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			The role of a leader is to connect the purpose of their followers to the aspiration.

			The purpose of mutuality is to enable us to be that leader.
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			Preface

			In an era where genuine connection and collaboration are increasingly vital, this book emerges as a catalyst for conversation about mutuality and trust. Unlike traditional academic texts, our aim is to explore these concepts through narrative, weaving together ideas that resonate deeply with our lived experiences, rather than relying solely on citations and references.

			This journey has been informed by extensive secondary research, which is acknowledged in the bibliography. Our primary research is based on 4000 cognitive profiles that have been collected over the past 20 years. While we draw inspiration from various thinkers, we have chosen to integrate their ideas fluidly into our narrative, highlighting the communal essence of knowledge-sharing without formal referencing. Our goal is not to dissect research methodologies or engage in extensive critical analysis, but rather to offer practical applications that can be embraced in both personal and professional realms.

			The characters of Sarah and Mark, though fictitious, embody the rich tapestry of individuals encountered in our programs, coaching sessions, and therapeutic work. They serve as a metaphorical reflection of six archetypes, capturing diverse perspectives and experiences that breathe life into our exploration of mutuality.

			This book invites readers to reflect and deliberate on the themes presented within it. Grounded in our primary research on cognition and supported by secondary insights on trust, we aspire to foster a dynamic dialogue that transcends theory, inspiring meaningful application in the social and corporate spheres. In embarking on this exploration with us, we hope to empower a movement towards more trusting and mutually beneficial relationships.
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			Leadership is a series of experiments,

			which enable us to make progress.

			Leadership is about momentum

			rather than being right or the best in the room

		

	
		
			Foreword

			What’s the human cost of economic productivity? Is there a better way?

			Humans are instinctively social. We do not exist in our social or corporate worlds purely for our own personal benefit, despite our often-unhealthy reliance on roles and status. Community matters. It is through mutuality, particularly within the corporate world, that we expose ourselves to a more divergent environment that requires agile, flexible thinking. The more mutual we become, the more flexible and agile subsequently become our models of being and thinking. Mutuality here is not about agreement or coercion, but the demonstrated support for one another in the views that we hold, accommodating divergent views and perspectives. In this context, mutuality as described in this book is the concept of thinking together. 

			In economics, productivity refers to how much output can be produced with a given set of inputs. It’s an important measure of performance for entire economies, industry sectors and individual businesses. Our productivity increases when additional output is produced with the same amount of input. Investors and boards use productivity as one of their key measures for business performance.

			In more recent times of growing labour shortages, increasing materials scarcity, rising costs, supply chain and geopolitical instability combined with the impact of disruptive technology is being experienced as seemingly endless waves of additional pressure by the people within these organisations, managers and workers alike, seek greater relational stability where fellow workers are working together to provide corporate sustainability rather than just short term excessive sacrificial profit. Every quarter sees another realignment or restructure to seek such profits placing corporations at ever higher levels of risk without thought of those who work within them. Experienced people are encouraged to leave the workplace to be replaced by less experienced young people who work for less. New teams have their remit expanded and there is a search for ways to do more with less. Measures of individual productivity are drawn more sharply into focus. The human cost of a “productivity motivated” system isn’t just felt at the business bottom line. It shows up in our stressed health system and across our society at all levels - and it’s not sustainable economically, environmentally. 

			If what we have is not serving us well, then what else might we do?

			In the later stages of my corporate career, my curiosity and work has been to explore and attempt to make sense of the intersection of four broad themes: How we think, learn, grow and how we cope with the impact of disruption (including technological) then how we navigate and deal with complexity and messiness – and the ongoing evolution of organisations (systems and structures). 

			Historically, corporate training and development has focused on developing teachable skills, processes, and competencies through procedural instruction, integrating new knowledge and practice through application. Companies have become institutionally geared to build the capability for ‘doing’ rather than encouraging the personal development of “being”.

