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It all started in an elevator 

Culture boils down to three simple words: WHAT, HOW, 

and WHY? The culture of any given group of people is 

what they do, how they do it, and why they do it.  

The what and the how are relatively easy to work out. 

The what and the how are concrete and visible, at least to 

the trained and informed eye. The what and the how are 

typically the type of things you would find in cultural 

“Dos and Don’t” lists, things like how to 

hand over business cards, gift-giving eti-

quette, greetings, listening habits, and so 

forth, and they are absolutely useful 

things to know. But what I find really 

separates the wheat from the chaff when 

it comes to cultural intelligent people, is 

understanding the why. 

Here’s an exercise I use in my cultural 

awareness workshops. Imagine you are 

waiting for the elevator on the ground 

floor of a public building. In fact, there are two elevator 

doors. Standing next to you is another person who is also 

waiting for the elevator. You do not know that person. 

Suddenly, both elevator doors open at the same time. The 

person standing next to you takes the left-hand elevator. 

Which one do you take, the same one, or the other one? 

I have been asking this question to my fellow Norwegians 

for the last ten years. The vast majority of Norwegians 

say that they would take the OTHER elevator. This pat-

tern of behaviour has changed little in the last ten years, a 

pattern that is repeated in the other Scandinavian coun-

tries. However, when I ask the same question to work-

shop participants in countries such as India, or Brazil, the 

response is very different, most people in these countries 

opting to take the same elevator. 

 

I then tell my Norwegian audiences that the person who 

took the elevator was actually me. It was an episode that 

happened to me during my first year after I moved to 

Norway. I was the one who took the elevator. And yes, 

the Norwegian behind me took the other elevator that 

time too, even though I attempted to invite him in to my 

elevator by holding the door open for him by dangling my 

leg in front of the infrared door sensors and smiling at 

him.  

At this point, the Norwegian audiences offer me a num-

ber of explanations for their fellow Norwegian’s behav-

iour.  

“He probably thought you didn’t want to be disturbed.”  

“He thought you preferred to take your own elevator.”  

And my personal favourite …  

“It’s much more efficient if you take your elevator and he 

takes his, then there is no need to stop unnecessarily to let 

one of you get out. After all, Norway has lots of elevators 

and only 5 million inhabitants so there are plenty of eleva-

tors to go round!”  

 

 

What characterises all of the explanations is that they all 

have as their basis some kind of POSITIVE INTENTION. It 

is the positive intention that is the WHY of a particular 

behaviour. What is interesting is that at the time of the 

incident, I did not see any of these positive intentions. All 

I saw was a strange, antisocial and rather cold individual.  

The positive intention of the man who took the other ele-

vator is the Nordic need for a lot of personal space. This 

makes a lot of sense in a country that has the same sur-

face area as France and yet whose population is no more 

than that of Munich.  

By recognising and identifying the positive intention, as 

well as describing other people’s “strange” behaviour in a 

positive way, you end up with a world view whereby 

Norwegians don’t “ignore” you in elevators, but rather 

they “show respect by allowing you a larger than average 

space bubble.”  

Similarly, Norwegian managers are not, as one Brazilian 

colleague said to me once, “distant and somewhat laissez-

faire with their management style”, but rather they 

“believe in empowering their employees by allowing 

them a sense of space and flexibility in order to manage 

their tasks as they see fit”. They even have a name for this 

in Norwegian: “frihet under ansvar” (Responsible Free-

dom). 

“It is the positive intention that is the 
WHY of a particular behaviour. What 
is interesting is that at the time of the 

incident, I did not see any of these 
positive intentions.” 

RE-SPECT: the key to cultural        
intelligence 

“The what and the how are concrete 

and visible, at least to the trained 

and informed eye. The what and the 

how are typically the type of things 

you would find in cultural “Dos and 

Don’t” lists.” 



Similarly, a typical Japanese audience will not be 

“unresponsive and disinterested” when you hold a sales 

presentation but they will be “listening intently without 

interrupting you.” While we are on the subject of paying 

attention, I once gave a presentation in Guangzhou in 

southern China to a small group of ship inspectors where 

one of the older members of the audience actually fell 

asleep! Try and put a positive spin on that one. 

