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      F O R E W O R D

      
         SINCE I WROTE Primal Leadership together with my good friends and colleagues Richard Boyatzis and Annie McKee, we have been on podiums around the world talking
         about how resonant leadership can make leaders more effective. The one question we almost invariably face is: Yes, but how?
         Now Richard and Annie have answered that crucial question, with both vision and precision.
      

      I’ve always learned a great deal personally from Richard and Annie. Each of them brings to life’s raw data an exquisite sensibility,
         mixing the acumen of the scientist, the savvy of the practitioner, and the compassionate soul of their spiritual grounding.
      

      They reveal that same sensibility in Resonant Leadership, and I feel as richly rewarded by this book as I have been through my work with them. Annie and Richard bring to this book
         the lessons learned on the front lines of businesses and organizations large and small, around the world—from schoolyards
         in South Africa to boardrooms in global centers of commerce. Drawing on their wide experience, they offer a compelling business
         case for qualities like benevolence and compassion, and for the utility of dreams, hope, optimism, and a strong ethical compass.
      

      Leadership that gets results demands a social alchemy of sorts. As Richard and Annie show, the best leaders are not only highly
         
         motivated themselves, but able to somehow radiate that positivity, igniting and mobilizing positive attitudes in those around
         them. But leadership that works well goes beyond the image of the lone star somehow sprinkling magical pixie dust on others.
         True leaders know that they, too, are being led—that leadership operates on a two-way street. Any leader must listen and attune
         to others in order to pick up the signals that will help all those involved stay in step along the way. The best leaders know
         we’re all in it together.
      

      Here arises a leadership paradox: For leaders, the first task in management has nothing to do with leading others; step one
         poses the challenge of knowing and managing oneself. That includes connecting with the deep values that guide us, imbuing
         our actions with meaning. This self-engagement also demands we align our emotions with our goals—both to motivate and to keep
         our composure and focus. When we act in accord with these inner barometers, we feel good about what we do. And when our energy
         and excitement come spontaneously, they verify we are moving on the right track.
      

      But for what? Here compassion enters the picture—not in the sense of charitable giving, but in terms of a benevolent attitude,
         a predisposition to help others. Compassion lifts us out of the small-minded worries that center on ourselves and expands
         our world by putting our focus on others. That simple shift allows leaders a sorely needed renewal of spirit, and that renewal,
         as it turns out, is crucial for leaders in sustaining not only themselves but also the efficacy of their leadership.
      

      In an era when the business community has been badly damaged by the fallout when leaders fail to embody transparency and when
         the drastic consequences of leaders’ arrogant self-absorption are greater than ever, the insights shared here are all the
         more valuable. If we need anything from leaders today, it is more leadership of the resonant kind.
      

      —Daniel Goleman
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      O N E

      Great Leaders Move Us

      
         FOR THOSE BOLD ENOUGH to lead in this age of uncertainty, the challenges are immense. Our world is a new world, and it requires
         a new kind of leadership. Think about it: virtually everything we have taken for granted for hundreds, if not thousands, of
         years is in the midst of profound transformation. Our planet’s climate is changing, and we are experiencing extreme, unpredictable
         weather and temperature changes that affect indigenous plants, farming, animals, and sea life. There is a rise in the number
         and severity of natural disasters—hurricanes, floods, and droughts. New diseases are on the rise, and HIV and AIDS continue
         to decimate populations of entire countries and all of sub-Saharan Africa.
      

      And in our societies, across the globe, just look at what leaders are up against: a world that is more unstable, more dangerous
         than it was even a few years ago. Social systems in place for ages no longer meet the needs of families, communities, or nations.
         Conflicts that used to be local and for the most part containable are now global. They baffle our sense of reason and ignite
         panic 
         and anger, as well as impulsive, ineffective responses. These conflicts do not lend themselves to traditional solutions. Around
         the world, a new kind of war has led to generalized anxiety that touches all of us, personally.
      

      Along with the unprecedented changes affecting our physical and social environments, seismic shifts have shaken the business
         landscape as well. Our institutions struggle to keep up. Political, economic, technological, and social change are driving
         profound transformation of our organizational models, making predictability and stability elusive, if not impossible. The
         sheer complexity of our organizations has increased geometrically, resulting in confusing, albeit creative, organizational
         structures. Finally, whether we condemn new levels of globalization or laud ourselves for finally moving our organizations
         to touch the most remote corners of the earth, the fact is that even the simplest organizations are required to reach out
         and touch others in faraway places, requiring executives to routinely travel upward of two hundred thousand miles a year.
      

      Of course, we have all heard the conventional wisdom: transformations of this magnitude bring with them tremendous opportunity.
         When the ground moves beneath us, the resulting fissures open up more territory in which to maneuver—more space to imagine
         possibilities and find ways to make our dreams happen.
      

      The men and women we call resonant leaders are stepping up, charting paths through unfamiliar territory, and inspiring people in their organizations, institutions,
         and communities. They are finding new opportunities within today’s challenges, creating hope in the face of fear and despair.
         These leaders are moving people—powerfully, passionately, and purposefully. And they do so while managing the inevitable sacrifices inherent in their
         roles. They give of themselves in the service of the cause, but they also care for themselves, engaging in renewal to ensure
         they can sustain resonance over time.
      

      Great leaders are resonant leaders. They are exciting and get results. In our last book, Primal Leadership: Realizing the Power of Emotional Intelligence, coauthored with Daniel Goleman, we showed that great leaders build resonant relationships with those 
         around them. We explained how emotional intelligence was a key ingredient in producing those relationships and described how
         to develop emotional intelligence in oneself and others.
      

      We now apply our latest research and that from many fields to show how leaders can create resonance in their relationships, their teams, and their organizations. Research and study in fields as
         diverse as management, medicine, psychology, and philosophy show us the way. In this book, we synthesize key findings from
         these different fields, as well as from our experiences with leading executives, and show how good leaders can become exceptional
         by developing resonance in themselves and with others.
      

      These resonant leaders are inspiring their organizations and communities to reach for dreams that even a few years ago were
         impossible. And these dreams are being realized. Today, we see new products and services available to more people than ever
         before. Organizational structures are changing dramatically, providing more opportunities for efficiency, effectiveness, challenging
         and rewarding work, and achievement of goals. New processes and procedures are being developed to cope with rising complexity
         and the need for speed.
      

      Great leaders are awake, aware, and attuned to themselves, to others, and to the world around them. They commit to their beliefs,
         stand strong in their values, and live full, passionate lives. Great leaders are emotionally intelligent and they are mindful: they seek to live in full consciousness of self, others, nature, and society. Great leaders face the uncertainty of today’s
         world with hope: they inspire through clarity of vision, optimism, and a profound belief in their—and their people’s—ability to turn dreams
         into reality. Great leaders face sacrifice, difficulties, and challenges, as well as opportunities, with empathy and compassion for the people they lead and those they serve.
      

      Along with all of this positive transformation, however, we have seen a coinciding, disturbing change among leaders with whom
         we work: they are finding it very difficult to sustain their effectiveness—and resonance—over time. We can understand why that happens to leaders who never practiced emotional
         intelligence 
         in the first place; it is easy to see why those leaders might have trouble sustaining resonance and effectiveness in today’s
         new uncharted waters. But, we wondered, how is it that even our best leaders lose their resonance? Why does this happen among
         leaders with vision, talent, and emotional intelligence—leaders who truly know better, who understand what it takes to craft
         great organizations and who have healthy and transparent relationships all around them? Before we look at those questions
         and some of the conclusions we have reached, let us examine more fully just what we mean by “resonance.”
      

      Resonance or Dissonance:
The Leader’s Choice

      Resonant leaders are in tune with those around them. This results in people working in sync with each other, in tune with
         each others’ thoughts (what to do) and emotions (why to do it).1 Leaders who can create resonance are people who either intuitively understand or have worked hard to develop emotional intelligence—namely,
         the competencies of self-awareness, self-management, social awareness, and relationship management. They act with mental clarity,
         not simply following a whim or an impulse.
      

      In addition to knowing and managing themselves well, emotionally intelligent leaders manage others’ emotions and build strong,
         trusting relationships. They know that emotions are contagious, and that their own emotions are powerful drivers of their
         people’s moods and, ultimately, performance. They understand that while fear and anger may mobilize people in the short term,
         these emotions backfire quickly, leaving people distracted, anxious, and ineffective. Such leaders have empathy. They read
         people, groups, and organizational cultures accurately and they build lasting relationships. They inspire through demonstrating
         passion, commitment, and deep concern for people and the organizational vision. They cause those around them to want to move,
         in concert, 
         toward an exciting future. They give us courage and hope, and help us to become the best that we can be.
      

      Resonant leaders help blend financial, human, intellectual, environmental, and social capital into a potent recipe for effective
         performance in organizations.2 In other words, in addition to being great to work with, they get results. Of course, to be great, a leader needs to understand the market, the technology, the people, and a multitude of other factors
         affecting the organization. While this knowledge is necessary, it is not sufficient to produce sustainable, effective leadership.
         This is where resonance comes into play. Resonance enables the leader to use this expertise in pursuit of the company’s performance.
         It allows the leader to engage the power of all of the people who work in and around the organization.
      

      The problem, as we have said, is that being resonant is not so easy, and sustaining it is even harder—particularly in this
         new world in which leaders must cope with unprecedented demands and pressures.
      

      Why is resonance so difficult? We think it has something to do with the nature of the job and how we manage it. Even the best
         leaders—those who can create resonance—must give of themselves constantly. For many people, especially the busy executives we work with, little
         value is placed on renewal, or developing practices—habits of mind, body, and behavior—that enable us to create and sustain resonance in the face of
         unending challenges, year in and year out. In fact, it is often just the opposite. Many organizations overvalue certain kinds
         of destructive behavior and tolerate discord and mediocre leadership for a very long time, especially if a person appears
         to produce results. Not much time—or encouragement—is given for cultivating skills and practices that will counter the effects
         of our stressful roles.
      

      Add to that the increasing pressure on leaders to create predictable results: omnipresent and vigilant constituencies wait,
         ready to pounce on negative events, or even the hint of a problem. In the wake of the excessive and even criminal behavior
         of some 
         business leaders in the late 1990s, scrutiny of financial and performance details is at an all-time high. Leaner organizations
         mean there is more work to do, and it is harder for people to hide. Somehow, we are expected to be strong enough to handle
         it all without paying much attention to managing the physiological and psychological ups and downs.
      

      But when leaders sacrifice too much for too long—and reap too little—they can become trapped in what we call the Sacrifice Syndrome. Leadership is exciting, but it is also stressful. And it is lonely. Leadership is the exercise of power and influence—and
         power creates distance between people. Leaders are often cut off from support and relationships with people. Our bodies are
         just not equipped to deal with this kind of pressure day after day. Over time, we become exhausted—we burn out or burn up.
         The constant small crises, heavy responsibilities, and perpetual need to influence people can be a heavy burden, so much so
         that we find ourselves trapped in the Sacrifice Syndrome and slip into internal disquiet, unrest, and distress.
      

      In other words, dissonance becomes the default, even for leaders who can create resonance. And, because our emotions are contagious, dissonance spreads quickly to those around us and eventually
         permeates our organizations.
      

      Then, of course, there are the others—the many people in leadership positions who have never been resonant. Some should never
         have been in such positions in the first place. Others seek responsibility and power, but seem to lack a basic understanding
         of what leadership really is. For them, the dissonance seems to be just the way it is. So they live with it, not appreciating
         that life could be different and they could be more effective.
      

      But whether they were once resonant or never so, dissonant leaders wreak havoc. They are at the mercy of volatile emotions
         and reactivity. They drive people too hard, for the wrong reasons, and in the wrong directions. They leave frustration, fear,
         and antagonism in their wake. And they are often completely unaware of the damage they have done.
      

      The Cycle of Sacrifice and Renewal

      
         We found one clue for why dissonance happens—a phenomenon that we call power stress: the unique brand of stress that is a basic part of being a leader, especially today. For people who head organizations,
         choices are rarely crystal clear and communication and decision making are incredibly complex; and such people often must
         lead with ambiguous authority. Add to that the loneliness that comes with being the person at the top, and you have the formula
         for power stress. In the last several years, we have observed leaders experiencing power stress day after day, fighting fire
         after fire—and then scraping themselves off the floor each evening. They go from occasional episodes of power-related stress
         to almost daily experiences of it. Ultimately this leads to a form of chronic stress.
      

      We have watched as these leaders became increasingly dispirited. Some began to act out in unhealthy ways, forgetting what
         had once been their own most deeply held values. Others just burned out altogether.
      

      The problem is not simply power stress, however. Stress has always been part of the leader’s reality and always will be. The
         problem is too little recovery time. Many leaders fail to manage the Cycle of Sacrifice and Renewal that must be regulated in order to maintain resonance. Instead, leaders sacrifice themselves continuously to their jobs.
      

      What can we do? To sustain effectiveness once it has been achieved, we need to manage the syndrome of sacrifice, stress, and
         dissonance—not be its victims. Returning to resonance again and again is the key.
      

      Fortunately, we have some good models out there. We have seen leaders deliberately and consciously step out of destructive
         patterns to renew themselves physically, mentally, and emotionally. These leaders are able to manage constant crises and chronic
         stress without giving in to exhaustion, fear, or anger. They do not 
         respond blindly to threats with fearful, defensive acts. They turn situations around, finding opportunities in challenges
         and creative ways to overcome obstacles. They are able to motivate themselves and others by focusing on possibilities. They
         are optimistic, yet realistic. They are awake and aware, and they are passionate about their values and their goals. They
         create powerful, positive relationships that lead to an exciting organizational climate.
      

      Most important, we have found that leaders who sustain their resonance understand that renewing oneself is a holistic process that involves the mind, body, heart, and spirit. They see clearly that the self-sacrifice they inevitably must make
         in their jobs only works if the “self” is somehow still attended to. Without regular renewal the sacrifice becomes too great
         and dissonance results—with often devastatingly destructive results.
      

      Great leaders understand this, even if they do not say it. They focus attention on developing their intellect, understanding
         and managing emotions, taking care of their bodies, and attending to the deep beliefs and dreams that feed their spirits.
         As we will demonstrate in this book, renewal can be a conscious process that actually invokes physiological and psychological
         changes that enable us to counter the effects of chronic stress and sacrifice. And it all begins with mindfulness, hope, and
         compassion.
      

      Mindfulness, Hope, and Compassion:
The Keys to Renewal

      In our work with executives we have found that true renewal relies on three key elements that might at first sound too soft
         to support the hard work of being a resonant leader. But they are absolutely essential; without them, leaders cannot sustain
         resonance in themselves or with others. The first element is mindfulness, or living in a state of full, conscious awareness of one’s whole self, other people, and the context in which we live and
         
         work. In effect, mindfulness means being awake, aware, and attending—to ourselves and to the world around us. The second element,
         hope, enables us to believe that the future we envision is attainable, and to move toward our visions and goals while inspiring
         others toward those goals as well. When we experience the third critical element for renewal, compassion, we understand people’s wants and needs and feel motivated to act on our feelings.
      

      As we will show in this book, the dynamic relationship among mindfulness, hope, and compassion sparks the kinds of positive
         emotions that enable us to remain resilient in the face of challenges, even in the unprecedented climate that leaders face
         today. Together these elements counter the destructive effects of power stress and keep us continually in a state of renewal,
         and thus they help to produce resonant relationships and great leadership while helping leaders and people around them to
         renew themselves.
      

      But cultivating the capacity for mindfulness, hope and compassion—and creating or sustaining resonance—does not happen by
         accident. For most of us, developing ourselves this way requires a process of Intentional Change: deliberate, focused identification of our personal vision and our current reality, and conscious creation of and engaging
         in a learning agenda. This process, as we will show, is well researched and documented, and can support leaders in developing
         the capabilities necessary to cultivate and maintain mindfulness, hope, and compassion—and resonant leadership.
      

      To summarize, then, leaders today face unprecedented challenges that can result in a vicious cycle of stress, pressure, sacrifice,
         and dissonance. To counter the inevitable challenges of leadership roles, we need to engage in a conscious process of renewal
         both on a daily basis and over time. To do so, most of us need to intentionally transform our approach to managing ourselves,
         and we need to learn new behaviors—practices that enable us to maintain internal resonance and attunement with those we lead.
         We need to cultivate mindfulness and learn to engage the experiences of hope and compassion. We need to focus deliberately
         on creating 
         resonance within ourselves—mind, body, heart, and spirit—and then channel our resonance to the people and groups around us.
      

      In the following chapter, we will describe the leader’s primary challenge—that of igniting people’s passion and mobilizing
         the resources of the organization toward the emerging and protean future. Then in chapter 3, we will explain how dissonance
         is the default and how easy it is, even for effective leaders who can be resonant, to slip into dissonance with themselves and others around them. This will include a discussion of the Sacrifice
         Syndrome and a review of its toxic effects on the leader, as well as on others.
      

      In chapter 4, we turn to the possibility of leaders moving into resonance, or even rediscovering it after slipping inadvertently
         into dissonance. We will look at the critical process of renewal, examining the neuro-endocrine aspects of physiological renewal and explain its subsequent effects on the leader’s mood, feelings, perceptions, and behavior. As part of this chapter,
         we will explore how hearing wake-up calls is a vital aspect of the self-awareness that enables a leader to move into renewal
         and manage the sacrifice and renewal cycle—rather than be a victim of it.
      

      In chapter 5, we review the process of Intentional Change and how it leads to sustainable changes in one’s habits, perceptions,
         and moods. Chapters 6, 7, and 8 explore exactly how you can engage in and move into resonance through the three essential
         paths to resonance: mindfulness, hope, and compassion. We will explore each of these three primary ways leaders can work through
         sacrifice to renewal and how they can work on these paths, both within themselves as well as with others around them. The
         last chapter will ask you to consider how this starts with you.
      

      Thoughts on How to Use This Book

      We take the business of counseling leaders very seriously, and this book is intended to provide you with solid advice. Throughout
         these pages, you will find stories of real people facing real challenges, 
         people who struggle with the most difficult leadership issues. Our recent work and research are supported by an amazing convergence
         of the latest findings. Recent studies in management science, psychology, and neuroscience all point to the importance of
         the development of mindfulness and the experiences of hope and compassion. We will show how our ideas can help leaders be
         more effective and more successful in their roles and even in their lives. We will also provide clear guidance about how you,
         as a leader, can put some of our ideas into practice.
      

      There is lots of information out there on leadership—some of it is excellent, and some of it is pure hogwash. We believe that
         there is a big difference between good advice on leadership and the trendy, empty words we so often read. How do you make
         the distinction?
      

      Good advice should be verifiable. In other words, there should be solid research to support key ideas, concepts, and practices.
         Our ideas are born of years of research—our own and others’—in the fields of management, psychology, organizational behavior,
         education, and neurophysiology. In each of the chapters and in extensive endnotes and the appendixes, we have cited and carefully
         explained this research. We want you, the reader, to be able to see the logic and the empirical support for our ideas and
         advice. We want you to understand and be able to explain to others what enables a leader to be effective and what gets in
         the way.
      

      Good advice should also be relevant and applicable. Our ideas, concepts, and practices make sense and can be easily adopted
         in the context of a leader’s work and world. Almost all the examples we share are stories about people we know well and respect
         tremendously. We have learned a great deal from them, and are deeply grateful for their willingness to share details of their
         professional challenges and their lives as a way to bring our concepts to life. We hope you will be inspired by these stories,
         and will learn from them as we have.
      

      In addition to examples you can relate to and that bring the concepts to life, we have included exercises and activities at
         the end of 
         various chapters and in the book’s appendixes. You can use the reflections these exercises inspire to better understand your
         approach to leadership, to evaluate your current situation, and to move deliberately toward the future of your dreams. These
         exercises and activities are tried and true. We have used them ourselves, as well as extensively with our clients and executive
         students.
      

      Depending on how you prefer to learn, you might like to glance at these exercises and even do some of them before you start
         reading. Now that you have an idea about where we are taking you, you might like to see how some of the concepts apply to
         you even before you dive into the stories and the research. Some of you may prefer to do the exercises as you read each chapter,
         others after reading the entire book. Suggestions about each of the exercises will appear at the conclusions of various chapters.
         In any case, we strongly urge you to take the time to do at least some of them. Give yourself the gift of a few hours of self-reflection.
         You will be glad you did.
      

      Let us begin now with an in-depth look at two real leaders—one who slipped into dissonance and one who understood the cycle
         of sacrifice and renewal and how to maintain resonance—even in what is probably the most stressful job in the post– September 11 world: running an airline.
      

   
      T W O

      The Leader’s Challenge

      
         “EDUARDO” had just been promoted to lead a very visible division of a well-known international NGO (nongovernmental organization).1 An economist, Eduardo was assigned to a country with a fragile, newly democratic government—formed from opposite sides of
         a decade-long war that had finally reached resolution. His division’s challenge? To help the new government ministries to
         coordinate their strategies as they built their democracy in this war-torn, poverty-stricken part of the world. His staff
         of fifty local, well-respected professionals—many skilled in diplomacy—was well suited for dealing with the NGO’s “clients,”
         members of a government who until very recently were literally trying to kill each other.
      

      Eduardo, a leader on the fast track who’d had three jobs on two continents over the past six years—all apparent successes—intended
         to get results and get them fast. At first, he seemed to do all the right things. He met his new team members and began to
         establish good, friendly relationships with them. He organized his 
         staff for specific tasks, clarified assignments, and established standards of excellence. He drafted a work plan. He made
         the rounds, meeting key ministers and community leaders. But Eduardo quickly became impatient and a bit skeptical; people
         seemed to want to move so slowly. Privately, with his staff, Eduardo scoffed at the notion that local leaders could really help. He saw their typically long-drawn-out
         meetings as a huge waste of time, and the emotional discussions a bit embarrassing.
      

      He knew that he needed to move quickly to help the government’s ministries formulate a clear agenda for the future. He crafted
         a research project to investigate and then integrate different community objectives and concerns, as well as to address the
         inherited conflicts among the country’s different cultures. He set a demanding timetable. He worked long hours, stayed focused
         on outcomes, and demanded the same of others. Within a matter of weeks, people were working at breakneck speed, day and night.
         This was a familiar pattern for Eduardo, and it had worked for him many times before. But the effects of the heavy demands
         on Eduardo, his staff, and their clients soon began to show. Tempers were short, communication was curt and devoid of details
         or social niceties—resulting in misunderstanding and hurt feelings.
      

      Throughout the few months it took to do the study, his staff came to him numerous times trying to share what they had learned
         about the real needs of the new government and the various ministers’ opinions about the approach the NGO was taking. They believed it was
         critical to establish better relationships with key ministers and community leaders. Eduardo, who by this time was extremely
         frustrated, chastised them for wasting time, derisively calling the meetings they attended “chicken parties” because of the
         nonsensical “cackling” he believed they encouraged. In the interest of efficiency, he also forbade them from attending state
         functions or having other contact with government representatives beyond the requirements of the research project. When, after
         a while, Eduardo began to notice that there was considerable resistance to his approach among his staff, he responded by working
         
         harder and demanding ever more of his people. He became increasingly impatient and saw only incompetence and lack of motivation
         all around him.
      

      Meantime, Eduardo was unaware that the government ministers and other leaders were questioning not only his tactics, but his
         motives; many believed him to be overly concerned with his own career ambitions, rather than focused on collective goals.
         This was not completely true, of course. Eduardo was committed. The problem was that he was off-kilter—out of sync with his
         clients’ needs and his employees’ work style, and people simply could not understand why he was so caustic and difficult to
         deal with. Before long, quiet whispers of confusion and uneasiness were turning into a roar of complaints. He did not see
         that, with few exceptions, he was alienating his counterparts in government and even his staff. Soon, many of the latter were
         actively siding with their colleagues in government.
      

      Less than a year later Eduardo was sidelined in the country, and the few staff who had followed his lead publicly were discredited.
         The strategic plan they had written was not used. The NGO was out of favor, and the government ministers did not get the support
         they needed. Worst of all, there was no logical way to determine how to allocate resources, infighting was on the rise, and
         communities continued to go without critical health, education, and other services.
      

      They Do Not Call It Blind Ambition for Nothing

      What went wrong? In his new assignment, Eduardo did exactly the same kinds of things he’d done in the past to succeed. He
         assessed the situation, pinpointed what appeared to be time-wasters, and made sure he avoided them. He focused intensely on
         his goals and drove his people hard to get the job done. Yet this time what he thought were all the right moves were actually wrong; he failed—and he wasn’t even sure why.
      

      
         One problem was simply that the world he entered was vastly different than that of his previous assignments, making Eduardo’s
         usual formula for success questionable. Those “right moves” he had made in the past had appeared to work just fine in his
         old organizations. But this country was a much more complex place. People in this client “organization”—a newly democratic
         government—had only recently put down their weapons against each other after a protracted war. Old rules and traditional ways
         of solving problems simply weren’t going to work here. And, despite the prominence of the NGO and Eduardo’s role, his political
         clout held little appeal for the real decision makers—the ministers and community leaders. They operated informally, as often
         as not, and almost outside the boundaries of organizations. No clear organizational lines existed, yet Eduardo acted as if
         there were clear hierarchies. He came in with his eyes closed, focusing on his assigned mission rather than what was really
         happening.
      

      In essence, Eduardo totally missed the emotional reality of the community and the country.2 He was under a lot of pressure to get results and did not see that relationships were the currency and the vehicle for change in this setting. He did not see that when people met to discuss strategies,
         they were doing at least two things at once: finding common ground so they could make decisions, and healing the wounds of
         the past. What he dismissed as meaningless “chicken parties” were actually a key means for bridging gaps of understanding
         between the previously opposing sides. He totally missed the fact that relationships needed to be healed and rebuilt—before any formal plan could be conceived. And as the pressures mounted and the complexity of the situation increased, his intense
         focus on outcomes as opposed to relationships became more and more ineffective.
      

      Without even realizing it, then, Eduardo had slipped quickly into dissonance. The mystery here is that even though he had demonstrated good leadership in some of his previous situations, in this job
         he acted without emotional intelligence. He neglected to listen to his people or even to his clients, and was blind to how
         
         his behavior ultimately set the failure in motion. Worst of all, Eduardo’s ability to manage his own emotions, attitudes,
         and behavior decreased just when he needed to be most effective.
      

      Eduardo was caught in the Sacrifice Syndrome to which so many leaders succumb. His two previous jobs had been “career builders”—tough, visible, calling for everything
         he could give. He had moved his family several times, disrupting his wife’s career and his children’s schooling. Each new
         job brought more responsibility, and that special kind of stress that comes along with power and leadership. With all the
         excitement of that lifestyle came a high price—prolonged, unremitting pressure at home and at work. In his new NGO job, he
         felt the responsibility of actually rebuilding a country’s infrastructure. He cared deeply about his work and its outcomes,
         but he perceived himself to be in a race against time. His emotional and physical reserves were depleted, and yet he drove
         himself relentlessly for weeks on end, continually sacrificing himself to the project and taking no time for the equally necessary
         periods of rest or reflection. And he demanded the same of everyone around him. In the end, the pressures inherent in Eduardo’s
         life and leadership went untended, causing him to literally close down. His focus narrowed, his emotional intelligence diminished,
         he lost sight of the reality of the situation and his part in it. He lost his way.
      

      It’s Only Human

      Perhaps you read Eduardo’s story and were immediately able to pinpoint the flaws in this leader’s behavior and how they led
         inevitably to his downfall. And you might have also found yourselves nodding your head in recognition. The fact is that leaders
         like Eduardo are not at all unusual. Nor are they stupid or evil. Indeed, in today’s tumultuous environment, many of us have
         found ourselves caught up short by what seems to be the continually moving target: challenge after challenge, heavy responsibilities,
         
         and new and ever more impossible goals every few months. And all in response to the changes occurring around us—from shifting
         organizational structures to shifts in the organization of entire nations. It never seems to stop, and sometimes it feels
         as if there is no room to breathe.
      

      Many of us, like Eduardo, find ourselves in a succession of jobs (often on a fast track), moving our families and changing
         our priorities every year or so. The demands of these jobs are high, and each success brings loftier expectations and more
         responsibility. Sometimes we attempt to deal with sacrifices and stress by oversimplifying our tasks, doing the minimum required
         to get the job done. Maybe we get tunnel vision and focus on a technical approach to getting results, to the exclusion of
         heart, body, spirit, and relationships. Maybe we just tune out any messages that do not jibe with our sense of what needs
         to happen. We are exhausted, and we shut down.
      

      Like Eduardo, we miss the real goals and create dissonance along the way. Our negativity causes us to close down and to stop functioning effectively. At
         the same time, our stress and negative emotions are actually contagious, so our people also begin to feel frustrated, empty,
         and unfulfilled—not to mention ineffective. It becomes a vicious cycle: power stress, sacrifice, dissonance, more stress,
         and more sacrifice.
      

      The result? Dissonance is more common than resonance, poor leadership is evident more often than good. In this environment
         of unprecedented change, dissonance has become the default mode, and even good leaders find themselves slipping. And that’s
         the challenge of being a leader today: how to manage the Sacrifice Syndrome, to build and sustain resonance in the face of
         great trials.
      

      Had Eduardo balanced all of the stress and pressure with regular rest, reflection, and contemplation—had he managed what we
         call the Cycle of Sacrifice and Renewal with which every leader must contend—he might not have missed the signs that he was about to go down. Had he taken regular
         time to renew himself mentally, physically, emotionally, and spiritually and allowed those working for him to do the same,
         he’d have realized what was 
         happening. Perhaps he might have even stopped and listened to the critical insights his people were trying to share with him.
         Instead, Eduardo lost the capacity for attending to himself and others.
      

      Clearly the Eduardos of the world do not want to fail. They do not want to create dissonance, or environments in which people
         feel disconnected, threatened, overworked, and undervalued. They do not intend to foster a sense of doom or threat. Every
         leader wants to be effective, and underneath all the bad behavior most dissonant leaders are actually good people.
      

      Successfully managing the inherent stress of leadership over time enables us to leverage our strengths and compensate for our shortcomings, even when things are tough, as they were for Eduardo.
         Had he maintained balance and resonance within himself, he would have been more likely to remain open, strong, and grounded
         in the face of the new challenges of his position. He would likely have taken more, and more appropriate, steps to build the
         right kind of relationships with the right people. As it was, he just did not have the emotional energy to think clearly or
         take the right actions.
      

      So what happens? What enables some people to successfully manage the leader’s challenge and consistently develop and sustain
         resonance in themselves and in their teams and organizations, while so many others slip into dissonance? To begin exploring
         that question, let us look now at a very different kind of leader—one who illustrates that, although dissonance is all too
         typical in the rough-and-tumble environment of recent years, resonance is possible—and leads to infinitely better results. What’s more, it’s possible even in an industry that arguably has faced the toughest
         challenge of all when it comes to doing business in the current climate: the airline industry.
      

      Flying High

      Back in the 1970s, Colleen Barrett would hardly have guessed that she would one day be president of an airline. At the time
         she was 
         a legal secretary and her boss, Herb Kelleher, asked her to help him and a small band of committed friends and colleagues
         fulfill a dream: to launch a company that they would call Southwest Airlines. It looked like a David and Goliath story. The
         big airlines naturally did not want competitors homing in on their business, and they did everything they could to stop Herb
         and his team. “They fought us every step of the way,” Colleen recalls, “and some of it got really ugly. But the more arrogant
         the ‘bad guys’ became, the more they tried to break us, the more committed and united we became as a team.”3
      

      Herb and Colleen and their team could see a new and very different kind of airline—great services and a great place to work. The commitment they had to one another was tangible. They resonated with each other and as a team
         they resonated with their dreams. They consciously defined how they would work together—team spirit was high on the list,
         as was “do unto others …” They focused on doing the right thing for themselves, the business, and the customers—and not necessarily
         in that order.
      

      They had noble values. But even the most inspiring values are not easy to sustain over time, when everyone is under a lot
         of pressure and the business is growing by leaps and bounds. Early on, Colleen—who had become Herb’s right-hand person, idea
         generator, and implementer—recognized this. And she saw something else too: she realized that the resonance they had created
         in the team and the small company might well be part of the reason it was fast becoming unique—and thus so successful.
      

      Colleen recognized something that many leaders miss. She saw that effective teams and powerful, positive organizational cultures
         do not happen by accident. It takes time, effort, planning, and even a strategy to create and sustain the healthy working
         relationships and norms that foster effectiveness. She determined that creating a great company meant more than developing
         great services—it also meant paying attention to the emotional reality of the organization and deliberately creating a great
         culture. To make sure the company never lost its magic, she began organizing systems, processes, and rituals that would essentially
         create and 
         preserve what we would now call resonance. She took charge of many of the processes that guided people’s behavior within the
         company and with customers. Rather than institutionalize the vision and the mission, however, Colleen deliberately created
         systems based on the spirit of the company; she put a premium on esprit de corps and on treating one another with compassion; she minimized the company
         hierarchy and emphasized individuality; and she made sure that amid all the hard work of getting a startup airline flying,
         she and the team had regular opportunities for fun and reflection.
      

      With such a culture in place, one with resonant leadership and in which all members from the CEO on down regularly treat each
         other, their customers, and their suppliers with respect and compassion, it’s no surprise that this airline got off the ground.
         But the question is: How has Southwest sustained its success over thirty-plus years? How has it continued to do this even in today’s troubled times and in an industry in
         which every year another competitor grounds its airplanes—permanently? In contrast, Southwest has consistently shown profit
         and met goals, quarter after quarter. The company’s customer service is legendary. There has never been an involuntary layoff—even
         after September 11, 2001, when many U.S. airlines cut back drastically. Employees are committed and passionate about their
         work. They see it as a cause, not a job, and it shows.
      

      They are doing something right at Southwest, and we think it has a lot to do with resonant leadership and the climate Colleen
         has so deliberately created over the years. Research corroborates our thinking: studies show that the culture of an organization,
         and in particular the way people feel about the climate, can account for nearly 30 percent of business performance.4 As a resonant leader, then, Colleen has helped to craft a climate that translates into results. Today, Colleen’s efforts
         show up in day-to-day practices as well as the principles and values of the company. Indeed, despite being named one of the
         “Fifty Most Powerful Women” by Fortune magazine in 2003, she has not lost the down-to-earth common sense, authenticity, and profound commitment to people 
         that she started with during the airline’s early days.5 Colleen defines the culture at Southwest. She guides people’s passion, energy, and activities in a positive direction.
      

      We know when we are around resonant leaders like Colleen—they bring out the best in us. They help us to see when good fortune
         is smiling on us and they make us feel good about our efforts and ourselves. People follow resonant leaders because the leader’s
         heart is so clearly in the work.
      

      As we have already pointed out (and it bears repeating), resonant leaders manage their emotions well and read individuals
         and groups accurately. They consciously attune to people, focus them on a common cause, build a sense of community, and create
         a climate that enables people to tap into passion, energy, and a desire to move together in a positive direction. They are optimistic and realistic at the same time.
      

      If you wonder whether you or someone else is a resonant leader, ask yourself these questions:

      •  Is the leader inspirational?

      •  Does the leader create an overall positive emotional tone that is characterized by hope?

      •  Is the leader in touch with others? Does the leader know what is on others’ hearts and minds? Does the leader experience
         and demonstrate compassion?
      

      •  Is the leader mindful—authentic and in tune with self, others, and the environment?

      Colleen’s success is in part due to the fact that anyone observing her could answer “yes” to those four questions. In other
         words, her success is due to her ability to create and sustain resonance, just as Eduardo’s failure was in part due to his
         slipping into dissonance. And both resonance and dissonance develop because emotions are contagious.6 Yes: research indicates that there are actual physiological reasons behind the spreading effects of either resonant or dissonant leadership in an organization.
      

      Resonance Is Contagious—and So Is Dissonance

      
         The notion that emotions are contagious and that the human brain has an “open loop” system when it comes to sharing emotional
         clues and ultimately feelings and moods has been researched extensively in recent years.7 We are literally “wired” to pick up subtle clues from one another—and therefore, in a sense, we are dependent on one another
         for our emotions. We gauge our emotional response on the feelings we notice in the people around us.
      

      Our emotions can also convey our intentions to others, thereby enabling smoother communication and interaction. For example,
         fear may signal the need to mollify, defend, or flee; joy may indicate a chance to share good fortune or a desire for contact
         and connection. Our bodies respond to our emotions in subtle as well as obvious ways; things like facial expressions and tone
         of voice are fleeting but important signs of the emotions that drive a person’s behavior.8 The more subtle clues—flushing or paling, minute facial expressions, and some aspects of posture—are very difficult to control
         and are strong signals to other people of our true emotions. Our bodies tell the truth, and even when we do not intend it,
         we send messages about our true feelings.9
      

      We are not always conscious of the messages we are sending or receiving about emotions. Nevertheless, we are very good at
         reading each other. This is likely related to survival mechanisms that have been in place for thousands, if not millions,
         of years.10 We attend to each other constantly, attempting to predict one another’s behavior so we can tailor our responses accordingly.
         Even if we do not understand the source of another’s feelings, we generally can tell when he is in the grip of strong emotions,
         even when he is trying to hide them. Furthermore, we actually catch the emotions of people around us, even when communication
         is completely nonverbal.11
      

      
         This is especially true when it comes to our leaders—we watch them very carefully, and we can smell their emotions a mile
         away.12 They have a lot of power over us, and we want to be able to predict, as best we can, what they want and what we should do.
         When a leader (like Eduardo) is impatient, frustrated, or fearful of failure, we begin to feel exactly the same way. We become
         defensive and self-protective, or we do whatever we can to get away from the source of our distress. This is the beginning
         of a dissonant climate.
      

      On the other hand, when we sense that our leader is excited and hopeful, we feel invigorated and motivated. When our leaders
         exude enthusiasm, realistic optimism, and genuine concern for us, we have more energy for our work and can face challenges
         more creatively. This is what it feels like to be around Colleen Barrett. We want to be around people like this, and we want
         to join in whatever they are doing—especially if the cause jibes with our values.
      

      Demonstrating what most of us know from experience, professor Nadia Wager and her colleagues have been studying the effect
         of negative versus positive managerial styles on the blood pressure of the people around the leader.13 They found in one study that subordinates’ blood pressure went up dramatically when dealing with a supervisor whose style
         was not respectful, fair, or sensitive to others. Their blood pressure would drop to normal when they worked with a different
         supervisor whose style was more thoughtful and sensitive.
      

      Having seen Colleen Barrett in action with people at Southwest, we are convinced that the messages she personally sends to
         the people around her go a long way toward creating resonance. She is passionate about what she is doing, and it shows in
         her excitement, hard work, and dedication. She likes working as part of a team, and she cares about her employees and customers.
         Her powerful, positive belief in the company and its people are tangible and contagious—and evident in how people treat each
         other.
      

      At Southwest, people start with a fundamental, shared commitment to their cause and to each other. Even in brief encounters
         
         about normal daily business, employees treat each other with friendly respect. There is a clear sense of team spirit and that
         people want to help one another. The golden rule is alive and well: people treat one another as they’d like to be treated
         themselves. That’s why both inside and outside the company, with customers, vendors, and contractors, the customer service
         relationship is real and has a human face. When one person told us “We are in the customer service industry. We just happen
         to fly planes,” we believed her.14 It was clearly more than a company line, because the statement was evident in people’s attitudes and behavior. We could see
         it and feel it in every interaction. We could also sense it in the very atmosphere at Southwest’s headquarters at Love Field
         in Dallas, Texas. Reports from within Southwest Airlines suggest that this atmosphere as well as Colleen’s style helps people
         to feel excitement and commitment and to want to rise to the inevitable challenges they face every day.
      

      The contagious nature of resonance often translates into what we might think of as intangibles. Just look at Southwest: the
         first thing you notice is the light—bright and sunny; something about the place feels vibrant and alive. Thousands of pictures
         and framed letters on the walls show celebrations of achievement, special events, and ordinary, everyday workers being honored.
         Everywhere you go in the building, people are talking and laughing together and clearly having a good time. The way people
         dress is striking too: no corporate stodginess at Southwest. You’ll see everything from casual suits to jeans and t-shirts.
         Mainly, you’ll see everyone looking busy, happy, and comfortable.
      

      Most important, people’s behavior at the company reflects the values and mission that Colleen’s contagious resonant leadership
         has helped create. Resonance is a way of life, not just an abstract goal. People demonstrate obvious, tangible care and concern
         for one another, and yet they are direct and hold each other accountable for getting the job done and living the company values.
         It seems that people are really paying attention—to their work, their attitudes and values, and their relationships. There
         is a sense of pride and hopefulness about the future. Common sense and 
         good judgment are expected, cultivated, and celebrated. Passion for the work and the company as a whole is evident, and it
         is deliberately kept alive in hundreds of small and large ways. Information flows freely; there is very little second-guessing
         about where the company is going or how it is going to get there. This frees up a lot of energy for actually doing the work
         and successfully moving forward. Colleen and her team are clearly managing the emotional reality at Southwest—and it is resulting
         in consistent victory in the marketplace.
      

      The flip side of the contagious nature of emotions, however, is that dissonance is infectious as well. When we sense a leader’s
         distress, we generally will not ask what is going on, we simply adjust our behavior. We respond emotionally and almost automatically,
         either catching our leader’s moods or trying to protect ourselves from whatever may be disturbing him or her.
      

