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Developing leaDers 
to forge the future
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COPYRIGHT

Copy this the Right Way
You have permission to post this, email this, print this and pass it along 
for free to anyone you like, as long as you make no changes or edits to its 
original contents or digital format. Please do pass it along and make many 
copies. We reserve the right to bind it and sell it as a real book.

We Care But You’re Responsible
This whitepaper is general in nature and not meant to replace any specific 
advice. Please be sure to take specialist advice before taking on any of the 
ideas. The author disclaims all and any liability to any persons whatsoever 
in respect of anything done by any person in reliance, whether in whole or 
in part, on this white paper. 
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JOHN CORRIGAN is an expert in helping individuals to bring their whole of mind to their daily 
life and increase their effectiveness and the effectiveness of those around them. This expertise 
scales from the individual to the team to the organisation.  Developed from the premise that 
education does NOT prepare us to live well in the modern world, so how DO we live well?  
First, shift our attention to rewire our brains. Second, focus on the wellbeing of others. 

John’s first degree is in Mathematics and he has an MBA from INSEAD.  He has been an officer 
in the Parachute Regiment and a wireline logging engineer (taking measurements in drilled 
oil and gas wells) in various parts of the world, before entering the corporate sector via 
strategy consulting and corporate planning. John’s interest evolved into change management 
in organisations where the employee-client relationship forms a major part of the value 
produced including leading the turnaround in a major professional firm. John has had a 
strong interest in how education has shaped our capacity to engage effectively with the world 
around us and set up Group 8 Education in 2003 to help in the transformation of our education 
systems.

To learn more visit:
www.gr8education.com and www.johngcorrigan.com 

ABOUT THE AUTHOR
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WHY IS NOW DIFFERENT?

Organisations are getting flatter as the world becomes more 
complex and diverse, on the one hand, and more connected on 
the other.

Organisations need leadership to be distributed throughout 
and these leaders need the confidence to think for themselves, 
the abilities to radically innovate and the skills to collaborate 
with diverse groups of stakeholders.

The Study of Australian Leadership (SAL)1 reports that for 
every $10 spent on senior leaders, only $1 is spent on frontline 
leaders.

In the past the key decision-makers were senior leaders.  In 
the emerging future senior leaders set the direction and 
boundaries, share the organisation’s vision, yet it is the widely 
dispersed leaders who manage existing operations and locally 
innovate to stimulate growth, who are the engines of success.

As organizations grow flatter and more diverse, 
and as the global operating environment becomes 
increasingly more complex, there is a stronger demand 
for people who can lead at all levels of the company.

DELOITTE GLOBAL HUMAN
CAPITAL TRENDS 20162

Too few (18%) private sector organisations report high 
levels of radical innovation … findings show those 
organisations that do innovate successfully achieve 
superior performance outcomes.

Study of Australian Leadership (SAL)1

If investment in IT and learning  delivers results, why 
can’t HR  show similar benefits from investments in 
leadership development?

DELOITTE GLOBAL HUMAN
CAPITAL TRENDS 20162
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As the world changes, so do the skills required to create value.  The technical skills needed for any 
specific role are still required and are likely to be learned in much the same way.

However, the new skills that are emerging to underpin leadership in the 21st century are additional and 
are being sought regardless of role or industry - and they have nothing to do with how senior you are.

Due to the multiplicative effect of these new competences, the value leaders can create goes up 
dramatically.

DEVELOPING LEADERS TO FORGE THE FUTURE

Now, if you take 
the strong strategic 

thinker and add high 
energy to the mix, you 

achieve “multiplicative 
reinforcement”, that is 
the two competencies 
build upon each other 

such that each one 
makes the other more 

powerful. If you then take 
the same person and give 

them strong influencing 
skills, they benefit 

from multiplicative 
reinforcement again, 
moving closer to the 

outperforming tail of the 
power curve, and closer 

to becoming “stars”. 

Avi Turetsky3Foundation

Value

Innovation

Connection

Delivery

Expertise

Mode To

From

Unknown Quantity

Star

Effective Leader

Emerging Leader

Effective Manager

Apprentice

Impact

1 x

32 x

16 x

8 x

4 x

2 x

Focus
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If we look at the capacity of employees to manage 
the Present then we will likely find a normal 
distribution – a bell curve - with the average being 
adequate to the task.  If we look at their capacity to 
manage the Future then we will likely find that it is 
lagging behind.

What we need to see is the capacity to handle 
the Future being much higher than it is today, 
exceeding today’s average capacity.  This shift 
is possible due to the ‘multiplicative effect’ of 
bringing new capacities into play. 

