\� _WZSQVO� WZ�
worrying us before it gets too hard, too big and too hurtful’. 

Encourage people to step into that space as early as you can. Be 
honest about what you are all trying to do. It’s not about the leader 
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OWQVO� QV�IVL�XWQV\QVO�ÅVOMZ[�� 1\¼[�IJW]\� \PM� TMILMZ�KW�KZMI\QVO�IV�
environment with everyone to say, ‘If  we are going to succeed, we 
need to be able to do it in a way that helps everyone’. When there are 
challenges, we see them as opportunities to grow, not opportunities 
to shut down.

tŚĂƚ�ĂƌĞ�ƚŚĞ�ŚŽƚ�ƚŽƉŝĐƐ͍

Just as you can build your curiosity muscle, you can build your 
RID muscle as a team. Start by co-creating a list of  hot topics that 
challenge you as a team. Write them all down. Have a brainstorm 
[M[[QWV�_PMZM�aW]�_ZQ\M�\PMU�[MXIZI\MTa�ÅZ[\��?PI\�KPIVOM�_W]TL�
aW]� TQSM� \W� [MM'� ?PMZM� Q[� Q\� \PI\� \PQVO[� IZM� VW\� _WZSQVO'� 0I^M�
M^MZaWVM�UISM�I�TQ[\�IVL�\PMV�X]\�\PMU�\WOM\PMZ�I[�I�\MIU��?WZS�
out which ones are critical. You will see a theme come through.

1� LQL� \PQ[�_Q\P� I� OZW]X� WN � ��� QVLQ^QL]IT[� QV� I�_WZS[PWX� ZMKMV\Ta��
From all around the tables, there was a strong theme of  three major 
Q[[]M[�\PI\�_MZM�IٺMK\QVO�M^MZaWVM�QV�\PI\�ZWWU��1N �\PI\�WZOIVQ[I\QWV�
doesn’t sit down and have some real conversations about, ‘How can 
we co-create a solution to this?’ then they are missing a tremendous 
opportunity to move to high performance.

^ƚĂƌƚ�ǁŝƚŚ�ƚŚĞ�ĞĂƐǇ�ŽŶĞƐ�ĮƌƐƚ

To build your team RID muscle, get the list of  hot topics and 
\M[\� \PMU�W]\��8QKS�I� TW_�XZQWZQ\a�WVM��IVL�M`XMZQUMV\�_Q\P�[WUM�
XZWKM[[M[� \W� \MI[M� W]\� \PM� \PQVSQVO��=[M� I� NIKQTQ\I\WZ� \W� [\IZ\�_Q\P�
QN �\PI\�PMTX[��WZ�[WUMWVM�NZWU�IVW\PMZ�\MIU�_Q\P�\PI\�[SQTT� QN �aW]�
LWV¼\� NMMT�KWVÅLMV\�MVW]OP� \W�LW� Q\�aW]Z[MT^M[��<PQVS�IJW]\�aW]Z�
collaborative mindset. How can you have great ideological debate 
without going to the personal? Use it as an experiment. Have 
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someone from another team or a mentor come in, watch and give 
their observations afterwards. Have the team debrief  how it went. 
1\�Q[�[]KP�I�KZQ\QKIT�\MIU�[SQTT��IVL�_M�LWV¼\�[XMVL�\QUM�J]QTLQVO�Q\[�
capability. 

tŚĞŶ�ƚŚĞ�ZŽďƵƐƚ�/ĚĞŽůŽŐŝĐĂů��ĞďĂƚĞ�
ŵƵƐĐůĞ�ĚĞǀĞůŽƉƐ�ĂŶĚ�ŇĞǆĞƐ͕�ƚŚĞ�ƚĞĂŵ�ŝƐ�

ƐŽ�ŵƵĐŚ�ƐƚƌŽŶŐĞƌ͘

dŚĞŶ�ĂĚĚ�Ă�ďŝƚ�ŽĨ�ĐŚŝůůŝ

)[�\PM�U][KTM�OM\[�[\ZWVOMZ��UW^M�\W�\PM�PIZL�WVM[��5ISM�[]ZM�aW]�
[\IZ\�_Q\P�\PM�XZQVKQXTM[�\PI\�ITTW_ML�aW]�\W�_WZS�_MTT�_Q\P�\PM�TW_MZ�
XZQWZQ\a�WVM[��?PI\�IZM�\PM�VWZU[�\PI\�_WZSML�NWZ�M^MZaWVM'�?PMV�
a marathon runner starts training, they don’t go straight for the 
marathon. They build up their running strength. They build up their 
endurance. Do the same thing with having these conversations, those 
\PI\�KIV�WN\MV�OW�\W�KWVÆQK\��:MKWLM�\PMU�QV\W�I�ZWJ][\�QLMWTWOQKIT�
LMJI\M�IVL�I[�aW]�LW�Q\��PI^M�I�JQ\�WN �N]V�_Q\P�Q\��<Za�[WUM�LQٺMZMV\�
things. Use post-it notes. Create large charts that clearly identify 
the issues that challenge you. Be curious about it and develop that 
wonder about these hot topics rather than fear.

