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Don't walk
behind me, I may not lead.

Don't walk in
front of me, I may not follow.

Just walk
beside me and be my friend.

Albert
Camus
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Open Heart –
Open Mind

Awakening to
the Five Literacies

My book The
Five Literacies of Global Leadership: What Authentic Leaders Know
and You Need to Find Out was the result of over ten years of
intensive action-research from myself and my team. During that time
we worked alongside some of the most inspirational people around -
young and old, men and women - from all cultures and diverse walks
of life.

Altogether we
studied closely (through working with) 152 people ranging from
Presidents and Heads of State to business leaders, entrepreneurs
and community elders. You would recognise the names of many who are
celebrities in their field. Others will be noticed only by those
whose lives they have enriched. Unknown and unheralded,
self-aggrandisement is not important to them.

These are all
ordinary individuals doing extraordinary things. But they share an
uncommon trait; an ethos allowing them to transcend personal ego
and to move beyond obsession with mere materiality. This ethos is
all about inspiring others to create better futures.

Additionally
these people embody an evolutionary consciousness in the way
they perceive possibilities and enact change.

During our
inquiry we discovered amazing things about these people. How they
think. What matters to them. How they respond to evidence on the
one hand and intuition on the other. How it is they often occur to
us as being intensely charismatic. Why they behave the way they do.
And how it is they can become as loved in their private lives as
they are celebrated in their work.

This ethos is
present and observable in all Five Literacies leaders - regardless
of age, rank, expertise, character, talents, circumstances, gender,
culture or status. We discovered a multitude of ways individuals
innately understood and applied this ethos of Open Heart – Open
Mind to all ventures in their life’s journey.

This Open
Heart – Open Mind ethos turns on its head much of what we
previously understood leadership to be about. Far more than just a
new take on old definitions of leadership, Open Heart – Open
Mind is an epistemology; a way of perceiving and responding to
stimuli that integrates an elevated sense of "inner self" with an
openness to continuously scanning for relevant "exterior signals”
in what can only be thought of as an “expanded now”.

Applied to
business leadership the spirit of Open Heart – Open Mind is
based on a set of viewpoints that are relatively uncommon, in
comparison with more orthodox leadership beliefs and tenets.
However they do explain why Five Literacies leaders think and act
differently than most of us:

1. We coevolve
with the environment

The global
environment for both business and government is changing more
rapidly than at any time in our history. Yet the classic "control
and command" approach to management, and its similarly
unsophisticated leadership credo, that still persist in many
enterprises, are bogged down within an irrelevant faith comprising
crass metaphors, inane clichés and habitual practices that were
common in 18th century factories, classrooms and prisons!

Many leaders
are acutely uncomfortable with the volatility of today’s
environment; with uncertainty and ambiguity. They act either as
victims (in which case they are powerless to do anything to counter
or adapt to the shock of the new) or as control freaks, trying in
vain like some latter-day King Canute, to turn back the tide. In
both instances they invariably opt for short-term strategies and
ignore future value and societal relevance.

The same cannot
be said about Five Literacies leaders. Five Literacies leaders know
how to adapt, design a viable enterprise, anticipating and
navigating the most hostile of conditions with supreme confidence.
They use the Open Heart – Open Mind philosophy to tune into
what must be done and to find the best ways of doing it.

2. Our
enterprise is a living system

In a globalised
world, the greatest danger to any sovereign economy arises from
mediocre performance being accepted as the norm but being labelled
exceptional by its architects. This is a delusion from which many
businesses and government institutions suffer. Most organisations
could be perhaps 100 times more effective were they not still
designed primarily for efficiency, control and order, rather than
for speed, adaptiveness and empathy.

But innovation
only occurs where leaders liberate people and ideas by changing the
language around what is possible, imagination, creativity and
passion - rather than the ability to comply with outmoded rules and
to obediently follow demoralising practices - is celebrated, and
vitality is endemic within the enterprise.

Five Literacies
leaders use the Open Heart – Open Mind ethos to know how
living systems work. This is why their organisations are not
bureaucratic. They look and feel different. They are learning
networks and creative communities, not hierarchical compartments
carrying out the orders of a detached and deluded elite.

3. Performance
arises from systemic design

Almost all of
the thinking, models, mechanisms, processes and tools being used in
contemporary organisations conform to an obsolete model of how
things actually work. As a consequence, more and more operational
practices are becoming increasingly irrelevant, or need more and
more effort to remain less and less effective.

Trapped within
the constraints of past assumptions, performance becomes a fraction
of what it could be – even in the hands of a supposedly brilliant
CEO. By adhering to an obsolete paradigm we fail to challenge those
orthodoxies that could liberate an entirely new era of performance
and viability. Five Literacies leaders know that organic ecosystems
are more viable and resilient than fabricated machines ever can be.
They also understand that human systems can only ever produce what
they have been designed to produce. So they apply ecological design
principles to work, ensuring that the business functions in terms
of information flows and relationships rather than artificial
structures, intrusive rules and imposed pecking orders intended to
generate compliance.

