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Executive Summary 

Modern organisations operate in environments defined by complexity, uncertainty, 

and rapid change. Traditional leadership models, often rooted in fixed, linear 

thinking, struggle to keep pace. Leaders who rely on a single dominant mindset, 

whether openness, rigidity, or protection, frequently find themselves unable to 

balance competing priorities, safeguarding responsibilities, and inclusion 

expectations. 

FlexiMind™ is a leadership methodology designed to meet this challenge. It equips 

leaders to consciously shift between four cognitive modes, Open, Fixed, Closed, and 

Flexi, depending on the context. This adaptive approach strengthens 

decision-making, enhances inclusion, improves governance, and supports ethical, 

accountable leadership. 

The methodology is built around a repeatable decision cycle, a behavioural 

competency framework, and a diagnostic tool that helps leaders understand their 

default patterns under pressure. FlexiMind™ is designed for boards, senior leaders, 

public sector teams, care settings, multi-agency environments, and organisations 

seeking to build cultures of adaptability and psychological safety. 

 

1. Introduction & Rationale 

Leadership is often taught as a set of traits or competencies. Yet in practice, 

leadership is a thinking process, a cognitive act shaped by context, pressure, and 

organisational culture. 

Many organisations unintentionally reward one dominant mindset: 

Openness at the expense of boundaries 

Rigidity at the expense of innovation 

Protection at the expense of inclusion 

The result is predictable: cultures that become chaotic, overly controlled, or 

risk-averse. 
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FlexiMind™ was developed to address these challenges. It provides a practical, 

accessible, and evidence-informed way for leaders to understand their thinking 

patterns and adapt them deliberately. The methodology draws on principles from 

cognitive psychology, behavioural science, systems thinking, and inclusive 

leadership, but translates them into a simple, usable framework that leaders can 

apply immediately. 

 

2. Methodology Provenance & Evidence Summary 

FlexiMind™ emerged from a multi-year process of practice-based insight, 

organisational observation, and the synthesis of established research. The model 

was shaped through John McDonald’s work across health, education, public service, 

and inclusion-focused organisations, where leaders consistently described the same 

experience: “I know what I should do, but under pressure, my thinking narrows.” 

Provenance of the FlexiMind™ Model 

FlexiMind™ is a proprietary leadership methodology created by John McDonald, 

Founder of Eagles Wings Consultancy. It is grounded in lived experience, 

professional practice, and extensive engagement with leaders operating in complex, 

high-pressure environments. The methodology was shaped by real-world challenges 

where safeguarding, governance, inclusion, and organisational culture intersect. 

The framework draws on established research domains, including cognitive load 

theory, behavioural science, systems thinking, psychological safety, and inclusive 

leadership frameworks. These influences were distilled into a simple, accessible, and 

practice-ready model. 

FlexiMind™ has been refined through leadership workshops, board development 

sessions, safeguarding programmes, multi-agency environments, and coaching 

conversations. Early adopters report increased clarity, improved proportionality, and 

stronger alignment between values, boundaries, and behaviour. 

All components of the FlexiMind™ framework, including the four-mindset model, 

Flexi Leadership Cycle, diagnostic tool, terminology, diagrams, and training 

materials, are protected by copyright and remain the exclusive intellectual property of 

John McDonald and Eagles Wings Consultancy. 

Evidence Base 

The methodology is informed by: 

Cognitive load theory 

Behavioural science 
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Systems thinking 

Psychological safety research 

Inclusive leadership frameworks 

Organisational culture studies 

This evidence base ensures that FlexiMind™ is both theoretically grounded and 

practically applicable across sectors. 

 

3. The Four Mindsets 

At the core of FlexiMind™ are four distinct cognitive modes. Each has value. Each 

has risks. Effective leadership requires knowing when to use each one. 

3.1 Open Mind — Explore 

Definition:  

A mindset characterised by curiosity, creativity, listening, and exploration. 