      This is certainly what happened in the case of Eduardo, whose story we recounted at the beginning of this chapter. He had
         been capable of generating resonance, but except for a few attempts at the beginning of his tenure at the NGO, he became trapped
         in the Sacrifice Syndrome and could not sustain effectiveness. And the effects worsened as the pressure of his new role became
         evident. Somehow, he could not tap into his leadership skills. When he stepped into his new post people knew little or nothing
         about him—his personal challenges or his professional dilemmas. What they did know was that the man was anxious and under
         a lot of pressure. They caught the brunt of his stress every day, and avoided him as much as they could, even on those days
         when he was relatively cheerful and calm.
      

      This is because our response to one another is not dictated only by what we pick up in any one encounter. According to numerous
         studies, emotions can be linked to longer-term attitudes as well as in-the-moment responses. Because of this, emotions indirectly
         affect people’s judgments about social situations and impact their behavior as well.15 In one study, during a negotiation exercise, when people were made what they considered an insulting offer, their 
         brains showed the same electrical activation as when people experience strong negative emotions like pain, disgust, and distress.16
      

      When we apply these findings to relationships at work, we see that if we are sometimes confused by someone’s anxious or in-authentic
         behavior (causing distrust and feelings of unease or fear), we may come to habitually approach that person cautiously, no
         matter what their mood in the moment. We avoid them, or we play their game, colluding with their pretense, and begin to engage
         in a less-than-authentic way ourselves. So, when the leader is inauthentic or overtly expressing destructive emotions, dissonance
         in the team and even in the organization is almost inevitable.17 The outcome when a lot of people act this way is pretty ugly—unpleasantly political at best, toxic at worst.
      

      Think of how, in contrast to Colleen’s encouragement of a team spirit at Southwest, Eduardo communicated both nonverbally
         and verbally that he had no interest in working as part of a team. This was not because he categorically dismissed the importance
         of teamwork—in fact, in the past, he had managed teams very well. But, as the pressure mounted, he began to see the stakes
         as too high, and his judgment about how to accomplish his goals became skewed. He was not seeing clearly. Given his limited
         line of sight, he actually began to believe that he alone knew what the project demanded, and his interest in what his employees
         and his clients had to say diminished and then disappeared. As a result, his people grew more and more frustrated and despondent;
         and they felt helpless about their ability to do anything to turn the situation around. In the end, of course, neither they
         nor Eduardo could complete the mission with which they’d been charged.
      

      Eduardo drove people’s emotions in a negative direction. As the very real challenges of the situation and the press of responsibility
         increased, and as the repercussions of years of coping with the Sacrifice Syndrome set in, he began to slip into a state of
         chronic nervousness. His emotions were contagious to the point that people became paralyzed, or began to actively resist his
         leadership. At this point, neither Eduardo nor his staff could tap into their creativity, 
         energy, or problem-solving skills—they were too focused on dealing with negativity and dissonance. In fact, one person told
         us that nearly half of everyone’s time was taken up by complaining, political infighting, or simply hiding out. Needless to
         say, this kind of situation, which is common in dissonant environments, does not lead to collective success.
      

      The difference between Eduardo and Colleen is that resonant leaders like Colleen drive their own and others’ emotions in a
         positive direction. They create healthy, vibrant cultures and climates, and they get results. And it all begins, at least, with emotional
         intelligence.
      

      Emotional Intelligence:
A Good Place to Start

      As we have pointed out in previous writings, emotional intelligence (EI) accounts for 85 to 90 percent of the difference between
         outstanding leaders and their more average peers.18 EI includes four domains: self-awareness, self-management, social awareness, and relationship management. The first two domains
         determine how well we understand and manage ourselves and our emotions; the latter two dictate how well we recognize and manage
         the emotions of others, build relationships, and work in complex social systems. As shown in Table 2-1, these four “quadrants”
         house eighteen leadership competencies, all of which support the development of resonance.19
      

      The fact that EI is a determining factor in excellent leadership does not mean that intellect is unimportant. Clearly, we
         need to be smart to deal with the complexities and challenges our organizations face. We need to be able to see patterns in
         seemingly unrelated bits of information. We need to understand strategy, markets, finance, and technology and to be able to
         use what we know quickly and efficiently, and communicate our knowledge with others. In fact, two cognitive competencies,
         systems thinking and pattern recognition, consistently show a strong relationship to leadership effectiveness. 20
      

         TABLE 2-1

      

         Emotional intelligence domains and competencies

      
         
            	Personal competence: These capabilities determine how we manage ourselves.
         

         
            	
         

         
            	Self-awareness
         

         
            	• Emotional self-awareness: Reading one’s own emotions and recognizing their impact; using “gut-sense” to guide decisions
         

         
            	• Accurate self-assessment: Knowing one’s strengths and limits
         

         
            	• Self-confidence: Having a sound sense of one’s self-worth and capabilities
         

         
            	 
         

         
            	Self-management
         

         
            	• Emotional self-control: Keeping disruptive emotions and impulses under control
         

         
            	• Transparency: Displaying honesty, integrity, and trustworthiness
         

         
            	• Adaptability: Demonstrating flexibility in adapting to changing situations or overcoming obstacles
         

         
            	• Achievement: Having the drive to improve performance to meet inner standards of excellence
         

         
            	• Initiative: Being ready to act and to seize opportunities
         

         
            	• Optimism: Seeing the “up side” in events
         

         
            	 
         

         
            	 
         

         
            	Social competence: These capabilities determine how we manage relationships.
         

         
            	
         

         
            	Social awareness
         

         
            	• Empathy: Sensing others’ emotions, understanding their perspectives, and taking active interest in their concerns
         

         
            	• Organizational awareness: Reading the currents, decision networks, and politics at the organizational level
         

         
            	• Service: Recognizing and meeting follower, client, or customer needs
         

         
            	
         

         
            	Relationship management
         

         
            	• Inspirational leadership: Guiding and motivating with a compelling vision
         

         
            	• Influence: Using a range of tactics for persuasion
         

         
            	• Developing others: Bolstering others’ abilities through feedback and guidance
         

         
            	• Change catalyst: Initiating, managing, and leading in a new direction
         

         
            	• Conflict management: Resolving disagreements
         

         
            	• Building bonds: Cultivating and maintaining a web of relationships
         

         
            	• Teamwork and collaboration: Fostering cooperation and team building
         

      

      

      
         That said, most cognitive abilities are baseline—you’d better have them, or you cannot (or should not) be in a leadership
         role. What makes the most difference once you’re in that role is how you use your knowledge, not what you know. This is where EI comes in. In most cases, we feel before we think or at least
         feel and think at the same time (the sequence often occurs in miliseconds). The parts of our brains that deal with emotions
         and those that deal with cognition and rational thought are intimately linked. In many cases, emotions will indeed drive our
         behavior, especially when we are in crisis or feeling threatened.21
      

      In this time of uncertainty, in today’s complex and challenging environment, and with the stress inherent in leadership, leaders
         are constantly feeling threatened in one way or another. Now, more than ever, EI is key. It enables us to monitor our own
         hot buttons, so we don’t fly off the handle and react without thinking. Developing self-awareness and self-management enables
         us to capitalize on our strengths and manage our emotions so we can feel—and create—passionate commitment to our goals. Understanding
         others enables us to more effectively motivate individuals and guide groups, teams, and organizational cultures.
      

      Looking again at our examples of Eduardo and Colleen Barrett, you can see right away the differences in their EI levels—and
         the effects on their organizations. When under pressure, Eduardo defaulted to a simplistic way of understanding influence:
         he valued organizational hierarchy (with himself as boss), for example, over the idea or practice of any kind of team spirit.
         Colleen, on the other hand, is consistently balanced and resonant within herself, enabling her to effectively employ her considerable
         skills in building and maintaining relationships while engaging in complex influencing strategies.
      

      And, Colleen’s emotional intelligence and internal resonance translates to organizational resonance. Hand-in-hand with the
         team spirit she helped instill at Southwest goes an egalitarian work ethic featuring minimum hierarchy. Instead, the culture
         places a 
         premium on individuality, which you can see in the casual atmosphere of the company headquarters and how people dress. People’s
         individuality is respected and even celebrated at the same time that collaboration and teamwork are a given. Several people
         confided to us that if asked, most people would not even be able to identify each other by title, but they do know what people do well and they know their names. They know each other as people and for what they can do. Personal relationships
         are encouraged—employees often get together for after-work barbeques and parties at the office, celebrating small wins, holidays,
         birthdays, and the like. The egalitarian spirit seems to free people to build relationships, and get work done, in unusually
         creative and flexible ways.
      

      People truly appreciate one another at Southwest, just as they appreciate their customers. In another demonstration of how
         to sustain resonance, Colleen recently found a great way to institutionalize appreciation. Southwest is unique in the airline
         industry, and its flexible and friendly service surprises customers. Many of them write to senior management to thank them
         for the special attention they receive. Colleen has made it a habit to use these letters as a way to renew herself. In the quiet early mornings, or when things get hectic and stressful, Colleen takes
         time to read every one of these letters. Reading the stories connects her with her dreams, her vision for the company and
         the people it touches. In the letters commending employees and the company there are messages of hope. The small and large
         contributions people have made in the spirit of respect, empathy, and care for customers are the epitome of the vision Colleen
         and others hold for Southwest.
      

      These letters help Colleen to feel excitement and hope, even on those days when things are tough. Hearing about employees’
         challenges and their responses keeps Colleen in touch with her people’s lives in the trenches. She empathizes with them, and
         feels compassion for the difficulties they and the customers have faced. She will often pen handwritten notes to her employees,
         commending them for their creativity and hard work. This, we know, means a lot to people. So, as Colleen renews herself, she
         also shares the renewal. And once a month Colleen sends employees the most 
         inspiring letters from customers. This “Packet of Good Letters” enables her to build resonance by inspiring in Southwest’s
         employees hope, care and concern, and awareness of how good they can be as a company. Colleen knows that when they read the
         letters, they will feel as she does: renewed, hopeful, passionate, and in touch with the best of who they are as a company.
      

      In contrast, think of Eduardo, who not only had a hard time showing (and certainly did not institutionalize) appreciation,
         but often showed a complete lack of respect for others’ viewpoints when it came to how to get the work done. He didn’t even
         allow for open communication, much less a forum for dialogue and sharing of hope and pride about the work his people were
         doing and the goals they hoped to meet. He may not have meant to do this; he had just lost the capacity to create a positive
         emotional climate as a result of succumbing to the Sacrifice Syndrome. He had neglected renewal for too long.
      

      What we are saying, then, is that given the inherent pressures of a leader’s role and the demands of today’s environment,
         EI alone is not enough to sustain resonance. How, then, do leaders like Colleen Barrett do it?
      

      Sustaining Resonance Through Renewal

      To create resonance in a culture, and success in the business the way Colleen and her team at Southwest Airlines have, you
         have to attend to yourself. Otherwise, you will find yourself at the mercy of the stress of your job.
      

      Think again of Eduardo. He drove himself relentlessly to achieve his goals, and he drove his people right along with him.
         The end result? Stress, dissonance, burnout—and failure. What Eduardo didn’t understand is that for leaders to sustain their
         effectiveness, they must learn how to sustain themselves.
      

      Colleen, in contrast, has figured out that being emotionally intelligent simply is not enough to sustain resonant leadership—not today, and especially not in an industry
         like hers. She has learned, 
         therefore, how to manage the inevitable sacrifices of leadership, to renew herself, and to create and sustain resonance in
         her organization. In short, she has learned to manage the Cycle of Sacrifice and Renewal that we will continue to explore
         in these pages.
      

      Knowing that emotions are contagious, Colleen pays attention to her feelings and her mood. She is mindful of personal ups
         and downs, and works not only to understand herself but to take care of her own emotional needs. She knows that certain aspects
         of her work, such as close connection with people and customers, make her feel hopeful, inspired, and ready to face challenges.
         Care and concern for the needs of others actually renews her. So she makes sure she has lots of direct contact with people.
         As a counterbalance to stress and to ensure time to regroup, she deliberately builds in time to be alone and reflect: early
         mornings, a protected hour here and there, are dedicated to thoughtful reflection, writing warm personal notes to employees,
         and other sustaining activities. Colleen has learned how to create and sustain resonance in herself and with others through
         a conscious process of renewal—she takes time to care for herself, get in touch with what is important to her, and to connect
         with people she cares about.
      

      We will soon look more closely at this idea—how great leaders create or sustain resonance through renewal. But first let us
         examine how easy it is to slip into dissonance, especially in today’s climate, even when our intentions are good and our talents
         are many. In the next chapter we will look at one good person who, in the end, failed as a leader. We will see how this happened
         to him—and can happen to the best of us, when we do not counteract the pressures and sacrifices that are inherent in our roles.
      

   
      T H R E E

      Dissonance Is the Default

      
         
         FOR MANY YEARS, “Karl,” a managing partner in a well-known professional services firm, exemplified the qualities of an exceptional leader.
         His reputation for not only bringing in clients but also keeping them happy was legendary. He was a stellar role model, therefore,
         for young new associates, whom he often would take under his wing, creating opportunities and guiding them up the company
         ladder. Karl worked hard to manage both himself and his relationships in an insightful way. Managing client projects in the
         region he led had become second nature—he could almost predict the pattern of team dynamics and ongoing negotiation with clients
         about deliverables and next steps. He was generally upbeat and creative, even during the times of year when the workload peaked
         and nerves were frayed. He held people accountable, while ensuring that they got what they needed and developed their skills
         along the way. People below him responded to his guidance, peers trusted him, and the board respected him.
      

      But all of that began to change—slowly at first and then more radically—when his industry came under siege amid several high-profile
         
         scandals involving unethical behavior and illegal actions that toppled companies and careers. Karl felt a new level of pressure
         to generate business and manage increasingly low morale among partners and associates alike. Then he was moved to a corporate
         role to support the senior team in managing the crisis. He welcomed the change; though he loved his work, the job had become
         excruciatingly stressful over the last year or two—and this move seemed like an important stepping stone.
      

      Soon, however, reality set in as he found himself cut off from the work he loved. It was hard for Karl to fathom how this
         office, a mere five hundred miles from his region, could be so completely different. Here he was, in the same company, with
         some of the same people he had known for years, and yet the rules of engagement were completely alien. And he was working
         harder than ever.
      

      Around the same time, Karl’s wife took on a leading role at a startup company and seldom made it home for dinner herself.
         The distance between them grew, and, buckling under the pressures of a disintegrating home life coupled with his new work
         demands, Karl soon stopped doing some of the little—and big—things that he used to rely on as a resonant leader. For example,
         he stopped paying as much attention to the dynamics between people with whom he worked. Whereas, out in the regions, he had
         made it his business to know who worked well with whom and where the rivalries were, in this new role he ignored these subtleties.
         He just did not have the patience anymore, and he felt that the games that were played were beneath him. When he had occasion
         to step into the middle of a long-standing conflict between corporate lifers, he did not attempt to smooth things over; instead,
         he barely concealed his scorn for what he saw as immature behavior and posturing, losing the trust and respect of both parties.
      

      Karl was also ignoring the cultural messages, which were very different in headquarters than in the regions. His focus was
         on surviving his disappointment with the new job and the unpleasant business environment, not on managing politics. One fateful
         day he got tired of it all. He decided to share a piece of his mind with the board and wrote a scathing letter criticizing
         the political environment 
         at headquarters. He knew, of course, that he was violating a cardinal rule of business wisdom by putting such opinions in
         writing, but he no longer cared.
      

      It became more and more uncomfortable to be around Karl. His conversation circled largely around himself: what he was doing
         and how well (very well); and how underappreciated he was by his colleagues (they had no idea how good he was, they were all
         jealous of him, etc). His disdain for colleagues and clients came across. Karl didn’t have a good word to say about anyone.
         His body language, tone of voice, and even his choice of words indicated a host of disturbing emotions: anger, hostility,
         jealousy, pride, and a deep sense of resentment at being treated unfairly.
      

      The change in his behavior surprised everyone: this was not the cool, collected, and emotionally open Karl whom everyone had
         known for so long. Clearly, the last several years of turbulence in the industry had become too much even for this star performer.
         Some people stopped trusting him, and clients no longer seemed very interested in his offers of social evenings. Yet no one
         seemed able to approach him about his behavior; the firm’s other partners were too embarrassed to confront their colleague,
         and his subordinates felt too intimidated.
      

      Those close to Karl noticed another change: his lifestyle was becoming excessive. Despite his wife’s objections and dire signs
         in the economy, he insisted on buying the most expensive house in the best neighborhood near headquarters, even though it
         meant a hefty loan. He started joining young associates on nights out, drinking too much and getting involved in conversations
         he probably should have stayed well away from. He shared too much information, was too free with his opinions about the firm
         and clients, and was too often just this side of propriety in his behavior, especially after a few drinks. One evening two
         female associates got sick of his tired jokes and hints: they spent the better part of the next week talking through their
         options with human resources.
      

      The financial services environment worsened: a few leaders had been tried, convicted, and jailed. Karl’s firm had avoided
         major problems so far, and senior management wanted it to stay that 
         way. As they diligently reviewed partners’ behavior, values, and style, they found themselves in the awkward position of finally
         having to deal with Karl—a member of their own team. His behavior had become too egregious to ignore. His questionable management
         style and the way he pushed the envelope with employees and clients were no longer tolerable.
      

      No one could understand what had happened. He was as smart as ever, but somehow he was stumbling—making bad decisions, alienating
         people, and generally creating dissonance. It seemed that all of a sudden, Karl’s brilliance just was not good enough anymore.
      

      Clueless Coping

      When we met Karl, his management team had recently made it clear that his behavior was no longer acceptable and he must either
         change or leave. He was trying desperately to avoid being fired—and he was completely baffled. It was clear to us that he
         had slipped from resonant leadership into a vicious cycle of power stress, sacrifice, dissonance, and more stress—and he was
         at that point in the Sacrifice Syndrome where he was not able to see for himself what was happening. The stress was blinding
         him, and so was history. After all, he had been one of the best managers in the firm, had been moved to corporate because
         of his success, and had consistently been rewarded for his performance—until now. The problem was that his industry was being
         forced to change, the pressure was extreme, and Karl was not able to martial the personal resources he needed to change himself.
      

      Instead, he fell back on old habits—ones that had worked early in his career when he felt pressured and had to prove himself.
         Hard work had served him well before, he reasoned, and he believed more of the same would bring success. He thought that simply
         upping the intensity and his pace should do the trick, not reflecting that his current role was now in leadership, not client
         
         management. He tried to deal with the constant pressure at work by turning up the heat—on himself. Karl’s intense focus caused
         a kind of mindlessness, a concept we will explore in depth in chapter 6. Under stress, he was closing off to exactly the information
         he needed to pay attention to—a fatal error, and one many of us make when we become trapped in the cycle of stress and sacrifice
         that is so common among leaders.
      

      When we spoke with Karl, and then with his CEO and colleagues, it became clear that Karl had become blind. He had a wildly
         inaccurate view of how others perceived him, and was unable to recognize that he was causing people to be uncomfortable and
         anxious. Over time, Karl had lost touch with what he was feeling. He was clueless about his own (now usually negative) emotions
         and how they showed in his facial expressions and body language. When asked, he could speak elegantly, even passionately,
         about his beliefs and values, but as he told stories about his recent escapades, it was very hard to see evidence of those
         values. Karl was a walking, talking contradiction and he did not seem to know it.
      

      Over the past few years, he had slowly lost touch with reality. He had created a self-image that served to protect him. He
         had stopped seeing other people clearly, and whatever capacity he had for empathy was buried under warped judgments and self-serving
         interpretations of events. He had chipped away at people’s trust to get the results he wanted, damaging relationship after
         relationship.
      

      In the end, Karl was not fired (last we knew). But he was relegated to a low-visibility, low-impact management position in
         a far-off regional office. He was on a kind of probation: one wrong move and he would be out. Karl’s career was just about
         over at this firm, even if he did have a job.
      

      When Stress Becomes Dissonance

      We have all known people like Karl—bright, successful leaders who lose their resonance when faced with a prolonged period
         of 
         pressure, becoming irritating, abrasive, and oblivious. We shake our heads, amazed that they simply do not see how people
         are reacting to their negativity and self-centered behavior. It is more disappointing than watching those leaders who have
         never or seldom been resonant with others. We almost expect bad behavior from these people and we are not surprised at their
         mindlessness. But in the case of leaders like Karl, we are confused: How did it happen, and why doesn’t anyone stop them?
         We predict that eventually they will fail, and we are often surprised at how long they are able to avoid failure. How is it
         possible, we wonder, that they are so clueless, and how is it possible that our organizations tolerate such behavior for so
         long?
      

      We see three major reasons that so many people sink into dissonance and are allowed to remain in that state. First, there
         is what we have termed the Sacrifice Syndrome, an outgrowth of power stress when it goes unchecked.1 Power stress is endemic to those in positions of responsibility whose jobs depend on them exercising influence (or power)
         with and over others. Leaders are called upon to wield influence every day, and with power this particular form of stress
         is inevitable. For a leader such stress can become chronic over time, because our bodies are just not designed to deal with
         the unremitting pressures that go along with the leadership role. Second, many people cope with their stress by developing
         what are called defensive routines—bad habits that keep us in denial about what is really going on inside us and around us.2 And finally, our organizations create their own monsters—some of the worst, dissonant behaviors are actually encouraged in
         the workplace, especially in the tense environment of the last several years.
      

      Power Stress and the Sacrifice Syndrome

      As leaders, we face crises, small and large, as part of a day’s work. We find ourselves putting out fires, running from one
         crisis to the next. And we are good at this: the most talented among us are smart, focused, independent, and high energy.
         We have a great deal 
         of self-control and are effective in managing our impulses and leading others. We give a lot, strive for excellence, achieve
         our goals, and get results. We are influential, and we use our power for the greater good. And like Karl, we are effective
         leaders—for a time.
      

      Paradoxically, it is our effectiveness that contributes to the Sacrifice Syndrome. It goes like this: in the process of giving
         of ourselves, we give too much, leading us to ultimately become in-effective. Over time and unchecked, the physical and emotional toll of even resonant leadership limits our ability to sustain
         high performance, as shown in figure 3-1.
      

      Leaders like Karl have tremendous responsibility, and the more senior they are, the heavier the burden. They need to exert
         influence over others, engaging with them and guiding their behavior towards challenging goals. Good leaders need a great
         deal of self-control, which takes emotional energy and effort. When you add it all up and throw in a real crisis or two, leaders
         will experience what we call chronic power stress.3 In fact, scientists studying stress would call leadership a role involving “chronic stress with periodic occasions of acute
         stress.”4
      

      FIGURE 3-1

      

      
         The Sacrifice Syndrome
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      When effective, the normal demands of a leader’s job arouse power needs and cause our minds and bodies to be constantly on
         high alert.5 This is stressful. In this state, a part of our limbic brain, 
         called the amygdala, is aroused. It activates neural circuits that increase electrical activity in the right prefrontal cortex
         (behind the forehead).6 At the same time, a set of hormones are released into the bloodstream that invoke the “fight or flight” response. These neural
         and hormonal processes protected early man from dire and immediate physical threats. In those days, stressful events were
         usually separated by long periods of gathering food or doing uneventful routine work, like stripping hides to make clothing,
         and play, such as socializing with friends and family.
      

      In today’s stressful world, however, we are in very complex and often threatening emotional situations, both at work and in
         our lives. We are frequently at the mercy of rapid change, needing to take big risks and make decisions that feel like life
         and death for ourselves and our organizations. In recent years, the immediate pressures at work and in our busy lives are
         set against a backdrop of global unrest: wars, terrorism, environmental changes, and unpredictable events that spark fear
         and confusion. And, as humans, we have the distinctive ability to create our own stress, with its full bodily response, merely
         by thinking about or anticipating future episodes or encounters that might be stressful. This means that we are likely to
         be in a state of high alert much of the time. This condition is magnified for leaders who, in addition to all the normal stress,
         also have tremendous responsibility and who face real crises almost daily.
      

      This was the state in which Karl found himself once his industry came under increasing pressure and he was moved to a job
         he did not like and was unsuited for. The trouble is that neither our minds nor our bodies were designed to deal with such
         relentless stress. To cope and keep ourselves on an even keel we have to constantly employ emotional self-control, which in
         turn causes more stress.7 The net effect: many of us are fighting stress most of the time, and it can wear us down physically and psychologically.
         This, again, is even more true for leaders. Let’s look at how this happens.
      

      Stress arouses the sympathetic nervous system (SNS), which activates sets of hormones, or endocrines. One set, epinephrine
         
         and norepinephrine, elevates blood pressure while blood is channeled primarily to the large muscle groups (preparing the body
         for fighting or running away). It seems that the brain simultaneously shuts down nonessential neural circuits, meaning we
         are less likely to be open, flexible, and creative.8
      

      Other hormones are released that help fight off damages from inflammation (like swelling muscles).9 These hormones, called corticosteroids, have several damaging effects. First, they lead to a reduction in the healthy functioning
         of the body’s immune system. Second, they inhibit creation of new neurons and appear to over-stimulate older neurons, causing
         shrinkage or possibly death of the tissue.10 In our earlier book, we reviewed the research showing that the adult human brain generates new neural tissue on a regular
         basis.11 Under stress, not only does the brain shut down and lessen our ability to function, it also loses capability to learn.12 As a result of this activity, we begin to feel more anxious, nervous, stressed, or even depressed. In this agitated state,
         we have an increased tendency to feel we are losing control and to perceive things that people say or do as threatening or
         negative. This can be magnified for leaders. On any given day, they are faced with unrealistic demands, manipulation, and
         judgment. Even the best leaders can begin to feel uncertain at times, to feel somewhat out of control of events, or to interpret
         people’s actions negatively.
      

      Studies have shown that uncertainty and situations we view as uncontrollable arouse stress, as do situations in which we believe
         others are evaluating us.13 When we feel our understanding, control, or impact on events slipping away, we slide into a stress response. Our bodies,
         minds, and emotions lose resilience and creativity. We begin to see the world as more threatening. This adds to the Sacrifice
         Syndrome, causing us to experience stress in situations or interactions that may not be as bad as they seem to us.
      

      The research says that sooner or later, when trapped in the Sacrifice Syndrome, most of us will burn out or burn up and begin
         to create dissonance, even when we do not intend to and even if we are capable of resonant leadership. This is exactly what
         happened 
         to Karl. Like Karl, we may not recognize that this is happening because the toll of constant sacrifices does not show up right
         away. Burnout is insidious and its manifestations are different from person to person. Over time, though, one thing is clear:
         sacrifice, unchecked, leads to less effective leadership and dissonance.
      

      Still, it seems amazing that Karl did not see what was happening to him or around him. But unfortunately Karl is not unusual.
         As we have seen, the physiological effects of power stress are very difficult to deal with, and many people do not realize
         that they are actually suffering from those effects until they have already become ineffective, dissonant leaders. This is
         because once we are in the grips of the Sacrifice Syndrome, we can find ourselves caught in an insidious and even seductive
         negative spiral. We often realize that things are not as they should be and may secretly feel quite unhappy. And, when we
         are in the grips of our own anxiety and unhappiness, our lives can become somewhat mechanical, seeming meaningless and detached
         from our dreams. We literally talk ourselves into settling for what we see as inevitable: stress, unease, and discontent.
         We justify our behavior and we even blame others for the problems we encounter. And sometimes we begin to rely on psychological
         defense routines to cope, which spiral us even further downward.
      

      Defensive Routines and the Negative Spiral

      When we get stuck in the Sacrifice Syndrome, many of us cope by reverting to or creating ineffective habits of mind and behavior.
         These habits, which psychologists call defensive routines, are coping mechanisms—they serve to protect or distract us from
         the discomfort of our current emotional state. For example, some people attempt to cope by overreacting to situations, or
         they begin to take foolhardy risks just to feel powerful again. Others become habitually cynical; still others find excuses
         and blame others for the problems they see as too difficult to tackle. Some of us start doing things that do not seem to fit
         who we are (or who we 
         thought we were). When feeling like this, it becomes increasingly difficult for most people to maintain focus, think clearly,
         or make good decisions.
      

      Far from offering solutions, however, defensive routines usually catapult us into further distress. That’s what happened when
         Karl began to spend too many evenings out with young associates—a dangerous move in regard to both his work and home life.
         Yet Karl justified it to himself as a distraction he deserved from his stressful job and because of his wife’s busy schedule.
         He also began to ruminate on how unfair life was. After all he had done, he often thought, why were things turning out to
         be so complicated? He dwelt on his current difficulties, blaming the business environment, his senior managers, and even his
         wife. This train of thought inevitably resulted in his feeling despondent, angry, and just plain fed up, which in turn led
         to more negative thoughts and rationalizations.
      

      When we are in a downward emotional spiral, feeling confused, unhappy, or ill at ease, we often end up playing and replaying
         mental “tapes” that actually accentuate our negative emotions and feelings of hopelessness.14 Some psychologists call this “self-talk.” When we are feeling down over a long period of time, this self-talk centers on
         messages that undermine us and, in turn, our power to change bad situations (“It’s not my fault” “My life will never be really
         happy”) or messages that weaken our sense of efficacy (“This situation is beyond my control, I’m just stuck with it”).15
      

      When we get caught in this prison of our own making, we lose the ability to see ourselves, others, or our environments as
         they really are. We see the world through filters that may not have a basis in reality, and we begin to make decisions based
         on what we think rather than what is. We forget to engage in that other kind of self-talk: hopeful, affirming thoughts about ourselves and compassion for others.
      

      This situation becomes quite painful, even intolerable, and many people respond by sinking into denial. The mistake so many
         of us make, and that Karl made, is to bury our feelings, avoid the issues, 
         and attempt to continue as before, often setting up an elaborate façade or adopting a jovial, devil-may-care stance.
      

      Many successful leaders literally bury themselves in their jobs (often compounding problems elsewhere in their lives). Why
         do we do this? Most of us want to feel good about who we are, to maintain a positive image of ourselves. And many talented
         professionals do not let things slip at work for a long time, no matter what else is happening in their lives. They maintain
         a reasonable level of effectiveness and an aura of success. By over focusing on work, especially during tough times, people
         can avoid facing the real problems in life outside work while maintaining a reasonably positive self-image.16 In Karl’s case, we suspected (and it was later confirmed) that he had not been doing all that well even before moving to
         headquarters. He had done a yeoman’s job of keeping up appearances, but in retrospect, quite a few people close to him admitted
         that they saw the façade crumbling long before he actually hit real trouble in the new job.
      

      Adopting a façade is a common tactic for people grappling with the Sacrifice Syndrome. And in fact it may be easiest for successful
         people to deny that anything is wrong with their lives, or even their performance at work, over a prolonged period, sometimes
         years. This is because accomplished leaders usually get almost exclusively positive feedback at work, and at home things look
         right. Most of the time, things seem to go very well.
      

      Successful people also fall into the trap of believing that their accomplishments are solely their own doing, and failures
         are the result of others’ mistakes or the environment. Psychologists call this the “fundamental attribution error” and most
         of us are guilty of it at one time or another, especially when caught in the grip of the Sacrifice Syndrome.17 Leaders are especially apt to fall prey to this error because, for various reasons, people around them constantly and insidiously
         feed their egos and keep the myth of single-handed success alive. For Karl, it was easy to believe that his stellar career
         was the result of his own hard work, creativity, and talent. He attributed his success to intellect, a bit of luck, and having
         found a perfect niche for himself.
      

      
         One of the problems with attributing success to our own efforts and failure to others’ shortcomings is that, under stress,
         we end up seeing the world in very black-and-white terms, and we slowly lose the ability to see ourselves, or those around
         us, realistically. We miss a lot. Then, when things do go wrong, it is very easy to continue to blame others, and feel sorry
         for ourselves as things deteriorate—especially when the downturn feels like a surprise and follows a period of denial. So
         it was with Karl. His early success had actually caused him to be unaware of his impact on people, thoughtless about how he
         affected them, uncaring about their particular situations. Then, when the pressure mounted, he tried to ignore it and adopted
         defensive routines that kept him in the dark about his own behavior.
      

      Sometimes, when we look back on a period of mindlessness, we find it difficult to believe that we really did not know what
         was happening to us. But as Karl was eventually forced to realize, when we live in a state of denial, pretending to be something
         we are not, we lose contact with ourselves—our emotions are a roller coaster, with wild ups and downs that seem to be disconnected
         from our lived experience. Or we stop feeling entirely. We justify behavior that is counter to our values, finding lame excuses
         or blaming others for our actions. Some people get depressed. Some people turn to painkillers of one sort or another—excessive
         drink, drugs, sex, food. When we live like this, we often find ourselves becoming a shadow of who we thought we were.
      

      Whether we dive into our work, play a role at work and at home, blame others, or simply tune out the irritating messages that
         tell us something is wrong, we are in essence using an age-old line of defense: denial and pretense. We start by denying truth
         to ourselves, then extend the lie to colleagues, friends, and loved ones while we try (desperately) to keep a semblance of
         normality in place. The problem with this strategy is that it takes a tremendous psychological and physical toll. And, ultimately
         it does not work. All the typical ways to rest—long weekends, vacations, and the like—do little to make up for the effects
         of chronic power stress. Whatever clever defenses we try to employ, our emotions 
         are evident and our bodies betray us. People sense there is something wrong and that we are no longer at the top of our game.
         We are off balance, out of whack, off-kilter, and it shows. As we saw, no one—not his colleagues or clients (or, presumably,
         his wife)—could miss it in Karl’s behavior.
      

      In the end, of course, we can not hide from ourselves, either. Whatever is wrong continues to plague us and for even the most
         resilient among us, small cracks begin to appear in whatever façade we have created.
      

      But there is yet another piece to this puzzle, another element that often contributes to even a resonant leader’s defaulting
         to dissonance: the very organizations for which they work.
      

      How Organizations Create Their Own Monsters

      Our organizations often encourage us to remain clueless and stuck in a cycle of sacrifice and dissonance. This happens for
         a couple of reasons. First, many organizations overvalue achievement, and are willing to tolerate dissonance if the short-term
         results seem to be there—until there is a big problem. Second, it is often difficult, if not impossible, for leaders to get
         the message that they are creating toxic environments and must change. Why? Because no one will tell them. Let’s go back to
         Karl to see how this played out.
      

      Karl had been a star for years. He had been rewarded in his early life and career for being smart. He did well in school,
         and on paper he looked like a great job applicant. After graduating from a good university, he held a series of jobs; first
         as an analyst in a large accounting firm, then in a similar job in an insurance company, and briefly as an assistant bank
         manager.
      

      Lots of people make moves like this right after college, so Karl’s pattern was not suspect. In fact, he usually left with
         good references. His managers appreciated his achievement drive, his keen intellect, his willingness to work hard, his friendliness,
         and the fact that he got things done. Interpersonally he was sometimes 
         rough around the edges, especially when the pressure was on, but his managers wanted the results and wrote off his occasional
         episodes of bad behavior as youthful exuberance. Some bosses even encouraged it: they saw his brashness as chutzpah and a
         display of strength of purpose. In those early jobs, Karl took on the tough assignments, succeeded, and usually moved on quickly.
      

      His first few years at the firm at which we met him were without notable incident—he basically fulfilled the financial goals
         set for him and went about his business. In the 1990s, there was a lot of money floating around in the industry Karl specializes
         in, and getting the splashy accounts was valued tremendously by his firm. He was handsomely rewarded with bonuses and promotions.
         Most of his team members loved him and felt he created an exciting, resonant environment and inspired them to ever better
         performance. And although some subordinates had difficulty with his behavior and the somewhat questionable decisions he made
         with regard to client work, his bosses more or less ignored this noise; Karl stirred up a lot of dust with these team members,
         but they were in the minority—and he got money in the door.
      

      Let us not forget that while most managers are rewarded for getting results, in too many of our organizations, they are rewarded
         for short-term results, and the means to the ends are not always evaluated as seriously as the ends themselves. Being smart, quick, and
         efficient in meeting objectives is prized, and people are literally trained to achieve short-term goals at almost any cost.
         In fact, in many companies there is an implicit “whatever it takes” rule.
      

      Over time, this pattern tends to chip away at people’s capacity for awareness—it is very difficult to stay open, curious,
         and mindful when the press of work and expectations, and the need for speed require absolute efficiency of thought and action.
         So there are a lot of people out there, especially people who have a strong achievement drive, who develop and refine a narrow
         set of skills related to specific results or efficiencies. A consequence is that this specialization and focus often dampens
         their innate ability to remain open to new information. These people operate on autopilot 
         and are, most of the time, largely unaware of what is going on inside themselves or around them other than the excitement
         they get from being in the game. They are somewhat mindlessly focused on getting things done.
      

      We suspected Karl’s drive for achievement was a notable strength and clearly part of the reason he had accomplished so much.
         However, like any strength taken to the extreme, his desire to meet objectives had become a liability. His concentration on
         goals and results was so strong that other motives and even values were pushed aside. This became a serious issue when he
         moved from a line position to a functional role. The environment had changed dramatically, and goals were no longer clear
         and predictable. Still, Karl was not a totally clueless leader—remember, he started out as resonant. Normally he watched people pretty carefully, read situations fairly
         accurately, and, at his best, created an environment where people felt safe talking straight with him. Even when in the grips
         of the Sacrifice Syndrome he sensed that his relationships were not as good as they had been, although no one seemed to be
         treating him differently.
      

      This is where another organizational reality kicks in: what we have called in previous writings “CEO Disease.”18 Even if leaders sense that they are not at the top of their game, and even when others can actually see that they are slipping
         into dissonance, it is unlikely that anyone will tell them the truth about what they see. People simply do not treat those
         with power the same way that they treat others. They tend to be cautious and somewhat self-protective, even to the point of
         not sharing complete (or even accurate) information. And people tend to think leaders are omnipotent. As a leader, you will
         likely notice that people seem to hold back, or become very careful, or they act as if they do not care about your feelings.
         Somehow, the power that goes along with leadership causes people to believe that the leader is somehow “above it all,” and
         does not feel things as keenly as normal people. Merely because you hold the leader’s role, some people come to actively dislike
         you. Or idolize you. In either case, real connection and real relationships are very hard to find and keep. All too often
         
         this translates into cautiousness or callousness—and very little straight talk.
      

      Most leaders, like Karl, are susceptible to CEO Disease, so not getting enough, accurate, or timely information is a common
         problem. And when the leader is anxious or has a style that is deliberately or unconsciously distant and remote, the problems
         are compounded.19 When a leader habitually orders people around, demands perfection, or is emotionally neutral or unavailable, people tend
         to feel frightened and very reluctant to engage. Sometimes people become openly defiant and deliberately withhold information.
         So for a very long time people did not confront Karl, and it was easy for him to assume that his friends were loyal and true,
         and that his changing style was not only acceptable but valued.
      

      The Slippery Slope

      Breakdowns in communication, such as those resulting from CEO Disease, occur because the Sacrifice Syndrome is a slippery
         slope. It often starts when we are doing the right things, such as reaching for our goals and trying to create the life of
         our dreams. When we realize what we are doing—or not doing—and that we have given up too many of our dreams, many of us react
         by trying to deny that anything is wrong. But even if we ignore, deny, or pretend we can live with constant sacrifices, stress
         almost always leaks out somewhere, in us and with others. We can become stuck in a negative spiral, inadvertently and sometimes
         unknowingly creating dissonance in our relationships and our organizations.
      

      As Karl’s story shows us, the ultimate result of enduring a prolonged period of sacrifice, emotional turmoil, and unrest is
         that it becomes increasingly unlikely that leaders will sustain resonance in their teams and organizations, or among family
         and friends. When we are in emotional turmoil and under stress for protracted periods and are sowing the seeds of dissonance
         in those around us, it becomes difficult to maintain top form personally or with the people around us. For the most talented
         and resilient among 
         us, this deterioration can take time—even years—but ultimately negativity, unhappiness, and anxiety take their toll and permeate
         all areas of our lives. Even so, it is surprising how long it takes for us to realize that we are in trouble.
      

      For Karl, the slide into dissonance damaged not only his perceptions and his relations with others, but also his physical
         self. When under stress, our bodies become susceptible to disease. Like many leaders, Karl began to suffer physical problems.
         Some leaders, like Karl, have gastrointestinal difficulties. They are so typical that prescriptions for Tagamet and Zantac
         to prevent the development of stomach ulcers were once a sure sign of being a leader. Now Acephex or Nexium, which counteract
         other common stomach problems, have become associated with chronic power stress. Some leaders suffer from high blood pressure
         and are at risk for strokes, heart attacks, and other cardiovascular diseases. The Sacrifice Syndrome manifests as a breakdown
         of the body’s immune system and results in an increased susceptibility to genetic predispositions. In fact, many diseases
         have been directly linked to chronic stress, including diabetes and bacterial and viral infections. Moreover, growing and
         recent research shows that depression and other complex disorders of the mind and body are exaggerated and made worse under
         conditions of chronic stress.20
      

      Stopping the Sacrifice Syndrome before it starts is simply common sense, and a part of a leader’s job. Maintaining health,
         both physical and emotional—as well as intellectual top form—is in part dependent on how we manage the inevitable pressures
         of our roles. (If you are interested in exploring how the Sacrifice Syndrome may be affecting you, personally, you may want
         to try some of the exercises at the end of this chapter and in appendix B.)
      