4. Purposeful
change requires forensic analysis

We have been
led to believe that change of any kind is difficult, takes time and
effort, and will always be resisted in some quarters. This is pure
myth. Change is easy and natural. It is the single greatest
constant in all our lives. We are only likely to become
discomforted or aggravated by change when it is imposed in a manner
that is unnecessarily disruptive or does not result in healthier
outcomes.

What is
difficult about change is understanding which factors, out of so
many possible variables, are causing the system to manifest in the
way it does. If that present “state” is no longer desirable then we
need to examine those constraints to find out why. Once unwanted
constraints have been identified it becomes a matter of altering
(or removing) these in order to gently nudge the system in a manner
that allows our preferred “state” to evolve.

Five Literacies
leaders know that intended change is simple if you can grasp what
factors are causing current outcomes. If we genuinely understand an
issue it is simple. If it is not simple then we do not understand
it. Five Literacies leaders use the Open Heart – Open Mind
code, together with their profound knowledge of the ecosystem, to
ensure that change is simple, instant, non-invasive and
affordable.

5. Our stories
liberate new possibilities

When Jack
Welch, the famed CEO of GE, was asked what had made him so
successful, he replied that he was Irish and therefore knew how to
tell a good yarn.

In a world
weighed down with rules, regulations and data, authentic leaders
know that telling powerful stories is the key to comprehending
contextual dynamics, finding compelling ideas, gaining the
confidence of markets and investors, engaging people in what is
possible, communicating confidence for wise actions, and liberating
imagination, creativity and passion.

Five Literacies
leaders know that leadership is an art, a craft and a science: they
embrace change by deliberately communicating compelling ideas
through the telling of inspiring stories. They are master
storytellers.

6. Profits are
the applause we get for liberating people

Without a
doubt, human enterprise conducted through business, trade and
commerce has become society’s most effective change agent. Because
of that, no business afford merely to mind its own business. We
demand much more from corporations these days. Business has to
create shared value. In many respects business is both a driver and
a trendsetter for change.

Today’s global
community demands a new worldcentric awareness and culture from
governments and businesses alike. Consumers want organisations to
demonstrate ethical principles and responsibility while delivering
the best value in products and services. Activists want them to
avoid damaging the environment. Leaders want their employees to
feel fulfilled and not distressed. We all look to buy brands that
resonate with our own identity, values and higher purpose. And all
of us want all of this now – not next week or next year.

Five Literacies
leaders know they can only change the world in cooperation with
others. They use systemic intelligence to their advantage, aiming
to align and satisfy all stakeholders, not just their investors and
shareholders.

The six belief
frames outlined above encapsulate an underlying philosophy that
reveals a great deal about the mindset and values of Five
Literacies leaders. They help explain how and why they make the
decisions they do. As individuals, and as members of society,
organizations and families, we are continually making decisions
about how we live, what we are learning and how we should lead. The
ways we think and speak about our world and our situation have
vitally important consequences for our actions, values and “ways of
being” in the world.

So it is with
human enterprise. In this context we can think about business
leadership in one of two ways. Both ways (metamodels) are related
to how organizations move into their futures - particularly where
they place their emphasis and focus their energies, and what they
consider to be important, and not.

In one there is
a clear-cut, undeviating mission. Let’s call this the
corporate metamodel. The success of this model was assembled
on the back of capitalism; for the primary driver of the corporate
model is growth and efficiency. Indeed anything else, with the
exception of value (interpreted in numerous ways, many of them
conflicting) is considered to be a distraction to the real task in
hand. Strategy is painstakingly put together by the CEO and the
Board – occasionally with input from a few trusted senior
executives. Efforts are taken to sustain the mission assisted by
the leader whose role is to communicate the strategy clearly, with
sufficient impact, to shareholders, market analysts and
employees.

In this model
it is quite common for even the most outrageously successful of
business enterprises to feel indifferent to (even irritated by) any
hint of a broader moral obligation in the way it chooses to
operate. The purpose of the business is just that - to further its
own business and to endure by remaining profitable for its
investors. Responding to shifting values in society are considered
to be distractions, and consequently outside of their scope,
interest and capabilities, unless these directly impact customer
sales.

Although many
businesses adhering to these conventions have attempted to
incorporate social and ethical obligations into the corporate
culture, typically as a result of pressures from customers, staff
and a concerned PR machine, this is mostly a pretence that can
jeopardise performance and put the entire economic model under
considerable stress.