dŚĞ�ƚŽŶĞ�ŽĨ�ǇŽƵƌ�ǀŽŝĐĞ�ĐŚĂŶŐĞƐ�ƚŚĞ�ŵĞĂŶŝŶŐ�ŽĨ�ǁŚĂƚ�ǇŽƵ�ƐĂǇ

The way we have any team or individual conversation can build 
or destroy trust. The tonality in which we deliver our words is an 
underestimated treasure. We are aiming for an authentic, curious 
tone when we’re in the space co-creating together. The tonality 
\PI\�_M¼ZM� IN\MZ� Q[� QV^Q\I\QWVIT� aM\� KPITTMVOQVO��?PMV�_M� [XMIS� QV�
an invitational way, we are in an ‘I wonder’ position. Dropping the 
QV^Q\I\QWV�KIV�UW^M�Q\�Y]QKSTa�QV\W�[W]VLQVO�R]LOUMV\IT��»;PW]TL¼��
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‘must’, ‘have to’, are all words that bring up the defense against 
I\\IKS��<PMa�[P]\�LW_V�WXXWZ\]VQ\a��1N �aW]�\PQVS�WN �\PM�XPZI[M��»1¼L�
TQSM�\W�XW[M�IVW\PMZ�XMZ[XMK\Q^M�WV�\PI\�LMKQ[QWV¼�IVL�[Ia�\PI\�QV�IV�
QV^Q\I\QWVIT�_Ia��Q\�[PW_[�\PI\�aW]¼ZM�WXMV�\W�QVÆ]MVKM��

You can also say, ‘I don’t agree with that,’ with a very high, 
judgmental tone to your voice. Try that now as you’re reading. Say, 
‘I don’t agree with that,’ in an invitational way and, ‘I don’t agree 
with that,’ in a judging way. With the invitational lens, there needs 
be a comment for further conversation. ‘I don’t agree with that, and 
1¼L�TQSM�\W�M`XTWZM�Q\�N]Z\PMZ�°¼�?PMV�Q\�KWUM[�NZWU�I�R]LOQVO�XTIKM��
_M�X]\�LW_V�W]Z�WXQVQWV�IVL�KTW[M�Wٺ�IVa�KWV^MZ[I\QWV�NWZ�N]Z\PMZ�
debate. Many teams live in this space of  shut down, where there 
is no opportunity for further discussion. Test out your invitational 
\WVITQ\a��<ITS�IJW]\�Q\�I[�I�\MIU��0W_�LW�_M�KZMI\M�IV�QV^Q\I\QWVIT�
culture that helps us to step into a place not only of  trust but also of  
learning? That is also helping your RID muscle strengthen.

Write down your questions and see if  they’re invitational or judging. 
0I^M�I�XTIa�IZW]VL�_Q\P�R][\�[IaQVO��»?PI\�_MZM�aW]�\PQVSQVO'¼�QV�
LQٺMZMV\� _Ia[�� <Za� Q\� QV� I� [UWW\P�� \WVITQ\a�� \PMV� QV� I�UMTWLQW][��
QV^Q\I\QWVIT�_Ia��8]\�\PM�MUXPI[Q[�WV�LQٺMZMV\�_WZL[��

͚What�ǁĞƌĞ�ǇŽƵ�ƚŚŝŶŬŝŶŐ͍͛�

͚tŚĂƚ�ǁĞƌĞ�ǇŽƵ�thinking͍͛�

͚tŚĂƚ�were�ǇŽƵ�ƚŚŝŶŬŝŶŐ͍͛�

They are all going to get different responses from people. Now 
say it with an invitation and genuine curiosity. Being intentional 
about tonality as a team will build a co-creating environment 
and build trust. 
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Agile listening
1N �_M¼^M�JMMV�\ITSQVO�[QVKM�_M�_MZM�I�JIJa��_M¼^M�JMMV�TQ[\MVQVO�NWZ�
M^MV�TWVOMZ��aM\�TQ[\MVQVO�Q[�WVM�WN �\PM�UW[\�]VLMZ�LM^MTWXML�[SQTT[�
that we have as communicators.