      Before we leave this discussion, we should mention how the Sacrifice Syndrome may unfold for ineffective leaders. So far, we have been gentle with leaders and assumed that many were effective at some point and slipped into dissonance.
         But actually, our observations are less gracious. There are many people in leadership positions who are not adding value and
         even hurting their 
         organizations.21 These leaders are dissonant, and some are demagogues—they are clearly not resonant. Many of them get caught in the same spiral
         as Karl (or Eduardo in the previous chapter) and suffer from the Sacrifice Syndrome.
      

      And then there are those ineffective leaders who are so mindless that they do not even experience the responsibility of their
         roles. They habitually misuse power, singlemindedly pursuing personal goals or ineffectively managing their own, and others’,
         focus. In fact, some are so well defended that they are able to avoid even feeling the effects of power stress—they are oblivious
         to it. These people are extremely well defended psychologically, and when problems become too big to ignore, they inevitably
         blame others.
      

      Unfortunately, while these people may not be personal victims of the Sacrifice Syndrome, they are carriers. That is, they
         inflict stress on others around them. They are direct creators of dissonance, and the people around them suffer. People who
         report to these leaders and have to interact with them daily or weekly become victims of chronic stress. Under such leaders,
         the performance of the organization is almost always less than it might have been. And if the company does profit in the short
         term simply as a result of the talented people around such a leader, this is usually a short-lived phase. Most of the time,
         even good people have a very difficult time maintaining top performance, and adapt much less quickly to changing conditions
         in the absence of resonant leadership.
      

      Fortunately, our organizations are becoming far less tolerant of extremely poor leadership. But, as we have seen, dissonance
         can be the default even for people who have demonstrated excellent leadership for most of their careers. In the next chapter
         we will look at one resonant leader who, for a time, lost his way and became trapped in the Sacrifice Syndrome. We will look
         at how he slipped into dissonance. Then we will see how, unlike Karl, he woke up to the realities of his life, and how he
         deliberately charted a path to renewal, great leadership, and a deeply fulfilling vision of the future.
      

      
      An Exercise on the Sacrifice Syndrome: Where Am I?

      
         AS WE HAVE SEEN, the Sacrifice Syndrome can be insidious, and it is sometimes hard to tell we are slipping into it until we are “caught.”
         If we are vigilant, however, we can see signs that we are heading in the wrong direction, before it becomes a problem. Check
         the following list. Many of these “clues” can help you determine if you are heading in the wrong direction, so you can catch
         yourself before you slide into dissonance.
      

      Am I:

      •  Working harder with less result?

      •  Getting home later or leaving home earlier each day?

      •  Feeling tired, even after sleeping?

      •  Having trouble falling asleep, or waking up in the middle of the night?

      •  Finding less time (or no time at all) for the things that used to be enjoyable?

      •  Rarely relaxed, or only really relaxed with alcohol?

      •  Drinking more coffee?

      Have I noticed changes in myself or my relationships, such as:

      •  I can no longer really talk about my problems with my spouse.

      •  I don’t care what I eat, or whether I eat too much or too little.

      •  I can’t remember the last time I had a long conversation with a trusted friend or family member.

      •  My children have stopped asking me to attend their functions or games.

      •  
         I no longer attend my place of worship or find time for quiet contemplation.
      

      •  I don’t exercise as much as I used to.

      •  I don’t smile or laugh as much as I used to.

      Do I:

      •  Have frequent headaches, backaches, or pain?

      •  Routinely take over-the-counter antacids or painkillers?

      •  Feel as if nothing I do seems to matter anymore, or have the impact I want?

      •  Feel as if no one can understand what I need to do, or how much work I have?

      •  Sometimes feel numb or react to situations with inappropriately strong emotions?

      •  Feel too overwhelmed to seek new experiences, ideas, or ways of doing things?

      •  Frequently think about how to “escape” my current situation?

      

      
      F O U R

      Waking Up to
Resonance and Renewal

      
         
         NIALL FITZGERALD, chairman of Reuters, is known as an engaging leader who gets results—and he exemplifies holistic, resonant leadership. But
         it has not always been that way. For a time, Niall was caught in the Sacrifice Syndrome and slipped into dissonance. This
         is the story of how that happened and how he learned to renew himself and to sustain resonant leadership.
      

      Until the fall of 2004, Niall was co-chairman of Unilever. After he joined the company in the early 1970s, his rise was meteoric,
         marked by one triumph after another until the early 1990s, when he was clearly marked for succession to the chairman’s role.
         Everything Niall had ever done in his business had worked out like a dream. He had had no major failures, nothing to tarnish
         his record. He had given his all—with great results—in the service of building the business. He put the organization’s needs
         ahead of his own, and took his responsibilities very seriously. He faced challenges 
         and threats creatively and, more often than not, successfully. He managed his influence well, regularly engaging tremendous
         self-control in order to stay the course, create resonance, and get results. It seemed he could do no wrong. His personal
         life seemed fine, too: great kids, personal finances on target, and a relationship with his wife that appeared to friends
         and colleagues to be sensible and solid. Niall’s life was on track and the future looked bright.
      

      Or so it seemed. Many of us have learned (the hard way) that you do not have the kind of business success Niall had, or pursue
         that success as single-mindedly as he did, without it taking a huge toll somewhere in your life. The constant sacrifices and
         stress inherent in effective leadership can cause us to lose ourselves and sink into dissonance. And, paradoxically, the most
         successful among us are often the ones who most easily lose ourselves along the way. Usually as a result of good intentions
         and doing what we are supposed to do—building a great career, committing to an organization, having a family,—we can easily
         create fairly narrow, one-sided lives.1 Slowly, over many years, we can lose touch with who we are at our core and what we really care about, and one day find that
         we are not ourselves anymore.
      

      The result? As we saw in the last chapter, an inability to manage the Sacrifice Syndrome can mean that dissonant leadership
         becomes the default. And in many cases, people’s psychological or physical health suffers. They live with stomach problems,
         high blood pressure, or heart disease; or they eat and drink too much and exercise too little, if at all. Some people lose
         sight of everything other than their work—or the trappings of success—and live shallow, less meaningful lives. Other people
         sacrifice relationships.
      

      So it was with Niall. With all the pressure he faced, he rarely took time to renew himself in any real way, much less to manage
         the inevitable Cycle of Sacrifice and Renewal that comes with being a leader. Niall, like all leaders, had to cope with power
         stress and the ups and downs of an executive role and the accompanying lifestyle. Some of Niall’s stress was a result of positive
         events; his successes, for example. Some of it stemmed from difficulties at 
         work and at home. Some stress was extreme and relatively time-limited. As we saw in chapter 3, when we slip into dissonance
         as a result of power stress, the problem is often compounded by our organization’s expectations and our own dysfunctional
         coping mechanisms. Indeed, Niall’s organization was, for the most part, delighted with his hard-working, results-oriented
         approach. For many years, there was little or no encouragement to adopt new management practices or to deliberately cultivate
         resonance in himself or with others.
      

      Other situations, at home for example, caused slow-burning chronic stress. Despite appearances, the fact was that Niall’s
         marriage was in trouble. The press of work, raising children, constant moves, and just day-to-day living had taken a toll.
         In retrospect, it is easy to see how the really important things—like keeping his marriage vibrant—had slipped. Communication
         was reduced to surface logistical concerns about the house and kids. Decisions were made based on the children’s needs and
         Niall’s career. Sadly, the couple’s relationship often took a back seat to all the other priorities.
      

      The result of both of these situations, at home and at work, was extreme pressure. Niall attempted to deal with it, of course,
         but to no avail. He had become trapped in the Sacrifice Syndrome and simply could not seem to find a way out.
      

      The Slip into Dissonance

      Not surprisingly, Niall was becoming a dissonant leader. Looking back, he says that while it may have looked like he was extremely
         successful, even then he knew that something was very wrong. In quiet moments, he began to wonder if maybe many things were
         wrong with this life that looked near-perfect. The optimism that had been a guiding force in his life and his leadership was
         dwindling. It was taking an awful lot of energy to stay focused. Decisions were harder to make, and he just was not as confident
         in either his reasons for making them or the intended outcomes. He 
         had always taken his values for granted and his beliefs had been his rock, guiding his decisions and actions. But he was beginning
         to see that sometimes his behavior was not in line with his beliefs. In fact, over time his values had actually taken a back
         seat to his drive for achievement and success, to the point where he ended up becoming a shadow of his true self both at home
         and at work. His spiritual and emotional life felt a bit barren, and relationships were not as fulfilling as they had been.
         Physically, the toll of an executive lifestyle was beginning to show. Niall recalls that, at the time, these feelings and
         his insight into what they meant were somewhat vague. They were more a rumbling of growing uneasiness and dissatisfaction
         than clear understanding.
      

      Niall found himself longing for more depth, connection, and intimacy in his personal relationships. For a long time, he could
         not bring himself to fully acknowledge the fact that he was not able to rekindle this kind of meaningful relationship in his
         marriage. As he lost hope, he began to shut down even more at home, and turned increasingly only to close friends outside
         his marriage for emotional support. All the while, he kept up pretenses at home and among his colleagues, further disconnecting
         from himself and those around him.
      

      At work, he went into a similar sort of disengagement. While directing Unilever’s laundry products business, Niall and his
         team launched a new and seemingly revolutionary laundry soap. It looked great on paper and the marketing campaign was nothing
         short of brilliant. Championing this product was an oasis for Niall and a wonderful escape from his growing unhappiness. He
         jumped in with all he had, literally burying himself in the details. He was on the front lines, leading, and it was exciting.
         This is one of the great traps for successful leaders: we often think that doing more of the same will continue to bring us
         the results we crave, even when it is becoming obvious that the constant sacrifices over many years have finally come home
         to roost.
      

      At first, things seemed fine. The product was welcomed by the market, the numbers looked great, and everyone was very excited.
         
         Then, a few warning signs popped up; there were more than the usual number of complaints about the soap; employees who tried
         it reported that it seemed to be harsh and that it was actually damaging their clothes. It even became kind of a joke around
         the office. For months, as the data about the product began to trickle in, Niall led his team in a fight against what he thought
         was bad press brought on by the competition’s dirty tricks.
      

      Denial, then, was his first response, on both the work and personal fronts. He also tried, many times, to revitalize himself
         through rest and relaxation. He planned and sometimes even took vacations and long weekends. But these coping mechanisms do
         not make up for years of power stress and sacrifice. He was beyond tired; he was exhausted, and it was beginning to show in
         the decisions he made. As we mentioned, the Sacrifice Syndrome shuts down our ability to see possibilities because the effects
         of anxiety, fear, nervousness, and the physical damage to our brains are very real. Mere rest does not lead to recovery from
         the ravages of the Sacrifice Syndrome.2
      

      The Antidote: Renewal

      Niall needed more than just rest and relaxation. He needed renewal to sustain himself. Reversing the slide into dissonance and keeping yourself energized as a leader are possible only through
         a renewal process. The effects of chronic power stress do not allow the mind, body, or heart to flourish, and as a consequence
         even the spirit may wane. When we engage in personal renewal, we are better equipped to deal with the challenges and sacrifices
         inherent in leadership. Let’s look at why this works.
      

      Recent research shows that renewal invokes a brain pattern and hormones that changes our mood, while returning our bodies
         to a healthy state.3 This sets into motion a chain reaction that evokes changes in perception and eventually in our behavior, as shown in figure
         4-1. It puts us back into a state of mind, body, and heart that allows for the restoration or building of resonant relationships
         so critical to leadership effectiveness.
      

      
         FIGURE 4-1

      

      
         The Cycle of Sacrifice and Renewal
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      Renewal begins as certain experiences arouse a different part of our limbic brain than that involved in stress responses.
         This in turn stimulates neural circuits that increase electrical activity in our left prefrontal cortex, leading to arousal
         of the body’s parasympathetic nervous system (PSNS).4 A different set of hormones is released into the blood stream than when the sympathetic nervous system (SNS) is aroused (see
         discussion in chapter 3), including oxytocin in women and vasopressin in men. These activate another set of hormones that
         lower blood pressure and strengthen the immune system. The person then feels elated, happy, optimistic, positive, or amused—an
         experience which in the recent psychology research is termed a “sense of well-being.”5 Once in this emotional state, a person is more likely to perceive events as positive rather than negative or threatening,
         further enhancing the condition that we call renewal. These processes are explained in detail in appendix A.
      

      As we will explain in later chapters, the experiences of mindfulness, hope, and compassion foster and provoke arousal of the
         PSNS and the condition of renewal. Then a positive cycles sets in: being in renewal feeds the experiencing of hope, compassion,
         and 
         mindful attention to self and others while it counters the detrimental effects of stress.6 So among other things, to renew ourselves, we need to remain hopeful even in the midst of real difficulties. We need to truly
         care about the people we are leading and we need to experience compassion—both directed toward other people and coming from people to us. We need to attend to ourselves and to others in mind, body, heart, and spirit. Mindfulness, hope,
         and compassion enable us to be resilient and function effectively even in the face of challenges.
      

      Therefore, sustainable, effective leadership occurs only when the experiences of the sacrifice and stress of leadership are
         interchanged with those of renewal.7 While resonance will lead to effective leadership, unless a leader moves in and out of renewal, he or she will not be able
         to sustain it.
      

      How do you know when you need to act to invoke renewal? It will not occur by itself. Turning renewal into a habit or way of
         life usually means waking up to the realities of our current life and deliberately engaging in intentional change and personal
         transformation. You have to do something that will invoke the renewal that will counteract the Sacrifice Syndrome.
      

      Becoming Aware That You Are Not Aware

      We have seen many leaders who, arriving at the point of dissonance that Niall had reached, simply rationalize or ignore all
         signs of problems and numb themselves to the consequences of their actions (much as we saw in the case of Karl in chapter
         3). But some people, like Niall, recognize and hear “wake-up calls”—clear signs and messages that their lives have become
         something they do not want. These calls can be a first critical step to intentional change.
      

      Sometimes, of course, big or unexpected life events such as marriage, divorce, birth, death, or a colossal failure or opportunity
         at work can be a wake-up call. Most of us have experienced a time in our lives when we have been forced to look at ourselves
         differently—say, when our first child is born or when we take a 
         new and challenging job in an unfamiliar part of the world. How we deal with these life events, these wake-up calls, depends
         in large part on how carefully we are attending to ourselves and the people close to us.
      

      The interesting thing about personal transformation, however, is that it is not always linked with life events. In fact, wakeup
         calls and change can often be traced to a cycle. Whether it happens in the seven-year cycle alluded to in the Old Testament,
         or the cycles discussed in more recent works by Erik Erikson, Dan Levinson, or Gail Sheehy, we each seem to have a rhythm
         to our lives.8 For many of us, cycles of personal transformation occur over periods of about seven years. The sound of the wake-up call
         from these cycles is harder to hear.
      

      At the end of this chapter, we offer several reflective exercises that may help you distinguish where you are in your life
         and career cycle at present. These exercises can help you become mindful of the need for a change. So instead of acting out
         a particular point in your life cycle unconsciously—with inappropriate, dysfunctional, or wildly expensive adventures—you
         can become mindful of the cycle and what to do about it.
      

      Sometimes we find ourselves at a low point in a cycle, or possibly adrift as a result of unexamined choices along the way.
         When we find ourselves in this situation, we can feel stuck, or even trapped. Our energy may have dwindled, and we may experience
         a kind of soul-destroying boredom at work or even, sadly, at home.9 When caught in this spiritual blackout we feel as though the fun and fire have gone out of our life or work. Restlessness
         and even sadness pervade our lives, and we may feel as if something is missing or feel something akin to homesickness, even
         in our own homes. As we become aware of this feeling, we often feel shocked, as if we have slept our life away.
      

      At times, however, we cannot trace a wake-up call directly to a normal life cycle, and it is not triggered by an event as
         dramatic as a breakdown or significant failure. Rather, the cause is simply that the Sacrifice Syndrome has driven us to exhaustion—the
         breaking point. In fact, this is common. Many leaders experience 
         a slow, steady decline in effectiveness, health, and happiness. It happens over many years, simply as a result of the constant
         pressures and the need to give so much of oneself. The trouble is, the subtle messages that tell us something is not right
         are often just whispers. It is easy to miss them until we are literally trapped in the Sacrifice Syndrome. Then, one day,
         we find ourselves waking up to the fact that we are worn out, tired, or just unable to give anymore—simply burned out.10
      

      As we have noted in our earlier writings, long before we figure it out cognitively, there are often clues that tell us that
         we have lost ourselves and need to engage in renewal and make some changes in our lives.11 Most of the time, the clues are emotional or physical. They are vague or easy to miss because they can be attributed to living
         a busy, stressful life. But if we are paying attention, we might notice disturbing feelings of being stuck—a prisoner of decisions
         we have made or events that seem out of our control.
      

      Let’s go back to Niall to see how he woke up and found his way to renewal and to sustainable resonance and effectiveness.
         As we have seen, for a long time he was closed off from himself—his feelings, his awareness of what kind of life he wanted
         to have, even his behavior as a leader. He could not see himself, other people, or the world around him very clearly.
      

      His situation points out the paradox: in order to wake up and do something to counter the numbing effects of the Sacrifice
         Syndrome, you have to become aware that you are not aware. Fortunately, Niall began to recognize the wake-up calls that had long been trying to get his attention. There were at least
         four separate calls, and they came over a period of a year or two. Some calls he heard right away, and some he ignored at
         first, but eventually he was able to act on them and change his life.
      

      Trouble in the Business—the First Wake-up Call

      The first wake-up call came in the form of Niall’s first ferocious failure at work. The problems with the laundry soap that
         his division was championing finally came home to roost. Despite 
         Niall’s efforts to contradict damaging data regarding the product, and despite the fact that if used as directed the product
         was fine, one memorable day the competition managed to get the papers to print pictures of tattered clothing: the clothes
         had been washed with the product, and they were ruined.12 But instead of withdrawing or improving this obviously flawed product, Niall and his team fought back with everything they
         had. They knew there were some issues but, they reasoned, it was also true that if used correctly the product was fine. So,
         under Niall’s leadership, they stood by the product until the bitter end, when customers, suppliers, vendors, and even friends
         began to denounce it.
      

      Niall had not always been a clueless leader, but at this point he was closed down and shut off, from himself and with others.
         He had become difficult to deal with, and people found it hard to confront him. His distress was becoming more obvious, even
         as he tried to maintain a façade of normalcy. To many people, it seemed as if he was just acting a part, which made it difficult
         for them to know where he stood or how he might react to issues. This was confusing and unsettling.
      

      Lots of people could tell that something was wrong with Niall, but nobody knew what it was. What they did know, as one colleague
         said, “He was impossible to deal with. It was always ‘his way or the highway,’ and watch out if you tried to change his plans.
         He had a terrible temper.” So, it is no surprise that CEO Disease had set in—few people could, or would, tell Niall the truth.13
      

      Eventually, even CEO Disease could not protect Niall from what was happening. If nothing else, the competition was delighting
         in airing their version of the facts. Niall and his team could no longer deny the evidence. When used incorrectly, the product
         was destructive and possibly dangerous. They had failed miserably in the product launch and even more miserably in their inability
         to admit mistakes early on and curb the damage. It was a very public and humiliating failure. For the press, it was a feeding
         frenzy of bad and embarrassing news.
      

      This began what Niall describes as an avalanche of problems, and more wake-up calls.

      Friends Abandon Ship—the Second Wake-up Call

      
         When the product failed, Niall looked around for support and found that many of his friends had disappeared. As one colleague
         put it, “We needed him, so we put up with him, but at the first hint of trouble everyone took the opportunity to abandon ship.”
         People who had supported Niall for years simply stopped calling. This was a big shock; it had never occurred to him that people
         would abandon him when the going got tough.
      

      The turmoil in his personal life had hit the boiling point as well. He was seriously unhappy at home and wracked with guilt
         about what a mess he had made. For the first time, Niall found himself really questioning who he was as a leader and a person.
         Niall had to wake up. He started asking himself: “What is it about me that caused the business failure? That caused most of my friends to disappear and my marriage to slide into disrepair? Have
         I ever been as good a leader as I thought? Why have I ignored so many messages? Did arrogance start driving my decisions?
         Why did people stop giving me information and why did they abandon me when I needed them most?”
      

      Niall was beginning to feel some desperation, and turned to a couple of close friends to talk through the problems. He stopped
         denying everything and started talking about his part in the situations. He also began to focus on health and took up distance running. His health began to improve, and gradually
         he noticed an added benefit: when he ran, he found he had the time to reflect and think through what was happening to him.
      

      Slowly, he started to realize that he had lost his friends because they were no longer friends at all, and that this was his fault. He had not consistently cultivated the friendships, or nurtured them. He had taken for granted that people wanted
         to be near him, and he had treated people as conveniences, not as treasured human beings with whom he could enjoy mutually
         supportive relationships. Although the situation was more complicated, he suspected that the same slow process had disrupted
         his marriage: he had never seriously worked on this relationship, and years of inattention 
         resulted in the couple’s growing apart. At this point, they each had grown into people who did not know each other very well,
         and intimacy had dwindled.
      

      As Niall tells it, he was awakening to the fact that he was not the person he wanted to be. He began thinking back to the
         passions and values of his youth, and saw that somehow he had let them slip—he was no longer acting on them, even at home.
         He was painfully aware of the way things had slipped at work, and that relationships there had suffered too. He realized that
         what was now guiding him was some combination of “shoulds” with respect to his role at work, and probably within his family.
         He vowed to change.
      

      A Bad Compromise—and a Third Wake-up Call

      At home, Niall tried one solution after another, each worse than the last. At one point, he crafted the ultimate compromise,
         making arrangements to live away from home during the week and return home to his family only on weekends. Of course that
         was not a solution at all; it was simply a way to lessen his guilt and to ensure that he maintained some semblance of normality.
         As he describes it now, he was so focused on doing the right thing he was doing absolutely nothing right. His emotions careened
         wildly up and down, as did the feelings of the important people in his life. Life was just so dramatic. He alternated between guilt about his family situation and bouts of self-pity because of his own unhappiness. He began to
         realize that he was driven by destructive emotions—he was hurting himself and others.14
      

      It became increasingly difficult for Niall to deny that he was hurting everyone he loved. Paradoxically, the fact that people
         in his life actually accepted the lifestyle compromise was the wake-up call that he finally heard. He finally got it: by selfishly
         and frantically trying to keep up appearances, he was causing pain all around. His back-and-forth living situation meant he
         was inconsistent in his relations with his wife and children too, and everyone ended up feeling confused, rattled, sad, and
         angry most of the time.
      

      
         As the ugly reality of the situation finally sank in, he asked himself “What am I doing?” He describes this awakening as a
         huge release, as if a heavy burden had been lifted from his shoulders. Niall was finally looking at his behavior, his values,
         his impact on others. He was opening up to reality—first, the reality within himself, including his emotions, his honest reflections
         about his life, and the toll his current situation was taking on his mind, body, heart, and spirit. He began to see how his
         decisions at work and with his family and friends were not only flawed, they were in some ways disastrous. As he became more
         aware, he began to direct his attention more consciously, and began seeking real solutions instead of Band-Aids and compromises.
         He began to see things that he had missed for many years, giving him deeper insight, more choices, and the beginning of wisdom.
      

      A Friend’s Dying Words—and a Final Wake-up Call

      Then Niall had an extraordinary experience that finally, once and for all, woke him up. His best friend, Peter, had became
         very ill and had moved back to London. Despite his busy life and the stress of his current situation, Niall felt deep love
         and compassion for his friend, and he spent as much time as possible with Peter.
      

      The two friends spent many hours together during the long months of Peter’s illness. Niall found he could talk to Peter about
         what was happening in his life, the mess he had made, the pain he felt. Something about this particular situation, and this
         particular friend, enabled Niall to really open up. Until this time, he had been on a see-saw, alternately trying to figure
         out what had gone wrong and what to do, and then denying it all. In these conversations with Peter he found his voice, and
         it was as if a dam had burst—all the pain, all the self-loathing, and the deeply hidden hopes he had for life and for the
         future came out.
      

      One night as the two friends talked, Niall found himself asking, “Peter, are you afraid of death? Are you afraid of what is
         to 
         come?” Neither man had any way of knowing it, but it happened that this would be Peter’s last night on earth.
      

      Peter answered that indeed he was not at all afraid, because he had had time to make peace with himself. Then, with passion,
         Peter turned to Niall and said, “I have finally come to realize that what they say is true: life is not a rehearsal. This is all we have, this is it. There is no second chance. I have realized this too late, and
         I have had to find peace with this. But it is not too late for you. You are not living the life you want to—not in your personal
         life, not in your work. If this is not the life you want to live, then you must change it. You must promise me, you owe it to me to take this realization of mine and act on it.”
      

      Peter’s words shook Niall to the core. Peter was right. In that moment, Niall decided that he would find himself again, no
         matter what. He began to realize that personal integrity, authentic relationships, and intimacy were far more important to
         him than success or doing what others expected. He would begin living the life he should live, the life he wanted. He would find his soul again. Niall felt as if he was a bird, and someone had let him fly free. He would live his life as himself, not as some shadow. He would stop living in fear.
      

      Peter’s friendship, his message, and his death opened a door for Niall to begin to find truth and to make the most difficult
         choices. Over the next year or so, Niall managed to act on the awareness he had finally found about his life and the changes
         he needed to make.
      

      How did Niall do this? It is one thing to hear wake-up calls; it is quite another to act on them, to become a resonant leader
         who is able to sustain that resonance through difficult times. The leaders we have observed do it through a process of intentional
         change and engaging in a continual process of self-renewal. That is something that Niall had long ignored; failing to manage
         the Cycle of Sacrifice and Renewal that all leaders inevitably face is what had gotten Niall into trouble in the first place.
         But as he began to “wake up,” so too did he begin the path to renewal, and ultimately, sustainable resonance.
      

      Resonance and Renewal Through
Mindfulness, Hope, and Compassion

      
         As we have seen, the Sacrifice Syndrome can derail even good leaders like Niall. But that is not the end of the story. In
         our work with leaders, we have watched the best among them learn how to manage the downside of leadership through engaging
         in a process of intentional change and continual renewal. They are able to intentionally strive toward resonance and retrieve
         it—or create it anew in the present conditions. As Richard Boyatzis’s research indicates, individual change is not always
         easy—and it does not happen by accident. In fact, to engage in real change—the kind that enables us to manage the inherent stress of leadership, for example—we must engage in a process over
         time to capture our dreams and chart a course toward them. We will discuss intentional change in depth in the next chapter,
         but for now, suffice it to say that once we have woken up as Niall did, we need to articulate for ourselves a dream of a future
         that is personally meaningful and compelling. We need to look at ourselves realistically and identify aspects of ourselves
         that we know we must change, or enhance, in order to reach for our dreams. We need to plan an agenda for learning, and we
         need the support of people around us as we begin the change process.
      

      To return to resonance and counter the Sacrifice Syndrome, we need to make renewal a way of life. This requires conscious
         action and, for most people, intentional change. We have seen, and the research supports our observations, that there are
         actually concrete ways to achieve resonance. These are the same ways to interrupt the Sacrifice Syndrome, enter into renewal
         and sustain resonance personally and with the people around us. Specifically, resonance and renewal involve three experiences
         that we introduced in chapter 1—mindfulness, hope, and compassion—that we can, with practice, cultivate as a way of life, as shown in figure 4-2.
      

      Mindfulness, hope, and compassion spark positive emotions and healthy relationships that enable us to be resilient and function
         effectively even in the face of challenges.15 Renewal is a dynamic process in which mindfulness, hope, and compassion restore us and counter the destructive effects of
         power stress, even as the renewal itself feeds the experiences of mindfulness, hope, and compassion (as shown in figure 4-2).16 So among other things, to renew ourselves, we need to remain hopeful even in the midst of real difficulties, to truly care
         about the people we are leading and experience compassion, and to mindfully attend to ourselves and to other people holistically.
      

      
         FIGURE 4-2

      

      
         Sustaining resonance and effectiveness through the Cycle of Sacrifice and Renewal

Effects internal (within) the leader are marked by dashed lines and arrows.
Social, interactive effects between the leader and others are marked by straight lines and arrows.
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      Some people seem to renew themselves naturally—it almost looks effortless. These people seem to be able to withstand tremendous
         pressure without harming themselves or others. In psychological terms, they are called hardy, or resilient. Recent research
         shows us that such people do not necessarily have special traits or characteristics, but they actively engage in various activities,
         including mindfulness and engaging hope and compassion, to renew themselves continually. They may even engage in these activities
         
         somewhat unconsciously—they have made renewal so much a part of their lives they do it without too much effort.17 The examples in this book help to explain that being able to renew yourself is not a single characteristic. It is a variety
         of experiences and processes that any person can learn, engage, and practice, which can eventually become an unconscious,
         or natural, element of that person’s style.
      

      In chapters 6, 7, and 8, we will discuss mindfulness, hope, and compassion in detail. Now, however, let’s look at each of
         these elements of renewal and how they helped Niall get back to resonance in life and as a leader.
      

      Mindfulness as a Source of Renewal

      When we talk about mindfulness, we mean living in a state of full and conscious awareness of one’s whole self, other people,
         and the context in which we live and work. This means developing our intellect, taking care of our bodies, using the power
         of our emotions, and attending to our spirituality. We define mindfulness as being awake, aware, and attending—to ourselves and to the world around us. Mindfulness enables us to pay attention to what is happening to us, and to stop
         the Sacrifice Syndrome before it stops us. Being mindfully aware of ourselves and our surroundings, human, and environmental,
         invokes the capacity for renewal.
      

      But, you say, this sounds like self-development—and we say, yes, that’s it exactly! Mindfully attending to all aspects of
         our humanity enables us to reach our full potential as individuals while becoming more fully engaged with people, with our
         communities, and with our environment.18
      

      Leaders are often advised to focus on the rational mind and on the mechanics of business—planning, organizing, and controlling
         resources (including people)—and to leave the soft stuff alone. They are told to ignore the body, heart, and spirit or, better
         yet, leave them at the front door when entering the office. But bringing only parts of ourselves to work leaves us feeling
         lost, dull, or as if we are running on a treadmill. The resulting disconnection with 
         ourselves, our colleagues, our customers, and even friends and families results in increasing isolation and dissonance.
      

      Instead, people need to cultivate mindfulness and seek resonance in themselves and with others. This is what it takes to be
         an effective leader and to sustain effectiveness in the face of constant pressure. Those of us who cultivate mindfulness have
         more cognitive flexibility, creativity, and problem-solving skills.19 In other words, leaders who pay attention to the whole self—mind, body, heart, and spirit—can literally be quicker, smarter,
         happier, and more effective than those who focus too narrowly on short-term success.
      

      Back to Niall for a moment: part of the reason for his success was that he has the capacity of mindfulness. The problem was, as the pressure increased and as a result of becoming more powerful, he had
         let his attention to himself and others slip. He had lost the habit of attending to the nuances of his internal state. Similarly,
         he had stopped working as hard as he used to on understanding others and their messages, as well as the messages from the
         broader environment.
      

      So, for Niall, the question was, “How can I re-engage my capacity for mindfulness?” He started with a lot of reflection. He
         built in time to think—and to concentrate on getting clear about what he was feeling and what he was doing. And he did this
         while running, so the physiological effects of the exercise literally helped him to think more clearly. He also reached out
         to one or two people and used them as sounding boards to check on his reflections. He took the risk of being vulnerable with
         his closest friends—admitting that maybe he was making mistakes that needed fixing (at work or at home), and he asked for
         opinions and help.
      

      Hope as a Source of Renewal

      Although renewal begins with mindfulness, such awareness is not enough. Renewal is sparked by positive emotions. In particular,
         the experiences of hope and compassion actually cause changes in our brains and hormones that allow us to renew our 
         minds, bodies, and hearts. We can be more resilient and have more capacity for creating resonance when we are optimistic and
         when we experience hope and compassion. And these feelings—or more accurately, the experience of hope and compassion—are the basis for leaders’ creating resonant relationships with those around them.
      

      When we experience hope, we feel excited about a possible future, and we generally believe that the future we envision is attainable. Hope engages
         and raises our spirit and mobilizes energy. It causes us to want to act and enables us to draw on personal resources in the
         service of moving toward our goal. Beyond this, hope, and the visions that come with it, are contagious. They are powerful
         drivers of others’ behavior. Hope is an emotional magnet—it keeps people going even in the midst of challenges. A leader’s hopeful outlook enables
         people to see beyond today’s challenges to tomorrow’s answers. Hope binds people together and helps us move in concert toward
         a desired end.
      

      In Niall’s case, hope was in short supply for a while. At Unilever, the laundry product situation looked pretty bad and it
         would have been easy for Niall, then the team, to sink into despair. But, two things stopped this slide. First, Unilever’s
         leaders did not lose faith in Niall. Then, Niall found energy to direct the team’s efforts toward the future. Let’s look at
         how this played out.
      

      Even during the worst days of the debacle, Unilever’s leadership still believed that Niall could become the next chairman.
         This surprised him, and he was appreciative. It was a dream he had had for many years. But what good is a dream if you feel
         you do not deserve it? Niall had a huge mess on his hands. It just did not seem right to win when in fact he was in the midst
         of a colossal failure. He did not know it at the time, but the fact that he was beginning to be honest with himself and to
         hold himself accountable for living up to his values actually sparked a bit of hope. He saw a future that was more than simply
         getting the brass ring, that chairman’s position.
      

      All of this led Niall to begin to seriously question his decisions in the laundry soap business. He saw that his stance on
         the doomed 
         product had hurt lots of people—customers, his team, and colleagues—and the business itself. He looked at this situation and
         the possible solutions from many different perspectives and let go of the single-mindedness that had characterized his treatment
         of the problem. He took responsibility for his part, deciding to stay with the business and see it through. He did not have
         to do this. He could have easily gotten out of it, moved on, and let someone else clean things up. But instead he asked Unilever’s
         board for permission to stay in the business, to see it through until things began to turn around.
      

      Niall’s hopeful view of the future and his actions inspired commitment and ultimately sparked resonance on the team. And as
         the vision of what to do and the belief it would lead to a better situation began to develop, Niall began to feel once again
         that he had some control over his life. He was regaining a bit of self-respect. He felt emotionally ready to work on the other
         serious problems in his life. As he began to act on his values more deliberately at work, Niall talked himself into believing
         that despite the problems and the bad choices he had made, he could right the wrongs in his personal life as well.
      

      The image of the future that Niall generated was realistic—difficult, but possible. This meant that his hope was based on
         an optimistic, but reasonable, vision, and thus he felt he had the ability to move toward—and achieve—this feasible set of
         goals.20 In other words, he was dealing with reality, not fantasy. And the feasibility of his dreams supported his feelings of hope—sparking
         a positive cycle that continued to generate hope and energy during the process of making changes in his leadership and his
         life.
      

      Here’s where resonance comes in: as Niall began to imagine a different—and feasible—future, his hope became contagious. At
         work, others began to understand and see his vision and realistic possibilities about the future. And he carried this realism
         and hope into his personal life. Although for a time it was extremely difficult, he was finally able to act on mistakes and
         chart a different, more promising path for himself and those close to him.
      

      Compassion as a Source of Renewal

      
         When we experience compassion, we are in tune with the people around us. We understand their wants and needs, and we are motivated to act on our feelings.
         Like hope, compassion invokes renewal in our mind, body, and heart. And, like hope, compassion is contagious.
      

      If asked during the years of struggle and confusion, Niall would likely have said that he still felt tremendous compassion
         for the people in his life who were so hurt by his actions, at work, and at home. But compassion is different than sympathy,
         or even empathy, in that it goes beyond understanding. Compassion is a combination of deep understanding, concern, and a willingness to act on that concern for the benefit of oneself and others. What made the difference for Niall and helped him step into renewal
         was that at a certain point he stopped simply feeling sorry for himself and merely feeling sympathy for others. He acted on
         his feelings and began to make changes that would ultimately lessen people’s suffering and bring them closer together.
      

      Conversely, as much as we need to show compassion in order for renewal to take place, we also must receive it. When we are
         in emotional turmoil and especially when we find that some of our life’s foundations are crumbling, we need to know, if we
         are to repair this situation, that we are not alone. As we are cultivating mindfulness and beginning to feel a glimmer of
         hope, we also need to know that others care, that they are offering us their concern, compassion, and love. We need others’
         positive regard, even respect, in order to hold on while we figure things out and find ourselves again.
      

      Maybe Niall was lucky. Even though many friends had eventually deserted him, there were a few who did not abandon him. They
         seemed to understand him not just as a person who had made a mess of things, but as a truly good man and a good businessman.
         They saw him as someone who had made some bad choices along the way—but also as a person who could, and would, 
         right the wrongs of the past and return to more balance and resonance. The knowledge that a few people still trusted and liked
         him gave Niall some breathing room.
      

      One of those people was Peter, Niall’s dying friend. And conversely, Niall’s compassion for and with his friend opened the
         door to ultimately feel compassion for himself. This profound experience, along with the love and support of others, fed his
         growing sense of hope and prepared him to design the future he wanted to unfold.
      

      Personal Renewal and
Professional Excellence

      Niall FitzGerald is an outstanding leader, and in other, more personal roles in his life, he is living up to his own high
         standards. We have seen him in action—he really does create resonance, whereas in the past he could easily create dissonance.
         People in the business world look up to him, and he is having impact on social causes that are close to his heart. And maybe
         most importantly, his personal life is now vibrant and happy.
      

      In the end, Niall has found a path that is right for him, and he treasures it. He has learned that the dangers of being seduced
         by the pressure of the leadership role and one’s own power are constantly present at work. And that ignoring one’s most important
         relationships leads to disaster at home. He has crafted a life in which he focuses constantly on being honest and true to
         himself. And Niall is at last living a personal life that reflects his values and his beliefs. Although sadly his first marriage
         was lost—a casualty of Niall’s years of dissonance—he has learned lessons from that collapse. He now works very hard to maintain
         a close relationship with his children. He is married again, and this time he takes nothing for granted. He focuses a tremendous
         amount of time and energy on this relationship, working hard to keep it vibrant, meaningful, and close.
      

      
         For Niall FitzGerald, getting back in touch with his values—what he truly, deeply believes to be important—was at the center
         of his renewal. In his moments of greatest self-doubt and uncertainty about the future, he began to reconstruct a life of
         meaning from his values. The lesson to be learned is this: whether it is to help you hear a wake-up call or to reaffirm your
         core values as a basis for entering renewal through mindfulness, hope, and compassion, it is useful to review what your values
         are from time to time.
      

      At the end of this chapter and in appendix B, we offer several exercises that can help you to explore your values and philosophy.
         There are also exercises to help reveal the rhythms in your work and life; these may also add insight into when you may expect
         a wake-up call, or signal the faint echo of a wake-up call. At the minimum, they can help you keep in touch with possible
         changes taking place inside.
      

      The End, and the Beginning, of Niall FitzGerald’s Story: Sustaining Resonance

      Transformations like Niall FitzGerald’s do not happen overnight. In fact, it takes years for old habits and old patterns of
         behavior to disappear and for new ones to take their place. Once awake, it takes vigilance to remain so. Niall admits to slipping
         into old habits at times. During the years he was chairman at Unilever, and now at Reuters, he consciously and deliberately
         works to be the best leader he can possibly be. He strives to be courageous and willing to take chances, authentic but even
         vulnerable in his relationships, honest, compassionate, and consistently challenging people to find their passion and reach
         for their dreams. He has consciously developed his emotional intelligence, or more accurately reinvigorated the competencies
         he had demonstrated effectively and repeatedly in the past.
      

      During his awakening, Niall cultivated new habits that enable him to renew himself continually. He continues to run marathons,
         and combines this with raising money for charities that attend to 
         the needs of children around the world. He has rekindled an interest in studying spirituality—he reads widely across a variety
         of spiritual traditions and works to bring their wisdom and practices into daily life. He and his wife focus on friends and
         relationships as a central part of their life; on most weekends, you will find friends sitting around their kitchen table
         engaged in deep conversation on everything from the world’s events to the welfare of children to life in general.
      

      As we have seen in Niall’s story, even those of us who can create resonance will at times lose our way. This is why we need to catch the Sacrifice Syndrome before it starts and do
         something about it. To learn how to counter the Sacrifice Syndrome and engage in renewal, most of us have personal work to do. We need to find our passion, take a good, hard look at who we are and the life we are leading, break old patterns,
         and get rid of old habits. We need to cultivate mindfulness and learn how to engage hope and compassion, even (maybe especially)
         when we are under extreme pressure.
      

      We will devote the next part of this book to showing just how the process of intentional change works and how the experiences
         of mindfulness, hope, and compassion foster and provoke the condition of renewal. We will look at exactly how some leaders,
         like Niall, have “cracked the code” and learned to manage the Cycle of Sacrifice and Renewal.
      

      
      Exercise 1: Is That a Wake-up Call?

      SOMETIMES, wake-up calls come in the form of a dramatic life event such as the birth of a child, a death in the family, or an unexpected
         change in job. Other times, wake-up calls are more subtle and come as a result of gradual changes in life or work, or as a
         result of a combination of a few, seemingly minor, alterations to a familiar lifestyle. Monitoring the big—as well as the
         smaller—changes 
         in work or personal life is a way to stay tuned in to our own wakeup calls, and to have more control over our present as well
         as our future. Consider the following examples of common wake-up calls. Have you experienced any of these in the recent past,
         or are you experiencing them now? Are there other, more subtle, life events not on the list that could be a wake up call for
         you?
      