Strengths: 

Encourages innovation 

Builds inclusion and psychological safety 

Supports early-stage thinking and discovery 

Risks when overused: 

Lack of direction 

Decision paralysis 

Over-consultation 

Best-fit scenarios:  

Strategy development, co-design, early problem exploration, culture building. 

 

3.2 Fixed Mind — Define 

Definition:  

A mindset focused on structure, clarity, standards, and consistency. 

Strengths: 

Ensures governance and accountability 

Provides stability 
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Supports performance management 

Risks when overused: 

Rigidity 

Resistance to change 

Over-reliance on process 

Best-fit scenarios:  

Policy development, compliance, operational delivery, performance frameworks. 

 

3.3 Closed Mind — Protect 

Definition:  

A mindset centred on boundaries, safeguarding, ethics, and risk management. 

Strengths: 

Protects people and organisations 

Ensures ethical clarity 

Supports crisis response 

Risks when overused: 

Defensive culture 

Reduced transparency 

Exclusion or gatekeeping 

Best-fit scenarios:  

Safeguarding, crisis management, ethical dilemmas, and high-risk decisions. 

 

3.4 FlexiMind™ — Adapt 

Definition:  

The meta-skill of reading context and deliberately shifting between mindsets. 

Why it matters: 

Prevents over-reliance on one mode 

Supports inclusive, ethical, and proportionate decision-making 

Enables leaders to respond to complexity with agility 
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Strengthens culture, governance, and team dynamics 

FlexiMind™ is not a “fifth mindset”; it is the ability to choose the right mindset at the 

right time. 

 

4. The Flexi Leadership Cycle 

The FlexiMind™ methodology is operationalised through a five-stage decision cycle: 

Sense — What’s happening?  

Gather information, observe signals, and understand the context. 

Assess — What does this situation need?  

Identify the dominant requirement: exploration, clarity, protection, or adaptability. 

Select — Choose the mindset  

Consciously select Open, Fixed, Closed, or Flexi. 

Apply — Act deliberately  

Use the behaviours associated with the chosen mindset. 

Reflect — Did it work?  

Evaluate the outcome and adjust future decisions. 

This cycle builds cognitive discipline and reduces reactive, habitual leadership. 

 

5. Leadership Competencies for FlexiMind™ 

To use the methodology effectively, leaders develop six core competencies: 

Cognitive Agility — Shifting thinking patterns based on context. 

Emotional Regulation — Managing internal responses under pressure. 

Contextual Intelligence — Reading organisational, cultural, and situational cues. 

Inclusive Decision-Making — Balancing voices, perspectives, and lived experience. 

Ethical Clarity — Understanding values, boundaries, and non-negotiables. 

Systems Awareness — Seeing interdependencies and unintended consequences. 

These competencies align with CQC, NICE, public sector leadership frameworks, 

and governance standards. 

 

6. The FlexiMind™ Diagnostic 
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The diagnostic is a 10-item self-assessment tool that measures: 

Overuse of Open 

Overuse of Fixed 

Comfort in Closed 

Ability to shift 

Response under pressure 

Inclusion vs boundaries 

Decision-making in uncertainty 

Output:  

A personalised RAG profile highlighting strengths, risks, and one development 

priority. 

This creates a measurable starting point for leadership development. 

 

 

7. Application in Real-World Settings 

FlexiMind™ is designed for practical use across sectors: 

Safeguarding & Risk: Choosing Closed when boundaries are essential, and Flexi 

when proportionality is needed. 

Governance & Boards: Balancing Fixed clarity with Open exploration during strategic 

decisions. 

Team Conflict: Using Open to understand perspectives, then Fixed to agree actions. 

Inclusion & Culture: Recognising when over-protection limits belonging, or when 

openness needs boundaries. 

Multi-Agency Environments: Shifting between modes depending on risk, information, 

and shared accountability. 