			The focus is singularly directed toward developing more efficient processes within a fixed or (mainly) stable system. We encourage and reward expertise, compliance and conformance yet express a desire for innovation and risk taking. Developing the capability of “doing” alone can also encourage isolation in times of change and uncertainty. However, when we move into the unknown and ambiguous, simply relying on rules, processes and “doing” meets its natural limits of effectiveness. 

			What the “doing” approach lacks is a deeper examination and challenge to adopt mental models that encourage us to look beyond the procedural biases and mind sets. Focusing on “doing” encourages self- limiting beliefs, whereas focus on “being” blinds us to more effective possibilities and opportunities. 

			Complexity requires leadership informed by higher order thinking and leading others in understanding the value of “being”. “Being” requires of us to better understand ourselves beyond the skills we have that enable “doing”. How are we developing the capabilities to examine and reshape our meaning making and sense of identity? Can we grow beyond the limitations of what we believe we are subject to, into what we might become? 

			“Being with others”, requires relationship, trust and outward thinking - looking for the advantage found in the mutual common good. As our corporate world becomes more complex and unstable, we are presented with an opportunity to actively explore how we might build greater capacity for ‘being’. If we are to be able to more successfully navigate complex, volatile and often ambiguous environments then it is self-evident that we would need to harness our capacity to develop more expansive, flexible and adaptable mental models in order to do so. The traits of later stage adult development become more desirable when the context of our circumstance demands more of us than we have been able to accomplish to date.

			Developing these more expansive and evolving mental models is an outcome of experiential meaning making derived through being more contextually aware. Adult development is underpinned by firstly recognising the set of organising principles and beliefs that we use to construct our meaning making for a given context. Growth occurs when we are able to examine, deconstruct and reconstruct new perspectives that incorporate both the existing and new worldviews we now identify with. Our ability to undertake this growth in meaning making is also constrained by the underlying efficiency in how we process information. By developing effective cognitive capability enables us to become highly proficient in information management within the moment – being able to check on the limiting factors of our biases and considering changing contexts that need new attitudes, new thinking, new beliefs, and more effective interpersonal communication. 

			Yet the development of “being” cannot be achieved alone. 

			We can teach people about the principles of mutuality to create awareness and understanding, but that doesn’t change the way we think. You don’t learn it in a book or video, you must firstly develop effective cognitive capabilities so that you can better experience it. Cognitive capabilities are the tools of the mind that allow us to process environmental information easily so that each one of us better understand how we can position ourselves in a mutual relationship one to another, particularly within a corporate setting. Overwhelmingly, existing training and development programs neglect to address the underlying importance of effective and efficient cognitive processing as the foundation of developmental growth. This work includes the development of effective endogenous and social templates within our minds that enable us to develop stronger information management practices that are vital within a social construct. That’s the point of differentiation in this book. It’s not easy or quick, nor should it be.

			Having known and collaborated with Matthew and Denis for more than a decade, I have seen firsthand the impact of the approach and principles they explore have had on leaders. This book helps make sense of current corporate insights into vertical development – including the development of “being” rather than just “doing”. Mutuality is one of those attributes of “being” that provides the entry point to living the many principles and theories of vertical development. The book takes away the frustration experienced by those not understanding how to put the principles of “being” into practice. It points the way through cognitive development and the practice of mutuality.

			Peter Dolenc

			Corporate Coaching with an emphasis on vertical development.

		

	
		
			Introduction

			Understanding mutuality as a practice rather than a mechanism of survival

			During the COVID pandemic of 2020 to 2023, we observed high levels of mutuality. Communities came together and were mutually responsible to each other. Many mistakes were made, but these mistakes seemed necessary to gain momentum and move forward. Standing still seemed almost too hard to tolerate and increased the occurrence of depression within the community. Mutuality arises in times of fear and desperation. Countless stories and fables share the ideal of many working together to reach a mutual goal. Once the threat has passed, we frequently revert to dismantling mutuality in favour of self-interest. 