      •  Divorce or separation

      •  Move to a new home

      •  Death in the family or support network

      •  Promotion

      •  Significant medical diagnosis

      •  Physical injury

      •  Significant loss of physical capacity

      •  Anniversary of a significant event

      •  Car accident

      •  Marriage

      •  Significant job change

      •  Job loss

      •  Birth of a child

      •  Significant financial loss or gain

      •  Life cycle changes (children leaving home, etc.)

      •  Significant success or failure in a project

      •  Change in the amount/type of medication

      •  Significantly more time away from home (e.g., travel for work)

      •  
         Significantly less quality time with family or friends
      

      •  Important new relationship (love, friendship, boss)

      •  Noticeable gain or loss of weight

      •  A sense of boredom or frustration with life or work

      •  World events that have impacted me personally (psychologically or otherwise)

      •  Disruption or dissatisfaction with an important relationship (spouse, child, friend, boss)

      •  Completion of a major project

      •  Change in lifelong habits (e.g., exercise, spiritual practice, hobbies)

    

      
      Exercise 2: Your Moral Core

      THE OBJECTIVE of this exercise is to help you clarify your values or beliefs. Since our values and beliefs change from time to time, often
         after reflection or certain events, it is useful to review and consider our values and beliefs regularly.21 Being mindful of your values requires periodic reflection about your beliefs and their importance to you at this point in
         your life.
      

      Below we present a list of values, beliefs, or personal characteristics for your consideration, along with steps to help you
         identify which are most important to you as guiding principles in your life. You might find it useful to determine degrees
         of importance by considering whether you would be upset or elated if your present state or condition in life would change
         if you could no longer act on a particular value. You might at times find it helpful to consider two values at a time, asking
         yourself about the relative importance of one over the other.
      

      1. 
         Identify the fifteen or so values that are most important to you, and mark them with an asterisk or circle them.
      

      2. From this list, identify the five that are the most important to you.

      3. Third, rank each of the five with “1” being the most important value to you to “5” being the least important of these five
         important values.
      

      List of Values, Beliefs, or Desirable Personal Characteristics

      Accomplishment

      Achievement

      Adventure

      Affection

      Affectionate

      Affiliation

      Ambition

      Assisting others

      Authority

      Autonomy

      Beauty

      Belonging

      Broad-mindedness

      Caring

      Challenge

      Cheerfulness

      Cleanliness

      Comfortable life

      Companionship

      Competent

      Competitiveness

      Contribution to others

      Conformity

      Contentednss

      Control

      Cooperation

      Courage

      Courteousness

      Creativity

      Dependability

      Discipline

      Economic security

      Effectiveness

      Equality

      Exciting life

      Fame

      Family happiness

      Family security

      Forgiving

      Free choice

      Freedom

      Friendship

      Fun

      Genuineness

      Happiness

      Health

      Helpfulness

      Honesty

      Independence

      Improving society

      Innovativeness

      Integrity

      Intellect

      Involvement

      Imagination

      Joy

      Leisure

      Logic

      Love

      Loving

      Mature love

      National security

      Nature

      Obedience

      Order

      Peace

      Personal development

      Pleasure

      Politeness

      Power

      Pride

      Rationality

      Recognition

      Reliable

      Religion

      Respect

      Responsibility

      Restrained

      Salvation

      Self-control

      Self-reliance

      Self-respect

      Sincerity

      Spirituality

      Stability

      Status

      Success

      Symbolism

      Taking risks

      Teamwork

      Tidiness

      Tenderness

      Tranquility

      Wealth

      Winning

      Wisdom

      
         This is not an easy exercise. Most people find the first step easy, but the last step is difficult, if not uncomfortable.
         That is because the reflection forces us to reconcile a number of potentially divergent aspects of our current lives. First,
         when you develop the final list of five values and rank them, you inevitably keep asking yourself, “Does this placement of
         the value reflect how I act or how I would like to act?” In other words, does the ranking of the value represent the person
         you are today in your actions and decisions? Second, if it does not, does it represent the person you would like to become?
         You might also wonder, does the assignment of value in the ranking reflect my current preferences, attitudes, actions, and
         decisions? Or it is a better reflection of the way I was a few years ago—a past, earlier me?
      

      Understanding what is important to us becomes a moral rudder, helping us steer our path through confusing and sometimes conflicting
         moments and decisions.
      

      

      
      Exercise 3: Rhythms in My Career(s)

      THIS EXERCISE presents a worksheet for recording your career history.* Each horizontal line in the figure represents a job/role of your career or careers. The vertical lines represent transitions,
         such as a promotion, job change, organizational change, career change, or professional preparation period. Starting with the
         present, please complete this form by writing the year of each career transition and a brief description of the transition
         on the vertical line. Write the jobs, roles, or activities along the horizontal lines. Complete the chart backward in time
         from the present to the point at which you first entered the full-time workforce, or to the age of twenty-one, whichever came
         first. Please include all work and roles that you consider meaningful, even, for example, a part-time job.
      

      After filling the lines and transitions, examine the number of years between major changes. A major change is not necessarily every job change or even organization change, but one that means 
         you are approaching work differently. Does this reflect a rhythm in your cycle of interest and boredom in work? If so, where
         are you in the current cycle? When might you approach a transition period and listen for a wake-up call?
      

      [image: art]

      If you need more lines or space, insert a blank page and draw your career history.

    

      
      Exercise 4: Rhythms in My Life

      ON A SHEET of paper, write the current year at the top of the left-hand side of the page. Underneath it, write the years in descending
         order from this year all the way back to when you were 
         born. Next to any of the years, write any event or experience that you considered at the time or now consider to have been
         important in your life. The years are listed as a memory aid; it is not necessary to write something into each year. Possible
         categories reflecting aspects of life to consider in completing this list are: physical or personal health events (e.g., turning
         50, surgery); relationship events (e.g., marriage, birth of a child, divorce); spiritual (e.g., finding and joining a church,
         temple, mosque); emotional (e.g., death of a parent, a vacation or trip that opened a new horizon in life); intellectual (e.g.,
         a book that inspired a new way of looking at life); financial (e.g., being laid off, achieving a major financial goal); avocational,
         such as hobbies, interests, or sports (e.g., shooting under 80 at golf, writing a song that was recorded, skydiving); and
         so forth. But they should be important events in your life.
      

      A hint about this form: most people find that in completing this form, they do not follow a logical time sequence as they
         did for the career history. In other words, you may remember or think of a major event that occurred ten years ago that reminds
         you of something that happened earlier and another event that happened more recently. Feel free to add items to this list
         in whatever order works for you. It may require several sessions in which you reflect on your life and think about the events
         mentioned on this list. Do not feel constrained by the space provided for any given year. Use additional paper to add items
         for particular years. Most people find it useful to note items going back to their twenties, but some find it important to
         go back further. Add more years if necessary.
      

      Look at the number of years between major life events. Is there a rhythm to when you feel the need for a change or when changes
         seem to occur? If so, where are you in the current rhythm and when should you listen for a wake-up call?
      

      


      F I V E

      Intentional Change

      
         MEANINGFUL AND IMPORTANT CHANGES do happen by chance. Without a high degree of awareness, we may not notice the changes for a long time—or until others comment
         on them. In this sense, desired changes often appear discontinuous. In complexity theory, these surprises are called “emergence.”
         For most of us, though, the important changes in our lives feel like epiphanies; they are truly discoveries. With increased
         mindfulness, the process of change seems smooth or even seamless. Part of the challenge of creating and sustaining excellent
         leadership is to recognize, manage, and even direct one’s own process of learning and change. People who manage their own
         development intentionally—as Niall FitzGerald ultimately did and as he does today—are poised to make good choices about what
         they need to do to be more effective, and more satisfied with their lives. Drawing on decades of research, much of it conducted
         by Richard Boyatzis, we can now say with some certainty that the Intentional Change Model can help people to engage in personal
         transformation successfully, and with excitement and enthusiasm.1
      

      
         Longitudinal research studies in the last few years have shown that sustainable change occurs as we focus on five major discoveries:2
      

      1. The ideal self, or what you want out of life and the person you want to be—leading to your personal vision.
      

      2. The real self, or how you act and are seen by others; the comparison of the real self to the ideal self results in identification of your
         strengths and weaknesses—leading to your personal balance sheet.
      

      3. Your learning agenda to capitalize on your strengths and move you closer to your personal vision while possibly working on a weakness or two (or
         working to maintain the ideal current state of your life and work).
      

      4. Experimenting with and practicing new habits or reinforcing and affirming your strengths.
      

      5. Developing and maintaining close, personal relationships—resonant relationships—that enable you to move through these discoveries toward renewal.
      

      These discoveries are shown in figure 5-1 as a cyclical process. Your path to renewal and resonance involves cycling through
         these discoveries to become the person you want to be and live the life you want to live.
      

      But as we have said, dissonance is the default. Without intentional effort to move into resonance or remain there, we can
         miss opportunities for personal transformation, and our relationships will slide into less effective and less fulfilling interactions.
         On the path to resonance with self and with others, hope is the driver, compassion enables it, and mindfulness makes the path
         smoother and more understandable. Only with these elements can we sustain personal health, effectiveness, and resonant relationships.
         But it is not easy. It takes commitment and courage.
      

      Let us look at an example of a classic high-achieving, action-oriented, successful man who dramatically improved his already
         good leadership through engaging in intentional change to develop his capacity for renewal and resonance.
      

      
         FIGURE 5-1

      

      
         Boyatzis’s Intentional Change Theory*
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      A Leader’s Journey to Renewal

      As CEO of Italy’s UniCredit Banca, Roberto Nicastro stands out. He is young to be in his position—barely in his forties. His
         ruffled hair, quick smile, and restless inclination to act make him appear to be in perpetual motion, driven as he is by a
         powerful desire for excellence. And while he is likeable, friendly, and confident, Roberto is also a leader whose mental sharpness
         has brought him and his company much success.
      

      For example, recently Roberto was instrumental in enabling UniCredit Group to engage in an ambitious international expansion.
         In only three short years, the group took a solid but very bold 
         acquisition strategy from vision to reality. Starting with just a minor interest outside the Italian borders, Roberto’s business
         acumen, emotional intelligence, and sheer energy enabled the bank to develop partnerships with several significant financial
         services institutions in Central and Eastern Europe. Moving across cultural barriers is not always easy, and it is often difficult
         to establish trust, but Roberto quickly built solid relationships during the merger and acquisitions processes in sensitive
         situations that could have become contentious. He found novel solutions to management dilemmas. He built new systems, both
         human and organizational.
      

      Given his obvious success as a leader, when we met Roberto we found it fascinating (and admirable) that he had decided to
         focus his energy on developing himself. After all, he was doing great, leading this new, exciting division with a very promising
         future in the industry. He and his family were also happy in their personal life. So why change?
      

      Step 1: The Sparks That Ignite the Passion to Change—Finding Your Ideal Self

      Roberto Nicastro described his awakening to the need for a different kind of happiness as a Maslovian process.3 Early on, he was meeting modern basic needs: starting his career, doing well in his field, courting his loved one, getting
         married, having a family. All of these had been achieved some time ago. But, in quiet moments of honest reflection, Roberto
         knew deep down that he was not totally at peace with himself. He recognized that he was on an emotional roller coaster much
         of the time, pushing up hills and careening down—not feeling out of control, really, just not peaceful. It was starting to
         seem as if this roller coaster might be all there was to his life, and it was just not enough. Even though to everyone around
         him—up, down, and around in the organization—he seemed to be totally in control and very successful, Roberto knew that he
         was beginning to be caught in the Sacrifice Syndrome. This is, as we have seen, the trap into which many leaders fall when
         they give too much without renewing themselves on a regular basis.
      

      
         To his credit, Roberto saw what was going on long before it negatively affected him or his leadership. And, interestingly,
         he was not driven to change by any sort of fear of impending failure. In fact, the impetus was just the opposite: instead
         of being driven by a need to compensate for weaknesses, he wanted to build on his strengths. The spark that ignited Roberto’s
         commitment to develop himself was a desire to be the best person he could be.4 As he began to realize that he was indeed achieving the goals he had set for himself with respect to career and family, he
         found himself free to think a bit more expansively about life. He began imagining a future that included physical health well
         into old age, deeply fulfilling relationships at home and at work, and even making his mark in the world—his legacy, if you
         will. Roberto began to imagine a bigger future that was ripe with hope.
      

      The new image that emerged of the person he wanted to be was what we call the ideal self. It was a vision that ignited hope—a powerful driver of behavior. His vision and hope actually motivated his change process,
         and constituted the first epiphany he had on the journey.
      

      This kind of discovery—this awareness of what could be—that Roberto experienced was the first step in his becoming mindful
         of his personal change process. This process begins with identifying your dream—for yourself, your life, and your work.
      

      The last twenty years have seen considerable research done on the power of positive imaging and visioning. The research in
         sports psychology, meditation, and biofeedback indicates that we can access and engage deep emotional commitment and psychic
         energy if we engage our passions and catch our dreams in our ideal self-image.5 Surprisingly, even though we know the importance of considering a positive view of ourselves and our future, we often skip
         this step. We take on others’ hopes for us, maybe, or we simply let ourselves become numb to our own dreams. So, your first
         challenge: find your dream—your own vision for yourself and your life.6 You may want to start this process now. If so, take some time to look through and work on the exercises at the end of this
         chapter and in appendix B.
      

      Step 2: Confronting Your Real Self—
Finding Your Strengths and Weaknesses

      
         As Roberto worked to clarify his vision, he felt excitement, hope, and a compelling desire to move toward the future. Along
         with excitement from his hopeful vision came energy and a commitment to look at what might get in his way, what was preventing
         him from creating the life he dreamed about. He started looking at himself holistically—mind, body, heart, and spirit—and
         came to the conclusion that in fact some of his greatest strengths were now becoming liabilities.
      

      Becoming aware who we are now—what we call the real self—is the next step in intentional change. To move from where we are now to where we want to be, we need to have a sense of
         how others see us, and how that image matches (or does not match) with how we see ourselves.
      

      This is an important aspect of mindfulness and requires deep self-awareness and the willingness to be vulnerable. Becoming
         clear about oneself and how others experience us is difficult and takes courage. Why? Because over time, we build a certain
         (usually positive) self-image, and our psyche actively protects that image from harm or change by preventing us from taking
         in all of the information about ourselves, especially negative or disconfirming information. This defense mechanism serves
         to protect us, but it also conspires to delude us into an image of who we are that feeds on itself, becomes self-perpetuating,
         and eventually may become dysfunctional.7 So in order to really see ourselves as we are we have to let our defenses down.
      

      Roberto was a prime candidate for playing out this dynamic. Everyone had always praised his creativity, energy, drive, and
         ambition. In his early career these characteristics were the source of his success, and he certainly did not want to put out
         his own flame. Yet during this time of visioning, he found himself to be more open and willing to let his defenses down, increasing
         his capacity to look at himself realistically. He began listening to his 
         emotions, his body, and to what people did not say to him. He began to realize that his strengths—notably his creativity, action orientation, and speed—were also at the
         root of some of his problems. Roberto’s adrenalin was constantly pumping—he was in a physiological state of high alert most
         of the time. His body was beginning to revolt: irritating stress-related illnesses were becoming more common with each passing
         year. He realized that his intensity, focus, and creativity were sources of personal satisfaction and success but also at
         the core of some of the internal unrest and stress he habitually experienced. He noticed the effects of power stress and the
         beginning of the Sacrifice Syndrome.
      

      Moreover, his intense style was beginning to cause a few problems with his work relationships. At the height of his fast-paced,
         action-oriented, hurricane era, Roberto inspired admiration, awe, frustration, and sometimes fear. His tendency to constantly
         move toward novelty and to always have lists of new ideas and projects became overwhelming for the people around him. Some
         could not keep up and began to feel exhausted, inadequate, or decidedly uninspired.
      

      At around the same time, there were a couple of difficult personnel situations that were not, in fact, helped by his intensity.
         He came to see that part of the problem was that he moved too fast, with such impatience, that he could lose sight of the
         people around him. In his search for excellence and the next best idea he was running right over people—not really understanding
         their experience and often quite callously ignoring his impact or the impact of what he set in motion.
      

      As he moved up the hierarchy, he realized, his style might become a liability.8 Even though so many strengths—such as initiative, drive, and the quest for excellence—actually do lead to success, they can
         also become very problematic for a leader and the people around him when left unexamined. In fact, people who have a strong
         achievement motive often find themselves pushing so hard for excellence that they actually sabotage their own and others’
         efforts—not very effective in leadership situations. It is 
         particularly damaging when dealing with strong individuals at the top of a large organization, where relationships are key.
      

      When we finally recognize that we are heading for trouble, we often wonder why we did not see it sooner. In fact, however,
         seeing yourself as others see you and honestly considering your internal states, beliefs, emotions, and so forth is probably
         one of the most difficult developmental challenges. Many of us know this phenomenon as the boiling frog syndrome. Simply put,
         if you drop a frog into a pot of boiling water, the frog will immediately jump out. But place a frog in a pot of cool water,
         and gradually raise the temperature to boiling, and the frog will remain in the water, unaware of the rising temperature,
         until it is cooked to death.
      

      Several factors contribute to humans becoming boiling frogs. People around you may not let you see yourself or the world clearly;
         they simply do not give you feedback or information about how they see you. This is particularly true if you have power over
         them—as a parent or leader, for example. Or, they may be victims of the boiling frog syndrome themselves, not seeing you or
         the world all that clearly. And some people are enablers: they deliberately avoid sharing the truth. They may be frightened
         of repercussions, want to avoid conflict, or be unwilling to change themselves.
      

      We also miss clues about our real selves because when we attempt to change and develop, all too often we focus only on our
         deficiencies rather than our strengths. Organizational training programs and managers conducting annual reviews often make
         the same mistake. There is an assumption that when it comes to talents and strengths, we can leave well enough alone and get
         to the areas that need work. So, at best, people are faced with negative and disconfirming information about themselves, with
         little or no attention paid to their strengths. They then become trapped by negativity, which has a powerful and destructive
         effect, as we will see in chapter 7. They lose the passion for change, become resentful, or even opt out from their jobs,
         psychologically if not physically. It is no wonder that many of the leadership programs 
         intended to help a person develop result in the individual feeling battered, beleaguered, and bruised, rather than encouraged,
         motivated, or guided.
      

      As Roberto’s story illustrates, for you to truly consider changing yourself, you must have a sense of what you value and want
         to keep. Roberto started with a sense that quite a lot was working well with respect to his leadership and his life. He began examining
         himself holistically—looking at what he valued in himself as well as what he might need to change. He took a balanced approach,
         focusing on what we call strengths and gaps.
      

      The areas in which your real self and ideal self are consistent and congruent can be considered strengths, and you are likely
         to want to preserve them. You will also need to consider weaknesses: areas where your real self and ideal self are not consistent,
         or deficiencies that you wish to change or adapt in some manner (these deficiencies are often referred to as gaps in organizations). Then you have to turn your insight into an actionable plan—a personal vision and a learning agenda.
      

      It takes courage to change patterns that have always worked well, to let the old behaviors and attitudes go and try new ones.
         It is particularly difficult to modify one’s strengths—after all, we do not want to obliterate the very characteristics that
         have enabled us to succeed. Difficult as this kind of change can be, it is important to start with a highly motivating vision—this
         is exactly what the ideal self is, and why the hope it generates can provide the fuel that drives the engine of personal transformation.
      

      It takes inner strength to look at your real self. That is why you need to look at the ideal self first. This gives you a powerful, positive, and motivating sense of what could be that sustains you through the hard work of looking
         at your current reality. Discovering the real self, then, begins by looking closely at your ideal self. We have included exercises
         for insight into your ideal self at the end of this chapter and in appendix B. These activities are personal and the outcomes
         can be elusive, so the work of exploring your ideal self must take place in psychologically safe surroundings. 
         These exercises and tests can help by making explicit the dreams or aspirations you have for the future. Talking with close
         friends or mentors can help, if both you and they agree to candor, honesty, support, and confidentiality. Allowing yourself
         to think about your desired future, not merely a prediction of your most likely future, is difficult but quite possible if
         you diligently consider your real dreams and consciously stay open to possibilities.
      

      After you have discovered your ideal self and begun to gain insight into your real self—and your strengths and weaknesses—you
         might want to begin systematically collecting information from others, perhaps through 360-degree feedback, which is popular
         in organizations. Other sources of insight into your real self may come from behavioral feedback through video- or audiotaped
         interactions and other exercises done in assessment centers, career centers, and coaching relationships. Again, good friends
         and loved ones can help if all parties take the exploration and conversations seriously and treat one another with compassion
         and sensitivity. Various psychological tests, such as those that look at values, philosophy, traits, and motives, can also
         help you determine or make explicit inner aspects of your real self. In fact, reflecting on your core values and operating
         philosophy is a good way to begin this process. You may want to explore this now, using appendix B.
      

      Once we have these insights about our strengths and weaknesses, and the context of our personal vision, how do we get there?
         Developing a learning agenda makes it possible.
      

      Before we see how Roberto’s story has played out, let us now move to the case of how another executive remade herself into
         a resonant leader.
      

      Step 3: Creating a Learning Agenda for a New Future

      “Ellen” is a general manager of a small business within a Fortune 500 company that makes a variety of automotive and truck components. Little did she know, when she took yet another promotion
         in 2000, that she was about to have an epiphany that would 
         bring her strengths and weaknesses into stark relief. Her appointment as head of sales and marketing at one of the parent
         company’s large divisions followed the latest of what had been a series of star performance reviews. In this review, her boss,
         the general manager, gave her the first “1” performance rating he had awarded in his twenty years of managing for the company.
      

      Success was not new to Ellen. After getting a BA in biomedical engineering and one MA in finance and another in operations,
         she was on the fast track—changing jobs about every year and a half. She wanted to be the best she could be at any job and
         enjoyed the steady movement up the ladder toward general management. Her duties were challenging, including orchestrating
         layoffs and restructuring. Following one particularly difficult turnaround period, a new HR manager came into the division.
         He approached Ellen on a Friday and said, “We have a problem.” He had reviewed exit interviews with people who were laid off
         and handed her a list of things people had said about her.
      

      The list devastated her. People had said things like, “I can’t trust Ellen.” “She doesn’t care about her people. She only
         cares about results.” “She’s intimidating to work for.” “She expects a lot out of people without taking the time to develop
         them.” The shock permeated Ellen’s every waking thought for the weekend. She could not believe it. She had always done what
         was needed or expected of her and gotten results. Her performance was exemplary and had won her accolades. Bosses had consistently
         praised her.
      

      Ellen approached her boss on Monday and asked him what this meant. He was angry at the HR manager for what he had done (without
         his knowledge), and furious at the way he had done it. He reiterated all of her strengths, as he had a few months earlier
         at the time of the promotion and most recently at her annual review. But he then told her that although she always got results,
         “You have to get your people to be as results driven and passionate as you are—then, you’ll be ten times more successful.”
         He handed her a book on emotional intelligence and suggested that she read it and consider its implications for her style.9 As we all 
         know, reading a book—any book—is rarely enough to get us to change. But, as Ellen read, she was also crafting a vision of
         her ideal self, and a vision of her future. She saw that some of the attributes of great leadership, including empathy, would
         be essential if she were to achieve her dreams. This was her wake-up call—and she heard it.
      

      Over the next few weeks, Ellen came to realize that her new mission was to get results through others. As she will say now,
         “For many years, I demonstrated very little empathy at work. In fact, in my efforts to demonstrate strength and courage in
         a male-dominated environment, I had convinced myself that empathy was a sign of weakness and did not belong in the workplace.
         As a result, I was very unskilled at being an empathetic manager.” And this despite the fact that at home with her husband
         and children, and with her friends and extended family, she was tuned into others. “The book,” she said, “convinced me that
         emotions had a place at work.”
      

      Her learning agenda started with getting help. When she asked, her boss encouraged Ellen to go ahead and find a coach. She
         did, and worked with him to refine her image of her ideal self. In particular, her coach helped her realize that she could
         not achieve her dreams unless she really focused on and fixed the problem she had showing empathy. She and her coach engaged
         in long conversations and even exercises that enabled her to explore empathy and to practice it at work and at home. The exercises
         sounded simple, but they were not easy for someone who had never thought this way—at least not within the work environment.
         They had a powerful effect on Ellen’s awareness and growing talent for understanding others’ feelings and tuning into their
         moods. For example, the coach once asked her to describe what others’ feelings and thoughts were likely to be during an upcoming
         meeting, before she went into the meeting. She did this before each meeting for a few weeks. At first, it seemed awkward and an interference
         in her tight schedule, but she kept repeating to herself that she had to tune into the others to be able to motivate them.
      

      
         Then Ellen visualized customers’ thoughts and feelings through role play. Soon she felt confident enough to begin to use the
         new insights and techniques with her internal customers.
      

      Next, she asked for her next two promotions to be in staff positions. In these roles, she had no direct subordinates, but
         had to use her interpersonal sensitivity and skills to get things done. She continually practiced her new-found talent. Eventually,
         she found that she did not have to spend so much conscious effort. She seemed to be aware of how others were feeling and their
         moods while looking at them or just being in the room with them.
      

      About two years later, when she was offered the challenging job of turning around an old-line business, she felt ready, but
         nervous. She took the job as general manager of the business unit. Had her transformation worked?
      

      Now, with over one hundred people reporting to her, Ellen says, “I am having more fun than I ever imagined … I love the people
         I’m working with … because, in part, we have good relationships while getting results.” Her division and her company have
         turned around financially. But, you might ask, what is different? What’s different is Ellen—how she is leading, and how people
         experience her leadership.
      

      We had the pleasure of observing Ellen recently when she received anonymous 360-degree feedback from all of her direct reports,
         as well as peers and her boss. It confirmed that her intentional change had worked. As she opened her 360-degree report, her
         face broke into a smile. She had done it. In all of the six emotional intelligence competencies related to relationship management,
         including developing others, inspirational leadership, and teamwork, her direct reports and boss assessed her at or above
         the target point for outstanding leaders (see chapter 2 for the full list of EI competencies). With regard to empathy, her
         direct reports gave her an almost-perfect score.10 In the open-ended comments, people praised her and used words like “inspirational” and “exciting” to describe her leadership.
         She had become a resonant leader!
      

      What worked so well for Ellen can work for others—but not 
         always. Even when we have the intention, courage, and energy for change, it is easy to become distracted and focus on the
         wrong things. Lots of times, when we realize that our style is beginning to cause problems for us, we turn to coping strategies—exercise,
         a better diet, a holiday. In extreme cases, we have known people who quit their jobs, ended marriages, or took other drastic
         measures to try to alleviate their distress. While all of these things are sometimes necessary, and in particular the healthy
         coping mechanisms are probably things we should all do, the reality is that if we do not find the true source of our distress,
         anxiety, or our shortcomings, no coping mechanisms or extreme measures will really help. A great exercise program is just
         a Band-Aid if we have internal drivers that cause us to be forever dissatisfied and striving. Leaving a job might ease things
         for a while, but most people we know who do this without getting at the real issues eventually end up in another situation
         as stressful as the one they left.
      

      While Ellen’s challenge was to become mindful of others and work on her empathy, Roberto’s was to become mindful of himself
         and work on his self-awareness. Let us return to him now to see how he used personal transformation to accelerate his success
         at work—and at home.
      

      To Roberto’s credit, he saw that if he wanted to be content, to have some measure of peace in his life and to achieve his
         dream, he needed to attend to himself holistically. His challenge was to become mindful of himself—his emotions, his drives,
         how he made sense of things, his habitual patterns of behavior. Taking up a new sport or building in more time for family
         and enjoyable activities would not be enough. He needed to address the issues from the inside out.
      

      After his initial self-diagnosis, Roberto turned his drive for excellence inward, on himself, and slowed down long enough
         to take stock—to look at what in his life might help him realize his vision and what might get in the way. He engaged in a
         number of activities, quietly and with little fanfare. He found a coach … The regular meetings and conversations provided
         a structure within which 
         Roberto could begin to grapple with his hopes for the future and his current reality. All in all, Roberto spent several months
         talking through issues, deciding which strengths to leverage and what he needed to change. He developed a learning agenda
         and began to implement it.
      

      This is the third step in intentional change: development of an agenda and focusing on moving toward the desired future. While
         performance at work or happiness in life may be the eventual consequence of our efforts, a learning agenda focuses on the
         process of development itself. It focuses our energy on learning first, outcomes second. The orientation to learning arouses a positive
         belief in one’s capability and the hope of improvement.11
      

      A major threat to effective goal setting and planning is that we are already busy and cannot add anything else to our lives.
         We can only succeed in the change process, then, if we determine when to say “no” and stop some current activities in our
         lives to make room for new activities.
      

      Another potential challenge or threat is the development of a plan that calls for people to engage in activities at odds with
         their preferred learning style and therefore difficult to adopt. When this occurs, a person becomes demotivated and often
         stops the activities, or becomes impatient and decides that the goals are not worth the effort.12
      

      When engaging in any personal change process, it is a good idea to choose only a few key things to work on. Ellen focused
         on understanding what others were feeling. For Roberto, the challenge was clear: if he was going to have more positive impact
         on the people around him, he needed to temper his desire for action and novelty as well as his impatience. He needed to channel
         his energy more effectively and in a healthier way.
      

      Step 4: Experimentation—and Practice, Practice, Practice

      Once your agenda or plan points you in the right direction, you have to practice sufficiently to go beyond comfort to mastery
         of 
         the new habits. That is what worked for both Ellen and Roberto. The new attitudes and behaviors have to become unconscious
         responses. Early wins spark hope—which in turn engenders energy and commitment to the process. Then, the fourth step in the
         intentional change process is to experiment with and practice desired changes. Acting on your plan and moving toward your
         goals involves numerous activities and experimenting with new behavior. To develop or learn new behavior, you must find ways
         to learn more from current or ongoing experiences. That is, the experimentation and practice does not always require attending
         courses or engaging in a new activity. It may involve trying something different in a current setting, reflecting on what
         occurs, and experimenting further in this setting. Sometimes, this part of the process requires finding and using opportunities
         to learn and change.
      

      Interestingly, people often downplay experimentation and may not even think they have changed until they have tried new behavior
         in work or other real-world settings.13 Because of this, we often rush to try new behaviors in “hot” settings, like work. It is easy to become discouraged if we
         do this, however, because it is not necessarily safe to try new ways of being in settings where performance is constantly
         measured. In fact, experimentation and practice are most effective if they are done in conditions in which we feel safe. This
         sense of psychological safety creates an atmosphere in which we can try new behavior, perceptions, and thoughts with relatively
         low risk of shame, embarrassment, or serious consequences of failure.14 This is probably part of the reason that executive coaching can be so helpful. A good coach can provide perspective, feedback,
         guidance, and confrontation, all within the confines of a safe and confidential environment. Also, a good coach can coax and
         goad you to continue the practice in the same way a fitness instructor will push you for “five more” repetitions of an exercise.
      

      Hopefully, following a period of experimentation in a safe setting (such as with a coach or in personal activities), you will want to practice
         the new behaviors in the actual settings within which 
         you wish to use them, such as at work or at home. During this part of the process, intentional change and learning begins
         to look like a continuous improvement process.
      

      For Ellen and Roberto, practicing new behaviors at work and then making them a way of life were crucial steps in their development.
         Although they were faced with different issues, both practiced becoming attuned to people by simply paying more conscious
         attention to what was going on around them. We saw how Ellen practiced her visualization of others’ feelings and responses
         over and over. In Roberto’s case, he watched people a lot more carefully to see their reactions to him. He focused on how
         his actions and mood affected others as a way to understand himself and to help him know how to better manage himself. This
         was something he had done before; it was part of the reason he had been so successful. But now, he began to consciously monitor
         his habitual responses and thought patterns—noticing more, assuming less, and not taking his first assumptions about individuals
         or groups for granted. He questioned his quick judgments and automatic responses. He worked hard to avoid the trap of his
         own perceptions—to understand individuals’ experiences from their points of view, rather than his. He schooled himself to
         draw conclusions based on what he actually saw, thought, and felt rather than habitual patterns of thought and action. In
         essence, Roberto was transforming his newfound self-awareness into a new level of social awareness that in turn enabled him
         to manage his own actions more effectively. So, to build social awareness, he worked heavily on his self-management emotional
         intelligence competencies.15
      

      Step 5: Don’t Try This Alone

      As you begin to engage in intentional change, you need to involve other people—connection is essential. For both Roberto and
         Ellen, their bosses, a coach, their spouses, and a few close friends were essential to their transformation. Sometimes, this
         is really the first discovery—finding a coach or a good friend or perhaps a 
         colleague who is on a similar quest. The next step: talking to such people, checking your reality with theirs, and opening
         yourself to their views. Honest dialogue can spark our own creativity, new ways of understanding self and others, and help
         us stay the course. This takes courage and persistence. Just as it is difficult to really look at oneself, it is not easy
         to seek others’ opinions, expertise, and help. By involving others, you turn up the heat. It is a lot harder to stop the process
         of developing yourself when you have other people invested in helping you change.
      

      Our relationships are an essential part of our environment and are key to sustaining personal transformation. The most crucial
         relationships are often within groups that have particular importance to us. These relationships and groups give us a sense
         of identity. They guide us as to what is appropriate and good behavior, and provide feedback on our behavior.16
      

      Based on theories of social identity, our social setting, our culture, our reference groups, and our relationships mediate
         and moderate our sense of who we are and who we want to be. We develop and elaborate our ideal selves from these contexts
         as well as label and interpret our real selves from these contexts. And we interpret and value strengths (things we consider
         to be part of our core and wish to preserve) and gaps (things we consider to be weaknesses or that we wish to change) from
         them.
      

      In this sense, our relationships are mediators, moderators, interpreters, sources of feedback, and sources of support, and
         they give us permission to change and learn. They may also be the most important source of protection from relapses or returning
         to our earlier forms of behavior.17
      

      Resonance Within Yourself =
Resonance with Others

      As we saw, Roberto went through a process of self-discovery that resulted in stepwise changes in his leadership. A gradual
         awakening to the desire for inner peace and more positive impact on people 
         around him sparked him to enter into a process of envisioning his ideal future, his ideal self. He looked back over his life
         to see how his habits had developed, and he came to some conclusions about which patterns still served him and which did not.
         He began consciously monitoring his thoughts, feelings, and behavior, paying attention to what had been automatic responses.
      

      The outcome of this process is that Roberto’s internal state is healthier. He is calmer, more in control of his desires, and
         more content as a person. He now understands better the source of some of the tension that used to trouble him and others.
         He has learned to manage his intensity and creativity, and is no longer at the mercy of his own achievement drive. He now
         uses his desire for novelty to turn difficult situations into creative challenges, and is not on a constant quest for diversity
         of experience. He is more likely to slow down, metaphorically and actually, taking deep breaths and practicing mindful connection
         with people.
      

      Roberto now manages himself much better around the people with whom he works. He restrains himself. He does not overwhelm
         people with new plans and projects when he sees that they are still grappling with what is happening in the moment. Roberto
         has learned to control his impulses, to manage his emotions and his strengths so his best ideas are presented to people when
         they are most ready. And when inevitably he falls into the old patterns, running too hard and too fast for the people around
         him, he can self-correct much earlier than before.
      

      Similarly, Ellen’s transformation from a hard-driving, results-driven leader to an engaging team leader was a journey of building
         resonance with others, which eventually led to resonance within herself.
      

      Developing the capacity for renewal in these two somewhat different and yet similar journeys has enabled Roberto and Ellen
         to consciously manage their strengths to leverage their talent and energy to inspire passion and create resonance. This has
         been a powerful lesson. They each learned how to use their many talents consciously so their enthusiasm and passion did not
         become a liability, but a source of inspiration for others. In both cases, these 
         leaders’ reflection and intentional change impacted their organizations positively. In fact, Roberto found the process so
         relevant personally that he sponsored an organizationwide program for over 3,000 managers of UniCredit’s retail division to
         help each of them begin their own process of leadership development.
      

      In the next three chapters, we will explore how leaders developed their resonance and renewed themselves by cultivating mindfulness,
         hope, and compassion. And how, through resonant relationships, these qualities spread to others. Before proceeding, however,
         you may choose to explore your own process of intentional change by working through the exercises at the end of this chapter
         and in appendix B.
      

            
      Exercise 1: Taking a Fantasy Job

      THIS IS AN OPPORTUNITY to imagine yourself doing the kind of work or jobs that you sometimes fantasize, or wonder, “What would it be like if I were
         doing X?” Make believe the following three events have occurred:
      

      1. You enter a new machine called a neurophysiological remaker. After a few minutes inside of the machine, genetic reengineering and virtual neural implants give you the body, knowledge,
         and capability to do any job—and do it well.
      

      2. You are given the financial resources and certifications (i.e., licenses) based on your new capabilities.

      3. For one year, you are free of all personal, social, and financial responsibilities in your current or desired life.

      List five to ten jobs that you would love to do or try. Consider a wide variety of jobs—in sports, music, medicine, politics,
         agriculture, religion. Consider working in other countries. Consider jobs you have heard about or seen in the movies or on
         television.
      

      
         
            	1. ___________________________
            
            	6. ___________________________
         

         
            	2. ___________________________
            	7. ___________________________
         

         
            	3. ___________________________
            	8. ___________________________
         

         
            	4. ___________________________
            	9. ___________________________
         

         
            	5. ___________________________
            	10. ___________________________
         

      

      Choose the three jobs in your list that most interest you or seem the most exciting or rewarding. Describe each of them below,
         including what you will most enjoy or look forward to about each.
      

      1. [image: art]

      [image: art]

      [image: art]

      [image: art]

      2. [image: art]

      [image: art]

      [image: art]

      [image: art]

      3. [image: art]

      [image: art]

      [image: art]

      [image: art]

      Sometimes people describe a “fantasy” job as one they really wish for and want to do. Other times, the job represents some interesting or exciting activities or conditions. In other words, sometimes it is not the job that is the fantasy but some
         aspect of it or condition under which the job is done. As you read your descriptions of the jobs you would most like to do
         or try, do you notice themes or patterns? How are these jobs similar? Are there activities (such as being outdoors) that are
         part of each? Are there conditions of work (such as working with a team) that are part of each? Are there consequences (such
         as being famous) that are a part of each? List those themes or patterns.
      

      

      
      Exercise 2: My Legacy

      WHAT WOULD YOU WISH to have as your legacy in life? In other words, what will remain or continue as a result of you having lived and worked all
         of these years?
      

      

      
      Exercise 3: Developing Your
Personal Vision

      A PERSONAL VISION is the deepest expression of what we want in life. It is a description of our preferred future, not a prediction of what
         will be. In this sense, your personal vision should describe what you want out of life and work and what kind of person you
         want to be. Instead of a forecast of what you think might be likely in the future, your personal vision is a description of
         the future you dream about. Consider your responses to these exercises along with your answers to and reflections about the
         three exercises at the end of chapter 7. This will help you to identify the most important elements of your personal vision.
      

      These exercises and questionnaires are best completed over a period of time. Do not try to complete them in one or two sittings.
         
         Each should provoke somewhat different reflections, thoughts, and feelings. What are the overall themes you observe about
         your dreams and wishes? It is now time to pull together all of these reflections, thoughts, and ideas into a coherent statement
         of your desired future.
      

      To write your personal vision: choose a year in the future (at least five years out and no more than fifteen) that has symbolic
         meaning to you. Imagine yourself, and your life, at that time. Write a vivid description of all aspects of your life—in the
         present tense. In other words, write your vision as if it is that particular date in the future.
      

      If you are in a loving relationship, your personal vision is really part of a shared vision for the pair of you. If relevant
         and appropriate, try repeating the process with your partner or spouse to create a family shared vision.
      

      

      
      S I X

      Mindfulness

      
         
         IT IS JUST PAST DAWN in London, long before most people are awake. If you are up early, walking in Hyde Park, you are likely to see John Studzinski
         running with three big dogs. He is moving fast, enjoying the crisp air and the sights along the way. He stops and smiles while
         the dogs quickly sniff the grass and flowers, reading the canine version of the morning paper.1
      

      By this time in the morning, John (known to many people as Studs) will have spent time reading, writing, and meditating—an
         invigorating start to a very full day. By eight, he will attend a breakfast meeting then move on to ten or more hours of intense
         conversations, decisions, and action. Most evenings, you can find him sitting with friends and colleagues, all talking animatedly
         as they work together on important social issues: human rights, homelessness, poverty, even nurturing young artists.
      

      John Studzinski is an intense, passionate, and successful businessman. He was at the helm during the years when Morgan Stanley
         Europe grew by a multiple of ten. Now he is CEO of the 
         Corporate Investment Banking and Markets Division of HSBC Bank and a member of the Group Management Board of HSBC. With his
         co-CEO, Stuart Gulliver, he has led dramatic change in the division. Some say these changes could define the industry in the
         coming years. In the meantime, the effort has resulted in noticeable and profitable improvements.
      

      John is also known as a leader in the arts. He is a trustee of the Tate Gallery and the Sir John Soane Museum in London. As
         if this is not enough, John’s real passion, some would say his real work, is social activism. He is the Vice Chair of Human
         Rights Watch, supports several local organizations in London and was granted Knight of the Order of St. Gregory by Pope John
         Paul II for his work with the homeless.2
      

      John accomplishes more in one day than many people do in a week. So how does he do it? One thing that stands out is his acute
         self-awareness and keen insight about people and the world around him. He knows what is important to him, and why. He has
         figured out how to live his beliefs and values. He sees other people and situations very clearly. He notices what is happening inside him and around him. John is awake, aware, and actively attentive to himself,
         people, and situations. And he uses what he sees.
      