Over the past
century, aided by the financial leverage provided by company law to
protect investors, this model has enjoyed considerable success.
Indeed it has become so powerful a voice that for a while it
foooled us into believing no alternative models were possible. Or
if they were possible then they could not possibly be as effective.
We forgot that effectiveness is an outcome of intentions. And these
are shifting dramatically as we enter an era exposing the best and
the worst of human intervention. Enter new prototypes...

In the
alternative metamodel, which has gained significant credence over
the past decade, the organization is considered an organic system,
empathising and engaging with other living systems including
society. Lets call this the shared value metamodel. Here the
role of the leader is in facilitating emergence while maintaining
integrity. Ideally, the leader’s role is distributed and leadership
becomes a capacity of the whole system. This doesn’t mean that
individual organizations are without a mission. But it does mean
there is a mindful, continuous interplay between emergence and any
intended design.

In this manner
leadership is experienced more as "creating conditions" than
"giving directions" with much of the energy invested in nurturing
networks of meaningful dialogue through which the organization and
its work continuously evolves. This sort of business enterprise is
often characterized by a highly sensitized climate of warmth, trust
and mutually supportive relationships with plenty of passion and
opportunities for learning and celebration.

In theory there
is nothing inherently right, wrong, good or bad about either of
these two metamodels. Ultimately it comes down to one’s point of
view and which one works best under the prevailing circumstances.
And therein lies a catch. One must take context into
consideration when reviewing intentionality. Within the
context of today’s globalised world and the unsustainable
conditions we have inadvertently generated, any moral interrogation
of human intentions will invariably find the former model toxic and
therefore increasingly non-viable. Seeking unlimited growth on a
finite planet is obviously stupid. Continuing to create wealth for
a few, in ways that make slaves of the many, is equally dumb.

As a
consequence it is within the latter, networked, metamodel that Five
Literacies leaders are finding renewed meaning and purpose, using
the Five Literacies almost instinctively to fulfil the six beliefs
above. At the same time they consciously instil, in themselves and
others, a state of being designed to liberate wisdom -
continuously creating novel and inspiring possibilities whatever
the business conditions or dynamics.

The application
of the Five Literacies praxis to business becomes most evident in a
set of clues linked to an individual’s intentions and underlying
assumptions, rather than their behaviours per se. Again this
integral “consciousness” is inherent in the ethos of Open Heart
– Open Mind. If you see these clues ratified in practice, or
conduct of any kind unambiguously prompted by such allied
assumptions, it is highly likely you are witnessing the living art
and craft of Five Literacies leadership at work:

Networked
Intelligence is the ability to continuously connect with and
relate to others in the process of sensing and making sense of
complex - even conflicting - information and shifting dynamics. The
fundamental assumption here is that real-time intelligence from the
broader business ecosystem is critical for remaining alert to the
evolving realities of our world.

Futuring
(increasingly called Strategic Foresight) is the ability to imagine
and express future possibilities, while anticipating the intended
and unforeseen consequences of any decisions taken in the present
and acknowledging the continued resonance of past choices. The
assumption is that the future cannot be left to take care of
itself. There is simply too much that can go wrong.

Strategic
Navigation is the ability to learn to adapt as fast as change
itself. The assumption is that the world in which we live is
inherently uncertain and unpredictable. We need to respond
intelligently and instantly to issues and events in order to avoid
being marginalized or trapped in a corner from which it is
difficult to escape. In order to do that we must know where we have
come from, where we are now, and where (and why) we want to go.

Deep
Design is the ability to amplify wisdom through conversation
and dialogue - as long as such dialogue is informed by real-time
evidence and underpinned by profound reflection and forensic
analysis of the system’s current and desired constraints. The
assumption is that collective wisdom is more potent than individual
genius, especially when it arises from shared intentions.

Brand
Resonance is the ability to generate an authentic
self-awareness and a purpose that awakens in others one's own
unique identity. The assumption is that in the knowledge economy it
is best to be seen and heard as a force for good.

Through
authentic use of all Five Literacies (which are both iterative and
recursive at every level within living systems) people seem to
engage with the world from altogether higher levels of
consciousness than would otherwise be the case.

Five Literacies
leaders readily resolve dilemmas and accommodate paradoxes without
being threatened by the incredible synergy that comes from radical
empathy and abundant cooperation. They confidently balance a
compelling future with the need to improve on today’s promises.
Their generosity of spirit is matched only by an intense integrity
and self-belief. Above all they are able to transcend ego because,
by doing so, they see how to liberate and advance a more moral and
viable social purpose for humanity at large.

There is much
we can learn from the practical wisdom of Five Literacies leaders.
Open Heart – Open Mind: Awakening to the Five Literacies of
Global Leadership is a series of reflections on Five Literacies
praxis applied to business management and organisational
leadership, including stories from the field.