			Mutuality is based on a range of principles that lead to close social engagements of caring, supporting each other and taking responsibility for the common good. These principles form the behaviours we exhibit if we are behaving mutually. This book is dedicated to achieving personal mutual behaviour by building a case for cognitive templates of the mind that provide a path to being mutual. These principles also provide a path for corporate teams to mutually engage in business and social activities. 

			One of the best ways to read this book is to study the principles below while reading, keeping these in mind as a guiding influence.

			Value yourself in the context of others

			Understanding our value clearly helps us to shape, modify and leverage this value

			To get the best value from others in any endeavour, you will need to define your own value in the work you are doing. It is only when you understand the value you give to others that you can expect to be valued by others in return. We often hide behind our titles when we lack self-confidence in the value we bring. Our upbringing and failures tend to overshadow our value and make us insecure about what we bring to the table outside of hark work. Most of us can’t work any harder as it is. Our work already takes us away from our family, friendships, personal growth and introspection – often with devastating effects, such as divorce, disappointed children, lost friendships and the loss of ourselves. Who can prosper with all that guilt? Defining our value in our relationships, rather than in absolute or competitive terms, and in the service of others as well as ourselves, builds a platform for mutuality to develop.

			Your way isn’t the best way

			Avoid driving people to go against their conscience, even if you think the action is right or lawful

			Many leaders have been taught to lead others by imposing their will and taking charge. Theses kills have been highly valued by organisations. This form of cultural leadership is based on knowing better and having more information. It discourages delegation and can even act against the values and beliefs of those in their direct control.

			In contrast, any aspiration a leader sets should convey valid logic and reasoning that effects change in the minds of others. If we are patient to convince rather than insist, we begin to create mutuality – this change must come from within. In mutuality, we do not hold strong to our own views with a closed mind. We seek out mutual benefits that mobilise the system into action. We need to move from a herd mentality to a worldview of individual and collective action that generates real contextual harmony.

			Contribute to the greater good

			Start small and connect your system

			What talents or capabilities do we have that can be of use to the betterment of society? What talents and capabilities do we need to learn to work for the greater good? If we have this conversation together, we can focus our efforts, fulfil our responsibilities to each other and connect to each other’s purpose. The role of a leader is to connect the purpose of their people to an aspiration.

			Lean in

			Commitment to small accountabilities leads to greater accountabilities

			This principle prepares people for a position of commitment and trust, emphasising that all parts of a social system rely on the very smallest contributions and honesty from the contributors. To demonstrate this, imagine eight people rowing a boat without any prior experience. The boat will only move if the team is in sync and only as fast as the slowest rower. Individuals going faster will stall the boat and are counterproductive. Once the team focuses on each other rather than themselves, mutuality starts to grow and the boat goes faster with less effort.

			Neutralise self-interest

			Work in the best mutual interest rather than with self-interest

			This principle extends to one’s responsibility of preserving the health and wellbeing of others and not being a part of destroying it by your actions. It extends to caring for the entire social environment. People should be able to trust each other to look after wellbeing. It also develops our ability to be curious for context, to understand the views of others and help them. 

			The Max Rayne School in Jerusalem is one of six Hand in Hand schools that teach both Jewish and Arab students in Hebrew and Arabic. Recently, the school won the Overcoming Adversity prize. In paraphrasing the renowned Israeli author, Amos Oz, responding to a question about the agony of Israel and Palestine, he said, “It’s like a raging fire where we have two options, to run, or you can get a bucket and put out the flames. If you don’t have a bucket, use a cup. If you don’t have that, bring a spoon. The fire is huge and the teaspoons are small. Everyone has a teaspoon and can, in their own way, pour some water onto the fire.” The Hand in Hand school is such a teaspoon, where Israeli, Arab and Palestinian children are taught to live in mutuality together.