      We call this mindfulness. Let us look now at exactly what mindfulness is, what it looks like, and how effective leaders cultivate
         it to manage the inevitable cycle of sacrifice and renewal—and to sustain their resonance.
      

      Minding the Medicine Wheel

      Mindfulness is the capacity to be fully aware of all that one experiences inside the self—body, mind, heart, spirit—and to pay full attention to what is happening around us—people, the natural world, our surroundings, and events.
      

      In defining mindfulness we draw on two traditions: cognitive psychology and Buddhist philosophy. Ellen Langer, a Harvard professor,
         
         uses the word mindfulness to describe a healthy state of cognitive openness, curiosity, and awareness.3 Jon Kabat-Zinn of the University of Massachusetts comes at mindfulness from a slightly different perspective. Basing his
         work on ancient Buddhist traditions as well as modern psychology, neurophysiology, and medicine, he and his colleagues define
         mindfulness as “… moment-to-moment awareness.”4 In bringing these two schools of thought together, we are able to apply what can be a somewhat abstract concept to the actual
         practice of leadership.
      

      In fact, mindfulness enables us to counter the effects of the Sacrifice Syndrome and is a first, and crucial, step in renewal.
         Awareness of one’s self enables us to notice the detrimental effects of power stress (and then, we can do something about
         it before it becomes a big problem). Attending to ourselves also enables us to stay the course—living healthily and in accordance
         with our values even when the pressure is on.
      

      Living mindfully means that we are constantly and consciously in tune with ourselves—listening carefully to our bodies, minds,
         hearts, and spirits. The best among us consciously develop the capacity for deep self-awareness, noting and building on our
         understanding of our inner experiences. Attending to ourselves like this enables us to be very clear about what is most important
         to us; it allows us to engage our passion and build on positive emotional states. Attending carefully enables us to recognize
         early on when we are heading down the wrong path—toward allowing a slight compromise in our values, making a wrong decision,
         or ignoring our health. People who live mindfully catch problems before they become serious, because they pay attention to
         their inner voice: a voice that includes intuition, wisdom, and a subtle but very sophisticated analysis of what is going
         on in the world. Mindfulness means using all the clues available—our emotions, thoughts, physical sensations, in-the-moment
         reactions, and sense of right, wrong, justice, and injustice. Subtle, fleeting emotions as well as small, seemingly unimportant
         ideas are often terribly important, as is listening to our bodies.
      

      
         People like John Studzinski do this on a daily basis—in part by making sure they create quiet moments in their day to really
         tune in to what is going on inside as well as around them, and to then attend to those sensations, feelings, and thoughts.
      

      It takes some effort to train oneself to be mindful. Some people, like John, deliberately organize their lives to include
         practices that help hone the skills of awareness, attention, and reflection. There is no one way to do this—meditation, prayer,
         listening to music, aerobic exercise, and being in nature all provide opportunities for openness to one’s quiet inner voice.
         One thing is certain, though—to develop your capacity for mindfulness, you must, as John says, “be comfortable with your own
         company.” You need to focus on yourself, and you need to spend time alone, as well as learning with others. If you are interested in exploring some of these practices now, you may want to turn to
         the exercises at the end of this chapter and in appendix B.
      

      The importance of living life mindfully is not news—we have just forgotten some of the wisdom of the ages. Almost every culture
         around the world has some sort of scheme that helps people to focus on themselves holistically, in order to find peace within,
         create harmony in their communities and balance in their environments. In some native North American tribes, this scheme takes
         a compass-like form called a medicine wheel, in which each of the four compass points represents one of our essential elements: the rational, intellectual mind; physical
         body; emotions (heart); and spirit.5
      

      What we are talking about, then, is both ancient wisdom and common sense: a deep understanding of ourselves allows us to act
         in ways that are not only meaningful to us but inspiring to others. Contrary to popular belief, cultivating the capacity for
         mindfulness is not just a nice-to-have or something to be done for private reasons: it is actually essential for sustaining
         good leadership. It can be one of the most important things we do, resulting in a stepwise change in our effectiveness as
         leaders. Maybe most important, when we attend to ourselves by developing our minds, taking care of our bodies, understanding
         and using the power of our 
         emotions, and attending to our spirituality, however we choose to do so, we can begin to reach our full potential as people.
      

      So mindfulness starts with attending to one’s self holistically. To be mindful, we must first wake up to our inner experience
         and attend consciously to these insights. But it doesn’t stop there—mindfulness includes paying attention to what is happening around us; that is, being acutely aware and seeking deep understanding of people, our surroundings, the natural world, and events.6 Then, we must do something with our perceptions, feelings, and thoughts. John Studzinski does this through his work in human rights and homelessness,
         but also in the attentive, mindful way that he connects with the people he works with at HSBC.
      

      John is acutely aware of the people in his world—coworkers at HSBC, clients, and colleagues in the arts and the social networks
         he leads. In fact, we believe a good bit of his success is due to his ability to tune in to the needs of others. Take clients,
         for example. John spends at least half his time reaching out to his key clients. He gets to know them as people, and he tunes
         in to their real business needs, constantly pushing himself to look beyond the obvious or the current situation. Surely, you
         might say, this is just common sense? Maybe so, but it is far less common in practice. In fact, many organizational cultures
         (maybe even society today) drive people to action, rather than reflection, which means that real listening is actually quite rare.
      

      So for John and other mindful leaders, it is not just a matter of meeting with clients. It is a matter of connecting authentically
         with them, listening deeply to them, to the point that they can read and understand their clients’ subtle messages, even their
         unformed hopes. Reading between the lines—while in an authentic and trusting relationship with people—is behavior that defines
         mindfulness. And for leaders, it brings effectiveness and success.
      

      When we attend to ourselves holistically, and become more fully engaged with people, our communities, and our environment,
         it becomes much less likely that we will do harm and more likely that we will do good. Why? Because we are attending to balance,
         both inside ourselves and in the world around us.
      

      
         Some people make mindfulness a way of life. It doesn’t take a disaster or a radical change to get them refocused on what they
         believe in or what they want to do in their lives. They live with their eyes open—able to adjust their behavior gradually,
         adapting to new circumstances while staying true to their core beliefs and working toward their goals and vision.
      

      Awake, Aware, and Attentive

      Let’s look at how John Studzinski cultivates and maintains mindfulness. As we have said, mindfulness means being awake, aware,
         and attentive. So, first of all, John takes mindfulness seriously by staying “awake” in every sense of the word: He takes
         time to observe, listen, and learn. And he focuses on his inner world as a way to get clear about what is important to him. He
         builds in time each day for reflection. He reads widely and spends time with political, social, spiritual, and business leaders.
         He spends some weekends working in a homeless center. The result: on a daily basis, at work and in life, he does not have
         to spend much time figuring out what is right and what is wrong. He is clear about who he is, what is important to him, what
         he cares about and about his beliefs.
      

      Sometimes, people who are this clear about their beliefs become rigid. Not John. As he said to us in a recent conversation,
         “Never assume the status quo is right, especially when it comes to people and human dignity.” In other words, never let yourself
         get boxed in by ideas—your own or others’. That is where awareness comes in—an approach that John applies to the wider environment.
         He not only watches trends in his business, he also constantly seeks to understand what is new, what is different in the environment
         around the business. He seeks out people who are different from himself and opinions that are different from his. He goes out of
         his way to work with and befriend people of all ages, enabling him to learn from the multiple perspectives that different
         generations bring to conversations. In essence, he not only seeks 
         newness and variety, he considers it, notices what is relevant, and adapts himself to constantly changing situations.
      

      As John puts it, “No two situations are the same, no matter how similar they may appear. It is easy to assume that because
         things look more or less the same, they are indeed the same. You have to see how and when things, and people, have changed.
         If you were to direct the same play twice, and the actors changed, you’d actually have a different play. It is no different
         in business—to deal with the new play you need to observe people and the context very, very carefully, looking for those subtle
         signals that let you know what people are thinking and feeling, what is happening in the wider environment. Then, you have
         to take what you see and interpret it in the context of this new environment.”
      

      In business, this is easier said than done. It is difficult to stay focused and attentive to your “inner voice” or the wider
         environment when you have, say, lost a contract or disappointed a client. And even in day-to-day life and work, very little
         is crystal clear; things just move too fast to be totally predictable. John’s point, however, is that these are exactly the
         situations that most require attention and openness. In other words, they require you to truly “attend” to them. Those moments
         when you feel pressed for time or vulnerable, angry, or baffled are exactly when you need to be most receptive, exploring
         what happened, who did or did not do what to whom, and the subtle impact on the wider environment. Oddly, it is often the
         quiet, subtle, disturbing feelings that are the messages we need to listen to most closely. This, too, is hard—when we have
         that nagging sense that something needs to be done, changed, or understood differently, we often discount our intuition, especially
         if the facts don’t add up or the messages we are sensing make us uncomfortable.
      

      Being open to learning, especially learning from failures, requires courage. And living mindfully requires resilience. As
         we saw in chapter 3, shutting down, becoming defensive, and creating dissonance can be the default response to the pressures
         of a leader’s role. Mindfulness, then, is both an antidote to shutting 
         down (and creating dissonance) and also a necessary condition for resonance.
      

      So how do leaders really use mindfulness in practice? What are the ways in which mindfulness can be used to help us renew ourselves and counterbalance
         our natural tendency toward continual self-sacrifice? How does mindfulness help us maintain resonance?
      

      Let us examine two situations that leaders commonly face and in which mindfulness can play a critical role. One of our examples
         depicts the importance of being highly vigilant when you are navigating in unknown territory. The other shows that mindfulness
         is crucial when you need to understand the particular environment in which you are working and those with whom you are working.
      

      Navigating the Unknown

      When dealing with a crisis or the unknown, we simply cannot predict what is to come. It takes confidence and optimism to let
         go of preconceived notions while also studiously opening oneself to new information and solutions. The process of opening
         up can make us feel vulnerable, even afraid. Many leaders simply shut down in order to avoid this kind of uneasiness. Many
         shut down to prove to people around them that they are decisive and know what to do (even when they do not). Avoiding openness—and
         vulnerability—results in a narrow focus and can ultimately cause you to slip into mindlessness.
      

      Most of us experience times when it seems easier to give up what we believe, step away from our principles and go along with
         the status quo. Sometimes, behaving in the politically correct way is a lot easier than staying true to ourselves. Then it
         becomes all too easy for people to demonstrate values only when someone is watching them or it is convenient. Sometimes we
         feel vulnerable simply because no one seems to see things as we do, and no one else seems to have the courage to stick it
         out and do the right thing. When we feel like this, it is easy to lose confidence in ourselves, to question whether in fact
         we are doing the right thing or 
         just being stubborn. Knowing where your personal line is, and also having people around you who share your values, whom you
         can trust and talk to, makes a huge difference.
      

      Dan Sontag, vice president and head of the Advisory Business at Merrill Lynch, stepped onto what he referred to as “Wisconsin
         spring ice” when he began managing the private client business at Merrill Lynch. Why spring ice? Well, the landscape looked
         solid and safe, but in fact the surface was perilous, and just underneath the waters were raging. He was managing people who
         had just yesterday been peers, and he was doing it at time when the industry and the company were in turmoil. At Merrill,
         the new top team had defined a radically different strategy. Many of the old guard had left, and the web of relationships
         that had been the mechanism for influencing decisions was disrupted. Certain key aspects of the company’s culture were not
         standing the test of time. A new culture had not yet emerged, so those rules that guide behavior in small and large ways in
         a business were simply not as clear as they had been in the past.
      

      When faced with this kind of turbulence, mindfulness becomes even more important. You need more, rather than less, information,
         and it is generally more difficult to get. You need to leverage your strengths and find those people who are succeeding despite
         the disruptions. You need to stay calm.
      

      Dan’s response? He told us that he got very, very clear about those few core beliefs that had always guided his decisions
         and behavior, even in the midst of confusion and change. He also held onto the following tenets:
      

      •  Build trust through clarity and consistency.

      •  Make sure you never profess beliefs when people are watching, only to act differently when the temperature rises and the pressure is on.
      

      •  Know that you will feel uncomfortable, even vulnerable, because in the midst of real change around you, the rules are not
         clear and politically expedient behavior is very tempting.
      

      
         It takes courage to stand on fragile spring ice, carefully choosing each step based on conviction. In high-pressure situations
         like Dan’s, many people point outward: they find reasons for their problems outside of themselves. They blame others or the
         situation and they look for excuses. Good leaders point inward: they take personal responsibility for what is happening and
         what needs to be done, even when circumstances play a definitive role. Dan Sontag routinely asks himself, “What is my part
         in creating this situation and what do I, personally, need to do about it?”
      

      Mindfulness starts with self-awareness: knowing yourself enables you to make choices about how you respond to people and situations. Deep knowledge about yourself
         enables you to be consistent, to present yourself authentically, as you are. We trust—and follow—people who are real, who
         are consistent, whose behavior, values, and beliefs are aligned. We trust people whom we do not constantly have to second-guess.
      

      Honing the skills of mindful attention to oneself enables us to make better choices because we recognize and deal with our
         internal state—thoughts, physical sensations, and emotions. We are then better able to make sense of people and situations
         around us. Our perceptions are clear, not clouded by our own filters, biases, and unexplored or unacknowledged feelings.7 Through purposeful, conscious direction of our attention, we are able to see things that might normally pass right by us,
         giving us access to deeper insight, wisdom, and choices.
      

      Understanding Your Environment and the People Around You

      For a leader, each conversation and exchange is an opportunity to gather valuable information about people, groups, and cultures,
         while building relationships and resonance. Attending carefully to our human environment and our relationships enables us
         to see details we may have missed and generate more accurate ideas about what is really going on. We notice subtle patterns
         in people’s behavior, group dynamics, organizational processes, and even worldwide 
         events. When we are mindful, we are more in control of ourselves and situations simply because we see reality more clearly.
      

      Judi Johansen, president and CEO of PacifiCorp, an investor-owned utility company in the western United States, sees mindfulness
         as a way of life and a necessary baseline for success as a leader of a complex business.8 Some years ago, when she was still practicing law, Judi represented the “Lilliputians” in a case that would determine who
         would determine electric rates in one part of the country. At the low point, Judi’s clients were not even at the negotiating
         table, much less influencing decisions. Judi describes reading the situation this way: “I saw that the path they were going
         down was not going to get them where they wanted to go. I saw disunity in the group.” She saw that the one hundred or so representatives
         of the small companies did not share an agenda and as such could not possibly fight the big guys.
      

      It would have been easy to attend to the loudest, most powerful voices in her client group, or to attempt to hammer out a
         common position by herself (she did know what she was doing, after all). But Judi was paying attention to the dance between
         people and groups. By listening to their conversations, watching how they interacted, and noting what they hinted about one
         another in one-on-one discussions with her, she saw subtle signs of competition and mistrust among the members of the group.
         She also noticed the opposing side’s quiet satisfaction in the face of this situation.
      

      And Judi acted on what she saw. One memorable day, she managed to pull all one hundred-plus clients together in the parking
         lot of a hotel. Microphone in hand, she recounted what she had seen: the disunity, how it was not serving them, how their
         opponents loved every minute of it. She pointed out how obvious it was—to everyone except themselves. She called on them to
         reach across the competitive boundaries and join together as one voice.
      

      It worked. Judi’s mindful approach to both the environment in which she was operating and the people with whom she was dealing—her
         careful awareness and attentiveness to this delicate situation—resulted in the group members putting their competitiveness
         
         aside, getting a seat at the negotiating table, and ultimately achieving their aims.
      

      Some years later, Judi found herself in yet another situation in which her mindful approach to the environment and people
         would be crucial: she was appointed as the first female administrator at Bonneville Power Administration, a federal agency
         selling electricity and setting energy policy affecting four states, fifty-two Native American tribes, investor-owned utilities,
         public utilities, numerous commissions, and various state and local governments. Talk about complexity: Judi’s job was to
         create the blueprints for and then to build commitment to plans for allocation of finite resources across multiple constituencies
         with insatiable needs.
      

      To succeed, Judi had to scan her environment. It was not enough to rely on the institutional folks whose job it was to monitor information and
         opinion. She had to get personally involved. She needed to be up close and personal—talking to people, listening to what was
         said as well as what was not said. Judi constantly assesses how people perceive things, noticing everything that goes on. She watches individuals and
         the dynamics between people. She tracks body language as carefully as what is said, noticing everything—even people’s annoying
         habits at meetings, which can impart valuable information about their level of anxiety, competitiveness, acceptance or rejection
         of ideas and the like. She has trained herself to interpret—accurately—the conversation that goes on behind the words. When she studies people, she generates hypotheses about their underlying feelings, motives, relationships, etc.
         She tests her perception subtly, and when she is that much surer she really understands what is going on, she can act based
         on this deeper understanding.
      

      In the end, she has succeeded time and again, managing to support the creation of numerous plans that optimize resources and
         that have not only met the needs of constituents but have also enabled them to make the necessary trade-offs at critical junctures.
      

      Today, Judi’s mindful attention to people and to her environment gives her the ability to truly understand the needs of her
         
         organization and its constituencies. As she puts it, “Mindfulness is a way of life. This is what I do.”
      

      Talking Without Words

      Our subtle emotional and physiological responses are an important source of data, and at any given moment we are communicating
         a vast amount of information to one another about how we feel.9 Through infinitesimal changes in musculature and then facial expressions, we signal to others our true emotions, giving them
         clues about how to respond to us.
      

      This communication is critical in facilitating social interaction. Paul Ekman, formerly a professor of psychology at the University
         of California San Francisco, has studied the emotions and facial expressions of people all over the world. He concludes that
         by attending carefully (we would say mindfully) to others we effectively minimize distortion. Rather than understanding people’s
         experiences through our filters, we see their feelings more clearly and we can more accurately interpret their thoughts and
         perspectives. When we do this, we are better able to relate to people because we are more in tune with their experience.
      

      Leaders who read their world this way can more easily avoid uninformed, bad decisions and have a much better chance of successfully
         joining the dance and influencing complex group and organizational dynamics. Robert Polet understands this truth. When he
         accepted his new job as president and CEO of the Gucci Group, he turned his commitment to mindfulness into a powerful tool
         for resonance. One month after joining the company, he scheduled visits to nearly half of Gucci’s stores and offices, personally
         visiting more than twenty-five hundred people in a little less than four weeks’ time. Simply by showing up, listening, and
         sharing food and good conversation, he was able to convey who he was as a leader, thereby addressing the natural anxiety people
         feel as a result of a major leadership change. Equally as important, he took 
         the opportunity to really watch individuals and groups—noting the level of self-confidence and genuineness, whether people
         were “natural or acting” (his own words), and the degree to which they “owned” the business and approached it with passion.
      

      The outcomes of this kind of scanning are at once obvious and subtle. Surely Robert’s people now know he will be a hands-on
         leader, deeply interested in their experience and the day-to-day reality of the business. Many of them also know him as a
         person. He is no longer the faceless, maybe scary, new CEO. They have shared food and conversation and laughter, and have
         seen that he is a real person who cares about them, and who wants to discuss their ideas about the business.
      

      On a more subtle level, Robert quickly gained a sense of the emotional reality of his organization and the differences among the brand groups and across regions.10 He watched how people responded to leadership (his own and local managers’) and saw how best to use power effectively as
         he began to make some changes. Reading the environment like this enabled him to make early, and sometimes surprising, decisions
         about people. In fact, he found some of the best people in unlikely places and jobs and was able to rapidly involve them in
         his new organization. An organization chart would never have afforded him this highly accurate picture of who was who and
         what individuals could really do. Robert also gained a sense of collective values and history that are rooted in his observations,
         not just in what he has been told by those who hired him. He saw cultural norms in action, and was better able to adjust his
         own behavior quickly to build relationships in the organization. He is more likely to be able to avoid the cultural and relational
         landmines that exist in any organization, and is also more likely to capitalize on individuals’ and teams’ strengths. Additionally,
         he has found allies in unexpected places.
      

      As Robert knows, watching the emotional dance among people gives you an edge. It gives you clues about what you are dealing
         with, and how to manage a situation. You can more easily decide when and how you interact to influence and guide people. This
         is equally true when we look at groups and cultures. Although more 
         abstract, and therefore harder to see and understand, these larger manifestations of the human system also dance: groups rely
         on other groups for information, decisions, and actions; cultures come together in harmony or clash inside organizations,
         as well as across geographic regions and the boundaries of belief.
      

      Mindfulness, then, as people like John, Dan, Judi, and Robert have discovered, gives us an edge. But it is not something we
         are born with; it is something we learn, and something we can lose. If only it were easy to see when we are becoming mindless.
         Over the years, we have spoken with countless managers who, when things finally fall apart, sit bewildered and confused. They
         look around, find that they have plateaued, or maybe been laid off or cast aside. How did it happen? they wonder. What went
         wrong? Why didn’t I see what was coming?
      

      In chapter 4, we discussed wake-up calls. These are often the only prompt for action that some people recognize, and for many
         people they come late in the game—after problems have occurred and chances have been missed. Other people wake up but do not
         stay alert. Over time, they slip back into habits of inattentiveness, reawakening only if they experience another crisis.
         Becoming numb, or mindless, is often a slow, steady decline in awareness. The subtle messages that tell us something is not
         right can become mere whispers, and it may take years before we recognize that we are in trouble. Let us look at how this
         slow slide into mindlessness happens—and why.
      

      Slipping into Mindlessness

      “Steve” was a smart, dedicated executive who near the pinnacle of his career found himself cut off from the powerful team
         at the top of his organization. He had been doing the right thing for years, delivering results in a single-minded, no-holds-barred
         manner. He was proud of what he had accomplished. But over the years, he had slowly lost touch with the real goals of his
         organization. Like so many highly driven people, his personal ambition 
         took over. He slowly adopted patterns of behavior that irritated colleagues and clients alike, without even realizing how
         obvious his motives were. By the time he moved into senior management, the pattern was set: he was most often in a self-protective
         mode, and largely focused on his personal success. In this mode, he was intolerant of anyone who questioned him or expected
         him to open up to new ways of seeing or doing things. Steve had become clueless. He saw the world through his own, increasingly
         limited, perspective. He had slowly shut himself off from others and from awareness of the changing nature of his organization.
         He did not do this deliberately—he had become caught in the Sacrifice Syndrome and had not cultivated the capacity for mindfulness
         or renewal over the years. Nevertheless, Steve’s mindless behavior was the reason he was not invited to join the team at the top.
      

      Steve’s story is common, and sad. What a waste of talent. Clearly, mindlessness is a problem on the job. But the problem does
         not stop at work. One of the saddest things we ever heard was a fifty-something executive talking with a younger colleague,
         encouraging him to pay attention to his children. He said, “I have completely missed out on my daughter’s youth. She’s twelve
         now, and I do not know what she likes to do, or what she thinks. I definitely don’t know how she feels about much of anything.
         Except me. I do know how she feels about me. She doesn’t like me much. She will not talk with me, does not want to spend time
         with me, does not have much good to say. I’ve asked her why, and all she says is ‘You haven’t been here all these years, why
         bother now?’”
      

      How does this happen? How do some of us find ourselves waking up to a derailed career or an unhappy, distant family? In our
         work with leaders, we have tried to identify exactly what pushes good people into mindlessness and becoming trapped in the
         Sacrifice Syndrome.
      

      There are several reasons leaders can easily lose their edge and slip into mindlessness, as Steve did. First, the pressures
         of the job are such that sometimes it is easy to get tunnel vision—natural cognitive processes coupled with the pressures
         of the job cause us to over-focus on some things to the exclusion of others. Second, 
         many of us find ourselves on the path of “should dos” rather than carefully attending to our deepest held beliefs and desires.
         And finally, because leaders are vulnerable and facing huge business risks daily, many people choose coping strategies that
         cause them to shut down.
      

      Tunnel Vision and Multitasking: Gift or Curse?

      People who are good at doing several complex tasks at once (reading an e-mail while talking on the phone while thinking about
         how to open the team meeting while weighing the pros and cons of the new strategy) are often valued in our organizations.
         They accomplish a lot. Multitasking is valued even more at the executive level. Leaders need to stay focused and efficient
         for months, sometimes years, on end. They have to keep lots of big ideas at the top of their mind, concurrently, including
         a huge amount of detail and information about their increasingly complex environment.
      

      Many executives feel that mega-multitasking becomes a badge of honor. They consider distraction or even their secret desire
         for a break to be a sign of weakness. In fact, as advisers we are often asked for tips on how leaders can stay alert and avoid
         losing concentration over the long hours and months of unrelenting hard work. These executives skip vacations and don’t even
         spend weekends away from e-mail, cell phone, and PDA. While becoming better and better at accomplishing more and more, many
         executives overdevelop skills associated with efficiency, which is then confused with effectiveness. Let us look at why this
         happens.
      

      Keeping ourselves constantly focused is difficult; in fact, it is unnatural. Research has shown that the ability to stay intensely
         focused declines over time. That is why so many studies have been done regarding work-shift lengths in jobs that require absolute concentration, such
         as airport flight control.11 Nevertheless, focus is valued and valuable, and many executives become exceedingly good at narrowing their attention and
         sustaining focus for protracted periods. The price of this effort, however, is that we literally train our minds not to notice what is going on around us.
      

      
         When focusing too narrowly, people have little tolerance (or mental space) for unrelated thoughts. We ignore extraneous data,
         including internal thoughts and feelings and external information. The result, of course, is that we miss a great deal. We
         may not see subtle patterns, may not pay attention to the anomalies that can point us in a new direction or give early warning
         about problems. In essence, we can develop tunnel vision—seeing only what we need to see to reach the goal. This, of course,
         means we miss information that tells us that the goal (or the target, or the strategy) might need to change. We also miss
         new opportunities, or subtle signs that we need to reexamine our choices and paths in our professional roles as well as personal
         lives.
      

      Unexamined, intensive focus can cause problems and can lead to mindlessness. But the desire to organize and prioritize information
         is natural, and we can improve how we do this—so we can focus without becoming mindless.12 Our brains deal with the complexity of the world around us by filtering and categorizing information as it comes in. In an
         effort to simplify our experience and to make events more predictable we create mental categories that help us to process
         information—we label things, feelings, and experiences, even people. This cognitive process enables us to make distinctions
         easily, predict outcomes, and make “sense” of our experience. This cognitive process allows us to live in a complex world.
         Think about it. If we had to take in every bit of information discretely, all day long, we would be concurrently processing
         billions of sights, sounds, smells, tastes, sensations, feelings, thoughts, and then trying to link these with millions of
         memories, past experiences, etc. We would be paralyzed.
      

      We now know that one of the first organizing structures in the brain is an emotional response to what our senses tell us.
         This response occurs as some of the “older” brain structures, such as the amygdala, process information and draw on emotional
         memories. Then, the information is guided to the appropriate segment of our neocortex for further analysis. At each step along
         the neurological pathways, our brains make choices about what we believe we have experienced.13
      

      
         A simple example: Walking down the street, you see a large dog coming toward you. Your amygdala may react to the large animal
         quickly: fear pulses through you, your breathing rate increases, blood surges to your large muscles. In less than a nanosecond,
         however, the size and shape of the animal is processed by your neo-cortex, and you label the animal “dog.” If your past experience
         of dogs has been frightening, your blood pressure might go up. But if you have loved large dogs, your emotional arousal may
         be the exact opposite and you begin to experience caring and compassion. In either case, information processing continues
         as you take in other information: the leash that keeps the dog safely at a distance, the friendly person walking the dog,
         the fact that the person is your neighbor, the dog is familiar, you know the dog likes to play with your dogs. All of this
         happens almost completely below the surface of your awareness, and in less time than it takes to draw a deep breath.14
      

      The process of assimilating information and categorizing it is thus a natural and largely unconscious process. So, what is
         the problem? This natural cognitive process can easily backfire. Mental patterns of analysis and interpretation are often
         habitual, and can be unrelated to real information.
      

      A humorous example: Our young friend, Lucas—eighteen months old at the time—had recently learned lots of new words for common—and
         not so common—animals. “Cat” and “dog” were favorites—he could finally call to the beloved household pets. “Bear” was also
         a favorite word, but a bit scary, given some of the pictures he had seen. One day, his Aunt Abby visited, bringing her dog—named
         “Bear.” Imagine Luke’s dismay: he had finally mastered categories, and words to go with them, for dogs and bears, and here
         was this confusing situation. For a while, he simply refused to call the dog by name. Lucas is a very bright little boy, however,
         so with some coaxing he came to understand a new category—names! With this new category, he could accept a dog named Bear.
      

      Even smart, rational adults can fall prey to outdated categories. In fact it is surprising how often our categories do not
         fit 
         reality, and how often we see what we think, rather than think about what we see. And if the two do not match we are confused.
         Some people (unlike Lucas) will actually try to force-fit the information they take in, making it fit their categories. This
         is a process called assimilation and though natural to a point, when overused it becomes the source of stereotypes and mindless
         interactions between people.
      

      Let us look at how this plays out at work. We see it happen often on teams, especially teams that have worked together for
         some time. Over time, team members begin to form a shorthand way of interpreting one another’s behavior and end up using this
         shorthand in a somewhat unconscious way. Team members might think, for example, “Oh, of course Scott would see the issue that way. He’s a finance guy.” Or, “Susan always supports Scott; we know what she will say, so let’s not even attempt to bring
         her in.” Or, “Mike always speaks first, thinks later.” While any of these descriptions may be somewhat true, they are also
         stereotypes—automatic, fairly rigid prejudgments that limit our ability to see what is really happening.
      

      Furthermore, we often see what we are looking for, and nothing more than that. This means that for the team in the example,
         Scott’s opinion on the numbers will be heard, while his thoughtful comment on a succession issue is likely to be missed. When
         Susan sits next to Scott, it will be interpreted as support—even if she takes the last chair in the room. Mike’s contribution
         will likely be discounted much of the time, and no one will notice the times he is fully prepared, thoughtful, and reflective.
      

      On the other hand, mindful attention to how we make sense of the facts around us lets us make better judgments about what
         is truth, what is perception, and what is somewhere in between. But even those of us who remain open to new thoughts and ideas
         have often learned to overuse one source of “data”: that which can be rationally explained. This is a result of over-focusing
         on data we process intellectually, as opposed to data related to our emotions or our bodies. Many of our educational and work
         organizations encourage this tendency in the quest for increased specialization. 
         But in the process, we lose sight of other important clues and real information.
      

      Devoting greater mindshare to one aspect of our life or work may leave less room available for others. In our effort to be
         efficient, we are blind to anything unrelated to our focus. We often completely miss the creative solution; the new way of
         doing something; even the glaringly obvious, but novel, way of responding to a situation. When mindlessly concentrating, there
         is little room for subtlety. Slowly, over time, narrow focus and constant multi-tasking cause exhaustion: our mental processes
         are truncated and our emotional responses become unpredictable.
      

      Patrick Cescau, CEO of Unilever, is about as intensely focused as they come.15 He manages the downside well, however, because of his absolute passion for learning. As he puts it, “Learning causes your
         world to open up, so you can see things a little bit differently.” But learning requires openness, opportunity, and time.
         Patrick hones the skill of learning by deliberately seeking new experiences and by consciously using life as a laboratory.
         He is passionate about exploration. Patrick applies this curiosity to the study of people. He watches people very carefully—their
         expressions and body language, what they say and how they say it. Then he tries to make sense of it: what they are feeling,
         what they are doing, and why they are doing it. He challenges himself to resist the urge to make quick judgments or assumptions
         about what people intend or want. He deliberately seeks multiple interpretations for people’s behavior, weighing his interpretations
         against what he actually sees, not what he wants to see. In other words, he consciously manages how he takes in information,
         how he interprets it, and how he reacts.
      

      As Patrick will testify, this practice enables us to avoid the pitfalls of mindlessness and attend carefully to what is really
         going on in ourselves and around us. And we can learn how to do this better; it just takes conscious attention to our habitual
         thought patterns, curiosity, and discipline. As we do this, however, it is important to pay attention to other forces that
         can also push us into mindlessness.
      

      
         Let us look now at a second way that people allow mindlessness to take over.
      

      When “Shoulds” Lead to Compromises

      “Justin” was a star. He whizzed through school, jumped through all of the hoops in his early career, and marched all the way
         to the CFO role by his mid-forties. In his company, this job had always been a stepping stone to the CEO position. However,
         to his great surprise, when his CEO retired, the board hired an outside candidate. Not only did he not get the job, the person
         who did was not interested in keeping Justin around. Justin was shocked. How could this have happened? He thought he was the
         perfect candidate. The board’s answer: “It’s a different world, now, and we need a different kind of CEO.” What did this mean?
      

      Justin had created himself in the image of the ideal CEO: perfect career history, good results, normal family life. He even
         looked the part—handsome, well-groomed, a bit stern. Many years later, Justin recognizes the “shoulds” and “oughts” that drove
         him as he diligently went about building his career.16 He had done all the right things in school, courted a very nice young woman, driven himself to achieve goals at work, married,
         and started a family. He had good intentions, was doing the “right” things, and was living up to his own and others’ expectations.
         Surely there is nothing wrong with that. But like many driven and talented people, Justin was treating life’s big decisions
         almost as if they were on a checklist of to-dos that could be ignored once they were completed:
      

      [image: art] University

      [image: art] Find a mate

      [image: art] Prove myself at work

      [image: art] Have children

      [image: art] Move up the ladder

      
         But the problem is that learning does not (or at least should not) stop after school, and in fact our world requires that
         we constantly change and adjust to new and radically different circumstances. And, after we get married and have children,
         inattention to these relationships and neglecting the hard work it takes to keep them vibrant causes a lot of suffering. We
         see it all the time: people become more distant rather than closer over the years of marriage, communication becomes mostly
         instrumental—who needs to go where, what needs to be done in the house, that sort of thing. Children do not really know their
         parents, and parents are too busy to understand their kids. Relationships become sadly empty as making the right career moves
         and achievement for achievement’s sake become our primary goals.
      

      The worst thing about this kind of lock-step life is that we can begin to lose touch with ourselves and our understanding
         of what truly matters. Our noble purpose disappears and we wake up one day to find that we have little to ground and guide
         us.17
      

      It is not that others’ expectations and our responsibilities toward others are not important. They are. But when they preclude
         awareness of our own beliefs and desires, then we cannot attend to ourselves and we spend all of our energy and time fulfilling
         others’ needs and wants. When this happens, we have essentially begun to close down, and, out of necessity, we develop defensive
         routines to help us get by.
      

      We can become a shadow of the person we once were, playing roles rather than living authentically. Oddly, when this happens
         people often become strongly attached to ideas—even empty rhetoric—about roles, values, and principles while their real-life
         actions are far from ideal. Maybe they hold on to bad marriages because of a belief in the institution, while they quietly
         seek love and connection somewhere else. Or maybe on the surface they lead a life of integrity and publicly stand up for good
         causes, while cutting corners in their businesses and actually causing harm. Or maybe they just push on, pretending to be
         strong when inside they are crumbling.
      

      
         So it was for Justin. During the years leading up to Justin’s derailment, he had gradually felt less fulfilled at work, and
         home life was too much routine, offering too little excitement. Like many strong people, though, Justin felt he could handle
         his situation and he worked hard to avoid dealing with the truth: trouble at work and trouble at home. He did not know where
         to start. Maybe he was scared. Many of us are, for when we begin to realize that something is very wrong and that we must
         change, we often resist the inevitable. More defensive routines kick in: we get angry, we feel sorry for ourselves, we fight
         or we freeze. We become paralyzed by our own emotions. In these situations, we may, like Justin, slip into mindless seeking,
         going through life’s checklist without thinking or feeling clearly. As we shut down, we often overlook key opportunities in
         life or work. We fail to spot the clues that tell us we need to pay attention, or change—as Justin missed the early messages
         from colleagues and the board that his behavior was out of synch with where the organization was going.
      

      Fragile Self-Esteem and the Imposter Syndrome

      For successful people one of the most common defenses is to take a key strength—self-confidence—and use it as a shield. For
         some, this means becoming brittle and self-protective. For others, it means living with a sense that one day they will be
         found out and people will finally see that they are not as good as they seemed. That was the case with “Nicole.” Nicole was
         the SVP of Research and Development for a large pharmaceutical company. She had started her career as a physician, but had
         quickly moved into the corporate world, seeing opportunities and the chance to make a difference on a broader scale. Over
         the years as a senior executive, she had faced many challenges—not the least of which were the constant reminders that she
         was the only woman on the senior team. Nicole adopted a defensive stance, deliberately over-achieving while relying on her
         talent, strong personality, track record, and a somewhat brittle exterior to keep threats at bay. This kind of self-protectiveness
         takes a lot of energy and depletes 
         our reserves. And having to prove oneself over and over can lead to chronic uneasiness—Can I overcome the next hurdle? Will
         we win the next battle?
      

      As time went on it became harder and harder for Nicole to get things done. She was always ready for battle. The intricate
         relationships at the top of her organization required constant vigilance, attention, and even a kind of intimacy between people.
         Making the most difficult decisions required open dialogue and some vulnerability as team members made the hard trade-offs
         the business required. According to colleagues, Nicole’s self-confidence and strength always seemed to get in the way of these
         conversations. Gradually, both she and her team members simply got tired of fighting and started avoiding each other. Then
         the catch-22 set in: the less contact she had, the less influence she could wield. And with less influence came more insecurity,
         more attempts to defend herself and more friction.
      

      Whenever we encounter people who seem to need to prove their worth, even when their position or accomplishments actually speak
         for themselves, we begin to suspect that we might be dealing with someone who is quite insecure and overwhelmed. So Nicole’s
         very evident confidence and brittle interpersonal style were clues: she was protecting herself.
      

      In fact, it is often the case that people who seem most self-confident, whose self-esteem may even seem over the top, are
         the people who are actually the most fragile. Michael Kernis and his colleagues note that contrary to popular belief, unrelenting
         high self-esteem is not really an indicator of optimal self-esteem, and may in fact be “fragile high self-esteem.”18 When people must continually protect an image of themselves, this is a clue that in fact they do not have a strong sense
         of self, and that they are delicate and even insecure, trying to hide from a threatening world.
      

      We suspect that for many professionals, fragile high self-esteem can also be a byproduct of success. People who excel at school,
         and then in the workplace, often get a tremendous amount of positive feedback—more, maybe, than they think they deserve. Leaders
         may find themselves waiting for the other shoe to drop, 
         thinking that somehow people will figure out that they are really not all that great and the game will be over.
      

      In our talks with executives, they often mention this “imposter syndrome”—that nagging sense that we are not really as good
         as everyone thinks we are.19 The more mindful leaders recognize the imposter syndrome for what it is and do not let insecurity drive them to bad behavior.
         But some people respond to the fear of being found out by developing superficial bravado and using over-the-top self-confidence
         as a shield. They ignore or hide their own weaknesses. They avoid putting strong people who might show them up on their teams
         and try constantly to get everyone to pay attention to how fabulous they are. Others build a wall; it is just too risky to
         let people in.
      

      But mindfulness requires connection with other people. You cannot really understand others unless you are in contact with them. Many leaders find
         themselves deliberately shying away from close connection and relationships at work. They fear they will be found out or believe
         they will lose objectivity. Or they simply do not take the time. Or people just will not let them get close. For many reasons,
         building close relationships with people just seems wrong. It is tempting (and typical) for leaders to throw up their hands
         and give up on connecting. It is just too hard.
      

      So it is easy to slip into mindlessness. The pressure of a leader’s role, coupled with internal messages about what we should
         do and our attempts to deal with stress, vulnerability, and insecurity cause us to shut down. Unfortunately, that response—shutting
         down—is exactly the opposite of what we must do in order to sustain effectiveness and maintain resonance in ourselves and
         with others. We need to be open, not closed—constantly exploring ourselves, others, and our environment. This enables us to
         stay centered and calm, even when the pressure is on, and to see what we must do in order to stay true to ourselves. Attending
         to others and the environment means we have more and more accurate information and can make better decisions. Mindfulness
         enables us to counter the effects of the Sacrifice Syndrome, propelling us into renewal.
      

      Defining Your Practice:
Cultivating Mindfulness

      
         But becoming mindful and maintaining that state does not happen by accident. We are asked occasionally whether the development
         of mindfulness has a place in the business world. We answer with an enthusiastic, “Yes!” Mindfulness is the practical application
         of self-awareness, self-management, and social awareness; in short, developing mindfulness means developing emotional intelligence.
         What has been known and practiced for thousands of years in the world’s great religious and philosophical traditions is only
         now becoming known in the Western study of management and leadership. Self-awareness really does matter, and so does consciously
         managing our habitual thoughts, feelings, and responses.
      

      As we have pointed out in this book and in other writings, self-awareness is a fundamental component of emotional intelligence
         that has a positive impact not only on our personal development and well-being, but on the bottom line as well. So, mindfulness
         is not just a nice-to-have—it makes a difference in performance.
      

      Assuming we have a desire to develop our capacity for mindfulness, what can we actually do? We know from our practice and that of our colleagues that there are many paths to mindfulness, from purely cognitive “training”
         to Buddhist meditation practices to corporate programs such as working with a coach. We recommend a combination of reflection,
         practice, and supportive relationships. Adjusting one’s thought patterns is usually necessary, since most of us have developed
         automatic, habitual cognitive processes that do not serve us well. This means that most of us have to engage in a process
         of intentional change. At the end of this chapter and in appendix B we have included some reflections and practices that will
         help you develop mindfulness intentionally. Let us go back to Patrick Cescau of Unilever and look at how this very successful
         leader cultivates mindfulness as a way of life.
      