Well, as it turned out there was indeed a positive inten-

tion, at least initially. Apparently, that older gentleman 

was present at the meeting purely as a sign of respect for 

me for the fact that I had come all that way to give an im-

portant presentation. He was also there to rubber stamp 

the process this meeting was part of. By closing his eyes, 

he was signalling to everyone that he would not be an 

active, speaking participant of the meeting. Of course, if 

you do that in the middle of the afternoon after lunch and 

you happen to be tired, there is a high risk of you falling 

asleep. 

 

The challenge comes in actually identifying the positive 

intention – the rationale, the why – behind a behaviour. 

However, even if you can’t initially see the positive inten-

tion, look for it. It is there somewhere. The strategy I use 

is to ask. As long as one asks a question with curiosity and 

a willingness to learn - as opposed to asking with under-

lying prejudice - you can ask almost any question.  

 

I once sat to dinner next to an Omani business associate 

who I’d been told had two wives. The person who had 

told me was clearly very disapproving of this practice. 

During dinner, after we had gotten to know each other a 

little I started asking this Omani gentleman about his 

family. He avoided mentioning his two wives.  

So, with all the curiosity I could muster up, I told him that 

I had heard that he had two wives. I then asked him what 

it was like to have two wives. The Omani looked right 

into my eyes, thought a little, and then said: “Expensive!” 

We both laughed out loud. I spent the rest of the evening 

learning about the huge responsibilities of a man who 

had two families and nine children to support. It was a 

real eye-opener, I can tell you. 

What I have learnt in my cross-cultural work, and what I 

encourage people on my workshops to do, is to be curi-

ous enough to explore what positive intentions lie behind 

even the most frustrating or baffling of behaviours in 

people from other cultures. I encourage people to take a 

new perspective, to hold back on their personal opinions 

and beliefs and instead try to understand the motivations 

and rationale behind the actions of people from other 

cultures. 

In effect, I encourage people to look, look, and look again. 

Did you know, by the way, that the word respect comes 

from Latin and means to look again? 

 

Book Review 

Leadership-All you need to know 

By David Pendleton and Adrian 

Furnham  

 

 

  

  

  

  

  
  

  

 
 

 

This is an interesting and informative book that brings 

a new perspective on leadership in the 21st Century. It 

summarises well the Primary Colours Leadership 

model that has been adopted by organisations such as 

Rolls Royce. The model focuses on what the authors 

call the three “domains of lead-

ership”, the strategic, the opera-

tional and the interpersonal as 

the areas in which leaders have 

to operate. The practical appli-

cation of the domains is ex-

plained well in the book and the 

research and psychological un-

derpinning of the model are the 

basis for one of the book’s most 

useful clarifications. Something 

that I took away from the book is that while we may 

need to operate in all three of the domains, as leaders, 

we are unlikely to be excellent in all three - in fact 

there is considerable research to demonstrate that, 

from a personality perspective, this is very unlikely to 

happen. Complete leadership, therefore, comes from 

creating a leadership team with the complementary 

skills to ensure all the domains are covered effectively. 

I would consider this well worth a read.  
 

Reviewed by John Frost 
Managing Director Values Based Leadership 

Publisher: Palgrave Macmillan 

By Pellegrino Riccardi, 

Pellegrino Riccardi was raised in in an Italian family in the Roman 

City of Bath in the UK. For the past 20 years, he has been living 

with his Norwegian wife and three blonde children in Norway. 

Pellegrino runs his own company, and is a highly sought-after 

global keynote speaker and course instructor within the field of 

cross-cultural interactions.  

“The challenge comes in actually  
identifying the positive intention – the 

rationale, the why – behind a              
behaviour. However, even if you can’t 

initially see the positive intention, 
look for it. It is there somewhere.” 

“Be curious enough to explore what 
positive intentions lie behind even the 

most frustrating or baffling of            
behaviours in people from other      

cultures.” 



