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4 Chuang Tzu stories around 4 ideas 

 

1.Importance of reflection and learning 

2.Consensus building 

3.Leadership on the line 

4.The leader of the future 

 

Outline 



Chuang Tzu and Heifetz 



 
 

Chuang Tzu 1: Flight from the Shadow 
 

There was a man 
     who was so disturbed 

by the sight of his own shadow 
and so displeased 

with his own footsteps, 
that he determined to get rid of both. 

 
The method he hit upon was  

to run away from them. 
So he got up and ran. 

But everytime he put his foot down 
there was another step, 

while his shadow kept up with him 
without the slightest difficulty. 

 
 



Chuang Tzu: 

He attributed his failure 
to the fact 

that he was not running  
 fast enough. 

So he ran faster and faster, 
without stopping, 

until he finally dropped dead. 
 

He failed to realize 
that if he merely stepped  

 into the shade, 
his shadow would vanish, 

and if he sat down and stayed  
 still, there would be no more  

 footsteps. 
 



Learning from the past and present 

• The challenge of wicked problems  

• Systemic 

• Interrelated 

• All scales – global, national, local 

• Real time impacts, no trial and error 

• Adaptive leadership is the future 

• based on holistic understanding of the problem 

• Simultaneous interventions 

• Long term capacity building 

 

 



A balcony perspective of leadership 

 
Linsky and Heifetz 

Achieving a balcony perspective means 
taking yourself out of the dance, by 

distancing yourself from the fray.  

Move back and forth between the dance 
floor and the balcony, making 

interventions, observing their impact in 
real time, and then returning to the action.  

 



ETHICS IN LEADERSHIP 
 

Two approaches to ethical thinking? 

 

What is the good act?  

 Based on evaluation of each act 
or choice 

 

What is the good – the virtuous life?  

 Based on virtues developed in a 
lifetime of ethical thinking  



Private to Public 

 

Focus 

 

Rigor 

 

Delivery 
 

 



Public to Private 

The art of persuasion.  

 

Complex decision-making. 

 

Crisis management.  



Learning  from each other 

Crisis management 

 – Horizontal vs. Vertical decision 
making 

Dealing with disasters 

Mobilizing resources 

Quick deployment 



Chuang Tzu 2: Three in the  
Morning:  

It is about a monkey trainer who 
went to his monkeys and said:  
“As regards your chestnuts,  

you are going to have three measures 
in the morning and four in the afternoon.” 

 
On hearing this all the monkeys became 

angry. So the keeper told them:  
“I will change it to four measures in the  
morning and three in the afternoon.” 
The animals were satisfied with this  

arrangement. 
 
 
 



Chuang Tzu: 

The two arrangements were  
the same – The number of  
chestnuts did not change, 

But in one case the monkeys  
were displeased, and in the other  

case they were satisfied. 
 

The keeper was willing to  
change his personal  

arrangement  
in order to meet objective  

conditions. 
He lost nothing by it. 



New governance arrangements 

• Intergency governance 

• Stakeholder governance 

• Network governance 

• Global governance 

 

Approaches 

• Subsidiarity  

• Consensus building 



NATURE OF CONFLICT 

CRISIS – DANGER AND OPPORTUNITY 

DRIVER OF CHANGE, INNOVATION 

VIOLENCE AND INJUSTICE AS OUTCOME 

PERSONALITIES MATTER 

IDEAS ALSO MATTER 

PROCESSES ARE CRITICAL 



TYPES OF CONFLICTS 

DATA CONFLICTS 

RELATIONSHIP CONFLICTS 

INTEREST CONFLICTS 

VALUE CONFLICTS 



Consensus building 

• Focus on interests, not positions 

• Be inclusive and bring all stakeholders in 

• Shift from debate to problem solving as quickly as 
possible  

• Increase the pie first before dividing 

• Look for mutual gains; win-win can mean someone 
loses so compensate 

• Think ahead about implementation 

• Role of mediator and facilitator 





Chuang Tzu 3: The need to win 
 

 
When an archer is shooting for fun 

he has all his skill. 
If he shoots for a brass buckle 

He is already nervous. 
If he shoots for a prize of gold 

he goes blind 
or sees two targets. 

He is out of his mind. 
His skill has not changed, 
but the prize divides him. 

He cares, 
he thinks more of winning 

than of shooting – 
And the need to win 
drains him of power. 



The core competencies of leadership in governance and the 

public sector are needed whether one leads as a public school 

teacher or as the president of the country: 

Learning 
in Action 

Service 

Personal 
Mastery 



Leadership 
Power Tools 



INTENTION. . . 

The tool of self-discipline that focuses 
on task completion. 

WISDOM. . . 

The tool that moves practice to art. 



COMPASSION. . . 

The tool of empathy and emotional intelligence 
resulting in creativity. 

PRESENCE. . . 

The tool of companionship that anchors people, 
groups or institutions in context and purpose that 
beyond one’s self thus infusing one with a 
compelling social wisdom. 



Leadership vs. Management 

 The idea of taking  

 responsibility and 

risk-taking. 



Chuang Tzu 4: 

The truly wise man, 

Considers both sides  

of the question 

without partiality, 

sees them both  

in the light of Tao. 

This is called following  

two courses at once. 

 



Leader as Servant 

Politically savvy but grounded in 
integrity, honesty and service 

Leader as Enabler 

Enables teambuilding, motivating, 
communicating and facilitating for 

bureaucratic reform 

Leader as Artist 

Humility and appreciation for 
teamwork; Open to new ways of 

thinking 

ANCHORED 

FLEXIBILITY 



Leader as Servant 

Change management 

Leader as Enabler 

Skilled in systemic analysis and 
strategic thinking; Adept in data 

interpretation for decision-making; 
Skilled in organizational, financial 

and resource management; 
Manages change process 

Leader as Artist 

Multi-disciplinary orientation and 
perspective; Reform-oriented; 
Appreciation of the need for 

diagnostic knowledge and skills to 
inform and enable action 

ENGAGED IN PRAXIS 

(Critical Thinking and 

Strategic Action) 



Leader as Servant 

Conflict management and 
resolution; Issue management 

Leader as Enabler 

Resolves and manages conflict 

Leader as Artist 

Maintains integrity of vision 
despite realities 

CALIBRATED 

PROVOCATION 



Leader as Servant 

Knowledge of ethics, moral 
reasoning process 

Leader as Enabler 

Ability to discern and reflect 

Leader as Artist 

Applies rigor and discipline in 
working for public good 

COMMITMENT TO SOCIAL 

JUSTICE AND HUMANIZATION 

OF SOCIAL INSTITUTIONS 



Leader as Servant 

Sense of initiative and 
responsibility 

Leader as Enabler 

Demands excellence and higher 
levels of expectations and 

performance 

Leader as Artist 

Proactive 

INCLUSIVE / PARTICIPATIVE 

DECISIVENESS 



Bill Drayton, on empathy 

“It's the combination: big idea with a 
good entrepreneur: there's nothing 

more powerful.” 

Imagine a world where everyone is 
really a change maker. 

“The single most important skill that 
every person must have today is 

empathy.” 