      Reflection

      
         When he talked to us about how he maintains mindfulness in everyday work situations, Patrick Cescau told us that finding a
         corner of peace and quiet in the mind, a place of stillness, is absolutely essential for leaders. That means finding some
         way to systematically reflect, whether through meditation, spiritual practice, walking in natural, beautiful surroundings,
         or writing one’s personal thoughts and feelings in a journal.
      

      Why is reflection so important? It takes a lot of self-control to manage the inevitable stress and power dynamics inherent
         in leadership. If you do not have time for yourself, to reflect, to find peace, you will become lost. And if you do not have
         time for yourself, you will not be good for anyone else. Reflection is one way to build a path to renewal into your life.
         This includes finding opportunities to stay calm and centered. When you are resonant within yourself, you can create resonance
         with others. It is not possible to become mindful if we do allow our mind, body, heart, and spirit to speak to us, and it
         is very hard to hear those quiet voices in the noisy, busy world we live in.
      

      Patrick also recognizes that the pressures—and the loneliness—of leadership can make it very difficult to remain open and
         mindful, attending holistically to one’s self and others. That is why over the years he has deliberately incorporated practices
         into his life that help him cultivate mindfulness. He is one of those people who loves to learn—which helps when it comes
         to mindfulness. He reads often and widely—fiction, poetry, autobiography, anything—and he finds like-minded souls with whom
         to discuss new ideas. He finds time to engage in activities that bring him peace, often very simple things like an evening
         at home with his family, a joke and a good laugh with friends, and quiet moments alone.
      

      Another tool that Patrick uses is to take time during his day to stop and take himself to a soothing mental space—a place
         in the mind where he finds serenity and reflection. For Patrick, a place that actually brings him a sense of peace and well
         being is the desert. He 
         often refers to the wisdom of favorite old Arabic sayings, “Allah created the desert as his garden, from which he removed
         all life so that he could take walks in peace and quietness.” And as the caravan drivers tell it, “Allah has removed from
         the Sahara all that is unnecessary so human beings grasp the essence of things.”20
      

      Patrick actually goes to the desert whenever he can—a place for renewal and rejuvenation. But of course, like most of us,
         he can not pick up and go away at will, and we need to find other ways to reconnect with the peace we feel in special settings.
         This has led him to learn how to calm his mind through imagery.
      

      During reflective times he will simply take half an hour, close his eyes, and imagine he is in those special places in the
         world that he loves. He will see the desert in his mind, feel the wind, smell the rich scent of hot earth. Using this kind
         of mental imagery can be a powerful tool indeed. In fact, research has shown how simply imagining a peaceful scene can actually
         change our physiology, calming us down.21
      

      How else can reflection help us become more mindful? Rather than simply using it to look inward, at the self, Patrick often
         practices reflecting about the people around him and with whom he works. He describes the process this way: “I watch people
         very carefully. Then, I ‘speak to myself’ about what I see. Am I interpreting correctly? Are my own ideas getting in the way?
         Am I seeing the whole picture?”
      

      This played out in an interesting way a few years ago. One year, as a leader of one of Unilever’s businesses, Patrick realized
         that he and his team could not raise salaries for everyone, as they had done in the past. They worked out a system of meritocracy,
         based on a performance appraisal that they believed would allow them to fairly determine how they could selectively raise
         salaries. Patrick was very proud of the solution and the system.
      

      Of course, Patrick knew his team would be challenged by the system, but he was ready for that. He believed that the system
         was so fair, it would be easy to defend. Inevitably, a man who was not getting a raise came to him. Patrick was ready, and
         they went 
         through his performance appraisal together. The outcome was of course the same, and Patrick asked the man if he thought the
         results were different. He did not disagree; in fact he agreed with the evaluation. Then, however, the man said something
         Patrick never expected: “But you have missed something in this system. I have given everything to this company, I have done
         the very best that I could. I have worked as hard as I could, been as committed as I could, and done absolutely everything
         I could. I have been loyal, dedicated, and true, and used all my talents and I have inspired the people around me to better
         performance. I have given my heart.”
      

      Patrick realized that in fact, the man was right, and he told him so. He said, “You have a point. In fact, our system might
         not measure everything that is important. But you see, if I change this decision for you, we will lose face (an important
         issue in that culture). But I tell you this—if, at the end of next year, you can tell me that you have given everything you
         could, and been committed, and can show me how this has impacted results, you will get a raise. In the meantime we, as a team,
         will examine our system and consider how best to measure these more subtle aspects of performance that you so rightly point
         out.”
      

      What Patrick did in this instance was to use a situation to develop mindfulness, not only practice it. Patrick used his experiences as a way to push the boundaries of his own thinking. After
         the incident, he reviewed the underlying assumptions—both his own and others’—that drove the specifics of the performance
         system. In doing so, he noticed that certain things were missing, like how to measure commitment and loyalty and how these
         impacted the overall climate and team results. He and his team were able to make adjustments and change their system over
         time.
      

      We cannot leave this discussion without saying something about how authentic relationships can also provoke mindfulness. Authentic
         connection to our loved ones and friends provides us with two things critical in developing mindfulness: safety and an accurate
         reflection of how others see us and we see them. We can 
         learn a tremendous amount from the image that others reflect. In our most intimate relationships—with wives, husbands, partners,
         children, and dear friends—we learn about who we are, about how on track we are in living our professed values. And we can
         see what we are not, and learn from this, too. This brings us to how we can use our relationships as a way of attaining mindfulness.
      

      Supportive Relationships

      Reflection, contemplation, meditation, cognitive training: however you choose to explore your inner world, these things are
         all critical to developing mindfulness. But even they are not enough. In addition to attending to yourself, you need to pay
         attention to the other side of the equation, and learn how to attend consciously to other people and the world around you.
         This is very difficult (if not impossible) to do by yourself. How can you be sure if you are reading other people right if
         you never check it out with them, or with others? How will you know if you have considered all possibilities regarding a specific
         situation if you do not engage in dialogue with others? How will you even know if your view of yourself is accurate?
      

      Learning mindfulness includes attending to how and what other people think, feel, and do. This gives you information about
         the world around you, certainly, but it also gives you information about yourself. It is a lesson that Josie Harper, director
         of athletics and recreation at Dartmouth College, learned a few years ago when she found herself in the difficult situation
         of having to shut down one of her athletic programs. It was a last resort, and naturally not a popular decision. But Josie
         knew that absorbing another budget cut and having every program suffer, across the board, was not the direction she was willing
         to take. Past budget cuts had caused many of the programs to be lean and at risk of slipping backwards. As difficult as the
         decision was, and after much consideration, she decided to recommend dropping one sport—men’s and women’s swimming and diving.
         She realized 
         this would be viewed as a risk and perceived as a radical step—one that would be very unpopular with constituents. Certainly
         the people that concerned Josie the most were the student athletes.
      

      And, not surprisingly, student athletes, parents, and alumni alike were unhappy with her. She was barraged her with phone
         calls, e-mails, and even tearful pleas in the hallways and at meetings. Amid all of the tumult, in a situation in which many
         people would be tempted to put up a wall around themselves, or at least a “Do Not Disturb” sign on their doors, Josie stayed
         close and attentive; she stayed in relationship with people. Even during those weeks when people actually hated what she was
         doing—and maybe hated her—she continued to reach out, to connect, to talk. She made sure she had all her facts straight and,
         as importantly, that she truly understood the emotions and opinions of the people affected by her decision. She met as many
         people as possible—personally and without time limits. She listened, she talked, she stayed centered, grounded, and connected
         even during the most difficult conversations. With help from others in administration, her approach worked: in the end, students,
         parents, and alumni pulled together in a phenomenal way, and the program was actually saved.
      

      Josie tells us that these “fifty days from hell” were one of the greatest learning experiences of her life. “Other people’s
         observations, their comments to me during a difficult time, have been a source of my discovering who I am to them, what they
         see in me. They have given me a sound sense of the impact I have on people.”22 Beyond the learning, Josie came out of this situation with better relationships, even though what she had to do was terribly hard on everyone.
      

      You do not get that kind of outcome unless you are in contact with people—unless you are open, available, and willing to engage in the give and take of relationship. Paul McDermott, assistant
         regional administrator of the U.S. government’s General Services Administration, has put that kind of real contact into practice
         in his organization, as a way to continually develop 
         mindfulness and to strengthen the “glue” that holds people together.23 He starts with the premise that emotionally intelligent behavior is a baseline for healthy relationships at work. He acts
         on this personally and holds team members accountable for doing the same. More than that, however, he carefully defines his
         relationship with people. Work in many governments is difficult because of the long-standing network among civil servants,
         many of whom have been in the division for years and years. Longstanding alliances, old slights, and the everlasting competition
         for resources are antithetical to transparency and trust, both foundations for healthy relationships. Paul has taken the stance
         that he needs to continually challenge himself to develop mindfulness—to read people constantly, and to recognize what they
         are trying to tell him.
      

      For Paul and the team, the focus on how they work together pays off. Their results are consistently good, and they are known as one of the least bureaucratic, most
         effective organizations within the government. In fact, as Paul puts it, “During a period of intense challenges, mindfulness,
         compassion, and resiliency have allowed us to excel in the face of adversity. Mindfulness and emotional intelligence have
         created an environment where you can truly come to work and do something great, and be with caring friends while you achieve
         excellence.” These are powerful statements—backed up by powerful results. During this period, well known and valid measures
         of customer satisfaction and employee engagement are up. And, no coincidence, we believe, revenue is up dramatically as well.24
      

      As advisers for many years to leaders of some of the most powerful organizations in the world, we have become convinced that
         being awake, aware, and attentive to self, others, and the environment is a key to effective leadership (not to mention a
         much more fulfilling life). It is definitely worth spending time and energy developing the capacity to live mindfully. We
         personally have engaged in mindful practices over the years and know from our own experiences and from working with great
         leaders that in fact being 
         more aware, moment to moment, of all that we experience enables us to live more fully—and, yes, be more successful in the
         work that we do.
      

      A caution, however: We have also learned that some people actually turn mindfulness into the end goal. And the peculiar trap
         of turning ourselves into a project is one of which we all must beware. Nothing is as annoying as people who continually recount
         their personal journey, telling anyone who will listen what they do to develop themselves, how hard it is, how rewarding,
         etc. Leaders who navigate around that trap, we have seen, do so by simply holding onto a noble goal that is beyond themselves,
         their needs, or their wants—so that mindfulness does not turn into self-centeredness.
      

      Once a person is mindful, what does he or she do with this insight and attentiveness? We believe the great leaders turn to
         hope and to compassion, as we will explore in the following chapters.
      

      Look, Listen, and Ask

      This series of activities will enable you to practice mindfulness. The first exercise focuses on you, and your attunement
         to yourself. The second and third activities are focused on your ability to tune in to other people, to understand them and
         to accurately interpret what they are feeling and why they behave in certain ways. Try this series of skill-building tasks
         for a week or two, as well as those in appendix B, and see what happens in the way you relate to yourself and others.
      

      
      Exercise 1: Name That Feeling

      THREE TIMES a day for a week, stop what you are doing, close your eyes and concentrate on how you are feeling. Put a word to the feeling
         or feelings you are experiencing. Do not analyze, 
         just name. At first, this might take as long as five minutes, and you might notice that the words you choose to name your
         feelings are simple, not nuanced. For example, you may describe your feelings with words like “stressed” or “pressured” or
         “happy.” As you practice, however, you will find that you are able to name your feelings much more quickly and with more accuracy.
         For example, “stressed” becomes “frustrated and a little bit anxious”; “happy” becomes “happy and proud of myself” or “grateful
         to my team.”
      

      

      
      Exercise 2: Watch, Look, and Listen

      IN THIS EXERCISE, you will attempt to surface your own almost unconscious “sense making” about others’ thoughts and feelings. This is difficult
         and will take discipline, as most of us make sense of people and situations automatically and somewhat unconsciously.
      

      First, select two or three people with whom you meet face-to-face regularly, and spend twenty minutes or so writing some notes
         about what you think their typical reactions to you are. Remember their words, their actions, their facial expressions, tone
         of voice, and body language. Do not analyze—just name the emotional reactions you think you get from them and what you guess
         they think. You might want to simplify this by thinking specifically about an incident or two when you were engaged in something
         together.
      

      Then, for a week or so, discipline yourself to watch these individuals very carefully when you are together. Try not to be
         obvious; you might scare them. Look at their eyes, their faces. Note their posture, hand movements, and overall body motion
         when you are together. In this state of heightened awareness, pay attention to the “invisible clues” they give to what they
         are thinking and feeling.
      

      Finally, at least once or twice a day, for each of the people you are studying, take five minutes to write notes for yourself
         about what you have seen. At first, you might simply write observations—what they did, what you saw. Later on, as you get
         better at 
         observing subtle clues, attempt to name the emotions you believe you have seen. Try not to over interpret what you have seen,
         and be careful not to confuse your emotions with theirs.
      

      

      
      Exercise 3: Check It Out

      AFTER A WEEK or so of observing and attempting to understand people’s emotions and related thoughts, you can begin to test your assumptions.
         Depending on your relationship with the person/people you have been studying you may either be quite open, fully describing
         what you are doing and why (for your own learning and to improve your relationship with them). Or, if this is a bit too direct,
         simply begin to naturally introduce statements and questions into conversation that focus on what the other person is actually
         feeling. Do not name it for them—this causes defensiveness. Rather, try combining simple observations with naming your own
         feelings and light interpretation, such as, “I noticed just now that we’ve lost eye contact with each other, and I’m a bit
         uncomfortable. Seems like you might be too. What happened?” Or, “This conversation is great! You seem as excited as I am about
         what we are planning.” Alternatively, you can, in your search for understanding and developing your ability to interpret others’
         reactions, simply ask a question: “How do you feel right now about that?” Check their answers with your interpretation.
      

      If you want to take this learning process to the next level, start carefully watching what is happening among people in groups.
         Notice the interaction and play of emotions between people, not just what happens to an individual at a given moment. Notice
         how the mood of a group is distinct from the moods of the individuals involved. The art of reading group behavior is extremely
         sophisticated; mastering it will enable you to be incredibly effective in managing people’s energy toward a vision or goal.
      

      

      
      S E V E N

      Hope

      
         WALK ONTO THE GROUNDS of the Nkomo Primary School in the province of KwaZuluNatal, South Africa, and you will see children running, laughing, and
         playing games in the warm sun. Elsewhere on the grounds, boys and girls sit on rows of benches, leaning eagerly forward as
         their teacher explains the lesson written on a blackboard propped against a large shade tree. From other classrooms—shelters
         made of sticks and reeds—you can hear the sound of children singing, reciting their lessons in delightful harmony.
      

      Clearly, this is a place of genuine learning—yet it has not always been that way. Just a few short years ago, this school
         did not exist. The province had too few schools, especially in deep rural areas, and many children simply did not have access
         to education. One local woman wanted to see things change. More than simply seeing a need, however, she saw in the faces of
         the province’s children tangible, living potential that was being wasted.
      

      Mrs. Zikhali, now the headmistress of the Nkomo Primary School, had hope and a dream. Where there was no school at all, 
         she imagined a vibrant learning community, filled with teachers and children, good classrooms, and resources. She imagined
         young, eager minds learning about their Zulu culture and the world beyond South Africa. She wanted young people to grow up
         to be strong, powerful citizens of the new democracy. She had profound hope for the future of the children and her country.
      

      It was hope that drove her to dream, to envision what could be. In our work with leaders, we have learned that having such
         hopes and dreams is indeed the first step to creating any reality that may initially appear unattainable, as Mrs. Zikhali’s
         dream certainly did. She started small: in 1998 she had only some land, a reed hut, makeshift classrooms under trees, and
         whatever materials she could find. Sixty hopeful and eager children came to the school. For some people, this would have been
         enough—surely it was better than nothing. But Mrs. Zikhali knew there were more children in the community who were not in
         school, and she had to get more teachers. She also knew the government of South Africa assigned teachers to a school only
         when there were actual classrooms for them. So she had to build more. In the early days, things were rough. When a visitor
         parked his car under a tree to avoid the midday sun, one of the young boys approached him and said, “Please Sir, remove your
         car from my classroom.”
      

      How did she do it? Mrs. Zikhali’s vision for a better future drove her to action. She decided to raise money to build classrooms
         quickly, and in a way that involved the community. She worked with the government, of course, but she went far beyond the
         typical funding sources. First, she wrote to the heads of large corporations in South Africa, explaining the situation and
         her dream. They listened and responded. Surely hers was not the only such request, but something about how she conveyed her
         message caught people’s attention.
      

      Then she took a good look at her community—asking herself where, in this poor community, were the resources that could support
         her school? Where was there interest in educating the people of the region? The answer was close at hand: one of the key features
         of the region is its game reserves. Because the reserves cater 
         to wealthy people, they operate on an economic scale vastly different from typical South African community businesses. The
         reserves have a vested interest in building the capabilities of the region’s people, since they are neighbors, workers, managers,
         and supporters. With the help of Isaac Tembe, Field Officer of the Africa Foundation, and Jason King, the general manager
         of the Phinda Game Reserve at the time, Mrs. Zikhali created a plan to share her dream with the Reserve and its visitors,
         creatively connecting the school with the resources needed for growth. Now she regularly invites visitors from the Reserve
         to visit the school. They love it, and many even insist on donating money, materials, or their time.
      

      Today more than seven hundred and sixty children attend the school, which has eleven classrooms and two teachers’ rooms. Children
         leave the school to go on to high school and, in some cases, to technical schools and college. All of them have hope and dreams,
         and because they received a solid educational beginning at the Nkomo School, they have a way to make their dreams come true.
      

      The little room that was once the entire school just a few years ago now serves as the teachers’ office, library, and resource
         center. Mrs. Zikhali’s desk sits in that room amid stacks of books, but she rarely sits down. On the wall near her desk is
         the school’s vision statement. What is most striking about it is that the words, which are not unique, are so alive. “The Nkomo Primary School’s vision is to … provide quality education that will develop the full potential of every learner.
         … We are dedicated to transforming education in order to build a firm foundation. In doing this, we will insure that our school
         provides a relevant and quality learning experience to learners and all stakeholders in the school community.”
      

      These words are alive because they are lived by Mrs. Zikhali and by the teachers, children, parents, and community members who are so vitally involved in the school’s
         success. Mrs. Zikhali’s hope and passion are contagious, jumping off the page of that vision statement. And when teachers
         enter the room each day, they see the vision statement there on the wall—among the books, students’ drawings, and classroom
         supplies—reminding them about 
         their purpose. They think about how they are creating dreams in the children, their families, and the community.
      

      We can only imagine the physical and emotional sacrifices Mrs. Zikhali made as she led the initiative to start and then grow
         this wonderful school. She is a resonant leader—creating a positive emotional tone within the school itself and between the
         school and its stakeholders.1
      

      As we have said, the overall positive emotional tone crafted by resonant leaders is characterized by a sense of hope. That
         is why it feels exciting and often fun to be with resonant leaders and part of their organizations. In these settings, people
         do not necessarily feel happy or satisfied all the time, but they are challenged and feel hopeful about the future. They are
         more open-minded, creative, interested in their work, and motivated to do whatever is needed to accomplish individual and
         group goals.2
      

      Despite the inevitable challenges of leading an institution such as the Nkomo Primary School, the climate is very positive,
         marked by excitement, passion, and hope for the future. This is the kind of climate that all effective leaders create. They
         do so in part by stimulating others to think about the possibilities and to look ahead. They and the people around them are
         pulled to the future. We believe that this kind of hope is key not only in creating resonance, but also in enabling leaders
         to stay the course, renewing themselves in body, mind, heart, and spirit.
      

      Before we delve into how leaders can actually cultivate hope, however, let us examine what we mean by the word.

      What Is This Thing Called Hope?

      Hope is a hot topic these days. There have been three books on recent best-seller lists in the United States about hope or
         a closely related subject. In one of these books, The Anatomy of Hope: How People Prevail in the Face of Illness, Harvard professor Jerome Groopman writes about the role hope plays in helping people to heal from and survive cancer or,
         when they cannot, to 
         live through their last days with dignity and love.3 Aspects of hope, in particular the feelings of elation and happiness and sense of some control over one’s destiny, spark
         renewal, as we have explained in chapter 4. In a hopeful state, we have more physiological as well as emotional resiliency,
         and we are mentally and physically prepared to deal with challenges.4
      

      Renewal through hope works like this: when Mrs. Zikhali, perhaps in the middle of a telephone conversation with a parent or
         calming a frustrated teacher, glances at the vision statement on the wall, she remembers the dream. The return of that momentary
         sensation engages a different part of her brain than the part she is using to discuss someone’s problem. This in turn sets
         renewal into motion. Her body resets itself. A slight smile and sense of confidence about her purpose return. She is nourishing
         her body, rekindling the passion that drives her. At the same time, the person she is dealing with begins to catch her mood,
         becoming calmer, more open, and more willing to engage with her to solve the problem.5
      

      Indeed, hope has been shown to lead to other positive emotions, more positive thoughts, superior coping abilities, and less
         depression—even in people with serious physical conditions such as spinal cord injuries. To use another example: adolescent
         burn survivors who report hopeful feelings exhibit less harmful behavior to themselves and others and more positive interactions
         with caregivers and friends.6 Hope has also been shown to predict higher grades in college students, as well as account for 56 percent of actual track
         performance in college athletes.7
      

      These examples are part of a growing body of literature on the impact of positive emotions on our behavior, including how
         effectively we reason and think, how we interact with other people, and what we are capable of doing.8 Specifically, positive emotions impact our openness and cognitive flexibility, problem-solving abilities, empathy, willingness
         to seek variety, and persistence.9
      

      But what, exactly, is hope?10 Social science has given us a definition of hope that goes beyond the philosophy of human nature and virtue. One of the better
         articulated theories is put forth by C. R. Snyder and his colleagues, who write about hopeful thought 
         as a combination of clearly articulating goals, believing that one can attain those goals, charting a course of action or
         a path, and arriving at the goal while experiencing a sense of well-being as a result of the process.11
      

      When we experience hope, then, we feel elated about a future that seems feasible.12 Hope is an emotional state accompanied by clear thoughts about what the future can be and how to get there.13 So not only does Mrs. Zikhali feel excitement and happiness on a regular basis, she also knows that the children of her Zulu community can learn in her school and that they will have different lives than they likely
         would have without education. She feels optimistic, believing that she and her community can make the dream come true, and
         she intends to keep trying to make it happen. That is why leaders like Mrs. Zikhali, who have a hopeful outlook, are able
         to create both resonant relationships among their people and an exciting organization in which to work.
      

      But what does it take to actually cultivate the kind of hope that leads to renewal and ultimately to sustainable resonance?
         Our experience in working with leaders who demonstrate the power of hope every day has led us to three key lessons:
      

      •  The leader needs to have dreams and aspirations, but also be in touch with those of the people around him or her. This
         helps to form the desired image of the future.
      

      •  The leader needs to be optimistic and believe in his or her ability to make change.

      •  The leader must see the desired future as realistic and feasible.

      Having a Dream

      Ole Einar Bjoerndalen, a Norwegian biathlete, won his fourth gold medal in the 2002 Winter Olympics. The biathlon is a grueling
         event: the athlete skis 7.5 kilometers, stops to shoot a rifle at a small target fifty meters distant, slings the rifle back
         on his shoulder, 
         then skis another 7.5 kilometers to the next target. And all of this is done at an altitude at which the air is thin and it
         is hard to breathe, making physical exertion even more difficult. Yet Ole became the first person to ever win the biathlon
         grand slam—and he did so after falling on a downhill ski run and missing three shots as a result.
      

      Before he started his winning streak, Ole was a good, but not great, biathlete by Olympic standards. What was his bridge to
         greatness? Positive thinking. His coach, who happened to be a vacuum cleaner salesmen, had developed techniques to motivate
         himself and other salesmen. They would positively visualize their conversation with a potential customer. Even if it did not
         work out at first, they continually envisioned and engaged the hope that the next conversation would lead to a sale. These
         same techniques helped Ole to literally see his wins and stay focused on triumphing—even when he fell.14
      

      Indeed, many world-class athletes use visualization techniques and positive thought. They spend a great deal of time envisioning
         their moves in detail, using hope to bring about their victories.15
      

      We can all apply visualization to cultivate hope in our lives.16 Besides triggering mindfulness and a sense of renewal, such exercises can help guide our decisions and future actions. The
         key is that the vision should evoke in your mind a specific, clear mental picture of the future—one that you find inspiring
         and that you believe can happen. A sense of purpose or meaning in your work often follows naturally from such images. And
         the positive emotions that are generated as you think about your desired future are actually powerful drivers of behavior.
         Let’s look at how this works.
      

      The Effect of Having a Dream:
Positive and Negative Emotional Attractors

      Our friend and colleague Daniel Goleman had the privilege of moderating dialogues among His Holiness the Dalai Lama, Buddhist
         monks, and western scholars and philosophers as part of Adam Engle’s Mind and Life Institute meeting in March 2000.17
         One outcome of these meetings was the book Destructive Emotions, which we believe is one of the best summaries of the science, philosophy, and spirituality of emotions to date.18 Western and Buddhist thought, while clearly not always aligned, are surprisingly similar in the assessment of the power of
         emotions and their effect on individual behavior, groups, and society. Specifically, there is agreement that destructive emotions
         such as hatred, greed, and jealousy have a negative physiological as well as psychological impact on the person experiencing
         them, and can also harm relationships and cause dissonance.19
      

      On the other hand, positive emotions such as compassion, confidence, and generosity have a decidedly constructive effect on
         neurological functioning, psychological well-being, physical health, and personal relationships. Hope, then—as an umbrella
         for a number of positive emotions—is good for us and our relationships. Additionally, as we discussed in chapter 5, it is
         a key component of intentional change—a central element in the development of the ideal self and one’s personal vision. Therefore,
         it is an essential foundation for our own development.20
      

      Hope acts as a magnet—an “attractor” in the terminology of complexity theory.21 Like other positive emotions such as excitement, amusement, elation, and happiness, hope has a positive impact on our brains
         and hormones. It affects our perceptions of the events around us, so that we tend to see things in general more positively.
         In this way, the attractor catalyzes a self-perpetuating sequence, or self-organizing system. As the positive emotional attractor,
         then, hope allows you to consider your strengths, your dreams, and desired vision for the future. Such contemplation then
         slows your breathing, lowers your blood pressure, strengthens your immune system, and engages your parasympathetic nervous
         system. You feel calm, elated, happy, amused, and optimistic. You are up for the challenges ahead, energized, and prepared
         to act on your strengths to make your vision become reality.
      

      In contrast, when you invoke the negative emotional attractor such as jealousy or resentment, you focus on weaknesses, fear,
         and 
         a distorted sense of what is realistic (read: pessimistic) or you dwell on past events and what went wrong. You feel nervous,
         anxious, depressed, cynical, or filled with despair. Your sympathetic nervous system is activated—your blood pressure increases,
         as does your breathing. Your facial muscles tighten. Your body prepares for threat or injury, and in doing so elicits the
         stress response. In other words, you get set to defend yourself, preparing for fight or flight by sending blood to large muscle
         groups and closing off neural circuits not necessary to survival, as described in chapter 3 and appendix A.
      

      At work, the stress response often shows up as abrupt, thoughtless treatment of people, “ready-fire-aim” decisions, and cynicism.
         Cynicism is one of the most destructive manifestations of negativity and dissonance. It causes people to focus solely on what
         is most wrong with a person, group, or an organization, with little or no call on individuals to take responsibility for making
         positive change. Cynicism is self-perpetuating, breeding frustration and despair—even hopelessness—which in turn breed more
         cynicism. In this state, there can be little, if any, movement toward a constructive vision of the future.
      

      The negative emotional attractor such as resentment pushes you to focus all your energy on things that are wrong. Have you
         ever wondered why it is so hard to lose weight? We believe it is because the concept of “losing weight” is in and of itself
         a negatively conceived goal that arouses defensiveness, stress, and the sympathetic nervous system. So, the negative emotional
         attractor makes you work too hard for the wrong reasons, and may actually divert you from your desired future. If, however,
         you are motivated to feel vibrant and look good—and losing weight is part of this goal, your parasympathetic nervous system
         can be aroused and provide energy for action.
      

      But, in their efforts to change themselves or help others, many people want to focus on and explain weaknesses. They want
         to diagnose and fix the problem. This is a common mistake. Once people become firmly focused on their weaknesses, they are
         pulled 
         to the negative emotional attractor and have a hard time visualizing positive outcomes—and a hard time achieving those outcomes.
      

      The focus on negativity is common in our organizations, and many leaders are deeply involved in creating and perpetuating
         the negative emotional attractor. They are worried about shortfalls: not meeting quarterly goals, resource scarcity, personnel
         problems, and a myriad of other problems. And they insist that they need to stay focused on these things. They refuse to turn
         their attention to more hopeful aspects of the environment, because they feel it just is not realistic.
      

      The way you approach others also reflects which emotional attractor is pulling you. When it is the negative emotional attractor,
         you may fall into the negative spiral of expectations that Jean François Manzoni of IMD calls the “set-up-to-fail” syndrome.
         You see a person as failing and focus on monitoring him. In the process of close monitoring, you make him feel threatened
         and pressured. He may stumble or deliver, but you see the performance as a half-empty glass. At that point, there is almost
         nothing that person can do to reverse the downward spiral of expectations and performance.22
      

      On the other hand, the positive emotional attractor such as hope allows you to move toward your aspirations while opening
         yourself, others, and your organization to new possibilities. In the Zikhali and Bjoerndalen examples above, you can see how
         you—the leader—can choose to spark energy for change in other people by focusing on what they are doing right, rather than
         on their shortcomings.
      

      In fact, to make a sustainable change in habits or behavior, a person needs to start with the positive emotional attractor. With the energy generated from positive emotions we can move smoothly, without becoming
         trapped, through the negative emotional attractor. A leader conveying hope and associated positive emotions will stimulate
         the energy and creativity troubled employees need to deal with the real performance issues. That is because when a person
         experiences the powerful drive of hope and excitement—and also the realistic grounding of reasonable doubt 
            and concern—energy is mobilized in a positive direction, rather than turning to defensiveness. Moving back and forth between these poles
         ensures continuous energy and reasonable shifts in direction and adjustment of plans. To engage intentionally in personal
         change, therefore, we need to spend more time, in particular emotional time, in the positive emotional attractor.
      

      Probably the single most common argument against creating a positive, hopeful, resonant climate is that leaders must deal
         daily with unpleasant situations where no solutions will leave everyone feeling great. It just is not realistic to think that
         everything will feel good all the time, so rather than deal with the difficult emotional issues that arise in these situations,
         many leaders simply leave this “soft stuff” by the wayside. They concentrate on results and often slip into mindlessness,
         as discussed in chapter 6. They take a deep breath when they have to deal with common, painful problems (like layoffs or firing
         someone for poor performance) and generally ignore the emotional realm as much as possible. In other words, they default to
         the negative emotional attractor. Our argument: research in the fields of neurophysiology, psychology, sociology, and management
         indicates clearly and quite conclusively that it is precisely engaging in the soft stuff—rather than maintaining a negative
         orientation and focus—that leads to positive expectations, positive emotions, and hope, and thus the ability to envision and
         achieve goals.23
      

      Consider, for example, the case of one doctor and his family who were thrust into a life-altering situation, and how they
         used the power of hope, and specifically a vivid dream of the future, to attract to themselves a positive outcome indeed.
      

      Dr. Ghannoum and His Dream

      When Dr. Mahmoud Ghannoum took his family on holiday to England from their home in Kuwait, little did he know that his world
         was about to change dramatically. Early one morning, his oldest son awakened Mahmoud and his wife. “You won’t believe what
         happened!” he said. Turning on the television, Mahmoud 
         discovered that Saddam Hussein’s armies had just invaded Kuwait. As reporters repeated the story, the fog of shock and confusion
         slowly gave way to a clear realization: “Oh my God,” he thought. “My job, the university—our whole way of life—is gone.”
      

      Mahmoud had recently been promoted to full professor of Microbial Physiology at Kuwait University. His wife was assistant
         to the Chief Engineer of Public Works. They had three children; their youngest son was only four months old. Mahmoud told
         us that his thoughts seemed to come in waves. Clearly, he and his family would not be returning home after this vacation.
         His children needed to go to school: what would happen? Most of their worldly possessions were lost: how would they replace
         them? Their jobs were gone: what would they do for money? Where would they live?
      

      During the next two days, as the disbelief wore off and the reality set in, Mahmoud and his wife made a conscious decision:
         rather than dwelling on the past and their losses right now, they would focus on the present and the future. They would focus
         on hope. They were safe in England. They were talented professionals and they vowed to rebuild their life.
      

      Then Mahmoud had another thought. He remembered a dream that he and his wife had long kept in their hearts: to live and work
         in the United States. Maybe, he told his wife, this was the time to try to make that dream happen. After all, they truly had
         nothing left to lose. Mahmoud and his wife began talking more about that dream, remembering the details they had once envisioned,
         and they slowly began to form a new vision of what their lives might look like in the future.
      

      That dream kept them going through the first two months after the invasion. To give themselves time to decide what they wanted
         to do, they found creative ways to take care of the essentials. Within two weeks they got two of their children enrolled in
         an English school. Mahmoud got a part-time job teaching at a local college where he would have flexibility to look toward
         the future. He went to the library and collected as many of his published writings as he could. For the first time, he created
         a résumé 
         for a new and different culture. He called colleagues while his wife, who had also taken temporary work, contacted friends
         and relatives. Soon the contacts paid off: Mahmoud was invited to give a talk at a conference in Washington, D.C. He and his
         wife started to feel the possibility of a future they would want, even if tragedy had forced them into it. Mahmoud’s emotional
         intelligence helped him to stay in touch with his wife’s feelings and ensure that they both kept talking about the family’s
         future. It was as if the two of them fed off of each other’s moments of hope.
      

      When in Washington, Mahmoud called on the future president of the Infectious Disease Society, who at the time was the head
         of a major program in the National Institutes of Health. After hearing Mahmoud’s story and about his hopes for the future,
         he gave him an office and his Rolodex. He told Mahmoud about another meeting in Washington the following week, suggesting
         it would be a good opportunity to meet other colleagues. Mahmoud did not have the money to stay in the United States so he
         took a risk and called friends to ask for help. They immediately responded, inviting him to stay in their homes and even circulating
         his résumé.
      

      Mahmoud’s easy smile and affable nature presented a striking distinction from the usual intellectual intensity and nerdiness
         of most people in the field. People who knew him wanted to spend more time with him. People who met him wanted to do more
         for him. By the end of the second conference, Mahmoud had two offers for full-time teaching and research positions. After
         consulting his wife, he took a job at UCLA.
      

      Mahmoud and his wife’s passion, commitment, and hope drove them into an exciting life. Their wake-up call was obvious and
         unavoidable—but they could easily have chosen a less positive future or become trapped in mourning the past and in trying
         to find a way to get back to Kuwait, rather than revitalizing and realizing a long-held dream. Instead, they consciously managed
         the stress of the change, focusing on the future, their children, and their relationship. During the entire process, they
         remained open to one another, mindful of their feelings and their relationship. 
         They talked often and deeply to stay in touch with each other. The quality of their relationship helped them weave their way
         through the confusing emotions and practical challenges of the transition. Throughout, their hope and compassion were contagious,
         and whenever they reached out, friends and colleagues responded warmly.
      

      Since he has come to the United States, Mahmoud’s career has taken off. Today, he is director of the Center for Medical Mycology
         at the University Hospitals in Cleveland and a professor at Case Western Reserve University. His vision is to develop the
         Center into the most advanced center for research on the study of fungus, his specialty. His colleagues share his enthusiasm
         and excitement about the future. His ability to build resonant relationships with people in his lab, colleagues in the field,
         and donors has inspired passionate interest in his work and the Center’s potential. He has published hundreds of articles
         and five books, and in 2004, he was awarded a prestigious grant from Bristol-Myers Squibb.
      

      Mahmoud has exceeded even his own hopes in terms of impact in his field, and he believes that this would not have happened
         had he been in Kuwait. His relationship with his wife continues to be a source of joy for them both, and his children have
         grown into successful young adults.
      

      Even Bad News Can Spark a Dream

      Clearly, learning that his country had been invaded could be called the epitome of bad news for Mahmoud. Let us now look at
         another example of how people’s sense of hope can be tested by a very different kind of bad news: poor performance in a company.
      

      How do you inspire hope in an organization when performance is poor? Or, more to the point, should you use valuable time and
         energy to create a resonant environment when problems are mounting and results are not forthcoming? In many conversations
         with executives, we hear a litany of arguments against stimulating a positive mood when things are tough. Under such conditions,
         
         many executives argue for getting down to business and for leaving the soft stuff (like building resonance) for later. Images
         of “Chainsaw Al” Dunlap and similar “specialists” in downsizing, cost cutting, right-sizing, and otherwise bringing discipline
         to an organization come to mind. These individuals, who clearly did not spark resonance, might say that when there is tough
         work to do, even a salute to building resonance is a distraction and misleading.
      

      Yet, as we have seen, when an environment is dissonant (as it can so easily become when things are tough) people do not perform
         their best. So, just when things are most difficult, good leaders find a way to deal with problems and performance issues
         while concurrently sparking resonance.
      

      Belmiro Azevedo, founder of Sonae, an influential Portuguese company, has a unique and inspirational way of moving people
         out of key management positions when performance has been poor. Belmiro is a compassionate and yet a driven builder of companies.
         In 1984, he bought a small family-run furniture business, which by 2001 had become the largest non-bank private employer in
         Portugal. Along with the furniture business, Sonae now boasts large construction and IT consulting divisions, as well as a
         tourism division comprising resorts, hotels, and spas.
      

      Whatever the ups and downs of the business may be at any given moment, people feel excited to be a part of Sonae. Belmiro’s
         passion for growth is understood by everyone, and they feel part of it. We asked him how he handles the problems that inevitably
         arise with such growth; for example a division’s general manager who did just fine when his business turned over 5 million
         euros a year, but began to stumble consistently once the business grew past 100 million euros.
      

      Belmiro’s answer? In the face of poor performance, he tries to help his people develop. “I offer training, consultants, and
         coaches,” he said. And when that doesn’t work? “Well, if I have decided that despite attempts to help there is no progress
         or hope that the manager can improve, I change strategy,” he told us. “At one of our monthly lunches, after discussing the
         manager’s division, I ask, ‘If you had unlimited funds, what business would you 
         develop for today’s market? What is needed?’ And then I listen. Almost everyone comes back to me with one or two ideas for
         businesses. If any of the ideas makes sense to me, I make them an offer by the end of the lunch: if they develop a plan for
         this new business that I approve, I will provide the venture capital for 49 percent of the stock.” He smiled and added, “It
         doesn’t work all the time, but you would be surprised how often they come up with a great business plan, and we go into business
         together. Meanwhile, I am free to place a different executive in charge of the division.”
      

      What Belmiro is doing, essentially, is offering his people a chance to dream—to hope—even when they have been performing poorly.
         In fact, he sees this as a way to help them out of a performance rut. That is how Belmiro uses hope and excitement about the future to renew his business, his executives
         who are stumbling, and himself. Of course, most leaders cannot set up poor performers in a new business, but those who follow
         the principle of renewal through hope almost always have good results. These leaders use creativity—and emotional intelligence—to
         inspire hope in even the most difficult situations.
      

      This brings us to a final point about crafting a vision and a dream to inspire hope. Personal vision—an individual’s hopes
         and dreams for the future—is a powerful driver of individual change. But it is not enough to spark collective change. Resonant leaders go beyond the individual level—they inspire hope and craft meaningful visions at the larger, collective
         level of an entire organization.
      

      Dreams at the Collective Level: When “Vision” Isn’t

      Your personal vision consists in part of your dreams for the future. Your deep beliefs, values, and philosophy are part of
         your personal vision. This vision is a meaningful concept that inspires hope: it stirs you. Similarly, the path to hope in
         organizations is often through vision and values.
      

      We are not talking here about the “vision thing” extolled by posters or lobby art. To most people the ideas they push are
         meaningless because they are not shared throughout the organization 
         or are full of platitudes, uninspiring numbers goals, or vague aspirations such as “be the best.” These kinds of visions do
         not spark images of the collective dream. A shared vision truly inspires an organization to hopefulness and success. It is
         the kind of vision that interrupts the hustle and hectic activities of people’s individual busy schedules. It brings you back
         to your purpose and brings your body back to renewal. Remember Mrs. Zikhali? Her school’s vision, like other real collective visions, is a shared reflection of values and dreams, aspirations and hope. Mrs. Zikhali’s vision was personal
         at first, but it fast became the teachers’ and the community’s as well—their vision. A shared vision reminds us of the meaning of our work.
      

      All too often, however, organizational vision statements sound like something made up by a marketing department or public
         relations person. Here is a story of one such situation, and what was done to correct it. Schalon Newton, a former executive
         and now a strategy consultant, was trying to help top management of a prominent multinational communicate its vision throughout
         the organization. But the campaign felt consummately flat; it lacked energy. Why, Schalon wondered, did no one seem able to
         get excited about the company’s vision, much less translate it to the wider organization? He knew from conversations with
         executives and others throughout the company that the vision as stated was indeed dry and cold. No one could make it come
         alive, even though the executives he spoke with seemed to believe in it. What was wrong?
      