When we sit down and mindfully listen to others and connect to what 
they’re saying, we build a bridge between us that is often missing.  
It is a big part of  the oxytocin levels rising and trust increasing. When 
we listen to others, we are often formulating what our response is 
going to be. Recalling conversations, we’re often not remembering 
\PM� KWV^MZ[I\QWV��UWZM� TQSMTa� _PI\� _M� _MZM� \PQVSQVO� I\� \PM� \QUM�
of  our conversation. Deep, mindful listening is an art in itself. My 
good friend and colleague Oscar Trimboli is a thought leader in 
\PM�IZ\�WN �TQ[\MVQVO��0Q[�JWWS�Deep Listening: Impact beyond words, 2017 
helps us to understand the nuances of  this type of  listening. One 
that is slow and mindful and deeply connecting. I love one of  his 
M^WKI\Q^M�[\I\MUMV\[�·�IVL�IU�XZWJIJTa�LZI_V�\W�Q\�I[� Q\� Q[�I�[SQTT�
\PI\� 1� KWV[\IV\Ta� VMML� \W�_WZS� WV	� »<PM� ÅZ[\� QVOZMLQMV\� NWZ� LMMX�
TQ[\MVQVO�Q[�\W�\ZMI\�[QTMVKM�TQSM�IVW\PMZ�_WZL�QV�\PM�KWV^MZ[I\QWV�’

^ƚŽŬĞ�ƚŚĞ�ĮƌĞ�

But when the collective energy is high and ideas are ready to 
M`XTWLM��_M�VMML�IVW\PMZ� \ZQKS� \W�W]Z� [SQTT[M\�·�Y]QKS�� NWTTW_�\PM�
energy type of  listening. Listening that helps catch the momentum 
we are creating and leaps aboard.

Conventional teams are besieged with default behaviour and 
\PQVSQVO� \PI\� Q[� TQSM� I� J]KSM\� WN �_I\MZ� WV� KW�KZMI\QWV�� ;WUM�_QTT�
[\IZ\� [IaQVO� [WUM\PQVO�� NWZU]TI\QVO� \PMQZ� \PQVSQVO� I[� \PMa� [XMIS��
7VM�WN �\PM�-VTQOP\MVMZ[�_QTT�KWUM�QV�IVL�OZIJ�Q\�IVL�\PMV�UISM�Q\�
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GLue

\PMQZ�W_V��;WUMWVM�_Q\P�I�Å`ML�UQVL[M\�_QTT�[P]\�LW_V�\PM�KZMI\Q^M�
XZWKM[[�_Q\P�I�KaVQKIT�ZMUIZS�WZ�MaM�ZWTT��/WQVO�IZW]VL�\PM�\IJTM�
\W�[MM�_PI\�M^MZaWVM�\PQVS[�UISM[�\PM�_WZS�[\QT\ML�IVL�LQ[RWQV\ML��
?PMV�I�\MIU�Z]V[�WV�KWV^MV\QWVIT�\MIU�\PQVSQVO��\PQ[�Q[�I�XIQVN]T�
XZWKM[[��*ZQTTQIV\� \PQVSQVO� [\Ia[�_Q\PQV� \PM�UQVL[� WN � \PW[M� WV� \PM�
team who will never open their mouths in a meeting. The amount 
WN �OZMI\�\PQVSQVO�\PI\�LWM[V¼\�M^MZ�OM\�[XWSMV�IVL�[W�VM^MZ�TQ[\MVML�
to in a conventional team is a crying shame.