			Be slow to speak, and quick to listen

			Always focus on the deeper connection. Listen for intent and insight

			Understand the circumstances of others before giving an opinion or advice. Whatever our opinion or advice, it must be based on a wide understanding and have usefulness. Our best advice is not to advise at all. Help people to think through their situations, research the facts, step through the appropriate thinking processes and lead people to come to their own decisions. Leading people in their thinking and showing them how to come to a decision is a major component of mutuality.

			Don’t clean up the mistakes of others

			Focus on your own mess and be the first to act

			In a conflict or damaged relationship, seek to understand the other person’s position first before sharing your position. Having understood each other, come to a point of compromise that brings a win-win situation for both parties. If the person does not respond, it is their mess to clean up. Stay focused on your mess only and lean into that. By doing this you give the other person a chance to own and clean up their part of the mess. Both cleaning up the mess is light work – cleaning up someone else’s mess is very hard work.

			These principles form the basis of authentic mutuality and take commitment and effective cognitive development to put into action. In practising these principles, we build mutuality. We are seldom successful individually, which is why we must practise working together.

			Read this book slowly and measure what is said in each chapter against these principles, which make up the entire behavioural concept of mutuality. Give yourself reflection time and analyse the concepts. Break them up into their components and deeply consider each idea. Read other similar ideas and concepts and measure them against these principles.

			Mutuality is underpinned by a high level of cognitive capability in information management – both written and verbal. It’s about understanding and internalising information very quickly so people can act in contextual harmony together. Mutuality is the pursuit of collaborative behaviour that brings people together. It is never confrontational, and always seeks clarity and understanding rather than blame. In tough times or during hardship, such behaviour helps people to come to mutual decisions based on social and corporate responsibility, while at the same time coping with fast-moving change.
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			Chapter 1

			The Problem with Trust

			Your Way Isn’t the Best Way

			“55% of CEOs think a lack of trust is a threat to their organisation’s growth”

			Sarah was exhausted! As general manager of an insurance company, she had just sent her 11 direct and 65 indirect reports home in the March 2020 lockdown. Sarah had no idea how it was going to work. Not everyone had laptops to take home in the week leading up to the lockdown, so it had been a near post-apocalyptic hunt to source them at almost any cost to enable some form of home-based working. Most of her team didn’t have a home office, let alone experience working from home. In fact, it wasn’t encouraged before the coronavirus disease (COVID). Then suddenly, living spaces were repurposed and working from home meant negotiating with one’s partner over meeting schedules, as both couldn’t be on a zoom call at the same time for various reasons. 

			As the weeks went by, Sarah soon realised her employees were experiencing high-stress situations at home while their families found new ways of working together. Parents were learning to be home school educators, entertainers and emotional rocks around the kitchen table. By Easter, Sarah was limping toward the finish line. “Just four more days until the Easter break,” she said. “Then I have four days off.” Her brain was mush. She had emotionally and physically given everything to keep the corporate ship afloat, as uncertainty reached a level only experienced in war-torn countries.

			It was March 23, 2020, the first day of lockdown, when Australia suddenly became aware of the irrevocable change about to take place in the social and corporate landscapes. The frightening reality of this awareness was no one could see the endpoint or extent of this change. The disruption was challenging as we didn’t have a blueprint to work off or an established process. We had to make it up as we went, get it wrong, fix it and try again. Even if the pandemic had never happened, we would likely still be having this conversation, as we are in a time of change. The tipping point has come for many industries where current practices are becoming increasingly unsustainable.

			The pandemic changed conventional office-based working to remote working – a framework not previously accepted by many in corporate management. The question now is whether corporations will be able to convince their staff to return to the office. In practice, they have found it difficult to recover conventional, pre-COVID ways of working after the mass exodus during the early days of lockdown. 