      Schalon decided to start by asking questions. He asked the executives if it was reasonable to assume that their subordinates
         expected them to be committed to the vision, to understand it and to reflect it in their actions. They said “yes.” Schalon
         then challenged them to see how well they actually knew what the vision embodied.
      

      He took the thirty-plus words in the actual vision statement and added several others from the longer mission statement, as
         well as an assortment of commonly used phrases from other corporate mission statements. He placed each word or phrase on a
         card. He handed the nine executives the deck and gave them 
         fifteen minutes to assemble the words and phrases into their actual vision statement.
      

      After ten minutes of frustration with no consensus on the words or the proper order, he started giving the executives hints—filling
         in some of the words for them and leaving spaces for others. When after ten more minutes the executives still had only ten
         of the words in place, they all sat down, frustrated, a bit humbled, and ready to talk about how to create a living and inspirational vision.
      

      Schalon’s point was simple but critical: You cannot inspire others about a vision if you yourself cannot articulate it. To
         feel the passion and hope that a vision should invoke, you have to know it so well that it is something you do not have to
         read to remember—not just a poster on a wall. Only then can leaders begin to inspire hope through a shared dream. Only then
         will collective vision serve to renew leaders and reinvigorate everyone around them.
      

      Believing the Dream: a Primer on
Optimism and Efficacy

      So far in this chapter we have talked about developing a vision and a dream as a first step to cultivating hope—and ultimately
         renewal and sustainable resonance. What is the next step? You must actually believe in your dream. Hope is driven, we believe, in part by the belief that the desired image of the future (the dream) is possible. Our sense
         of optimism has a primary effect on this belief. Martin Seligman is a professor at the University of Pennsylvania who has
         devoted his life to studying optimism. He describes optimism as part trait, part learned. Because optimism and pessimism are
         in part traits—we are born with a tendency toward one or the other—they can be considered part of one’s personality, present
         over time and in all sorts of situations. In this they are unlike feelings, which are fleeting and not part of one’s personality.24
      

      Traits are also fairly steady over time—they are the basis for our feelings or experience in any given situation. For example,
         the trait we call optimism is an underlying state of mind that makes it 
         more likely that we will interpret problems as temporary and fixable. Its opposite, pessimism, leads us to interpret the exact
         same problems as long-lasting, and impossible to fix. But optimism and pessimism are not only relatively stable traits that
         may seem to have been inherited—they are the result of our experiences and what we have learned as well.25
      

      Optimism is a way of looking at life. We all know people who truly see the glass as half full most of the time. Maybe you
         are one of those people. This outlook actually influences how you feel and what you think about things that happen to you
         and around you. Optimistic people tend to believe that good things will happen, and when bad things do happen, that the situation
         is bound to change for the better fairly quickly.26
      

      The interesting thing is that there are specific leadership actions associated with optimism, such as seeking opportunities and deliberately overcoming obstacles to a goal, as well as overtly
         expecting the best from people and situations.27 These actions are key to emotional intelligence, and people who are generally optimistic are happier, more resilient, and
         more productive; they live longer; recover from illnesses faster; and are more likely to create resonance and lead effectively.28 Moreover, optimism contributes to a general feeling of well-being, which in turn contributes to renewal, helping leaders
         cope with the challenges and disappointments inherent in their work.
      

      But if optimism is largely a stable part of your personality and a result of the sum of your past experiences, what about
         people who are not blessed with this outlook? What chance do they have of becoming resonant, emotionally intelligent leaders—of
         relying on hope to regularly renew themselves and those around them? This is where research on expectations, which can be
         consciously altered, helps us find some answers.
      

      There are numerous studies in medicine and the social sciences indicating that whatever people believe will happen actually
         does happen quite often, regardless of whether it realistically should happen or not. For example, in one infamous study,
         teachers were given descriptions of students before the school year began, including 
         assessment of their intellectual ability, curiosity, and other characteristics. They were told that some students were “high
         potential,” and indeed by the end of the school year these students were performing exactly as had been predicted, and better
         than their peers. Why is this so surprising? Because the students’ profiles were randomly assigned and had nothing to do with their actual abilities.29 In a 2004 CNN television special on education in the United States, this same dynamic was considered with respect to the
         gap between white and black students’ performance.30 Of course, there are no differences in the two groups’ IQ and other abilities, and yet in U.S. schools, black students consistently
         score lower on standardized tests and other measures of academic performance.31 While some small part of the differences can be explained by things such as allocation of resources to schools, the lesson
         about a self-fulfilling prophecy is painfully clear: expectations can actually affect outcomes.32
      

      I Think I Can

      But what of the link between hope and the ability to achieve a desired outcome? Will and human volition are topics that have
         absorbed many philosophical and religious thinkers, including Aristotle, Buddha, Thomas Aquinas, Mohammed, Spinoza, and William
         James, for centuries.33 Today social scientists study what they call “self-efficacy”: our sense of what we can do, impact, and control.34 Many psychologists believe that self-efficacy is one of the most important predictors of what people will actually do and
         how successful they will be in accomplishing their goals.
      

      Like optimism and pessimism, self-efficacy is also considered a combination of inherited tendency and learned behavior and
         similarly linked to one’s approach to life.35 This set of beliefs about one’s general competence can be altered or changed through personal effort, other people’s actions
         and beliefs, and one’s successes or failures in life.36 Believing that you have some control over your fate is an important aspect in determining your attitudes and 
         expectations about the future—hopefulness or despair—and also your behavior.
      

      So, self-efficacy is an important addition to hope—the belief (or faith) in a possible outcome plus one’s sense of power in
         affecting outcomes do affect the actual reality and ultimate results. And linking belief, efficacy, and hope is not necessarily an individual endeavor.
         There are limits to what individuals can do alone, and in today’s complex world we can argue that almost nothing of substance
         can be accomplished by a single individual, no matter how great, how powerful, how talented.
      

      In addition to self-efficacy, therefore, we need to develop collective efficacy: the belief of its members that a group—a family, a team, an organization, a nation—can come together to have impact on and
         exert some control over events.37 Witness recent events in South Asia in early 2005. Following devastating earthquakes and the resulting tsunami, thousands
         of people lost everything. And yet communities and nations came together in hope and with a collective belief in their ability
         to rebuild their lives. Similarly, worldwide movements to conserve energy, burn less fossil fuels, preserve rain forests,
         and natural habitats are driven, in part, by the collective belief that together we can make a difference in the health of
         our planet and the future of the natural environment we pass on to our children and grandchildren.
      

      We cannot end our discussion of efficacy and its link to hope without mentioning religious or spiritual faith. People all
         over the world link hope, self-efficacy, and collective efficacy to a god, however defined—as a higher power, universal force,
         or spiritual guide.38 We witness the importance of spirituality and religion as major driving social forces.39 While this has also resulted in many conflicts, many people find hope through their spiritual practice. Scientists are studying
         the effects of prayer on the human brain, emotions, and health.40 On the whole, it appears that people who regularly practice religious or spiritual activities experience lower blood pressure,
         better immune system function, lower levels of stress hormones, different neural patterns, and other positive physical 
         effects.41 We suspect these people use prayer or other practices such as meditation to engage the renewal we discussed at length in
         chapter 6.
      

      Can Hope Hurt?

      Much of what we have been arguing here reinforces our notion that optimism and efficacy—a belief in a dream, and confidence
         that your dream or vision will actually occur, and that you can do something to make it happen—are key for cultivating hope.
         But what about the argument that misplaced hope is really just delusion? There are certainly arguments against inspiring optimism and hope continuously in individuals and organizations.42 These arguments hold that, by focusing only on positive outcomes, and looking at the glass half full, we do ignore the other
         side of reality—threats, problems, issues that need attending to. When this happens, some say people are likely to overestimate
         their—or their organizations’—capabilities, make decisions based on “what could be” rather than “what is,” and take thoughtless
         risks.
      

      Interestingly, research does not support this. Current studies of individuals and groups indicate that because we really do
         want to be able to predict the future as accurately as possible, we mentally put the brakes on delusional thoughts.43 Because we want to understand what is currently happening, and to the best of our ability predict what will happen, we seek
         information, feedback, and knowledge to help us create a realistic picture.
      

      We argue that positive emotions and hope do not spark delusion—they simply give us the strength to deal with our current reality
         while engaging our talents in moving toward the future.
      

      That said, there is no denying that some leaders—and some societies—misuse hope, usually for selfish reasons. Throughout history,
         we have seen societies and leaders feed downtrodden groups with hope while continuing to mistreat or abuse them. Hope is given
         as an antidote to pain and to numb people to the current reality. Nobel Prize winner Elie Wiesel, a concentration 
         camp survivor, summarized this misuse of hope by saying, “My hope should not be someone else’s nightmare.”44
      

      Clearly, then, as leaders we also need to ask ourselves why we want to inspire hope: for the greater good or personal gain? This difference is typically the difference between resonant
         leaders and demagogues, as we described in Primal Leadership.45
      

      There are manipulative leaders, even charismatic ones, who can create the illusion of hope. But it is not based on an overall
         positive emotional tone, but a negative one. Such leaders typically manipulate others into thinking they are doing good while
         they are advocating the destructions of others—what Dr. Wiesel referred to as someone else’s nightmare. To be a resonant leader,
         the hope we feel and stimulate in others should enhance but not interfere with their hope. This is part of the larger responsibility
         of being a great leader.
      

      Seeing the Dream
as Feasible

      As we have seen, a belief that something will happen can often make it so, and this goes for both good outcomes and bad. But
         beyond basic optimism, and one’s belief in our ability to make change, our vision needs to be realistic rather than delusional,
         and we need to sense how it will come about. The last step for cultivating the kind of hope that leads to renewal is to see
         the hope as feasible—that is, the dream or image about which a person feels hope must seem possible. If our dreams seem too far-fetched, we do
         not feel hope and, therefore, do not experience the benefits of the renewal process.
      

      Never is it more important for a leader to understand the concept of feasible hope than when dealing with a crisis that has
         affected the organization, such as a major product recall or sudden drop in the demand for its products and services. In such
         circumstances, more of the same is not enough. A crisis precipitates a 
         condition of threat and fear, invoking people’s stress response. An extreme crisis provokes extreme stress. And the combination
         of extreme threat and power stress often results in many of the psychological and physiological symptoms of chronic stress—leading
         ultimately to the Sacrifice Syndrome for those affected or close to a crisis. People often turn to others for assurance or
         interpretation of their feelings in such trying times.46
      

      The physical presence of a positive and calm leader during a crisis is particularly reassuring. Similarly, demonstrating courage
         in the face of imminent danger or stress sets an example and inspires others to also serve with courage. That is what it means
         to use positive emotional contagion, and it is exactly what Kenneth Chenault, chairman and CEO of American Express, managed
         to do during the most trying days following the destruction of the World Trade Center.47
      

      On that fateful morning of September 11, 2001, Ken Chenault happened to be visiting the Salt Lake City office. He was talking
         on the phone with a colleague in the New York headquarters when suddenly, the call was interrupted. A plane had just crashed
         into one of the Twin Towers, across the street from the company headquarters. Chenault asked to be transferred to security,
         and ordered the immediate evacuation of the more than four thousand employees.48
      

      Although he had assumed leadership of the company only months before, Ken Chenault had already begun to receive accolades
         about his attributes as a leader.49 Doug Lennick, an inspirational company senior vice president at the time who now writes about executive talent, told us that
         once he was back in New York, Ken Chenault wasted no time. He set up an office for himself in each of the six locations to
         which employees had been dispersed. He spent a few days in each one, making the rounds and getting to know his employees personally.
         Then, on September 20, he organized a town hall meeting of five thousand American Express employees at New York’s Paramount
         Theater. While others had doubts about the timing and location of the meeting, this 
         leader felt it was necessary. During the meeting, Ken Chenault expressed his feelings of despair, sadness, and anger; embracing
         upset employees, saying, “I represent the best company and best people in the world. You are my strength and I love you.”50
      

      During the discussion, he invoked hope in a time of uncertainty. Yet rather than offering empty promises or platitudes that
         would ring false, especially given the tragic situation, he made sure that the hope he offered was feasible and realistic.
         So in addition to being authentic and in touch with the emotions of his employees, he was also very practical: he recognized
         that people had needs above and beyond his ability to help. That is why he arranged for the company to provide a series of
         counseling services to ensure that employees’ emotional and psychological needs were met. And indeed, in the chaotic days
         that followed the collapse of the Twin Towers, he made sure that American Express acted quickly on behalf of its customers
         as well. The company waived millions of dollars in delinquent fees, increased credit limits to people in need, and helped
         over half a million cardholders by chartering airplanes and buses and finding other creative ways to get people home.
      

      Unfortunately, not all leadership inspires hope during fragile and sensitive times of extreme crisis. In fact, we have heard
         tales of how, in the aftermath of September 11, some company leaders took their already dissonant style to even greater extremes,
         even if they did not intend it. Particularly in times of crisis, where extreme emotions are aroused, leaders are at high risk
         for succumbing to power stress. They become trapped—quickly—in the Sacrifice Syndrome and may channel their negative emotions
         or even amplify them.
      

      But Ken Chenault established a connection, turning the grief and shock into action. He created a sense of hope. Creating and
         managing an overall positive emotional tone in the environment requires being in an authentically positive state oneself.
         To inspire others, the leader must be in touch with his or her own emotions, and no matter how difficult the situation, must
         also engage hope 
         personally. Then the leader needs to communicate this hopeful state and spread it, consciously and unconsciously, verbally
         and nonverbally. In times of crisis, the leader has to convey enormously difficult information, acknowledging the traumatic
         emotional realities of the day, and simultaneously reassuring people that things are moving in a positive direction—engendering
         hope, not fear; resilience and the sense of overcoming great odds, not confusion or paralysis.
      

      One caution: it can be surprisingly challenging to inspire hope once the immediate crisis is over. Strangely, once an organization
         has come through a crisis, people often experience a crash—a kind of depression sets in. In the absence of the threat and
         the hopeful vision of the future, energy levels drop and people sometimes wish nostalgically for the good old days when things
         were tough and everyone pulled together around the challenge and the dream. What they are longing for, of course, is camaraderie
         and the clarity and specificity of a simple goal: survival. This is where some executives find it easy to let their organizations
         down: without a galvanizing crisis they cannot manage to keep the energy high, focus vision, and construct a compelling case
         for the future. This is where the development and nurturing of a shared vision and hope becomes critical. It is a positive
         alternative to creating urgency through a crisis. Using vision and hope as the driving force, rather than real or manufactured
         crisis, is a more powerful motivational force without many of the negative effects that stress and defensiveness have on learning,
         innovation, and adaptability.
      

      As with mindfulness, hope is a source of personal renewal and a path to resonance. The third important component in establishing
         and maintaining resonance (and personal renewal) is the experience of compassion. In the next chapter, we will see how this
         works.
      

      But first, we offer here (and in appendix B) a few exercises to stimulate your dreams and help you get in touch with your
         personal sense of hope.51
      

      
      Exercise 1: My Hopes and Dreams

      
         THINK ABOUT where you would be sitting and reading this book if it were ten to fifteen years from now and you were living your ideal
         life. What kinds of people would be around you? What does your environment look and feel like? What might you be doing during
         a typical day or week? Don’t worry about the feasibility of creating this kind of ideal life. Let the image develop, and place
         yourself in the picture.
      

      Try doing some “free writing” around this vision or else speak your vision into a tape recorder or talk about it with a trusted
         friend. When doing this exercise, many people report that they experience a release of energy, feeling more optimistic than
         they had even moments earlier. This kind of envisioning of an ideal future can be a powerful way to connect with the real
         possibilities for change in our lives.
      

      

      
      Exercise 2: What I Want to Do at
Some Point in the Future

      NUMBER a sheet of paper 1 through 27. List all of the things you want to do or experience before you die. Don’t worry about priorities
         or practicality—just write down whatever comes to you. Be as specific as you can. If you need more than 27 lines, add more.
      


      
      Exercise 3: What Would I Do If …?

      YOU HAVE just been told that you’ve received a major, unexpected inheritance. It is such a large amount of money that you immediately
         know you have complete freedom from all financial 
         concerns. In fact, the amount of money allows you to consider doing and having things that you never had thought were possible.
         How would your life and work change?
      


      
      Exercise 4: Look for Themes

      REVIEW YOUR ANSWERS to the above three exercises. What patterns of themes appear across the exercises? What are the items in each that stand
         out as the most important to you about your dream of the future?
      


      
      E I G H T

      Compassion

      
         LECHESA TSENOLI, a respected member of the South African Parliament, helped lead South Africa out of apartheid. Today he helps
         direct his country toward the future. His outstanding leadership and commitment to people enables him to stand up to the most
         difficult battles, including the continuing struggle for complete equality for all South Africans, overcoming poverty, and
         fighting the spread of HIV and AIDS. He is an admired leader (some say he is a hero), known for keen insights and a self-deprecating
         humor that enable him to engage people quickly and easily.1
      

      Lechesa’s journey has been long and hard indeed—and compassion has played a critical role in his success. In the early days
         of the fight against apartheid, he worked in the most difficult and exciting areas, visiting townships and organizing young
         people around issues of housing, poverty, and social justice. He and his fellow activists saw poverty the likes of which many
         of them could not have fathomed, and yet they found wisdom in the words of the people with whom they spoke. Though many of
         these people were not formally educated and struggled daily just to survive, Lechesa 
         found that they truly understood the political issues of the day and in many cases knew what could be done about them. This
         touched Lechesa deeply. As he said in a recent conversation, “Any shred of arrogance about class was completely gone as a
         result of these experiences.”
      

      During the dangerous years that followed the early work, Lechesa was challenged to bridge even bigger gaps. Again and again,
         he found that when he was able to see and feel what others were experiencing, he could connect to them in a deep way that
         furthered his understanding of the situation. He would learn that his capacity for empathy and compassion were even more important
         during extreme crisis—and even when it came to dealing with his enemies.
      

      Like thousands of others, Lechesa was detained for his anti-apartheid activities in the 1980s. He tells us, “In 1985, I got
         married, had my first child, and was detained for the first time. When my wife came to prison with my firstborn, there was
         glass between us and my little son could not understand why he could not touch me. That was one of the worst nights of my
         life.” During the long months in detention, he and his fellow freedom fighters had no way of knowing what was going on out
         in the world. No information, no conversations, and carefully monitored family visits.
      

      In situations like this, many people drift into hopelessness. Not Lechesa. Just as he had done in his anti-apartheid work,
         in detention he tapped into his compassion for others to build relationships that enabled him to endure captivity—and even
         to support the cause from the inside. How? By reaching out to his own jailors. Lechesa knew that if there was any chance of
         improving the situation for himself and his fellow detainees, he had to find a way to understand these guards. He could not
         accept that all of them were bad people, or oblivious to justice. He guessed they wanted some of the same things he did: a
         good life, a safe and happy family, love, freedom. He was curious about them. Over time, he talked to the guards about their
         families, their lives, what they cared about. As he put it, “This is where I really learned that you must never mistake your
         consciousness, your assumptions, 
         for the experiences and beliefs of others. You must listen. The ability to really listen to and understand the experience of others first—and then make sense of it—is what you must
         do.”
      

      Lechesa made a choice to focus on these guards as people with feelings, beliefs, uncertainties, and fears. He made a choice to understand them
         and allow himself to experience the positive feelings that often accompany understanding of others. Despite the intense anger
         he felt at the guards at times, he observed each one as a separate person. He recalls, “I was interested in these guards,
         and I also had a goal—we needed information, and the guards had it. The days were long, even for them, and they would pass
         the time by talking with us. I found out that one of the guards had a sister who was in the Black Sash, the white women’s
         organization that supported our cause. He did not agree with her, but I could tell that in his heart of hearts he understood
         our position. By this time, I really knew the man. I had engaged him, related to him, talked to him as one person to another.
         I cared about him, and he cared about me.”
      

      Lechesa believes that this one guard encouraged other guards to “ease up” in their treatment of the prisoners. It made an
         inhumane place seem more human. Ultimately, the guard was willing to break the law and give Lechesa a newspaper for a few
         hours each day. During those hours, he and each of his colleagues would take a part of the paper, read it and write a summary.
         At the end of the day, they could all read the news of the day. As Lechesa said, “Knowing what was going on outside gave us
         hope. It saved our lives.” Lechesa told us that having the news to hold onto gave him strength to be able to look at his wife
         and his baby son on the other side of the prison glass without completely breaking down. Getting the news also alleviated
         some of the toxic effects of the stress of detainment. As he and other political detainees followed the progress of the movement
         in the news, sharing the joys of small victories that were reported, they maintained commitment and stayed connected to their
         cause.
      

      Ultimately, Lechesa’s knowledge that one guard, at least, saw him as a person—and Lechesa’s own ability to see that guard
         as a 
         fellow human caught in a horrible struggle—made the long hours of each day pass with an occasional positive feeling. It gave
         him hope, yes, but it also evoked something beyond hope: it stimulated compassion for the guards.
      

      Feeling compassion for and building rapport with people who are different from ourselves is difficult, to say the least. But
         it was precisely that kind of care and concern for other people, in this case the enemy, that enabled Lechesa and his colleagues
         to endure a terrible situation. He led his guards by understanding them and their situation, and then engaging them so they
         could understand his experience. The result? Lechesa created resonance in the most trying circumstances.
      

      We have spent much of this book illustrating how effective leaders have resonant relationships. In other words, they are leaders who are in touch with the people around them. Resonant relationships require people to
         know each other. To be resonant with others, you have to be in tune with them, something deeper than having a mental model or
         an intellectual insight about another person. Being in tune with others involves caring about them—and that is what evokes compassion. You feel curiosity, respect, and real empathy. Being in touch with others
         and feeling compassion has other benefits: it arouses renewal. So, compassion is a key to renewal, and to unlocking the chains
         of the Sacrifice Syndrome.
      

      In this chapter we will explore more examples of the benefits of compassion, and we will look at ways to cultivate it in our
         lives and work.
      

      Compassion Defined: Empathy in Action

      Compassion is empathy and caring in action. Being open to others enables us to face tough times with creativity and resilience.
         Empathy enables us to connect with people. It helps us get things done, and to deal with power stress and the sacrifices inherent
         in leadership.
      

      
         In order to be empathic, we must begin with curiosity about other people and their experiences. Most people are born with
         curiosity—we only have to look at the bright eyes of a healthy four-year-old to see it in its pure form. At that age, the
         world is a miraculous place full of mysteries to explore. Sadly, as we age we often lose the ability to see things—and people—through
         a clear lens. We end up seeing the world through a filter of our own beliefs. Much miscommunication happens because people’s
         ability to take in information from each other is seriously curtailed by their prejudgments. Carried to the extreme, a relationship
         can be ruled by prejudices and stereotypes, with very little real information passing between people, never mind actual connection
         and understanding.
      

      It is impossible to be free of all prejudgment—we simply could not live in the world without some assumptions. However, effective
         leaders are able to suspend automatic judgment, and can work to understand other people without filters. Effective leaders
         care enough to want to learn about other people, to feel what they feel and see the world the way they do. And then they do
         something with what they’ve learned.
      

      We define compassion as having three components:

      •  Understanding and empathy for others’ feelings and experiences

      •  Caring for others

      •  Willingness to act on those feelings of care and empathy2
      

      When experiencing compassion, a person does not assume or expect reciprocity or an equal exchange. Compassion means giving
         selflessly. This goes beyond the common definition of compassion in the West and within Buddhist philosophy; both traditions
         tend to link compassion with empathy and caring for others who are in pain. We believe compassion incorporates the desire
         to reach out and help others whether or not their condition is based on suffering and pain. Our definition of compassion,
         then, is closer to that of Confucian philosophy: compassion is the emotional expression of the virtue of benevolence.3
      

      
         People often confuse sympathy, that is, feeling sorry for someone, with caring about someone and feeling compassion. Some
         of this confusion is the fault of the field of psychology and a limited view of what has been called “need for affiliation.”
         For decades, wanting to be close to others was viewed as trying to fill a need. This view of relationships is based on a deficiency
         model—and assumes that a need for affiliation is aroused because of a gap in a person’s current life. Freud and others fueled
         this perspective. At a deeper level, the model assumes that a desire for closeness is based on the fears or anxiety of being
         rejected. Even today, some of the widely used measures of this desire look at how people use it in an attempt to avoid rejection,
         rather than experiencing and expressing their non-anxious desire and enjoyment of being close with others.4
      

      So people aroused by a need for affiliation look for evidence that their loved ones or close friends really care about them. They value proof such as
         frequent declarations of affection, frequent calls, visits, chances to spend time together, and even some degree of exclusivity.
         For example, wanting to know you are someone’s best friend might be seen as evidence that the person is less likely to reject
         you.
      

      At the opposite end of the spectrum lies what we consider to be a more positive, non-anxious form of intimacy or desire to
         be close to others. It is not based on reciprocity or the need for declarations of any kind, and does not require proof of
         affection. Rather, we are looking at the drive for relationship and regard from a glass-half-full perspective: our desire
         for contact and intimacy are natural and we derive great satisfaction and pleasure from compassionate relationships. From
         this perspective, we simply enjoy being with certain other people. When we come together, it is as if we have not been apart,
         even if years have intervened. We can comfortably pick up the relationship where we left off and not feel as if something
         was missing. It is this form of the affiliation drive that is the basis for the experience of compassion.
      

      So compassion is empathy in action. It is based on a wholesome desire to connect with others and to meet their needs. The
         
         best way to understand what compassion is, however, is to see how it actually leads, in practice, to renewal of both leaders
         and those around them, and ultimately to sustainable resonance and results.
      

      Compassion in Action

      As managing partner and COO for Morgan Lewis Bockius, one of the the largest law firms in the United States, Tom Sharbaugh
         is responsible for ensuring that the firm’s operations run smoothly—including human resources, information technology, and
         finance.5 Just try to imagine what running a large, successful law firm like Tom’s might entail. To begin with, there is the fact that
         the most successful people (like the lawyers Tom works with) are also the most unmanageable. They are independent, achievement oriented, and focused outward on clients, not inward on firm issues. In other
         words, most lawyers could not care less about the business operations of the firm. They are interested in plying their trade.
      

      The problem is that attorneys nevertheless are in fact responsible for the most important operations issues, such as billing
         and collecting fees. All too often, however, this work slips to the bottom of the list. Tom’s challenge? To get the lawyers
         in his charge to care enough to make this part of the job a priority too.
      

      Tom is a lawyer himself, and he understands how lawyers think and what they care about. He feels real empathy for the daily
         struggles, pressures, drives, and highs and lows of the profession. He shares his fellow attorneys’ frustrations and their
         passion. He can get inside their hearts and minds; he knows what drives them, he knows what makes them crazy, and he cares
         about them. He knew, therefore, that he couldn’t simply order the lawyers to cooperate; that method doesn’t work with people
         who are driven primarily by a desire for excellence and individual success.
      

      This is a story, then, about how Tom used his empathy in action—his compassion for the lawyers in his firm—to motivate them
         toward the greater good of the firm, simultaneously sparking renewal in the lawyers and in himself as a leader. He relied
         on 
         a method that many managers who lead very successful people must use: influencing people through ambiguous authority.6 That means getting people to do things by making sure they want to do them.
      

      Tom’s solution was simple and effective. He organized all the attorneys into teams, taking care to put people together with
         others they would actually see during the normal course of the workday. Then he set revenue collection targets for the teams,
         publicized them widely, and organized an open competition. He set up contests, including prizes: umbrellas, golf shirts, vouchers
         for restaurants and movies, even $100 bills. To his utter amazement, these lawyers—who really, really did not need these tokens
         (certainly not the money)—became totally engrossed in the contests, dramatically improving the revenue collection cycle in
         the firm.
      

      Why did this work? In a word, it worked because Tom Sharbaugh has compassion for lawyers, he understands and cares about them.
         In setting up the competition, he acted in concert with their feelings—he created a system that spoke to the achievement motive
         and autonomy drives that are often very high in lawyers. He managed the process publicly, so that winners got public acclaim
         (also something many attorneys like). On the other hand, contest losers were not punished. Tom understood that he needed to
         spark resonance in these teams, not dissonance. He had to avoid demotivating people. He knew that if there were serious financial consequences
         tied to the results, individuals would be furious—not a tone he wanted to set.
      

      Tom used compassion on a collective level, and it moved an entire firm. None of this would have worked had Tom not gone about
         it in a way that was mindful of others’ feelings and motivations. He tells us that long ago, through the actions of a mentor,
         he learned that punishing people for what they do wrong is not the way to spark resonance, loyalty, or commitment. Rather,
         long-term success comes when people care about each other and act together in the service of the greater good.
      

      Tom moves people. He uses emotional intelligence and compassion to tap into people’s desires. He guides people’s behavior
         
         primarily through ensuring that he is in tune with what they need, want, and will do. An added benefit: in addition to sparking
         resonance, Tom’s stance—emotionally intelligent and compassionate—keeps him in renewal. He’s quick to reflect and engage mindfully
         with people, and he holds a hopeful vision in ways that people can relate to. His actions and their results are deeply satisfying,
         and this enables him to stay the course and even avoid the Sacrifice Syndrome in difficult times.
      

      Consider yet another story of compassion, which we witnessed at an airport one rainy night in Cleveland. This story highlights
         how the contagious nature of compassion can spark an almost immediate sense of renewal, shifting a negative environment to
         a positive one. The flight for Boston was slated to leave at 7:30 p.m., but the plane was already delayed by an hour. Then
         came a second announcement: the plane would be yet another forty-five minutes late. The waiting area was getting crowded.
         Some passengers had come from connecting flights and were tired and hungry. Others were just annoyed because they suspected
         that the flight would be delayed even longer and might not leave at all because of the rain. Everyone was getting irritated,
         and it was evident that the fatigue and heat were building toward frustration.
      

      Most of us have been in these situations. Passengers start to talk to the airline personnel with barely suppressed anger and
         sometimes outright rudeness. This often spreads as people get annoyed at each other taking up too much room in the crowded
         area. Then people start giving dirty looks to others who are discarding their paper cups and newspapers on the floor, and
         the tension mounts steadily.
      

      Suddenly one of the waiting passengers pulled several balloons from her bag and blew them up. She shaped them into a rabbit
         and handed the balloon animal to a man sitting next to her. She noticed someone near her smiling and asked what animal she
         liked. “Dogs,” she said. The woman pulled out more balloons, blew them up and shaped them into a dachshund. That led to more
         smiles from more people sitting around her. Within ten minutes, people were watching her and smiling at each other. After
         thirty 
         minutes, the passengers were talking and laughing with each other. Even one of the airline counter clerks came over and said,
         “I know by now you probably don’t even want to talk to me. But can I have a rabbit?” The crowd warmed even to her.
      

      The passenger creating the balloon animals made a helicopter and gave it to the flight crew, who were sitting in the same
         area—and feeling frustrated as well. By the time we boarded the flight, two hours and fifteen minutes late, it was like a
         family reunion. People were laughing and joking, carrying balloons. This one woman making balloon animals had managed to change
         the mood of almost everyone on the flight. Her social awareness and compassion started a contagion of curiosity and then moved
         it into laughter. She turned a potentially hostile situation into a pleasant, social event. Her acts of compassion led to
         others, and then a new norm was born. (By the way, it turned out she was a professional clown on the way to a clown convention!)
      

      The Business Case for Compassion

      As we have said throughout this book, leaders experience stress as part of their daily life. Because of their responsibilities,
         they are under what can be described as power stress. But to function effectively, leaders need the opportunity to recover
         from the effects of chronic stress and renew themselves—mind, body, heart, and spirit.
      

      Fortunately, compassion—for self and others—can aid this process, and as a result it actually can be good for business. Why?
         First, since compassion—like mindfulness and hope—works as a renewing agent for leaders, it decreases stress levels and improves
         leaders’ overall effectiveness, among other things. All of the renewing physiological effects of positive emotions discussed
         in the earlier chapters are engaged with the experience of compassion (see appendix A for a refresher of the details).
      

      Second, in an organization an approach to culture that is not founded on understanding and caring usually backfires. Negative
         
         techniques or strategies designed to drive favorable performance results, like creating a crisis to spur urgency or focusing
         on bad budget numbers to emphasize how dire things are, rarely engage leaders or the people around them. A positive, compassionate
         stance like Tom Sharbaugh’s can lead to much better results.7
      

      Leading with compassion can favorably impact the bottom line while enabling leaders to sustain their effectiveness for longer
         periods of time. This is a novel argument for compassion. It is not only that compassion is a virtue (a spiritual argument);
         it is. It is not only that the use of compassion leads to important organizational results, such as development of more people
         as leaders, higher commitment, responsiveness to customers, and a sense of shared community and social responsibility—which
         it will. The most compelling argument for compassion may be this: to sustain one’s effectiveness as a leader, manager, or
         professional, the experience of compassion will set in motion restorative mental, emotional, and physiological processes.
         And all of this leads to a more positive environment in an organization, which research has shown affects how that organization
         actually performs, as we discussed in chapter 4. Consider the following example of how compassion fostered multiple benefits
         for one leader and the people and organizations he involved in his compassionate endeavor.
      

      Visit Mark Scott at his office and he will proudly show you a photograph of himself with Mark Richt, coach of the University
         of Georgia’s famous football team, the Georgia Bulldogs. Though Mark did not play football when he was at the university years
         ago, he and Coach Richt are nevertheless linked—and their relationship grew from an act of compassion.
      

      As the Atlanta-based Vice President of Public Relations for HomeBanc, a publicly traded mortgage banking company, Mark had
         worked for the Atlanta Neighborhood Development Project, a not-for-profit company that rebuilt neighborhoods in the city in
         the past. Having been personally involved in helping people obtain housing that they never thought possible, Mark understood
         both the need for more such housing—as well as the ripple effects created when people help others realize the American dream
         of 
         owning a home. Neighborhoods improve, which decreases crime and attracts businesses there, which generates more jobs and income
         for those neighborhoods and therefore the entire city. And the individuals who create such housing benefit as well: they experience
         a feeling of connection to something larger than themselves, compassion, and renewal on a deep level.
      

      All of this led Mark to start thinking about how he could involve more people in creating the housing that Atlanta needed
         for its low-income population. In 2001, he came up with a plan with one of the mortgage company’s loan officers, who happened
         to have played for the Bulldogs. The plan involved helping those in need while simultaneously giving college football players
         the opportunity to learn lessons in humility and service to others. Mark Scott’s pitch to Coach Richt was simple: help the
         players develop some social skills and the value of serving others through building low-income housing, while getting the
         team some positive press.
      

      It worked like a wonder. Since 2002, one house per year has been built by the Bulldogs. National and local newspapers as well
         as television stations have broadcast these events.8 The excitement spread, and Mark was asked to develop a similar program for the football teams at Georgia Tech and Florida
         Atlantic University. Each is busy building at least one home each year for a family in need.
      

      In the press, the football players and coaches from these teams expressed their deep appreciation for what Mark Scott and
         Home-Banc did to get them involved in community work. As Reuben Houston, junior quarterback for the Georgia Tech Yellow Jackets
         said, “Once you get out there, you realize that you’re helping somebody who has not been privileged to have a home, and it’s
         a good feeling.”9 In addition, these projects enhanced HomeBanc’s participation in the Habitat for Humanity projects in both Georgia and Florida.
      

      Interestingly (and possibly related), Mark Richt was a new coach in 2001 and in his first season the team’s record was just
         okay—eight wins, four losses. His records for 2003 and 2004 jumped to 13-1 and 11-3, respectively. For those readers who 
         know a bit about American football, seasons like these impact alumni decisions to donate to the university—a very important
         aspect of the school’s bottom line.10
      

      What effect has this compassionate endeavor had on Mark Scott and HomeBanc? Mark was voted one of the top twenty PR executives
         in the United States in PR Week magazine in November 2003.11 He says he feels good about how the company is contributing more than just money to important social causes. Moreover, the
         program has helped the visibility of HomeBanc dramatically—good publicity indeed for a home mortgage company. The act of compassion
         became something much more—it spread a feeling of contributing to the community and, we believe, the renewal effects on those
         involved.
      

      Cultivating Compassion:
It Starts with Listening

      We have seen in this chapter some examples of what happens when leaders experience and show compassion. But how do they actually
         do this? How can we cultivate compassion in everyday leadership?
      

      As we saw in our opening example of Lechesa Tsenoli, listening played a key role in his ability to begin to feel compassion
         for his captors. Over time, in his conversations with his guards, Lechesa really listened to what they were trying to tell
         him about their daily lives and their concerns. And that listening led to understanding, sparking his compassion.
      

      Similarly, when Pedro Riveros took over as the country manager in Brazil for the chemical division of a Fortune 500 company, his success depended on how well he would learn to listen—though he did not know this at the time. Only thirty-three
         years old, he was responsible for sales operations in all of South America. In a culture that values age and social stature,
         he had neither.
      

      Because Pedro had just spent time in a company-sponsored program on leadership, however, he was able to benefit from a 
         360-degree feedback process. He learned that his boss, peers, and former subordinates from his old job in the North American
         division believed that he was a quick study, showed a bias for action, and was outstanding in building new relationships.
         But they also scored him low on his ability to show compassion when leading others.
      

      Having grown up in São Paulo, Pedro knew that what had been a problem in his assignment in North America would be a real disaster
         in his new South American assignment, a culture in which intangibles such as demonstrating understanding and compassion are
         valued even more openly. Pedro knew too that most of his new reports were older than he was, some were close to his father’s
         age, and that the situation would be sensitive indeed. He decided the only way to gain their respect and cooperation was to
         make it clear that he valued their ideas and views.
      

      But how to do this? Partly as a result of the feedback and partly as a result of examining some past mistakes; Pedro realized
         that simply listening better would greatly improve his management and even his leadership. When all else fails, listening
         usually brings one closer to real understanding. So during the early meetings in his new assignment, he asked a lot of questions
         and he listened. He showed interest in each of his reports and got to know them personally, building a sense of shared understanding
         and compassion. When he proposed ideas, he solicited people’s reactions. Building on the strengths he had shown earlier, Pedro
         developed a new style based on listening and actively soliciting others’ ideas. He was using a variety of his emotional intelligence
         competencies to know when and how to engage in these actions.
      

      The result: gaining a sense of compassion, through listening, for those with whom he worked made Pedro a better leader. And
         the effect soon became clear: within two years of his appointment, his region posted the largest growth figures within the
         worldwide/global chemicals division, and he was commended by the international VP of the company.
      

      Pedro and Lechesa Tsenoli discovered that deep listening can eventually lead to mutual understanding, a manifestation of compassion.
         
         Such understanding can take a leader down very different paths than he might otherwise have walked. Often, for instance, it
         can move people—and entire organizations—to service of various kinds, which becomes a vehicle for further compassion and opportunities
         for renewal. Compassion can infiltrate whole organizations—increasing everyone’s capacity for renewal and resonance.
      

      Growing a Culture of Compassion

      Cultivating compassion in a way that makes it spread throughout the organization begins with establishing compassion as a
         norm. If the leader emphasizes compassion in an organization, emotional contagion alone will likely help it spread, and it
         will eventually become a norm, with the result of increased feelings of commitment to the organization.12 Moreover, people in such an organizational culture report feeling more supported in their personal and career development.13
      

      Leaders can help grow a culture of compassion in many ways, and one is by fostering compassion through personal example. Another
         is by crafting a vision in which compassion is a central tenet.
      

      That was the approach taken by Thomas Strauss, President and CEO of Summa Health Systems in Akron, Ohio. After all, where
         more than in a hospital is compassion needed if the organization has any hope of succeeding? To help his hospital system develop
         a new level of compassion, therefore, Thomas used focus groups, interviews, and a series of discussions among staff to develop
         what they wanted in a compelling vision and powerful statement of their beliefs about themselves and the organization. They
         found one that reflected their values, beliefs, and hope. Everyone who works at Summa carries this wallet-size card with them.14 It reads:
      

      You Are Summa. You are what people see when they arrive here. Yours are the eyes they look into when they’re frightened and
            lonely. Yours are the voices people hear when they ride the elevators and when they try to sleep and when they try to forget
            their problems. You are what they hear on their way to appointments 
            that could affect their destinies. And what they hear after they leave those appointments. Yours are the comments people hear
            when you think they can’t. Yours is the intelligence and caring that people hope they find here.

      If you’re noisy, so is the hospital. If you’re rude, so is the hospital. And if you’re wonderful, so is the hospital. No visitors,
            no patients, no physicians or coworkers can ever know the real you, the you that you know is there—unless you let them see it. All they can know is what they see and hear and experience.

      And so we have a stake in your attitude and in the collective attitudes of everyone who works at the hospital. We are judged
            by your performance. We are the care you give, the attention you pay, the courtesies you extend.

      Thank you for all you’re doing.

      The result of this one vehicle for spreading a norm of compassion? Interviews with current physicians and nursing staff as
         well as former staff have shown a dramatic increase in commitment of the staff and the reputation of Summa within the health
         care community as well as the patient community it serves.15
      

      One benefit of making Summa’s vision come alive in the form of this powerful statement was that it focused people’s attention
         on caring for, helping, and coaching others. These behaviors soon became expectations people had for one another and a way
         to hold people accountable for being more emotionally intelligent. It was a way to remind people about what is considered
         important and valuable in the organization, and to help both newcomers and long-time employees adopt and maintain behaviors
         that dramatically affected the quality of service—and the resonance in the climate.
      