Why you should have a Mentor 

A Mentor is someone who takes an interest in your ca-

reer and is able to give you the advice and support you 

need at key points in your career. During the fifteen 

years I have been a professional coach and Mentor, I 

have noticed that it doesn’t seem to matter what part of 

an economy you work in - or indeed where in the world 

you are based - the decision to find a Mentor seems to 

enable people to make better decisions and ultimately 

become more successful in their jobs. In an overview of 

more than 100 Mentoring surveys conducted by the East 

Mentors Forum, nearly half of all respondents reported 

that Mentoring increased their opportunities for career 

advancement. Seventy-five per cent said the experience 

was positive, citing higher salaries and increased job 

satisfaction among the most tangible benefits.  

For women in particular, the importance of having a 

Mentor was further supported when I read Beyond the 

Boys Club by Suzanne Doyle-Morris, first published in 

2009. Within the book, Suzanne emphasises that having 

a Mentor is one of the fundamentals that help women 

progress in their career. She notes that women often 

don’t seek out a Mentor in their early years, with an in-

herent need to be self-sufficient.  

In comparison, I have often found that men seek out an 

informal Mentor early in their careers. The Mentor is 

usually a successful and more senior man who is able to 

share experiences and steer the Mentee away from ca-

reer pit-falls.  

When to get a Mentor and who it should be 

I believe it is important to be proactive about getting 

yourself a Mentor early in your career and learning how 

best to get the most from the relationship by making it a 

formal arrangement. This doesn’t mean that you need to 

pay for a Mentor. People in senior positions in organisa-

tions with good self- awareness and a desire to help oth-

ers are often very willing to offer a few hours a year to 

support someone with their career aspirations without 

payment. So think about the people that you have in your 

Never be      
without a      

Mentor 

 

 

 

Book Review 
  

  

At the recent HR Directors Business Summit in Birming-

ham, I was fortunate enough to attend Lord John 

Browne’s seminar. Lord Browne is the former Chief Exec-

utive of BP, he is now openly gay and author of The Glass 

Closet: Why Coming Out is Good Business. As a speaker he 

was very engaging and spoke passionately about the 

need for businesses to continuously address diversity 

and inclusivity. I left the seminar keen to read his book.  

The Glass Closet is the epitome of quality over quantity – a 

short read but of exceptional value. Lord Browne is un-

flinchingly honest in sharing his own experience and the 

book is very educational in terms of exploring the histori-

cal, geographical, political and sociological contexts in 

which homosexuality and the 

LGBT community have been 

(and still are) viewed.  

In addition, Lord Browne effec-

tively demonstrates, by inter-

viewing several people (both 

in and out of the closet), that 

being openly gay, lesbian, bi-

sexual or transgender can be 

easier or harder based on the 

industry the individual works 

for, who they work with, or, in 

some cases, their own fears. 

Something I especially took 

away from the book is the recognition that if someone is 

going to great lengths to hide who they actually are, they 

are unlikely to be performing as well as they could be at 

work because their energy is somewhat divided between 

two identities. Not only is this exhausting for the individ-

ual, it can be detrimental to the organisation they work 

for both economically and in terms of how the individual 

connects with their team. Lord Browne very effectively 

explores how this can be addressed and who should ad-

dress it. 

Overall The Glass Closet is a thoroughly engaging book 

which both celebrates the steps organisations have taken 

to embrace the LGBT community, whilst also highlighting 

the fear and anxiety that is still sometimes present and 

prevents the LGBT community from living as their true 

selves. I would recommend The Glass Closet as an educa-

tional and fascinating read for anyone – whatever your 

sexual orientation or gender identity. 

 

By Stephanie Small 
Values Based Leadership 

Publisher: WH Allen 

 

The Glass Closet: Why coming out is 
good business 

by John Browne  

“The decision to find a Mentor seems 
to enable people to make better        

decisions and ultimately become 
more successful in their jobs.” 



network. They may be working in the same organisation 

as you, or they may be someone you have met in other 

aspects of your life. They need to be considered    a posi-

tive role model to you and I would say that they need to 

be a good listener. Someone who comes to a Mentoring 

meeting and talks predominately about themselves may 

have some good stories to tell, but unless they first seek 

to understand you, they are unlikely to offer the support 

you need.  
 