			In 2022, the number of Ivy League college graduates moving into the top firms dropped from 65% to 41%. Young people seem to be leaving behind the third industrial revolution in favour of the fourth. What was observed was a drop in available labour around the world in 2022/23, when countries struggled to find the workforce to return to the status quo. 

			Each industrial revolution comprises changes in three main areas – power, transportation and communication. The first revolution (1760-1840) began with the use of steam as power, trains as transportation and the telegraph as communication. This was the start of industrialisation, and many organisations prospered during this time. 

			The second industrial revolution (1870–1950) took place when steam was replaced by electricity, trains by the automobile, and telegraphs by the telephone. This transition accelerated the demise of many large and powerful organisations that were the undisputed masters of the first industrial revolution. 

			The third industrial revolution (1950–2011) saw the evolution to data for communication, air travel, automation and nuclear for power. This change again disrupted the established order of things and we saw the demise of several prominent brands and companies. The third revolution also gave organisations the ability to generate a greater net worth than some countries’ Gross Domestic Product (GDP). At the time of publishing, Apple Inc. had a market cap of USD$3.44 trillion, making it the fifth largest economy, which is marginally ahead of the UK and India. 

			Society has been perfecting the third industrial revolution through disciplined work, such as business process engineering, de-risking business models, fixed ways of working, repetitive processes and automation. Yet executives have been so focused on operational detail that many have corporately and socially missed the early signs of our economy moving towards another industrial revolution. Some organisations have missed the opportunity to shape their economic platform to include new technologies like driverless transportation, renewable energy and Artificial Intelligence (AI) – the fourth industrial revolution (2011–ongoing).

			Renewable energy and the internet have opened up new possibilities in the workforce. We are already noticing the demise of industries made popular by the third industrial revolution, such as retail, manufacturing and insurance. As this process accelerates, it will not be unrealistic to imagine that in a period of 20 years, 150 of the current top - 200 organisations will be replaced by a different list. The pandemic accelerated the closure of organisations stuck in the third-industrial-revolution mindset, threatening the way some executives work. Those who hold onto outdated beliefs and cannot adapt have been blocking real-time progress in these organisations.

			The pandemic also fostered personal and professional development. Individually, we have grown over the past three years, challenging our minds with new skills and education – some resulting in career changes. This was noticeable in Australia when many hospitality workers retrained as call centre personnel during COVID, then chose to stay in that industry after the lockdown due to better working conditions than their former workplaces.

			Who would have thought four years ago the modern battlefield of work would be fought over flexible working hours and location? Younger workers are more confident to speak out, clearer on what they want and the vision they have for their life and they are not afraid of expressing their needs and desires to achieve these goals.

			This introspection and the distraction of COVID have meant this new industrial revolution, and its new ways of working, has caught most of the population by surprise. When ChatGPT launched, it became clear what kind of work would be replaced by AI. Technology companies are starting to downsize their personnel, including Microsoft cutting 5% or 10,000 people from its workforce in 2023. It was only four years ago we began talking about how AI was going to impact the future of work. This sudden shock of its arrival as a working, accessible model has led many corporate professionals to run for cover – hiding behind siloed behaviours, not knowing how it will affect them and their teams. As a result, defensive practices are emerging in larger organisations that are stuck in the old paradigm. 

			Many organisations thought they had more time to prepare for AI, but have been caught out unequipped when it comes to developing new workplaces and professional skills. Emotionally in shock, socially fragmented, technologically left behind, financially and politically in disarray – organisations no longer have a clear path ahead. Their old aspirations and practices are not inspiring employees to transform the organisation and set up a future that will allow it to survive, be sustainable in the new economy, and have a more agile and flexible business model in this time of transition. 

			The impact of AI is now accelerating the conversation on the future of our economic, political, professional and workplace systems. What does capitalism look like in the fourth industrial revolution? How do we maintain societal values in the face of high unemployment? How do we prosper in a declining or zero-growth GDP? Executives are now asking where we
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