
Worldview      Worldview 

1 The International Integral Leadership Collaborative 2011 

The Leadership Rosetta Stone 
Brett Thomas  



Worldview      Worldview 

2 The International Integral Leadership Collaborative 2011 

Which Style of Leadership Works Best?  

If the only tool you have is 
a hammer, you tend to see 
every problem as a nail. 

– Abraham Maslow  
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A Few Examples of Publications Illustrating Leadership Styles 
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Simplicity on the Other Side of Complexity 
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Three Leadership Meta-questions: 

1. What is really happening?                                      [AWARENESS] 

2. What is most important and needed?           [APPROACH] 

3. What is the most helpful action I can take?     [ACTION] 

If you were to survey a group of people with these three 
questions about the exact SAME situation, you would get 
wildly different answers! 
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Worldview Is the Key that Unlocks the Potential of 
Integral Leadership 

A worldview is “the overall perspective from which one sees 
and interprets the world.”  
It is composed of values (what is important) and global beliefs 
(about self, others, and system)  
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But what about personality types, situational 
leadership, and so on? 

These details only become valuable if 
you are not “in the right ballpark” in the 
first place…  

(and most people, most of the time, are   
 not even “in the ballpark”) 

American idiom 
“In the Ballpark” 
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The Rosetta Stone 
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Which Leadership Style Will Work With Which People? 
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Viewing the World Through an “Achiever” Lens 
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Strategic Leadership 
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Viewing the World Through a “Pluralistic” Lens 



Worldview      Worldview 

19 The International Integral Leadership Collaborative 2011 

Collaborative Leadership 
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Viewing the World Through a “Traditional” Lens 
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Authoritarian Leadership 
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Viewing the World Through a “Power” Lens 
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Autocratic Leadership 
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Partner (or Small Group) Sharing 
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Skillful Means – Three Levels of Skill 

Skill Level 1: Recognizing the Mindset 
Accurately recognizing worldviews in self and others  
(both as singular mindsets and combinations) 

Skill Level 3: Embodying the Leadership Style 
Lead by embodying the leadership style appropriate for 
each unique the situation (Collaborative, Strategic, 
Authoritarian, Autocratic)  

Skill Level 2: Translating into the Dialect 
Translate messages into the correct dialect. a) Frame  
in terms of the primary core driver of that worldview and 
b) use that mindset’s core values in your message 
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How Does This Relate to Leadership Fundamentals? 

•  All the fundamentals still count. Vision, listening, feedback, 
accountability, presence, influence, relationship, trust, etc. 

•  Trust, feedback, accountability (and the rest) are all 
approached and experienced differently by different 
worldviews and leadership styles 

•  Imagine that these universal and fundamental leadership 
principles and techniques are leadership tools using the 
metaphor of hand tools in a mechanics tool box.  

•  Integral leadership is like having four settings (Green, 
Orange, Blue, Red) on every tool! 
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Tools for Agents of  
Conscious Business 
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Universal Translator Tool 

©  2012 Brett Thomas and the Integral Leadership Collaborative  

UNIVERSAL TRANSLATOR REFERENCE SHEET 

 

 
Postmodern 
Worldview 

Modern  
Worldview 

Traditional  
Worldview 

Imperial  
Worldview 

Worldview 
description 

The world is a diverse 
web of interrelationships 
where humans and other 
life depend on each other 
for survival and wellbeing 

The world is a fairly level 
playing field of nearly 

unlimited possibility where 
winners take all 

The world is an ordered 
existence under the 
control of a higher 

authority and ultimate 
Truth 

The world is a jungle 
where the strongest and 
most cunning survive, 

gain power, and satisfy 
their desires 

Core 
Motivational 
Drivers 
(values) 

Personal growth and 
development, connection, 

diversity, contribution 

Achievement, 
success, status, 

opportunity,  
winning 

Order, stability,  
security, self-sacrifice, 
Truth (as defined by 

tradition) 

Personal power, respect, 
freedom from constraint, 

dominance  

Primary 
Concerns 

“Making a difference”, 
creativity, cultivating 

relationships, fostering 
fairness 

Being “at the top of their 
game,” achieving strategic 
goals, personal autonomy 

Living “the one true way,” 
fitting in, fulfilling duties, 

preserving tradition, doing 
the “right” thing 

Being “top dog”, 
breaking free from limits, 

gratifying desires  

Goals and 
Desires 

Being self-aware, having 
peace of mind, building a 

diverse community, 
promoting human rights 

“Getting ahead,” living 
“the good life,” advancing, 

receiving recognition, 
winning 

Faithfully follow rules and 
dictates of respected 

authorities, sacrifice for 
future reward 

Gaining control, being 
strong, breaking free 

from limits 

APPROPRIATE 
LEADERSHIP 
STYLE 

Collaborative  
Leadership 

Strategic  
Leadership 

Authoritarian  
Leadership 

Autocratic  
Leadership 

How to 
Communicate 

Use the language of 
sensitivity and diversity. 

Use storytelling and 
dialogue. Speak to desire 

to make “big picture” 
choices. Emphasize 

personal growth, human 
welfare, or environmental 
sustainability. Allow time 

to process feelings. 

Use the language of 
“achievement” and 

“success”. Relate to 
increased competitive 

“edge”. Emphasize 
person’s status as 

member of elite group. 

Use the language of 
practicality and moral 
certitude; always be 
polite.  Acknowledge 
willingness to make 
personal sacrifices; 

emphasize future security. 
Frame in terms of what is 

“right” and “good”.  