 

The Mentor/Mentee Relationship 

Once you have identified your potential Mentor, then it is 

simply a matter of asking them if they would consider a 

Mentor/Mentee relationship. Most Mentors I know feel 

privileged to be asked and will agree to it straightaway. 

However, if there is initial reticence, it will likely be due 

to concerns about the time commitment. It is your re-

sponsibility, as the Mentee, to reassure them of what is 

involved. Here are a few suggestions of how you might 

approach this: 

Offer to do the organising. Agree that you will contact 

them when you need a Mentoring meeting and assure 

them that the meetings will only be 3 or 4 times a year. 

Offer to go to them. Finding a location and environment 

convenient for them helps with time management and 

you are more likely to have a productive meeting. 

 

Be clear on your objectives for Mentoring. For example, 

let your Mentor know if you are seeking advice on your 

job, or balancing work and life. This will help them to 

have confidence that you are asking for support and ad-

vice in areas that they are familiar with. 

Be prepared for Mentoring meetings. It may be useful to 

give your Mentor an update of activities and 

events since the last meeting. You may also con-

sider providing a short agenda to include the 

areas you wish to talk about. 

Agree the maximum length of time you are 

asking them to be a Mentor for. I would rec-

ommend a year with a review after six 

months. In my experience, Mentoring rela-

tionships that are set for a year give both 

parties the full understanding that the rela-

tionship is finite. If the relationship is work-

ing after one year, often they are re-

contracted for another year. The key is that the relation-

ship needs to be valuable for both of you. 

Whilst I wouldn’t suggest going as far as a formal Mentor-

ing agreement, it is my experience that Mentoring rela-

tionships which have a psychological contract are the 

most successful. What I mean by this is that there is a 

conversation at the beginning of a Mentoring relationship 

which defines the relationship as formal, sets a time 

frame and agrees some form of structure. So talking 

through the 5 points above would start to develop that 

psychological contract. In addition, agreeing the content 

of the four statements below for both Mentor and Mentee 

will also formalise this relationship and maximise poten-

tial success: 

It is always beneficial to have a Mentor. Even for senior 

leaders, who may find a peer Mentor is just as valuable as 

a role model Mentor. This would likely be someone out-

side your sphere of influence who can listen to you, offer 

support and advice if you ask for it and be non-

judgemental. The mutual support a Mentor offers can 

certainly help improve the decision making at critical 

points when you most need it. So, wherever you are in 

your career, never be without a Mentor. 

Karen Frost 

“Be clear on your objectives for  Men-

toring. For example, let your Mentor 

know if you are seeking advice on 

your job, or balancing work and life. 

This will help them to have confi-

dence that you are asking for sup-

port and advice in areas that they are 

familiar with.” 

Our Favourite Videos and Articles 
 

Faking it: How introverts succeed 
 

The Glass Closet: Why Coming Out is Good Business - Lord John Browne 

Things I will do 
  
  

Things I will not do 
  
  

Things I can do 
  
  

Things I cannot do 

“I believe it is important to be          
proactive about getting yourself a 
Mentor early in your career and   

learning how best to get the most 
from the relationship by making it a 

formal arrangement.” 

By Karen Frost 

Director of Operations at Values Based Leadership 

https://www.youtube.com/watch?v=QJWA2MARNxk
http://youtu.be/Of_MftsJdH0


Background 

John Kyrle High School, for pupils aged 11-18, is situ-

ated in the rural market town of Ross-on-Wye. In Janu-

ary 2011 the school converted to academy trust status 

(as have more than 50% of high schools across Eng-

land). Academy trust status gives schools the power to 

innovate and improve the education on offer without 

undue interference, but it also comes with the addi-

tional responsibilities of leading and managing all as-

pects of the school. As a result, the senior leads of the 

school have taken on ad-

ditional responsibilities 

and have needed to be-

come more ‘business-like’ 

in the way they lead and 

manage their school. The 

team is well established, 

has an excellent mix of 

skills, they are innovative, 

are eager to learn, and are 

agile with the ever chang-

ing demands on education 

establishments in the UK. 

