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Every person is, in a sense, the leader of a 
small coalition of internal voices, needs, 
and goals.



DIRECTOR

ACTORINNER 
AUDIENCE

OTHERS 
AROUND 

US - 
EXTERNAL

SCRIPT
The internalized narrative—

often shaped in 
childhood—that guides a 

person’s beliefs, behaviors, 
and expectations 
throughout life.

GOAL
A deeply meaningful 
aspiration or desired 
outcome that gives 

direction, purpose, and 
motivation to a person’s life 

choices and actions.

The deeper emotional layers  
beneath the surface—often 

hidden, neglected, or 
painful—including 

unprocessed emotions, 
shadow parts, and 
potentially trauma.

Life is  a stage. The 
more we know how 
to direct ourselves, 

the better we 
interact with the 

outside world 

PROCES

NOT for coaching 



LEADERSHIP is MULTIDIMENSIONAL
From the perspective of the 
leaders

From the perspective of the 
followers



LEADERSHIP
From the perspective of the 
leaders



Dominance or Prestige 

Prestige hierarchies are domain-
specific

Prestige-based leadership is based 
on relationships rather than 
authority

Prestige-based leadership 
empowers people

DOMINANCE vs. PRESTIGE



COMPETENCE Employees who feel competent 
believe in their work-related skills  
and are convinced that they can 
perform well in their jobs.

I can do it

MEANING Employees with high meaning 
perceptions identify with the goals  
of their job, meaning their ideals  and 
standards match the values  
necessary to execute the job 

I want to do it

SELF-
DETERMINATION

The perceived level of choice in 
initiating and regulating one's  own 
actions at work

I choose  to do it

IMPACT The belief of having the power to 
influence administrative, strategic, 
and operative goals  at work.

What I do has  an impact

EMPOWERMENT
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There are numerous leadership styles that can potentially impact 
psychological empowerment, these are four important ones



Encourages initiative & 
responsibility.  
Supports learning & risk-
taking.

 Fosters self-confidence and 
independence.

 Leads to higher job 
satisfaction & creativity.

 Some employees may feel 
overwhelmed without guidance.  

 May lead to inconsistencies if 
not balanced with 
accountability.

Inspirational - Creates a 
compelling vision.  
Idealized influence – 
leader = role model.  
Intellectual stimulation
Individualized 
consideration 

 Increases innovation.  
 Ideal for change
 Enhances psychological 

empowerment by aligning 
work goals with personal 
values.

 Dependent on leader 
charisma.
  Lack of structure may leave 
employees uncertain.  

 Difficult to measure 
effectiveness (subjective impact).

Focuses on empathy and 
support.  
Leads by serving rather 
than directing.

 Builds trust, loyalty, and 
collaboration.  

 Enhances employee 
wellbeing,  satisfaction and 
ethical culture.

 Can be slow in decision-
making.  

 May not work well in high-
pressure, fast-moving industries.  

Clear expectations & 
goals.  
Rewards for 
performance.  
Corrective actions for 
mistakes.

 Provides stability, 
efficiency, and accountability.

 Works well in structured 
environments.

 Less emphasis on personal 
growth & motivation.  

 Employees may feel 
controlled rather than 
empowered.

TRUST 

PEOPLE

INSPIRE 

PEOPLE

SUPPORT 

PEOPLE

REWARD 

PEOPLE



LEADERSHIP
From the perspective of the 
leaders

From the perspective of the 
followers



LEADERSHIP
From the perspective of the 

followers



What do people want from leaders? 
And why does that change?

The same person who wants a 
strong protective leader during crisis 
may later prefer someone who is 
fair, visionary, or emotionally 
supportive

This paper argues that humans 
possess an evolved followership 
psychology: we follow leaders who 
meet specific psychological needs. 

FOLLOWERSHIP THEORY 



FOLLOWERSHIP THEORY 

Protection Guidance Fairness
Keep me safe

Threats, danger, 
insecurity, 

uncertainty

Show me where 
to go

Direction, 
meaning, 
purpose

Treat people 
justly

Conflict 
management, 

equality, morality
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Just as people are internally diverse, 
effective leaders are not single, fixed 
entities but flexible collections of 
leadership capacities.
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RELATIONAL LEADERSHIP 
THEORY (RLT)

DO NOT focus on leadership as “what a 
single person” does, but
Focus on patterns of relationships and 
interactions.

Aligns with coaching that seeks to 
strengthen communication, mutual 
accountability, and systemic relational 
quality.



Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

EXERCISE 1: ME & MY TEAM ANALYSIS
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Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

Choose objects, symbols, pictures, 
graphics … that symbolize “what is at 
the core of your team”

Place these in the centre of the set-up

EXERCISE 1: ME & MY TEAM ANALYSIS



Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

• Now set out the team: use an 
object/puppet for each team 
member

• Locate yourself
• Where are you?
• Who are those close to you and 

who are those distant from you?