THE SHIFT
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If we want to shift the bell curve then it is the 
development of the new competencies that are 
critical.
• In moving from anxiety to courage leaders can face up to 

challenging situations yet still do what is right, still move 
forward despite the challenges.

• In moving from being easily distracted to being focused leaders 
can deliver tasks and projects more reliably and in line with the 
organisation’s strategy.

• In moving from rejecting people and ideas that don’t fit to 
allowing new ideas and people to be included gives leaders the 
foundation for encouraging new ideas to take hold and inspiring 
other people to get on board.

THE GROWTH

We have all had decades of practice in using the defaults of 
rejection, distraction and anxiety.  Countering these ingrained 
habits requires regular practice of new behaviours, introduced as 
early as possible in a budding leader’s career.

Once leaders adopt new behaviours they will begin to affect those 
around them, building the same skills.

This becomes a cultural change.

Rejection

Anxiety

Distraction

Inclusion

Courage

Focus

From

To
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Two mind states …
Most of us have two mind states available to us one (the blue zone) where we are 
confident, collaborative and creative and another (the red zone) where we are 
pessimistic, selfish/self-centred and we lack the ability to make choices.

When things are routine and stable we can be very effective, operating largely in the 
blue zone, finding incremental improvements, trimming costs, bolstering morale.  
80% of the work is still like this.

But it is the 20% of the work which is complex, uncertain, not-created-yet where 
staying in the blue zone is at its hardest and many leaders – young and old - simply 
retreat into their red zones.  There isn’t the drive, nor the teamwork nor the 
imagination to create what is needed to move towards the future.

It is easy to drop into the red zone but much harder to get back into the blue again.  
A key characteristic of outstanding leaders today is their ability to stay in the blue 
zone themselves and to help others both to stay there and to get back as quickly as 
possible, when necessary.

This capacity is a learnable skill.

SO WHAT IS THE PROBLEM?

Innovation 
distinguishes 

between a leader 
and a follower. 

Steve Jobs, co-founder 
and CEO of Apple
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so what is the problem?

OPERATING IN THIS STATE WHENEVER THERE IS UNCERTAINTY OR AMBIGUITY OR 
SERIOUS CHALLENGE ALLOWS US TO AVOID THE RED ZONE ALTOGETHER – DO THIS 

OFTEN ENOUGH AND LONG ENOUGH AND THE RED ZONE FADES AWAY.
 

… and two world views
As well as two mind states we also have two ways 
of engaging with the world, which is typical of split 
brain animals.  We can view the world in a global, 
external way – this is the way an animal stays alert for 
something new coming into its awareness, a predator 
for example – and we can view it in a detailed, very 
local way where we can exploit or manipulate our 
immediate surroundings.

These different ways of engaging with the world are 
triggered by the way we pay attention.  Vigilance, 
alertness and sustained attention all trigger the 
global view, focused attention triggers the more local 
view.

The global view
The global view expects to come across people, events 
and things that are new and takes them in its stride 
allowing new information to flow into the brain to 
create new connections and, gradually, a new world 
view.  It is the global view that allows us to empathise 
and so connect with others, and to imagine a future 
that is different from today.  When operating in this 
global view we are able to control red zone triggering.
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so what is the problem?

THE RED ZONE AND THE LOCAL VIEW ARE INTIMATELY CONNECTED.  
IN THE RED ZONE WE ONLY HAVE ACCESS TO THE LOCAL VIEW.  WHEN 

WE USE THE LOCAL VIEW IN NEW OR CHALLENGING SETTINGS WE 
ARE HIGHLY LIKELY TO TRIGGER THE RED ZONE.

The local view
Our ability to do detailed, routine work is made 
possible because the local view creates a static model 
of the world for itself and from that it can create 
routines, rules and automatic responses.  The local 
view expects things it comes across to fit into this static 
model.

When the local view is triggered by using focused 
attention with new people, events and things our brain 

immediately begins to categorise and compare the 
new with what we already know.  During the process 
of doing this we stop seeing and hearing the outside 
world - we are listening to ourselves instead - so that 
our connection with another person is limited – we are 
perceived not to be listening or paying attention to 
them.

If the new experience does not fit into our static model, 
we reject it – often triggering the red zone, with anger 
and fear being the dominant emotions. 
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so what is the problem?

Where does the red zone come 
from?
The red zone occurs as a combination of the two decades 
plus that our brains take to develop - which we can’t 
change - and the education systems that we have all been 
through (which are now, thankfully, beginning to change).