Members of the team are also able to constructively 

challenge ideas and decisions, and do so when re-

quired. This means that they are considered a highly 

performing team.  

However, the team recently faced two challenges; 

Firstly, how could they measure themselves on how 

well they perform as a team? External processes like 

Ofsted inspections and national comparisons such as 

National and Local Standards offered occasional op-

portunities for measuring performance; however, they 

did not have internal self–assessments in place to re-

view their collective performance on a regular basis.  

Secondly, how could they discover areas where there 

was room for improvement and how did they, once 

these were identified, address these areas to maintain 

high performance through the academic year and with 

changes to the team? 

The Solution 

For the John Kyrle High School Senior Team, the solu-

tion for them was to find a suitable assessment tool to 

measure them against a set of criteria for high perfor-

mance teamwork and then to use the outcomes from 

that tool to evaluate where the strengths and develop-

ments were in order to further improve the perfor-

mance of the team. 

Nigel Griffiths, the Headteacher, took advantage of the 

promotion Values Based Leadership (VBL) were offer-

ing of a free TeamPulse survey and then asked Karen 

Frost, Director of VBL, to facilitate a workshop with 

the senior team to review their results and develop 

actions that the team could implement. 

TeamPulse is an online team survey designed to pro-

vide you with an objective view of your team's perfor-

mance. The assessment allows you to review team 

performance against nine different elements of high 

performance: Vision, Val-

ues, Leadership, Climate 

& Culture, Change, Emo-

tional Resilience, Commu-

nication, Performance 

and Team Dynamics. 

Once the online question-

naire was completed by 

all members of the senior 

team, VBL generated a 

final report and provided 

each member of the team 

with the full results. Ka-

ren Frost also provided supporting materials to assist 

the team to develop actions to move forward and to 

enable them to use the TeamPulse results as a com-

parison against future assessments.  

 

The Outcomes 

The team knew from previous feedback that they were 

highly performing; however the TeamPulse report was 

able to effectively highlight where there was room for 

improvement. Against the nine elements, all but one of 

them scored greater than 9.20 on a scale of 0 – 10 (0 

being the lowest score and 10 the highest score). The 

one area where the score dropped slightly was 

“The solution for them was to find a 

suitable assessment tool to measure 

them against a set of criteria for high 

performance teamwork and then to 

use the outcomes from that tool to 

evaluate where the strengths and  

developments were in order to      

further improve the performance of 

the team.” 

Case Study: Team Performance 
and Team Pulse 

http://vbleadership.com/TeamPulse/Register
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‘Communication’. The comments, presented anony-

mously in the final report, that each member of the 

team contributed when completing the online ques-

tionnaire, also supported the need for more emphasis 

on communication. 

Karen Frost of Values Based Leadership then facilitat-

ed a workshop with the senior team based on the 

TeamPulse results. During the workshop, Karen was 

able to share with the team her experience of running 

TeamPulse surveys with many organisations in differ-

ent sectors, and clarify the definition of a highly per-

forming team. She also addressed what else the team 

could do to maintain the current level of performance 

and then focused on the communication concerns 

raised by the report.  

 

Using the report and supporting material, she was able 

to help the team come to the collective conclusion that 

there was a need for improved communication when 

key decisions are taken, because it was felt that the 

reasons and thinking behind decisions were not al-

ways disclosed. Karen also shared with the team an 

approach called a Team Metric which is designed to 

help the team run self-reviews on their performance at 

key periods or times of the year. This enabled the team 

to be able to internally manage self-reviews in the fu-

ture. 

 

As a result of the survey and the workshop, the senior 

team at John Kyrle High School have increased aware-

ness of their performance as a team. They have been 

able to run a self-review on the areas where they have 

strengths and have been able to identify one area 

where they can make improvements. They now also 

have team tools and actions, developed in the work-

shop, which means that they will be able to run a team

-review at any time. 