The following
essays range from the intimidatingly academic (have your dictionary
on hand) through to the anecdotal, and from pure philosophy to
practical experiences. They are not meant to be read in sequence.
Feel free to dip into them at your leisure. Choose a particular
paragraph as a mantra upon which to reflect. Or try using one of
the many ideas expressed here in your own business.

During the
course of my advisory and consulting work over the past twenty five
years with some of the world’s most extraordinarily successful
business executives and entrepreneurs I have become utterly
persuaded that each one of us has the capability to apply the
principles of Five Literacies leadership to our own lives,
irrespective of where we live, what we do, or even our current
circumstances.

I have also
learned from the amazing individuals we have been lucky enough to
work with that the Five Literacies ethos and praxis can be applied
to transform business in ways that benefit society - preserving
investor value while creating wealth for others. These two ideals
are not mutually incompatible. There is no doubt business can be a
force for liberating good in this world. Indeed that is the true
power of the Five Literacies applied to business and political
leadership.

At a time in
history when business needs to step forward and take greater
responsibility for leading beneficial societal change one fact is
being proven again and again. Those among us who engage with the
world through the mirror of the Five Literacies are not just intent
on changing the face of enterprise. They are the heroes of a new
consciousness and we will know them as such.


On Being a Five Literacies
Leader

What does it
feel like to be a Five Literacies leader? What and how do they
think – about themselves, others and the world in general? Why do
they spend the majority of their time doing what they do? What
motivates them to get out of bed in the morning? How are they able
to enthuse about their plans with such unflinching conviction? What
inner drive compels them to be as they are? How do they account for
their generosity and humility? For example do these values arise
from their upbringing, from their inherent nature, or simply from
being more socially inclined than some others? What issues keep
them awake at night? How in the light of so many problems in the
world do they manage to remain so positive most of the time? In
other words, what is their manifesto for living?

In an effort to
answer just some of these questions we approached 152 Five
Literacies leaders over the course of a single year. These were all
people we know well. In a few cases we had worked with them
personally (and on their business ventures) for many years. We
chose men and women, young and old, from Asia, Africa, India,
Europe and the Americas who were evidently living the Five
Literacies and demonstrating this daily in their praxis as
principled and successful human beings.

We then
condensed their wideranging thoughts into a single narrative – a
generalised persona, if you like. Wherever possible we have used
their own words in describing their thinking, their feelings and
their enthusiasm for what matters most to them.

Occasionally
our team thought it best to paraphrase their words in order to
clarify their intentions. For the most part, however, it is their
own words and expressions that infect the following manifesto:

A Five
Literacies Manifesto

We are here to
help birth what is imminent and hopeful in the human story by
focusing on how we can best get along with each other, and how we
can best get along with nature.

The current
planetary emergency brought about by excessive production and
consumption, our reckless use of resources, endemic poverty and
hunger among the world’s ballooning population, and deteriorating
trends in the fragile nature of Earth’s abundant ecosystems,
heralds one of the biggest social upheavals in human history. It
also opens up new possibilities and hope that we can do much
better.

This complex
set of interconnected issues will soon impact the lives of us all.
From subsistence rice farmers in Thailand to wealthy Japanese
industrialists. From those who stand to benefit from the corporate
takeover of American democracy to the rise of people power in
Myanmar. From orphans in care to retirees on lavish pensions,
nobody will be exempt.

There is
nothing more important to our civilisation than we address this web
of interconnected issues. Yet political appreciation and will is
totally out of kilter with reality.

There can be
little doubt that our approach to free market capitalism, and the
system of economic production that sustains it, is largely at
fault. We are all culpable – especially those of us who lead
unaccountably affluent lives in the world’s industrialised
nations.

Capitalism has
generated wealth and change. But today, its more pernicious traits,
such as selfishness and greed, are destructive to what human beings
have traditionally valued; those things that are the sources of
human contentment, joy and wellbeing - family, friendship and the
communal sense of belonging.

The restoration
of a more benevolent balance between social justice and
environmental responsibility will not be easily achieved. The shock
treatment meted out to many through selfish capitalism –
disaster capitalism - has been given too much licence for
far too long to willingly halt its rampage now. Unless, that is, we
can "unlearn" the laws that underpin and shape current
misconceptions concerning the value placed on human progress via
economic growth and development. We have to find new paths because
the current ones are simply unsustainable.

We feel this to
be so vitally important that we have decided to dedicate our lives
to finding better practical examples of what it means to be human
and alive - even if we must sacrifice some individual "wants" so as
to be able to share what we have, in comparison with those who have
next to nothing.

Connecting with
and inspiring other like-minded individuals to achieve this
renaissance of compassion and integrity has become our life’s work.
We are devoted to leaving the world in a better state than the
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