�ĚĚ�ƚŚĞ�ĨƵĞů

Let’s imagine ourselves in a strong, connected tribe, come together 
to move a project forward. There is high trust in the group, and they 
SVW_�\PI\�VW_�\PM�N]V�JMOQV[	�1\�Q[�\QUM�\W�KWTTIJWZI\Q^MTa�N]MT�\PM�
QLMI[�\PI\�PI^M�JMMV�ÆQKSMZQVO�QV�XMWXTM¼[�UQVL[�TQSM�KIVLTM�ÆIUM[��
When we are in a co-creation environment, and innovating for 
future possibilities, there is an excitement and energy present. There 
is an agility to the quality of  the listening. We can drop into deep 
TQ[\MVQVO� \W� NWK][� WV� KZQ\QKIT� MTMUMV\[� WN � \PMQZ� \PQVSQVO�� IVL� \PMV�
XWX�]X�\W�OZW_��M`\MVL��QLMI\M�IVL�KZMI\M��4QSM�J]QTLQVO�I�KZIKSTQVO�
ÅZM��\PM�TQ[\MVQVO�ÆW_�Q[�LMXMVLMV\�WV�\PM�Y]ITQ\a�WN �\PM�UI\MZQIT[�
J]ZVQVO�� )� OZMI\� QLMI� KW]TL� JM� [Q\\QVO� QV� \PM� MUJMZ[� WN � \PM� ÅZM�� 
In sync as a team, we move down into deep listening to let someone 
M`XTWZM� \PMQZ� \PQVSQVO� W]\� TW]L� IVL� ILL� W`aOMV� \W� \PM� MUJMZ�� 
?M�I[S�_WVLMZQVO�Y]M[\QWV[� \W�PMTX� \PMU� \MI[M� Q\� W]\��?M�UQOP\�
sit in silence as we let the idea grow in our minds. Then we start 
J]QTLQVO�\PM�ÅZM��4Q[\MVQVO�\W�MIKP�W\PMZ��_M�OM\�LZI_V�\W�_PMZM�\PM�
ÅZM�Q[�PW\\M[\��?M�XZMXIZM�NWZ�Q\�\W�JM�KPIW\QK�·�XMWXTM�IZM�ÅZML�]X��
M`KQ\ML��XZWJIJTa�\ITSQVO�W^MZ�\PM�\WX�WN �MIKP�W\PMZ�IVL�\]UJTQVO�
head long into the spirit of  creative chaos. 

)[�_M�TQ[\MV��W]Z�\PQVSQVO�KZIKSTM[�_Q\P�QLMI[��?M�LWV¼\�[\WX�\PMU#�
_M�MV\MZ� \PM�ÆIUM[�IVL� \PZW_�W]Z� TWO� QV�_PMV� \PM� \QUM� Q[� ZQOP\��
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Someone jumps up to draw a picture or diagram or writes a word 
LW_V�WV�I�XQMKM�WN �XIXMZ�\W�KWUM�JIKS�\W�Q\��<PMZM�Q[�I�TIZOM�XIXMZ�
in the centre of  the table and whiteboards on the wall for people to 
LWWLTM��+WTW]ZML�UIZSMZ[�IVL�XW[\�Q\�VW\M[�IZM� [KI\\MZML�IZW]VL��
<PQ[�ITTW_[�\PM�KZMI\Q^M�XZWKM[[�\W�ÆW_��I[�XMWXTM�KZMI\M�\PM�^Q[]IT�
picture of  their discussion. Something is said, and someone else 
J]QTL[�]XWV�Q\��ILLQVO�\PMQZ�\PW]OP\[��QV[QOP\[�IVL�[SQTT[�QV\W�\PM�UQ`��
An image appears out of  the chaos. The tribe understands what it 
VMML[� \W� LW�VM`\� \W�UW^M� \PQVO[� NWZ_IZL��<PM� MVMZOa� WN � \PM� ÅZM�
JMKWUM[�ÅMZKM�I[�_M�_WZS�WV�QLMI[�\PI\�PWTL�N]MT�NWZ�][��1\�Q[�I�KW�
creation space where no one holds ownership – it is a space of  we.

<PM�TQ[\MVQVO�QV�\PQ[�[XIKM�Q[�NI[\�UW^QVO�·�_M�VMML�\W�JM�WS�_Q\P�
missing things. If  we don’t feel heard, we need to be willing to bang 
\PM�\IJTM�IVL�[Ia�»7Q	¼�PIVO�WV�·�1�\PQVS�1¼U�WV�\W�[WUM\PQVO�PMZM�
– bear with me and help me get it out of  my head’. It gives brilliant 
ideas a chance to catch alight. With high trust, this is how a 21st-
Century Tribe can roll.



Chapter Summary

Conversations activate the glue of 
trust. 