Headteacher, Nigel Griffiths, who is a practising 

National Leader of Education said, “It is very benefi-

cial for those of us leading in education to take the op-

portunities afforded by proven business models such as 

TeamPulse. It allows us to benchmark our performance 

using challenging frameworks in an objective process. 

My team and I found the exercise to be very intuitive and 

ultimately extremely useful. We had the benefit of 

Karen’s expertise and could now use TeamPulse our-

selves and/or with subject and pastoral teams across 

the school.” 

Search: Values Based Leadership @valuesbasedlead Values Based Leadership  

 

Final Thoughts  

 

 

“For one thing, we have not the same notions of honesty and speaking the truth. That is not our fault, 

because we are made so. And look now what you do? You come and judge us by your own standards 

of morality. You are, of course, too hard on us. And again I tell you you are great fools in this matter. 

Who are we to have your morals, or you to have ours?”  

Rudyard Kipling, East and West  

“In diversity there is beauty and there is strength.” 

Maya Angelou 

“In teamwork, silence isn’t golden, it’s deadly.”  

Mark Sanborn 

“The team knew from previous    

feedback that they were highly      

performing; however the TeamPulse 

report was able to effectively       

highlight where there was room for             

improvement.” 

“Using the report and supporting  

material, she was able to help the 

team come to the collective             

conclusion that there was a need for 

improved communication when key 

decisions are taken.” 

http://www.youtube.com/user/ValuesBasedLeadrship?ob=video-mustangbase


ICF coaching skills course in Shanghai  
 

The Performance Coach is pleased to announce another partnership with Values Based Leadership bringing 

its world-recognised coach training programme to Shanghai, China. Based on applied positive psychology and 

using adult-learning principles, this unique programme equips you with the necessary skills to feel confident 

as an organisational coach.  

The classroom sessions will be held 23rd, 24th and 25th September and 7th, 8th and 9th December in 

Shanghai and you will also be supported by a personal tutor. This highly reputable programme has Interna-

tional Coaching Federation (ICF) ACTSH accreditation with 84 “coach specific training hours” for those indi-

viduals seeking an ICF credential. Link to ICF Credentials  

The programme will be delivered by two internationally recognised coach trainers:  

Who is the ICF course for?  

Our experiential coach training program focuses on tools and practical application of real-life executive coach-

ing applications for both the internal or external coach. As an ICF accredited programme, it is aligned against 

industry standards and participants will learn the ICF Core Competencies as well as a wide range of skills and 

capabilities. Link to ICF Code of Ethics  

How is the course structured?  

Our programmes emphasise the need for coaching practice and include a heavy focus on experiential learning 

and feedback. The central principle that underpins our ICF coach training programmes is that the advanced 

skills and behaviours implicit in being an executive coach cannot be developed at a single event. Our experi-

ence over 13 years of delivering this programme is to apply the skills in the real world – to review, learn and 

adapt – are essential to successful implementation of skills building if they are to be sustained and fully em-

bedded. Each programme includes:  

 Support from a personal tutor over 3 sessions in small groups  

 Live coaching practice and development feedback to embed skills  

 4 modules – Foundation Coaching Skills, Creating Insights, Applied Positive Psychology in Coaching and 

Coaching Leaders  

 Access to The Performance Coach’s Learning Management System (LMS)  

Cost and booking information  

For an early bird booking we are offering a reduced price to attend – the price of 35,000 Chinese Yuan 

Renmibi, is reduced to 28,000, to qualify please book by the end of July 2015. For group bookings we can offer 

3 places for the price of 2. If you are interested in booking a place on the course, please email                             

info@theperformancecoach.com  

Charles Brook, the founder and Man-
aging Partner of TPC UK and Chairman 
of TPC International Board. He is also 
one of Europe’s leading executive 
coaches working internationally with 
Chief Executives and Senior Managers 
and their organisations.  

Tammy Turner, who is ranked in the top 
3% of the International Coaching Federa-
tion’s (ICF) Master Certified Coach (MCC) 
as well as being a qualified coaching super-
visor. She is a non-executive board mem-
ber for both the ICF and the Australian As-
sociation of Supervisors.  
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Developing Inspirational Leaders 
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