ME

EXERCISE 1: ME & MY TEAM ANALYSIS



Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

• Make statements that start with:
“In this position of the team I…”

• I think…
• I feel …
• I observe …
• I look at…
• I ignore…
• I cannot…
• And so on

ME

EXERCISE 1: ME & MY TEAM ANALYSIS



• Would you like to move to a 
different position? Where? Why?

• How would this shift feel?
• What is needed to realize this shift?
• What is different at the different 

position? Reflect again.  

Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

EXERCISE 1: ME & MY TEAM ANALYSIS



If your team would be a family, what sort of 
family would it be? Who would take which 
position? What about you?

If your team were a TV-show/series/movie: 
which would it be? Why?

If your team was a bunch of animals, what 
sort of bunch would it be? And who is which 
animal? Why? What about you?

Be creative, think wild, out of the box…

Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

EXERCISE 1: ME & MY TEAM ANALYSIS



Hawkins, Peter, ed. Leadership team coaching in practice: Developing high-performing teams. Kogan Page Publishers, 2014.

Now look back at the constellation 
you made.

Look at it from different perspectives, 
from close by and further away.

If YOU were the coach of this team, 
what would be your approach? And 
why?

Step 1 – The heart of the team
Step 2 – Your place in the team
Step 3 – Reflect about your place
Step 4 – Moving to a different 
position
Step 5 – Reframe the team
Step 6 – If I were the team coach…

EXERCISE 1: ME & MY TEAM ANALYSIS





Why This Exercise? To lead AND to follow with purpose—we must understand the 
goals we pursue and whether these goals truly align with our skills, beliefs, identity, 
and deeper mission. Leadership AND follower-behaviour begins with self-awareness.

Instructions (4 Steps)
Step 1: Clarify the Goals (Above the Surface)
Step 2: Dive Below the Surface – The Underwater Iceberg Layers
Step 3: Context and Leadership
Step 4: Reflecting on the Bigger Picture

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



MISSION

WHY

IDENTITY

BELIEFS

 & 

VALUES

SKILLS

BEHAVIOUR

in CONTEXT/ENVIRONMENT

GOAL COMPANY GOALS



Step 1: Clarify the Goals (Above the 
Surface)

“What are we aiming for?”

Company Goals: What are the official, 
stated goals of your company or team?
(e.g., growth, innovation, customer 
satisfaction, efficiency…)

Your Personal Goals: In this context, 
what are your own professional goals?
(e.g., learning a skill, contributing to 
change, better balance, promotion,…)

GOAL COMPANY GOALS

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



Step 2: Dive Below the Surface – The 
Underwater Iceberg Layers

“Do my goals fit with who I am?”

At the Waterline: SKILLS
• What skills are needed to reach these goals?
• Do you have them already? Which are visible, 

and which are unnoticed or underused?
• Which skills would you love to develop further?

Just Below the Surface: BELIEFS & VALUES
• What do you believe in strongly? 
• What values are non-negotiable for you?
• Do your current goals honor or contradict 

these values?

BELIEFS &  VALUES

SKILLS

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



Step 2: Dive Below the Surface – The 
Underwater Iceberg Layers
“Do my goals fit with who I am?”

Deeper: IDENTITY
• Who are you (professionally/personally)? 
• What roles matter to you (e.g., coach, 

learner, creative, team player…)?
• Are your goals aligned with your sense of 

self?
• Or do they feel externally imposed?
At the Deepest Level: MISSION
• Why do you do what you do? What gives 

your work meaning?
• Can you trace a line from your current goals 

to your deeper mission?
• If not, where is the disconnect?

MISSION

WHY

IDENTITY

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



Step 3: Context and Leadership
“What kind of leadership environment am I 
in—and what do I need to thrive?”
1. Current Leadership Style: 
• How would you describe the dominant 

leadership style in your workplace?
• Autocratic, transactional, 

transformational, empowering, servant
• How does this style affect your motivation and 

ability to reach your goals?
2. Needed Leadership Style:
• What kind of leadership would help your skills 

grow and flourish?
• What style would best align with your deeper 

values, identity, and mission?
3. Reflect on the fit (or mismatch) between 
the leadership you experience and the 
support you need.

BEHAVIOUR

in CONTEXT/ENVIRONMENT

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



Step 4: Reflecting on the Bigger Picture
“What can I take from this?”
• What have you learned about your 

own alignment (or misalignment) 
between goals and who you are?

• What would need to change in your 
context—or in your approach—to 
improve that alignment?

• What kind of leadership do you 
want/need (to offer) based on this 
insight?

• How can this reflection make you 
better communicate what you 
need?

EXERCISE 2: DIVING DEEP – DO YOUR (COMPANY’s) 
GOALS ALIGN WITH WHO YOU ARE?



What can you offer as a 
leader?

What do you need from a 
leader?

What do you need as a 
follower?

What do your followers 
need?

THUS: KNOW YOURSELF & OTHERS around you
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