Have more co-creating conversations. Build the robust ideological 
debate muscle as a team. Become agile in your listening. Have fun!
1V� Ua� ��� aMIZ[� WN � M`XMZQMVKM� _Q\P� \PQ[� NZIUM_WZS�� 1� PI^M� [MMV�
XMWXTM� IVL� \MIU[� \ZIV[NWZU� NZWU�JQ\\MZ� KWVÆQK\� IVL� M`KZ]KQI\QVO�
NIQT]ZM� QV\W� ÆW]ZQ[PQVO�� M`KQ\QVO� IVL�LaVIUQK� \ZQJM[��<PM� SQVL� WN �
PQOP�XMZNWZUQVO�IOQTM�QVVW^I\WZ[�\PI\�ZQ[M�\W�\PM�\WX�WN �M^MZa�UIZSM\��
They have done it by having deep compassionate conversations that 
build trust and connection.



Conclusion
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<PI\¼[�Q\��AW]�VW_�PI^M�I�XW_MZN]T�NZIUM_WZS�\PI\�_QTT�\ZIV[NWZU�
your teams into 21st-Century Tribes. 

Let’s push the envelope on teams. It’s an exciting time to move beyond 
conventional teams to 21st-Century Tribes. The time is ripe for us 
\W� ZMLMÅVM� W]Z�_WZS� MV^QZWVUMV\�� 4M\¼[� KZMI\M� MVOIOML�� \PZQ^QVO�
K]T\]ZM[��4M\¼[�UISM�_WZS� \PM�XTIKM�_PMZM�XMWXTM� NMMT� KWVVMK\ML�� 
A place where deep learning is at the basis of  the way we collaborate 
and purpose drives us forward together. 

Wherever you might be on the journey from siloed team to 21st-
+MV\]Za�<ZQJM��_WZSQVO�WV�\PM�OT]M�WN �KWTTIJWZI\QWV�IVL�\Z][\�_QTT�
build strong bonds for you to move forward. The future is brighter 
when our teams are willing to step into a collaborative learning space 
and solve problems together. When we set our sights on a collective 
vision and purpose we willingly challenge the status quo. When we 
treat each other with compassion we are willing to go the extra mile 
as a team. When we trust each other – anything is possible.

dŚĞ�ůŝƩůĞ�ƚŚŝŶŐƐ�ďĞĐŽŵĞ�ƚŚĞ�ďŝŐ�ƚŚŝŶŐƐ͘
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With thanks

2][\QV�� Ua� P][JIVL� IVL� ZWKS�� 0Q[� [\MILNI[\� []XXWZ\� IVL�
MVKW]ZIOMUMV\� PI[� UILM� \PQ[� JWWS� I� ZMITQ\a�� 0Q[� _WVLMZN]T�
partnership and parenting in our family has allowed me to do 
\PM� _WZS� 1� LW� _Q\P� MVMZOa� IVL� XI[[QWV�� ZI\PMZ� \PIV� M`PI][\QWV�� 
A wonderful man and beautiful human being. Always there – 
KZIKSQVO�LIL�RWSM[��KWWSQVO�QVKZMLQJTM�UMIT[��0M�QV[XQZM[�UM�\W�JM�
a better person. 

Conor and Layla, my two teenagers. Watching them grow into 
strong, intelligent and caring people is a joy. They challenge my 
\PQVSQVO�IVL�MVKW]ZIOM�UM��)T_Ia[�

My parents, Robyn and Keith Jessup, who have always been our 
family’s biggest support. I am so grateful for their love and care of  
us all.

5a� \PIVS[� \W� 2]LQ\P� -�� /TI[MZ�� _PW� PI[� UMV\WZML� UM� QV� \PM�
development of  my own Conversational Intelligence. She has been 
incredibly generous with her time and insights. It has been a joy to 
_WZS�_Q\P�IVL�TMIZV�NZWU�PMZ��<PIVS�aW]�\W�A^WVVM�+WJ]ZV�_PW�
introduced me to Judith and the CreatingWe world. I am excited 
IJW]\�\PM�LQٺMZMVKM�\PQ[�_WZS�_QTT�UISM�QV�\PM�_WZTL�

<PIVS� aW]� \W�*MV�+WWXMZ� WN �+PQV�+PQV��8PQTQX�4M[TQM� WN �/TI`W�
Smith Kline, who gave their time to share their stories with me.

0]OM� \PIVS� aW]� \W� >QK\WZ� 8MZ\WV�� NW]VLMZ� WN � \PM� )][\ZITQIV�
Leadership Blog. His wisdom and insight into leadership, trust and 
professional relationships has been invaluable.
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Pam, who shared her David and Goliath story of  battling the 
JIVS� NWTTW_QVO� \PM�LMI\P�WN �PMZ� [WV��AW]Z�KW]ZIOM� QV� \PM� NIKM�WN �
adversity inspires me, as does your unfailing compassion for humans 
in general. 