Operational Leadership: Applying Fixed for consistency, Open for improvement, 

Closed for safety, Flexi for complexity. 

 

8. Observable Behaviours for Each Mindset 

8.1 Open Mind — Explore 
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Asks exploratory questions 

Invites diverse perspectives 

Creates space for ideas 

Uses curiosity to understand 

8.2 Fixed Mind — Define 

Clarifies expectations 

Sets boundaries 

Uses evidence and process 

Moves toward decisions 

8.3 Closed Mind — Protect 

Identifies risks 

Applies safeguarding principles 

Makes firm decisions 

Holds ethical lines 

8.4 FlexiMind™ — Adapt 

Reads the room 

Names mindset shifts 

Balances inclusion with boundaries 

Uses proportionality 

 

9. Practical Application Examples 

Short scenarios illustrating mindset shifts: 

Safeguarding: Closed → Flexi 

Board Deadlock: Open → Fixed 

Team Conflict: Open → Fixed 

Inclusion: Flexi to balance safety and belonging 

 

10. FlexiMind™ Quick Reference Card 
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Open – Explore  

Curiosity • Listening • Innovation • Inclusion 

Fixed – Define  

Clarity • Standards • Governance • Consistency 

Closed – Protect  

Boundaries • Ethics • Safeguarding • Risk 

Flexi – Adapt  

Context • Proportionality • Balance • Agility 

Cycle: Sense → Assess → Select → Apply → Reflect 

 

11. Implementation Outcomes 

Organisations adopting FlexiMind™ typically experience: 

More proportionate, ethical, transparent decisions 

Reduced over-reliance on one mindset 

Stronger governance and accountability 

Improved psychological safety 

Better handling of complexity and conflict 

Increased leadership confidence 

A shared language for thinking and culture 

 

12. Evidence Base & Influences 

FlexiMind™ is informed by: 

Cognitive load theory 

Behavioural science 

Systems thinking 

Psychological safety research 

Inclusive leadership frameworks 

Organisational culture studies 
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13. Implementation Pathways 

Organisations can adopt FlexiMind™ through: 

Leadership training modules 

Board development sessions 

Coaching programmes 

Diagnostics and RAG profiling 

Culture and inclusion audits 

Governance integration 

Safeguarding and risk workshops 

FlexiMind™ can be delivered as a standalone intervention or embedded into wider 

organisational development. 

 

14. How FlexiMind™ Differs from Other Leadership Models 

FlexiMind™ is distinct because it: 

Focuses on thinking, not traits 

Recognises mindset shifts under pressure 

Integrates safeguarding, inclusion, governance, and innovation 

Includes a diagnostic tool 

Aligns with public sector standards 

Works across high-risk, complex environments 

It is a thinking methodology, not a personality model. 

 

15. Accessibility & Inclusion Statement 

FlexiMind™ has been designed with accessibility and inclusion at its core. The 

language, structure, and tools are intentionally simple, avoiding jargon and 

unnecessary complexity. All materials can be adapted into accessible formats, 

including large print, dyslexia-friendly layouts, and screen-reader-compatible 

versions. The diagnostic and training resources are inclusive for neurodivergent 

leaders and teams. 

 



 

© 2026 Eagles Wings Consultancy, All Rights Reserved Company Number 13769874 

 

 

 
 

16. Intellectual Property & Usage Statement 

FlexiMind™ is a proprietary leadership methodology created by John McDonald of 

Eagles Wings Consultancy. All components — including the four-mindset model, 

Flexi Leadership Cycle, diagnostic, diagrams, terminology, and training materials — 

are protected by copyright. 

The FlexiMind™ Diagnostic may not be replicated, adapted, or used to create 

derivative tools without permission. 

Commercial use requires a licence. 

Internal organisational use is permitted only where authorised. 

No diagrams, models, or terminology may be reproduced without consent. 

For licensing enquiries: john@eagleswingsconsultancy.co.uk 
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