The education systems we are familiar with represent one 
of three possible ways of shaping how humans engage 
with the world.  The form of education that dominated 
the 19th century limited human development even more 
– creating habitual, obedient adults with little ability to 
think.  The third form, which is slowly emerging in our 
schools today, encourages more balanced development 
so that young adults can always operate in the blue zone 
with appropriate use of global and local views.

Our schooling trained us to use focused attention as the 
default way of paying attention (through the extensive 
use of conscious memorisation and procedural repetition) 
and to trigger our red zones if we stepped out of the 
conventional or accepted way of behaving – most of our 
teachers would immediately model their own red zones 
- with anger - and we would respond in kind, with fear or 
(suppressed) anger.

The result is that we habitually use focused attention as 
we go through our day - any new event runs a high risk 
of triggering our local world view and - if the event is 
threatening to our static model of the world - of triggering 
the red zone.



It is through managing our energy, time and attention that we begin to 
rewire our brains and we emerge into a new way of leading.

Meditation and mindfulness are useful preliminary steps that give us 
some measure of control over our energy levels.  A further boost to our 
energy comes from being clear about how we should best use our time 
and attention – this aligns local and global views, removing friction – 
to best meet our organisation’s goals.

Shifting our attention from focused attention to sustained attention is 
the next big step.  For example, cognitive coaching works because it 
is based on using sustained attention to hold another in the blue zone 
and allowing them to face up to challenges without triggering their red 
zone.  This is how we deeply connect.

Managing our time means using the local view effectively when we 
are doing detailed work and actively organising to avoid internal and 
external distractions.

These steps are self-reinforcing and when time and energy are aligned 
we go into ‘flow’, time seems to pass without notice.

When we use our time and our attention well we experience a sense of 
freedom.

When energy and attention are aligned we feel fulfilled.

When all three work together we get emergence.

EMERGENCE
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The world will continue to get more complex and uncertain.

Most people think that how they engage with the world – largely local view, flipping 
from blue zone to red zone - is natural rather than the consequence of early training.

Yet, we can consciously and deliberately manage our time, attention and energy 
to change ingrained responses – rewire our very plastic brains – and gradually see 
the emergence of courage, innovation and the capacity to connect with and inspire 
others.

The more people you have like this the more robust and dynamic your organisation 
can become.  Some of these leaders will become stars accounting for a significant 
amount of the extra value created.

Our education systems are moving this way, although slowly, so eventually lots of 
people will come into the workforce already with these skills.

But you can’t wait.

For those already in the workforce now is the time to upgrade and emerge.

SO WHAT’S NEXT?

The most dangerous 
leadership myth 

is that leaders are 
born-that there is 

a genetic factor to 
leadership. That’s 
nonsense; in fact, 

the opposite is true. 
Leaders are made 
rather than born.

Warren Bennis



HOW DO WE GET THIS MOVING?
Energy 

If we want our young leaders to 
get control of their energy then 
we need to help them be clear 
about their long-term direction, 
their shorter term goals and what 
key actions they need to take, all 
in the context of best meeting the 
organisation’s purpose.  This is a 
form of coached self-reflection.

Being aware of the red and blue 
zones and strategies for managing 
them in the short-run is also key.

Attention
Shifting how we pay attention away 
from focused attention (except 
when we are doing 

detailed work) is the critical step. 
Learning to use cognitive coaching 
informally is a key way to do this.

Time
We can use our time more 
efficiently if we block out our real 
work and remove internal and 
external distractions so that our 
minds, using the local view, can go 
into flow and get the work done 
efficiently.  As little as three hours 
per day of really intense work puts 
us ahead of most people4.
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how Do we get this moving?

Some quick questions to ask yourself and your colleagues 
1. What it would mean to have leaders at every level who are confident, collaborative and 

creative?

2. What qualities do you value in your people now and how well do they align with the new 
emerging leadership skills?

3. Do you know which leaders already have these skills to a high degree?

4. How are you inspiring your people to emerge and become leaders for the future?

WE ARE AT A CRUCIAL POINT IN HUMAN 
DEVELOPMENT.  WE CAN MOVE FORWARD 

WITH COURAGE OR WE CAN RETREAT BACK 
INTO ANXIETY.  THE CHOICE IS OURS.

John's cognitive coaching 
program has tremendously 
helped us improve our own 

effectiveness.  The coaching 
is one of the things our 

senior staff members found 
most rewarding. We adopt 

John’s coaching model 
whenever we're dealing with 

an issue, be it one on one or 
even in big groups.

Senior Executive, Education 
Sector, UK

For more information contact 
John on +61 418 432 316 or john@johngcorrigan.com 
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