<PIVS�aW]� \W�3I\P�?IT\MZ[� NWZ�PMZ�O]QLIVKM� \PZW]OP� \PM�_ZQ\QVO�
WN �\PQ[�JWWS��0MZ�XZWKM[[��[]XXWZ\�IVL�QV[QOP\�PI[�JMMV�QV^IT]IJTM�

Suzie Leyden, my Business Manager, has changed my life! Her 
commitment to our business and care of  what we are creating has 
huge impact on me and our clients.

<W�Ua� OIVO� ·� \PM� NZQMVL[� _PW� []XXWZ\�UM� IVL�UISM�UM� TI]OP��
1�IU�JTM[[ML�_Q\P�I�_WVLMZN]T�J]VKP�WN �OQZT[�_PW�SMMX�UM� [IVM"�
Karin White, Ree Pritchard, Gina Ezard, Donna McGeorge, Maree 
Burgess, Kim Ryan, Deb Dalziel, Kate Gosnell, Kirsty Grace and 
Jac Pontefract. The men in their lives are pretty special too! 

<PQ[�JWWS�_I[�[PIXML�QV�\PM�XZM[MVKM�WN �OMVQ][�·�[W�\PIVS�aW]�\W�
those who added their thoughts and insights along the way. Matt 
+P]ZKP�aW]Z�]VKIVVa�� TI[MZ� \PQVSQVO�PI[�MTM^I\ML�Ua�\PQVSQVO�WV�
\ZQJM[��3QMZIV�.TIVIOIV�·�aW]Z�XTIaN]T�ZQٺ�WV�/T]M�_I[�I�KI\ITa[\�
NWZ�\PM�_Ia�1�IXXZWIKPML�\PM�JWWS��2IVM�)VLMZ[WV��\PIVS�aW]�NWZ�
aW]Z�MV\P][QI[U�IVL�IXXZWIKP�\W�Ua�XZWNM[[QWVIT�\ZQJMZ�_WZS�IVL�
unwavering support. Lynne Cazaly, Donna McGeorge and Maree 
Burgess – my accountability buddies, idea bouncers and general 
cheer crew – gratitude and joy from the bottom of  my glue jar!

)VL�ÅVITTa��\W�5I\\�+P]ZKP�IVL�8M\MZ�+WWS�IVL�ITT�Ua�NZQMVL[�QV�
\PM�)][\ZITQIV�<PW]OP\�4MILMZ�KWUU]VQ\a��?Q\PW]\�aW]��\PQ[�JWWS�
would be nothing but a little thought in my head.





About Tracey Ezard
In a fast-moving world, teams need to form, storm and norm fast to 
connect and collaborate for extraordinary outcomes. Galvanising 
\MIU[�Y]QKSTa�IVL�KZMI\QVO�I�*=BB�Q[�<ZIKMa¼[�NWZ\M�

<ZIKMa� PI[� _WZSML� _Q\P� W^MZ� ������� XMWXTM� OTWJITTa� \PZW]OP�
facilitation and culture building in teams going through mergers, 
restructures or intact teams reconnecting to purpose, culture, 
strategy and values.

She is a Professional Triber.

4QSM� I�0WTTa_WWL�LQZMK\WZ��<ZIKMa� ]VLMZ[\IVL[� \PM� KPITTMVOM[� WN �
bringing teams together to move collectively with impact. Leaders 
][M�<ZIKMa� \W� [M\� \PM� NZIUM_WZS[� NWZ� KWTTIJWZI\QWV� IVL� \W� KZMI\M�
cultures where people come together to achieve amazing things.

She transforms Teams to become Tribes and Leaders to become 
Tribers. This momentum future-proofs organisations, retains talent, 
explodes engagement, reduces complacency and the status quo.

)V� QV�LMUIVL� SMaVW\M� [XMISMZ�� [PM� QV[XQZM[� IVL� KPITTMVOM[� PMZ�
I]LQMVKM[�\W�\PQVS�LQٺMZMV\Ta�IJW]\�PW_�\PMa�KWVVMK\�IVL�KWUUQ\�
at a deeper level. Conference organisers have described her as 
invitational yet challenging.

Tracey is also the author of  <PM� *]bb�� +ZMI\QVO� I� <PZQ^QVO� ��
Collaborative Learning Culture. She is Fellow of  the Australian Council 
for Educational Leaders (Vic Branch)

Visit Tracey’s website or email her at
tracey@traceyezard.com 
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