Use the language of 
strength, independence 

and dominance. Tie 
decisions to their self-
interest and enhanced 

control, personal power, 
or “glory”. Avoid abstract 

reasoning. 

To Influence Acknowledge person’s 
perspectives and feelings. 
Tie to “greater good.” Use 
storytelling and dialogue. 

Frame in relation to elite 
achievement. Appeal to 

status. 

Refer to authority and 
tradition. Be tactful and 
polite. Focus on action. 

Use “alpha-dog” power 
plays. Connect to self-

interest (personal gain). 

To Motivate  Point to opportunities to 
learn, grow, and connect 

in meaningful ways. 
Highlight ways to “make a 

difference.” 

Offer financial incentives, 
perks, recognition, and 

status. Create 
competition.   

Invoke authority, “the 
truth” and doing “the right 

thing.” Emphasize 
belonging to a worthy 
“cause”. Fear and guilt 

also work well. 

Offer immediate payoffs, 
challenges and dares. 

Tie back to getting 
respect, clout, and 

power. 

Constructive 
Feedback 

Frame as your own 
subjective personal 

experience. Allow time for 
them to share feelings. 
Focus on opportunity to 

enhance the “we”. 

Frame in terms of 
negative impact on 
credibility (status), a 

threat to their success, 
and negative future 

financial impact. 
 

Always give constructive 
feedback in private. 
Frame feedback in 

relation to following the 
rules. Refer to duty and 

the need to be disciplined 
and do the work “right”. 

Show respect while also 
being in authority (if you 

are the boss). Keep it 
short, immediate and 
limited to the task at 

hand.  Focus on 
behavior (not attitudes). 

Positive 
Feedback  

Acknowledge individual 
and support teams. Look 
for “multiple bottom lines,” 

emphasizing personal 
growth and development. 

Acknowledge results of 
individual’s strategies 

(approaches). Connect 
performance to incentives 

and greater success. 

Acknowledge group 
efforts. Point to specific 

behaviors. Frame in 
relation to following rules 

and doing it “right”. 

Acknowledge personal 
power. Use language of 

respect. Emphasize 
heroics. 

 

* Note: the values colors are used here to refer to worldviews and not Wilber’s altitude colors which refer to stages. See footnotes to     
  Leadership Rosetta Stone article for nuance.  
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Message  Translation for the 
“Pluralistic” Dialect 

 Translation for the 
“Achiever” Dialect 

 Translation for the 
“Traditional” Dialect 

 Translation for the 
“Power-centric” Dialect 

Type your 
message here 
(something you 
need to convey 
to an someone) 
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Modern  
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Message  Translation for the 
“Pluralistic” Dialect 

 Translation for the 
“Achiever” Dialect 

 Translation for the 
“Traditional” Dialect 

 Translation for the 
“Power-centric” Dialect 

I appreciate your 
competency and 
want to thank 
you for a job well 
done 

"Your caring 
relationships with our 
stakeholders have 
deepened mutual trust 
and helped us move 
closer to our potential. 
Thank you for 
contributing your gifts 
to the diversity of our 
culture."    

"Your obvious subject 
matter expertise 
along with your keen 
strategic thinking 
drove this account 
project to a new level 
of success. Thank 
you for helping to 
make this department 
an elite performer."    

"Your loyalty and 
dependability means so 
much to our ‘family’ here 
in our department. I 
know I can always count 
on you to keep things 
running smoothly and 
predictably." 

"You really kicked-ass 
on that last project. I've 
noticed that when you 
get determined and 
turn it on full throttle, 
then—watch out!—
nothing can stop you." 

Your recent 
performance (or 
behavior) does 
not meet our 
standards 

 

"As a self-managed 
team, we all rely on 
one-another. When 
you do something like 
this, you are letting the 
whole team down." 

"We have a high 
performance bar here 
and expect everyone 
to do whatever it 
takes to achieve it. 
Let's talk about 
exactly what you 
need to raise the 
quality of your game." 

"Our company policies 
are clear. You violated 
subsection 12.b. 
Therefore, the 
consequences for 
noncompliance are..."  

"When you act like that 
you lose the respect of 
others. As the boss I'm 
telling you to check 
yourself and just focus 
on your job or there will 
be immediate 
consequences."  

You are being 
financially 
rewarded 

"We want you to feel 
free to work from 
home whenever you 
want. Flextime will 
give you the freedom 
to strive for a more 
balanced work style 
and lifestyle." 

"We've decided to 
offer you profit 
sharing and a 
significant 
performance bonus 
at year's end if you 
hit your metrics this 
year." 

"You will be glad to 
know that your loyalty 
and hard work has 
resulted in an increase 
in your salary and health 
benefits to help make 
your family more 
secure." 

"We'll pay you an 
immediate cash bonus 
every time you exceed 
the day's productivity 
goals. So step up and 
seize this opportunity." 

You are 
receiving a job 
promotion for 
your excellent 
performance 

"Based on lots of 
feedback from your 
peers, its clear that 
your team members 
value your 
collaborative style, 
which is why we're 
giving you more 
responsibility."   

"We're a meritocracy 
and your 
performance has 
clearly demonstrated 
that you're the best 
person for the job."  

"Your seniority and your 
years of loyal and 
selfless service have 
resulted in this 
promotion.”  

"We need someone 
strong for this job who 
can push through 
barriers and get things 
done. I've seen you in 
action and believe you 
can pull it off." 
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Message Translation  
Small Group Work 
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Large Group Q&A 


