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CORE 
LEADERSHIP FRAMEWORK
At Bulletproof Performance, our 4-Level Leadership Framework is built around the CORE 
of great leadership—Character, Ownership, Relationships, and Expectations. 

It maps 8 essential capabilities across four levels: Leading Self, Leading Others, Leading 
Areas, and Leading Organisations. 

Each behaviour in the framework is designed to grow a leader’s Character, build 
Ownership at every level, strengthen Relationships within and beyond teams, and lift 
Expectations for performance and culture. All behaviours have the underlying drivers of 
‘Critical Thinking and Problem Solving’ to assist in focussing growth and development.

This structure ensures our leadership development programs, coaching, and workshops 
are practical, values-driven, and scalable—empowering leaders to create lasting impact 
as they grow through every stage of leadership.
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LEVEL 1 LEVEL 2

Capability Leading Self Leading Others

Empathy

1.	 Actively listens and recognises emotional 
cues in others.

2.	 Regulates own emotional reactions during 
interactions.

3.	 Shows compassion in one-on-one 
conversations.

1.	 Tailors support to individuals based on 
emotional needs.

2.	 Responds to distress with patience and 
understanding.

3.	 Encourages open expression of feelings in 
the team.

Accountability

1.	 Owns responsibilities and admits mistakes.

2.	 Meets deadlines without external pressure.

3.	 Reflects on actions to improve reliability.

1.	 Sets clear expectations.

2.	 Supports team in following through on 
commitments.

3.	 Addresses underperformance 
constructively.

Values

1.	 Aligns personal decisions with 
organisational values.

2.	 Reflects on ethical dilemmas.

3.	 Speaks up when values are compromised.

1.	 Models values consistently.

2.	 Challenges value breaches respectfully.

3.	 Encourages value-driven recognition.

Delegation

1.	 Seeks help when needed.

2.	 Shares work to enhance collaboration.

3.	 Builds trust by involving others.

1.	 Assigns tasks for growth and ownership.

2.	 Sets clear roles and boundaries.

3.	 Avoids micromanagement while staying 
informed.

Situational 
Awareness

1.	 Recognises impact of own behaviour.

2.	 Adjusts tone and approach.

3.	 Notices changes in group dynamics.

1.	 Reads team morale shifts.

2.	 Alters approach based on group energy.

3.	 Anticipates conflict before it escalates.

Relationship 
Intentionality

1.	 Invests time in connection.

2.	 Follows through on commitments.

3.	 Practices active appreciation.

1.	 Builds team trust through transparency.

2.	 Strengthens team culture through consistent 
interactions.

3.	 Navigates conflict respectfully.

Feedback

1.	 Seeks feedback and reflects.

2.	 Responds without defensiveness.

3.	 Acts on feedback consistently.

1.	 Provides timely and actionable feedback.

2.	 Balances praise and constructive input.

3.	 Models open feedback-seeking behaviour.

Motivation

1.	 Sets meaningful goals.

2.	 Celebrates progress.

3.	 Connects tasks to personal purpose.

1.	 Recognises team achievements.

2.	 Encourages individual goal setting.

3.	 Uses different strategies to inspire team 
members.

Problem  
Solving

1.	 Breaks down complex problems.

2.	 Seeks support when needed.

3.	 Tests solutions iteratively.

1.	 Facilitates team-based problem solving.

2.	 Encourages idea sharing.

3.	 Challenges assumptions constructively.

Critical  
Thinking

1.	 Questions assumptions.

2.	 Considers multiple perspectives.

3.	 Avoids knee-jerk decisions.

1.	 Promotes evidence-based discussion.

2.	 Encourages reflection and challenge.

3.	 Debriefs outcomes to improve decisions.
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LEVEL 3 LEVEL 4

Capability Leading Areas Leading Organisations

Empathy

1.	 Uses emotional insight to resolve team 
conflict.

2.	 Recognises patterns of emotional climate 
across teams.

3.	 Mediates difficult discussions with empathy 
and fairness.

1.	 Shapes culture that prioritises wellbeing.

2.	 Champions inclusion in leadership 
communication.

3.	 Integrates empathy into organisational 
policy and decisions.

Accountability

1.	 Manages performance systems.

2.	 Tracks team outputs against goals.

3.	 Holds area leaders responsible for results.

1.	 Embeds a culture of transparency.

2.	 Links accountability to values and vision.

3.	 Communicates openly about successes and 
failures.

Values

1.	 Ensures alignment to values in priorities.

2.	 Embeds values in area processes.

3.	 Reinforces values during decision-making.

1.	 Uses values to shape long-term strategy.

2.	 Upholds ethical standards in all dealings.

3.	 Aligns leadership selection to values

Delegation

1.	 Delegates authority to team leads.

2.	 Structures responsibilities by capability.

3.	 Coaches others in how to delegate.

1.	 Enables delegation across tiers.

2.	 Designs systems for autonomy.

3.	 Trusts senior leaders to act on vision.

Situational 
Awareness

1.	 Tracks team rhythms and tensions.

2.	 Uses observation to adjust resource flow.

3.	 Responds early to patterns of 
disengagement.

1.	 Scans environment for strategic risks.

2.	 Reacts to political, economic, and cultural 
trends.

3.	 Aligns strategy with changing context.

Relationship 
Intentionality

1.	 Fosters collaboration across departments.

2.	 Develops key internal networks.

3.	 Sponsors inclusion across diverse teams.

1.	 Builds external alliances.

2.	 Maintains trust with stakeholders.

3.	 Creates strategy-aligned relationships with 
influence.

Feedback

1.	 Builds feedback systems across teams.

2.	 Coaches others in giving and receiving 
feedback.

3.	 Tracks improvement via feedback loops.

1.	 Embeds feedback into culture.

2.	 Uses organisation-wide feedback to inform 
decisions.

3.	 Reports transparently on leadership 
response to input.

Motivation

1.	 Builds an energising team climate.

2.	 Aligns team purpose with organisational 
vision.

3.	 Monitors and supports team morale.

1.	 Articulates a compelling vision.

2.	 Aligns rewards and recognition to purpose.

3.	 Drives motivation through cultural 
alignment.

Problem  
Solving

1.	 Applies root cause analysis.

2.	 Leverages diverse perspectives.

3.	 Designs scalable solutions.

1.	 Solves systemic and long-term issues.

2.	 Balances risk in solution design.

3.	 Connects organisational learning to future 
challenges.

Critical  
Thinking

1.	 Uses data for decision-making.

2.	 Anticipates second-order effects.

3.	 Aligns judgement with evidence and 
context.

1.	 Solves systemic and long-term issues.

2.	 Balances risk in solution design.

3.	 Connects organisational learning to future 
challenges.
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EXPERIENTIAL & APPLIED LEARNING

BEHAVIOURAL ENGINEERING

DIAGNOSTIC TOOLS: PERCEPTION 360

CUSTOMIZED COACHING & WORKSHOPS

RESOURCE INTEGRATION

Programs are designed to be immersive and 
practical, incorporating reflection, partner 
exercises, and scenario-based learning. This 
hands-on approach ensures that participants can 
translate concepts into actionable strategies in 
both professional and personal contexts.

The focus is on developing key behaviours 
essential for high performance, such as resilience, 
effective communication, energy management, 
and leadership under pressure. These behaviours 
are cultivated through targeted training and 
coaching interventions.

Utilizing the Perception 360 tool, Bulletproof 
Performance gathers comprehensive feedback on 
how individuals perceive themselves, their teams, 
and leadership. This diagnostic approach helps 
identify areas for improvement and track progress 
over time.

Programs are tailored to meet the unique needs 
of clients, ranging from one-on-one coaching to 
group workshops. This customization ensures 
relevance and effectiveness across various 
industries and organizational levels.

Participants receive a suite of instructional 
resources, including guides and workbooks, 
to reinforce learning and support ongoing 
development. These materials are designed to be 
practical tools for sustained behavioural change.

Perception