      Leaders’ ability to foster compassionate behavior throughout their organizations directly affects the bottom-line performance
         during difficult times.16 Apart from formal, written vision statements, leaders can establish a new norm of compassion through their personal example.
         Former New York mayor Rudolph W. 
         Giuliani was able to do just that in the midst of enormous crisis—fostering a new norm for an entire city.
      

      In his years in office before September 11, 2001, Rudy Giuliani was the subject of countless negative headlines. Because of
         his reactions to allegations of police brutality, he had been accused of fueling racial tensions in the city. His private
         life had become daily tabloid fodder in the latter years of his mayoralty. Yet in New York’s darkest days, Giuliani transformed
         into a resonant leader. Shortly after the second plane struck the World Trade Center, he arrived at the scene. He set up a
         command center in a nearby building and then nearly got trapped there, emerging ash-covered but still retaining his composure.17
      

      Throughout the day and night of September 11, Giuliani was on radio and television, and making visits to hospitals. At a late-afternoon
         press conference, he warned that feelings of anger and hatred were responsible for the tragedy, and he urged everyone to rise
         above it: “It’s going to be a very difficult time,” he said. “I don’t think we yet know the pain we’re going to feel. But
         the thing we have to focus on now is getting the city through this and surviving and being stronger for it. New York is still
         here … Tomorrow New York is going to be here. And we’re going to rebuild, and we’re going to be stronger than we were before.”18
      

      Even as he opened that door to hope, he also consistently urged the public to compassion: “We ask all New Yorkers to cooperate
         and to try to help each other. There are going to be a lot of people today who need help and need assistance,” he said at
         the press conference. “If you could comfort them, help them and assist them, that might be a way in which all New Yorkers
         could lend a hand.”19
      

      All the while, the mayor was dealing with his own personal loss of many friends and colleagues. He was a whirlwind of activity,
         never forgetting that the dominant emotion he and others were feeling was grief and how quickly that can turn to anger. Instead,
         through his actions and words, he turned the grief into compassionate action—and in the process managed to create a 
         new standard of behavior in the city. To this day, New Yorkers treat each other differently in the streets than they ever
         did before September 11. Indeed, in a city known for its brusqueness, a new level of courtesy has become the norm.20
      

      We have just looked at several ways to cultivate compassion on both the individual and organizational levels. We will now
         turn to a final method of turning compassion into action in an organization: coaching.
      

      Coaching Your Way to Compassion

      Our work with leaders has shown us that one way compassion can spark renewal is through coaching. Coaching is one of the fastest-growing
         professions in the world. In 2002, approximately ten thousand professional coaches were practicing worldwide, and an estimated
         59 percent of organizations were offering coaching or developmental counseling to their managers and executives.21
      

      The first and foremost benefit of (good) coaching is the development of a steady stream of effective leaders from within the
         organization. The benefits are clear: hiring too many leaders from the outside can pose significant costs, including the demoralization
         of employees who have worked their way up through the ranks and felt a commitment to the organization. Hiring outsiders also
         means you will have new people within your ranks who may or may not be sensitive to the organization’s markets, technology,
         or culture. And when the work of an outside hire ends in failure, it can cost the company well over six figures for executive
         search fees alone.22
      

      Many organizations today, therefore, prefer hiring from within. That means developing people to become leaders—and that means
         coaching. Research on how effective leaders develop continues to point to mentors, coaches, or others who helped them along
         the way.23
      

      Coaching differs from mentoring and teaching. Often, mentors are people higher in the organization who open doors and 
         help with networking. Coaches, too, often provide mentoring, and teach leadership and even management skills. But they also
         provide guidance, support, and counseling on a wide variety of issues. The nature of the coaching relationship is complicated.
         At its best, coaching is a combination of deep understanding of the other person’s hopes and dreams as well as the reality
         of their current situation. In this context, and with the support of clear ethical boundaries, the coach can provide support
         and advice, share expertise, and enable a person to engage in a process that will result in significant personal and professional
         development.
      

      Clearly, then, coaching has many benefits for the person being coached. But we’d like to focus on the positive effects it
         provides the person who is the coach. Think about it: someone coaching another person—essentially giving of him- or herself to help develop someone else—is exhibiting
         a high form of compassion indeed.
      

      Coaching and the Leader: A Win-Win Proposition

      Coaching with compassion is likely to develop more effective leaders for the organization and enable the renewal of the leader who coaches. When leaders practice coaching with compassion and encourage it throughout
         their companies, three major benefits result:
      

      •  Leaders are less focused on themselves

      •  They are more open and in touch with people and issues around them, thereby avoiding isolation and CEO disease

      •  They experience regular renewal, which they need to sustain themselves and their effectiveness, and to stem the effects
         of the Sacrifice Syndrome
      

      In coaching others for their development, the leader cannot help but experience compassion. But here we must make an important
         distinction: coaching people for their development is different than coaching others strictly for the organization’s benefit. The latter is an instrumental perspective in approaching
         others. 
         Herminia Ibarra, a professor at INSEAD, has made the distinction between instrumental and social functions of a relationship.
         Her research has shown that the social function of relationships enhances an individual’s sense of competence, identity, and
         effectiveness in a professional role.24 She explains that these benefits came more from the social nature of the relationship than instrumental functions such as
         providing management exposure or advocacy for promotion.
      

      Coaching for a specific instrumental, organizational purpose (such as teaching a necessary skill), then, rarely involves real
         compassion and therefore would not likely invoke renewal. Furthermore, some leaders try to coach their subordinates to fit
         into the organization’s culture or serve the needs of the company. When this is done without sincere regard for the person
         being coached, it is an exercise in influence—for that leader’s, or the organization’s purpose. The leader’s primary purpose
         is not to develop a person, but simply to shape or change that person for the organization’s or his or her own benefit. This
         is likely to arouse power stress and the Sacrifice Syndrome because it is engaging the leader in an attempt to influence the
         other person.25
      

      Coaching merely for the purpose of getting someone into a position or filling an organizational need can also result in what
         Kathy Kram, a professor at Boston University and her colleague Monica Higgins, from Harvard, describe as “weak ties.” Their
         research shows that weak ties result in less effective mentoring relationships.26 Coaching others where the primary concern is achieving organizational goals arouses instrumentality. This may or may not
         contribute to increased stress, but clearly it will not arouse renewal.
      

      What we are talking about, then, is coaching with compassion, which we define as “helping others in their intentional change
         process.”27 As we discussed in chapter 5, sustainable changes in people’s behavior or habits occur only when they want to change. Therefore,
         we define coaching as helping people engage their passion in pursuit of their dreams and aspirations. To do this, leaders who coach must thus be less focused on themselves.
      

      
         Another benefit of coaching with compassion is that leaders will be more open to others and to the information around them.
         This kind of openness means the leader is less likely to succumb to CEO disease. As we have mentioned before, this term describes
         the likelihood that those around a leader will avoid supplying the leader with important information if it is negative or
         likely to displease. Leaders therefore become blocked off from criticism and disconfirming information about their strategy,
         vision, or personal style. They receive instead only positive feedback. Naturally, when this happens, it can easily result
         in a preoccupation with the self, escalating egocentrism, and even narcissism.
      

      Coaching others with compassion can be an antidote to narcissism because the leader is genuinely focused on others. This decrease
         in self-preoccupation can help alleviate some of the tendency towards self-aggrandizement that comes along with the power
         of leadership. At the same time, the improved quality of the leader’s relationships makes other people more willing to provide
         important negative or even critical reactions. Put in a more positive way, the openness to others and their ideas that coaching
         with compassion creates could result in moving you—the leader—into a relational world in which you get feedback and have to
         look at it. And because coaching helps you stay connected to others, you will avoid some aspects of the loneliness of the
         leadership role and the sense of isolation that occurs once someone has been a leader for a few years—and which has been shown
         to lead to many forms of stress-related illnesses.28
      

      Now that we have looked at the benefits of coaching through compassion, how do leaders foster this crucial skill?

      Becoming a Great Coach

      To be effective, a coach, like a leader, needs to build resonant relationships with others. That means finding ways to stimulate mindfulness, hope, and compassion in oneself, first. Otherwise, there is
         absolutely no chance of inspiring those qualities and experiences in the people you coach. Emotional intelligence competencies
         help, 
         and certain ones are key. One research study showed that self-awareness, social awareness, and a cognitive competency called
         pattern recognition were necessary for effectiveness in coaching relationships.29
      

      Emotional self-awareness helps us keep appropriate boundaries in the coaching relationship. One of the most common mistakes
         we see in coaching is collusion—this is when care, compassion, and a lack of boundaries between the coach and the other person
         results in the coach taking on the other person’s feelings and reactions as if they were her own. In contrast, a coach who
         understands herself well can recognize strong emotions in herself and be clear about what’s hers, what is the coachee’s, and
         what is shared. The self-aware coach, then, is able to maintain compassionate but objective support without sliding down the
         slippery slope of collusion.
      

      Social awareness, and in particular empathy and organizational awareness, enable the coach to understand the other person
         deeply, and to also understand the subtle patterns of thought, behavior, politics, and culture in the organization as well.
         This understanding enables the coach to support creative—and effective—diagnoses and problem solving when it comes to organizational
         dilemmas.
      

      Pattern recognition is making sense of seemingly random information. When helping another, effective coaches notice a wide
         variety of things about the person and how others react to him, and the person’s situation—essentially making sense of these
         many observations through recognizing patterns.
      

      In Primal Leadership, we told the story of Juan Trebino, the marketing director of a major oil company. Juan aspired to be the CEO or general
         manager of a major multinational, and at the age of forty, he was well on his way. But after receiving 360-degree feedback
         from others in his company, he discovered that his subordinates did not see him helping or coaching them—something that would
         be key for promotion and reaching his career goals. Although a charming and socially skillful manager, Juan agreed that he
         did not seem able to help people the way he 
         wanted to. He guessed that his engineering training had made him too problem focused.
      

      Juan was not unusual; indeed, we have noticed that when people first start coaching others, they often focus on the problem
         that the person presents. As Juan said, “Because of my training as an engineer, when people come to me with a problem, I see
         the problem, not the person.” In this sense, Juan was typical of many others who see people coming to them for help as “problem-bearing
         platforms.” Practice and training in coaching often helps people shift their focus to the interpersonal process and the coaching
         plan. While helpful, this also tends to preoccupy or distract the coach. Experienced coaches, therefore, go beyond the problem
         or the process they are using, and focus on the person they are trying to help. This evolution from focusing on the problem to the process to the person can be advanced with some
         coaching on coaching, which leaders can find through many training centers, including the coaching programs the authors conduct
         with clients.
      

      Juan’s path to change began with a plan to coach his son’s soccer team for six months. He figured (rightly) that such work
         would be a good way to learn about coaching people on the job with compassion. It was easy for Juan to get in touch with compassion
         when it came to his son: he immediately thought of how much he loved him and how he felt as a soccer-team member. He wanted
         to help him develop with a minimum of frustration and disappointment. That was where we left Juan in our earlier book.
      

      A few years after that coaching experience, Juan went to work for an international consulting firm. Being from Caracas, he
         was encouraged by corporate management to move into the South American operations. He headed the São Paulo office for three
         years. During that time, as we were told by one of the consultants working there, the junior consultants and new partners
         saw him as the most desirable mentor in all of their South American offices. He was popular because he went beyond the role
         of mentor to establish a coaching relationship. At one point, he was a coach/mentor to over twenty people in the company—besides
         doing his 
         regular job. It made him feel great and added another dimension to how he was contributing to the success of the company—and
         to his own resilience. Today Juan reports that he feels better about his work than he ever has before, and his transformation
         from problem solver to compassionate coach helps him stay regularly renewed as a leader.
      

      Compassion is a word not often heard in the boardroom or at management meetings. But, as we’ve shown in this chapter, the
         experience of compassion is key to renewal. And norms of compassion lead to a resonant climate and results.
      

      In the next and final chapter, we offer a summary of the book’s main ideas and some concluding thoughts about becoming a resonant
         leader. But first let us end this chapter with some exercises for exploring compassion. Perhaps the easiest way to find people
         and role models for coaching with compassion is to look at the people who have helped you. In workshops and courses, we have
         begun to ask people to reflect on their own experiences to discover some guiding principles of what works. The three reflective
         exercises that follow seem to help people develop this image of what compassion looks and feels like. Try them.
      

      
      Exercise 1: Who Helped Me?
A Three-Part Exercise

      Part A

      Think of the people who helped you the most in your life and career. Think of the people about whom you would say, “Without
         this person, I could not have accomplished or achieved as much as I have. Without this person, I would not be the person I
         am today.”
      

      Write their names on a sheet of paper. Next to each name, describe moments you remember with them that had a lasting impact
         on you. What did they say or do? Next to your description of those moments, write what you learned or took away from them.
      

      Part B

      
         Now think of the people who have tried to help, manage, or coach you over the last two years. Think of people who conducted
         performance reviews with you or gave you feedback in any aspect of your life or work. Think of the moments with them. What
         did they say or do?
      

      Part C

      As you consider what each person in these two reflections said or did and how it affected you, what were the differences?

      Analysis of Your Reflections

      When managers, executives, and advanced professionals do this exercise, they have warm, emotional reactions to the memories
         of the people who helped them. The feelings come back strongly as they remember moments that may have been tender or challenging,
         but had a lasting impact. When we recorded these reflections and coded them for which aspect of the change process was primarily
         involved, we discovered that 80 percent of the moments people recalled involved someone helping them extend their dreams,
         reach for new aspirations, or consider what it means to be successful or a good person. In other words, these people helped
         us re-create a new ideal self or personal vision, worked on our sense of hope, endorsed our strengths and capability in areas
         we doubted or never considered, and improved our mindfulness. Most, if not all, of these remembered moments were part of resonant
         relationships in which the person helping you was using compassion. The experiences may not have always felt good at the time
         (although many did), but they were always in the context of a trusting, caring relationship.
      

      In contrast, most of the moments (over 50 percent) people recalled of others trying to help them in the last year or two involved
         someone giving them feedback and focusing on what they needed to do to improve; that is, focusing on their weaknesses. The
         application of the business practice of “gap analysis” was rampant as the tactic most used to help someone else work on their
         “development or performance improvement plan.”
      

      
         It is no wonder many people do not change. We are often doing the wrong things to encourage and support the exploration of
         a change. In fact, we are often doing the opposite to what has worked so well for most of us.
      

      More importantly, the moments and people who helped us involved resonant relationships and often invoked compassion, even
         in the memory and telling of the stories to others years later. People who have tried to help us but focused on “data feedback”
         or “gap analysis” are often trying to engineer a more efficient human resource or help us solve a problem. In either case,
         we don’t respond with the same feelings, and these sessions rarely evoke compassion in the other person.
      

      The way people who helped us talked and what they did create a fascinating set of guidelines for how we might consider acting
         with others to elicit compassion and move us toward more resonant relationships. It can help leaders consider a way to make
         themselves more effective in developing others, but also engage the Cycle of Sacrifice and Renewal through compassion in helping
         others.
      

    

      
      Exercise 2: Compassion Practice:
Imagine Someone Else’s Day

      PICK SOMEONE with whom you work or live. Close your eyes and imagine their day from when they get up in the morning until when they go
         to bed at night. Imagine what they see, hear, think, and feel. What are their hopes and concerns as they go through their
         day? Who are the people that they see and care about? What are their stressors and worries? What is important to them? Be
         as specific as you can as you imagine their day, as if you were watching a videotape.
      

      What did you notice from this exercise? What surprised you? What things did you wonder about, or notice that you really didn’t
         know or couldn’t imagine? How might you seek this information from them?
      

    

      
      N I N E

      “Be the Change You Wish to
See in the World”

      
         PEOPLE WHO THINK they can be truly great leaders without personal transformation are fooling themselves. You cannot inspire
         others and create the resonant relationships that ignite greatness in your families, organizations, or communities without
         feeling inspired yourself, and working to be the best person you can be. You must “be the change you wish to see.”*

      The trouble is that personal transformation is not easy. Facing our own shortcomings is hard work indeed. Honesty with ourselves
         breeds vulnerability. When we see who we really are and do not like it much, it hurts. Contrary to popular belief, it is not
         change itself that is so hard; what is hard is being honest with ourselves, looking at ourselves with no filters and admitting
         that we need to change. Many of us shy away from this honesty, just to 
         avoid the vulnerability and, yes, the pain that comes with seeing that we are not all that we might have thought, and in fact
         not all that we want. Self-discovery is really hard work. Maybe that is why so few people do it, and why so few people are
         really great human beings and great leaders.
      

      And then there is the other difficulty that the job of being a leader itself actually creates many of the obstacles to becoming
         a great leader. Leadership is tough. It sometimes calls for the kinds of sacrifices described in the many stories of leaders throughout
         this book. And even for people who manage the role well, and even during good times, the heavy responsibilities, isolation,
         and looming threats take their toll, day in and day out. Leaders give of themselves almost constantly, often ignoring personal
         needs and desires—and can soon find themselves in the grips of that special brand of stress that accompanies the job of being
         the person in charge.
      

      All of this is why personal transformation is not easy, quick, or linear. For many of us, living through it is an experience
         of surprise or extraordinary contradictions that only make sense much later on. While on the journey, we can easily feel lost,
         isolated, or simply confused. In hindsight we can probably pinpoint the moment the journey began, yet it is often hard to
         identify exactly when we began to move away from the “old” life toward one that speaks to our dreams.
      

      But one thing we know for sure: becoming a resonant leader does not happen by accident. Great leadership comes as a result
         of hard work and a bit of luck. It requires discovering our own noble purpose, living it every day, and being fully aware
         of ourselves and other people as human beings—mind, body, heart, and spirit. As we have tried to show in these pages, great
         leaders are resonant within themselves and attuned to others.
      

      Resonant leaders live their values, and they truly care about people. They create a sense of hope about the future and excitement
         about the present, for themselves and for others.
      

      So, how do you know if you are a resonant leader? Ask yourself these questions:

      •  
         Am I inspirational? and

      •  Do I create an overall positive emotional tone that is characterized by hope? and

      •  Am I in touch with others? Do I know what is in others’ hearts and minds? Do I experience and demonstrate compassion? and

      •  Am I mindful—authentic and in tune with myself, others, and the environment?

      In this book, we have shared stories of people who can answer “yes” to the questions above, and we have shared examples of
         people who either never had or lost the capacity for resonance. We’ve shared how the best leaders we know not only create
         resonance, they sustain it over time by managing the Cycle of Sacrifice and Renewal. The best among us know that almost all
         of us are susceptible to dissonance, and that personal dissonance spreads quickly to the individuals, teams, and organizations
         we are charged with leading.
      

      So, great leadership requires attention to creating and sustaining resonance. But how can we do this? How can we sustain resonance,
         avoid dissonance, and manage the sacrifices and the stress of our leadership roles? The stories we have shared, as well as
         current research, indicate that it is possible to manage the Cycle of Sacrifice and Renewal through cultivating mindfulness,
         hope, and compassion in ourselves and others.
      

      We have seen this in action, and it is impressive. We have seen great leaders attend to themselves holistically: they are
         attuned to themselves in body, mind, heart, and spirit. They are also in touch with and attuned to the people around them,
         while mindfully attending to the broader environment as well. These leaders are compassionate toward themselves and others.
         Mindfulness and compassion enable them to create resonance in their relationships while continually renewing themselves.
      

      But perhaps it is hope, above all else, that may be the first real step on a path of healing and renewal. If we cannot envision
         a better future, how can we consciously make the choices that will get 
         us there? That magical and life-giving quality called hope is more than just optimism. It is also the result of developing
         a combination of emotional intelligence, intellectual flexibility, the ability to read one’s environment and see possibilities,
         and a basic belief in one’s own and others’ power to influence our lives.
      

      And it all starts with you. Any kind of personal transformation that ultimately results in you becoming a more resonant leader—and
         sustaining that success—begins with some kind of a challenge to your mindfulness and a growing awareness of your passion,
         beliefs, duties, and your true calling. Maybe this realization is a wake-up call—one that will start you on the path of intentional
         change.
      

      After all, change is possible. Despite the sacrifice of leadership, you can renew yourself. You can counter the Sacrifice Syndrome to create and sustain resonance. And your resonance will become contagious.
         People in your families, teams, organizations, communities, and countries will be able to accomplish things that only the
         human spirit, when inspired and uplifted, can do. So be inspired. Pursue for yourself increased mindfulness, hope, and compassion.
         The people around you will feel the power of your passion, and will be moved by your commitment to sustaining resonance. They
         will feel the inspirational power of resonance, see possibilities, and aspire to greatness in themselves, personally and professionally.
      

      Make the choice to be a leader—to be a great leader. If we can learn from courageous leaders who have remade themselves, we too can renew ourselves and sustain resonance.
         The following quote from Goethe captures the hope that drives intentional change, and it provides the best words we can think
         of with which to conclude the thoughts we have shared with you in this book:1
      

      What you can do,
      

      or dream you can,
      

      begin it.

      Boldness has genius,
      

      power, and magic

      in it.

   
      A P P E N D I X   A

      Power Stress,
the Sacrifice Syndrome,
and the Renewal Cycle

      
         THIS APPENDIX describes the physiological basis for the Sacrifice Syndrome and the Cycle of Sacrifice and Renewal. It goes on to explain
         how the neural and endocrine processes affect and are affected by emotion, how these interactions influence perception and
         mood, and how all of this emerges as thoughts and behavior. We offer this explanation as a way to understand a holistic approach
         to leadership and how the body, as well as the mind, heart and spirit, contribute to resonant leadership.
      

      Leadership and Power Stress

      The unique demands of leadership typically trigger a pattern of power stress and the Sacrifice Syndrome. In resonant leaders,
         this 
         destructive combination is transformed by engaging certain specific experiences—such as mindfulness, hope, and compassion—that
         result in renewal. In essence, then, leaders are able to sustain resonance through managing the Cycle of Sacrifice and Renewal.1
      

      Leadership requires the exercise of influence or power.2 It requires having an impact on others and making things happen. It involves responsibility for the organization. The higher
         a person is elevated in an organization, the more “power” is involved in his or her role.3 Success and effectiveness in leadership positions have been shown to be predicted by a leader’s power motivation when modified
         by unconscious and conscious self-control.4 As a result of their roles, leaders experience a form of stress called “power stress.”5
      

      Being in situations that are perceived to be uncontrollable and those involving social evaluation (i.e., where others observe
         and judge) as well as commitment to reaching important or salient goals or tasks seem to provoke even more stress than that
         aroused by other types of situations.6 And humans have what many consider a unique ability to create their own stress by merely anticipating the above, stress-inducing
         situations.7 Leadership involves many such events and situations daily. As a result, leaders are under a continuous stream of pressure
         and arousal of stress. Because power and the exercise of it are central to their role, we can say that leaders experience
         a great deal of power stress. That is, power stress is part of the experience that results from the exercise of influence and sense of responsibility felt in leadership
            positions.
      

      In addition, leadership effectiveness requires the regular exercise of self-control: placing the good of the organization
         above personal impulses and needs.8 Whether or not influence is exercised at the same time, the exercise of self-control is also stressful.9 In other words, to inhibit an impulse, deny an urge, or hold back from saying something requires conscious or unconscious
         exertion of energy. A person must take attention from other thoughts or functions to focus on controlling a thought, feeling,
         or action. Sustaining one’s self-control requires constant exercise of this focus 
         and energy. Therefore, effective leadership invokes both power stress and stress resulting from the exercise of self-control.
      

      Chronic Stress and the Sacrifice Syndrome

      Arousal of power stress arouses the sympathetic nervous system (SNS), which initiates the classic fight or flight physical
         response.10 Indeed, stress in most forms arouses the SNS.11 Leaders are often in such situations. A major source of their stress involves having to influence others on whom they are
         dependent so that these others do their jobs; and these people in turn depend on others, and so forth until those actually
         doing direct work are reached. Meanwhile, the leader feels responsible for the collective effort and progress of the organization.
         This suggests that leaders are under a steady flow of stress related to the exercise of power and its responsibility. This
         could be labeled chronic stress, with episodes of acute stress (in the event of a crisis). This combination of types and degrees
         of stress is said to increase the “allostatic load,” leading to a variety of deleterious consequences.12
      

      Arousal of the sympathetic nervous system (SNS) results in increased secretion of multiple neurotransmitters including epinephrine
         and norepinephrine, which are associated with activation of the body through the hypothalamic-pituitary-adrenal (H-P-A) and
         the sympathetic-adrenal medullary axis, as shown in figure A-1.13 Individuals experience an increase in systolic and diastolic blood pressure.14 At the same time, blood flow is redirected to the large muscle groups.15 Meanwhile, even neural circuitry is reallocated, in the sense that the brain appears to focus on those circuits deemed necessary
         to survival and there is activation of the right prefrontal cortex (RPFC) more so than on those in the left prefrontal cortex
         (LPFC).16 Cortisol is secreted from the adrenal gland and causes dysregulation of inflammation in part by decreasing the body’s ability
         to fight infection by suppressing cell-mediated immunity.17 Cortisol has the additional impact of overexciting neurons and inhibiting the potential growth of neural tissue through normal
         neurogenesis.18
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         This arousal of the SNS and greater activation of the RFPC have been shown to be related to specific emotions, such as fear
         and disgust.19 Other negative affect, such as feeling depressed or anxious and “unpleasant engagement with the environment” has been related
         to such neural circuits as well.20
      

      The chronic release of glucocorticoids (e.g., cortisol) from the adrenal gland has immunosuppressive effects.21 One study showed that people with the leadership motive pattern, i.e., high need for power, primacy of need for power over
         the need for affiliation, and high self-control, showed consistently lower levels of immunoglobulin A (S-IgA), an accepted
         indicator of immune system functioning.22 However, it has also been shown that chronic stress may enhance immunoglobulin production, leading to an inappropriate antibody
         response, thereby increasing the possibility of autoimmune disorders, such as diabetes.23
      

      Many common human diseases are attributed in part to over-activation of the SNS and heavy allostatic load, including hyper-tension,
         myocardial infarction, chronic infections, peptic ulcer disease, autoimmune disorders, obesity, cardiac arrhythmias, heart
         failure, diabetes, and susceptibility to cancer.24 For example, hypertension in young adults is thought to be due to chronic stimulation of the SNS, activating norepinephrine
         pathways from the brain to the kidneys, skeletal muscle, and heart.25 Peptic ulcer disease is caused, in part, by the presence of the bacteria helicobacter pylori. In this case stress decreases the body’s ability to defend and heal from such infections and promotes the formation of ulcers.
      

      Extensive studies of stress have shown that the body’s reaction involves more than the stimulation of the SNS; it involves
         the abatement of the parasympathetic nervous systems (PSNS).26 While the SNS is responsible for the body’s ability to react quickly and effectively to physical or emotional provocation,
         the PSNS is responsible for recovery from such excitement and for keeping the body functioning at basal levels (i.e., at rest).27
      

      The arousal of stress prepares individuals to deal with crisis in 
         the short run. With chronic or repeated activation in the long run, it makes the body susceptible to gastro-intestinal distress,
         infection, and myocardial events, and as well as disturbing sleep patterns and other normal human functions.28 Prolonged exposure to stress and arousal of the SNS does harm to the body, in effect draining one’s energy and capability
         to function and innovate.29 Studies of women suggest a slightly different response to stress, but one that still involves arousal of the SNS.30 In his 1985 book Motivation, McClelland summarized a study suggesting that people high in “need for power” will not experience power stress to the same
         degree as others.31 When in power-arousing situations or roles, they may experience sufficiently less power stress and therefore not show the
         same deleterious effects of power stress on the immune system. But the negative effects of chronic power stress, as that from
         being in a leadership role, have not been explored in this context.
      

      Some scholars contend that genetic disposition determines why some people are more likely to experience stress and its negative
         effects than others.32 While individual differences to stress are expected, as are differences in the severity of secretions emanating from arousal
         of the SNS, the dynamics of gene expression are believed to have more impact and may literally override inherited dispositions.33 However, gene expression appears to be affected by environmental conditions, behavioral patterns, diet, and self-management
         activities.34 Therefore, it is also now believed by medical researchers that genetic determination may have less impact on physiological
         processes than the summary of one’s experiences and surrounding conditions.
      

      Unchecked or unbalanced behavior in leadership positions, especially when people arouse their self-control in order to be
         effective, will result in damage over time. This may be labeled as burnout, burn-up, fatigue, an internal sense of restlessness
         or boredom, and other maladies and illnesses. In their review of the literature on job burnout, Professor Redford Williams
         and his colleagues highlighted the fact that, “empirical evidence suggests that job-related burnout has important dysfunctional
         ramifications, implying substantial costs to both organizations and individuals.”35
      

      The Cycle of Renewal

      
         Renewal can come from several sources. Hope, the experience of compassion, and the practice of meditation leading to mindfulness
         evoke responses within the human body that arouse the PSNS, reversing the effects of the stress response and arousal of the
         SNS.36 This can operate like an antidote to stress, as shown in figure A-2. We call it the renewal cycle.
      

      Caring relationships are the key to arousal of the PSNS. In studies, caring relationships have been associated with lower
         blood pressure, enhanced immunity, and overall better health.37 Social networks and social capital have both been found to decrease mortality rates in human population–based studies.38 In primate studies it has been found that nurturing bonds between parents and their offspring increases the length of survival
         of the parent—both for males and females. In most primate species the female is the primary caregiver, and the females have
         a significant survival advantage. However, in owl monkeys, the father is the only parent to care for the offspring, and here
         the males have a strong survival advantage over their females.39 Cardiac patients with pets to care for have greater survival rates and lower morbidity profiles than those without pets because
         of the decreased frequency of SNS activation.40
      

      The PSNS helps maintain the body’s status quo during times of quiescence, such as during sleeping and eating. It is also responsible
         for the coordinated response used to reverse the effects of the stimulated SNS after a stressful interaction.41 Attachments cause a decrease in SNS reactivity via oxytocin and vasopressin’s release from the hypothalamus.42 Oxytocin decreases the hypothalamic-pituitary-adrenal axis and increases parasympathetic activity. The actions of oxytocin
         have been shown to reduce blood pressure, and reduce stress reactivity, reducing the chemical response elicited by stress
         and reversing its harmful effects on the body.43 ocial interactions (i.e., attachments) can therefore down-regulate an individual’s SNS response to stress both in the presence
         and absence of the attachment figure by increasing the basal level activity of the PSNS.44
      

      
         FIGURE A-2

      

      
         The Cycle of Renewal
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         It is believed that during the experience of compassion, as well as hope and mindfulness, a person will more likely have a
         greater amount of neural activity through the LPFC than through the RPFC.45 This activity comes from neural circuits that have been shown to relate to emotions such as happiness and amusement, and
         people experiencing such neural activity report feeling excited, enthusiastic, and interested—best characterized as sense
         of elation.46 Such feelings are aroused through neural circuitry emanating from the positive equivalent of the amygdala, the nucleus accumbens.47 Activation of these circuits evokes a mild sense of euphoria and well-being similar to the sense of hope associated with
         thought patterns predominating in part in the LPFC.48 For example, viewing photographs of a person one loves results in relatively more activation of the LPFC and related areas
         than viewing photographs of friends.49 In addition, the decreased functioning of the leader’s immune system can be reversed by the arousal of the PSNS and other
         related processes.50 Barbara Fredrickson and colleagues have shown that positive emotions like these are associated with greater openness of thought
         and attentiveness.51
      

   
      A P P E N D I X   B

      Additional Exercises

      Exercise 1: Insight into
Your Operating Philosophy

      
         
         OUR specific values do not always explain all of our actions. For example, two executives we met in a workshop recently both
         had “family” as their most important value. One chose to be an international VP of a large company and would fly to another
         city every Sunday night or Monday morning, returning to his home on Friday night or Saturday morning. The other was a plant
         manager of a chemical company who had turned down two promotions that were offered to him in the last year—one because it
         would involve a lot of travel and the other because it would have required his family to move. When asked how each of them
         could place “family” in the same position of importance and yet have such different life styles and choices, their answers
         raised another question.
      

      The VP said that he provided for his family. His wife had the home she had always wanted and the freedom to pursue a job that
         did not 
         pay much but allowed her to make what she felt was an important social contribution. His children could go to the best private
         schools, whose vision he and his wife trusted. The plant manager said that to him, family being the most important value meant,
         “That I get home for dinner with my family six nights a week. We spend time together doing whatever families do or, more importantly,
         what we want to do.”
      

      There were two possibilities to understand this dichotomy. One possibility was that one of them was not aware of his actions
         and its impact on others. For those that knew each of them well, that did not seem to be the case. The second possibility
         was that the difference was not in their most important value; it was in how they determined value. This we call a person’s
         operating philosophy, because whatever philosophy rooted in a particular religion or ethical view of life as a grand scheme people may have, they
         convert it into a usable moral perceptual screen by making it operational.
      

      In the following pages, we offer the Philosophical Orientation Questionnaire as an exercise you can use to understand aspects
         of your philosophy in action.1 Answer the questions by indicating your current preference among the choices for each item by giving each a 1, 2, or 3.
      

      •  The option ranked “1” should be your first choice;

      •  The option ranked “2” should be your second choice;

      •  The option ranked “3” should be your last choice.

      Some of the choices have multiple parts, separated by “OR.” For each such item, select the most important part (i.e., the
         segment separated by an OR you most like), underline it, and assign the rank for that item (i.e., the rank reflecting your preference for the underlined word or phrase only, not
         the other parts of the item).
      

      1. I think of my value, or worth, in terms of:

         a. My relationships (e.g., family, friends)

         b. My ideas OR ability to invent new concepts OR ability to analyze things 
            c. My financial net worth OR income
      

      2. I feel most proud of organizations to which I belong when they:

         a. Have created new products/services

         b. Create financial worth for individuals (regardless of whether they are employees, investors, or partners) OR create jobs

         c. Have helped people live easier and healthier lives

      3. When someone asks me to commit to spending time on a project, I ask myself:

         a. What can I learn from doing it?

         b. Will it help someone, or is someone counting on me to do it?

         c. Is it worth it to me?

      4. Sometimes I will do something for no other reason than because:

         a. I want to figure out why something works the way it does

         b. It has to be done in order to do something else OR get something I want

         c. It will allow me to be with a person I care about OR it would please someone I care about

      5. The way I can best contribute to others’ lives is to:

          a. Help them find jobs OR develop financial security and independence

          b. Help them develop principles with which to guide their lives

          c. Help them build relationships with others or me OR help them feel better about themselves

      
         6. I get most done when I am with someone I would describe as:

          a. Pragmatic

          b. Caring

          c. Analytic

      7. I consider my contribution to society in terms of:

          a. Ideas, concepts, or products

          b. Money

          c. People and relationships

      8. I define myself in terms of:

          a. What I accomplish OR what I do (i.e., my activity/behavior)

          b. My thoughts, values, and ideas

          c. The people with whom I have relationships

      9. I would describe myself as:

          a. Analytic

          b. Caring

          c. Pragmatic

      10. I consider the most important stakeholders of the organization for which I work to be:

          a. The field or industry of which we are a part

          b. Employees

          c. Shareholders/investors OR customers/clients

      11. When I read or listen to the news, I often think about:

          a. Whether it gives me an idea as to how to make money OR seize an opportunity

          b. The statement/s it makes about the nature of our society

          c. The people in the stories (i.e., those affected by the events)

      
         12. I believe many of society’s problems could be resolved if more people were:
      

          a. Pragmatic

          b. Analytic

          c. Caring

      13. When I have free time, I prefer to:

          a. Do things that need to be done (e.g. chores, duties)

          b. Figure out things OR think about what, why, and how things work and are the way they are

          c. Spend time talking or doing things with specific other people

      14. The following are good principles to live by:

          a. Don’t put off until tomorrow what you can do today.

          b. Do unto others as you would have others do unto you.

          c. To contemplate the meaning of life and events is an important activity.

      15. I have the most fun, stimulation, or excitement when I am with someone I can describe as:

          a. Pragmatic

          b. Caring

          c. Analytic

      16. I feel that an organization should contribute to society by:

          a. Providing a place for people to realize their dreams, develop, and contribute

          b. Creating ideas, products, or services

          c. Creating increased net worth (i.e., helping individuals build their net worth) OR creating jobs

      
         17. People have spent a full life if they have:
      

          a. Cared for others and built relationships

          b. Made a million OR achieved financial security OR created jobs

          c. Developed ideas, products, or methods

      18. Individuals should:

          a. Identify their goals and then work toward them, making sacrifices when necessary for their long-term goals

          b. Seek fulfillment through their relationships

          c. Understand themselves and why they do things

      19. I will feel successful, if in ten years, I have:

          a. Written articles/books about OR taught people ideas or concepts OR invented new concepts, ideas, or products OR have figured
            a number of things out
         

          b. Known many people well OR a number of meaningful relationships

          c. A greater net worth than I do now OR financial security and freedom

      20. My time is well spent in an activity if:

          a. I make friends OR meet interesting people

          b. I get interesting ideas OR observations from it

          c. I can make money from it

      Scoring the Questionnaire



      To calculate your scores on the Philosophical Orientation Questionnaire, copy the number you placed next to each item in the
         questionnaire (i.e., item 1a is the first item, item 20c is the last item above) to the right of that item on the chart on
         the next page. Add all of the items in each column for a column subtotal. Then, subtract the subtotal of each column from
         60 to obtain a score for Pragmatic Value, Intellectual Value, and Human Value. Your highest score, after you subtract from
         60, is the operating philosophy you use most frequently in making decisions, determining value and worth of things and activities.
      

      
         
            	Item
            	Pragmatic
Value
            	Intellectual
Value
            	Human
Value
         

         
            	1
            	1.c _______
            	1.b _______
            	1.a _______
         

         
            	2
            	2.b _______
            	2.a _______
            	2.c _______
         

         
            	3
            	3.c _______
            	3.a _______
            	3.b _______
         

         
            	4
            	4.b _______
            	4.a _______
            	4.c _______
         

         
            	5
            	5.a _______
            	5.b _______
            	5.c _______
         

         
            	6
            	6.a _______
            	6.c _______
            	6.b _______
         

         
            	7
            	7.b _______
            	7.a _______
            	7.c _______
         

         
            	8
            	8.a _______
            	8.b _______
            	8.c _______
         

         
            	9
            	9.c _______
            	9.a _______
            	9.b _______
         

         
            	10
            	10.c _______
            	10.a _______
            	10.b _______
         

         
            	11
            	11.a _______
            	11.b _______
            	11.c _______
         

         
            	12
            	12.a _______
            	12.b _______
            	12.c _______
         

         
            	13
            	13.a _______
            	13.b _______
            	13.c _______
         

         
            	14
            	14.a _______
            	14.c _______
            	14.b _______
         

         
            	15
            	15.a _______
            	15.c _______
            	15.b _______
         

         
            	16
            	16.c _______
            	16.b _______
            	16.a _______
         

         
            	17
            	17.b _______
            	17.c _______
            	17.a _______
         

         
            	18
            	18.a _______
            	18.c _______
            	18.b _______
         

         
            	19
            	19.c _______
            	19.a _______
            	19.b _______
         

         
            	20
            	20.c _______
            	20.b _______
            	20.a _______
         

         
            	Add the
scores
            	
            	
            	
         

         
            	Subtract from
60 for your
TOTAL
            	
            	
            	
         

      

      Interpretation



      
         This questionnaire is designed to assist you in exploring your preferences regarding three basic operating philosophies; that
         of a pragmatic philosophy, an intellectual philosophy, and a humanistic philosophy. We see the worth, benefit, or goodness in ourselves, others, and organizations through the lens of our dominant operating
         philosophy. Our values are based on beliefs and determine our attitudes. A value typically includes an evaluation (i.e., good
         or bad designation) of an object or subject. Sets of values form proscriptions and prescriptions (i.e., statements of what
         not to do and what to do) that guide our daily life. Values also affect how we interpret and perceive things and events around us. An operating
         philosophy is a set of values that forms a way of perceiving and therefore determining value.
      

      Pragmatic Philosophy

      A pragmatic philosophy appears to be based in philosophies of utilitarianism, pragmatism, or consequentialism. With a dominant
         pragmatic philosophy, a person will tend to determine the worthiness of an activity in terms of its measurable utility toward
         desired ends or objectives. If the ends or objectives are not clear, or if their measurability is difficult, the activities
         will be less valued by someone with a dominant pragmatic philosophy. Although financial variables provide a convenient measure
         (i.e., in terms of dollars, or local currency), a dominant pragmatic philosophy does not imply that the person is focused
         or preoccupied with money. Money may merely be the measure used to assess the relative inputs and outputs.
      

      Intellectual Philosophy

      An intellectual philosophy appears to be based in a philosophy of rationalism, and possibly in the abstractions of mysticism.
         With a dominant intellectual philosophy, a person will tend to determine the worthiness of an activity in terms of its conceptual
         contribution to understanding something. Creating a cognitive map, or a framework 
         describing what we know about something, is at the heart of this operating philosophy. There is a tendency to use abstract
         and symbolic variables to understand, describe, or explore a phenomenon.
      

      Humanistic Philosophy

      A humanistic philosophy appears to be based in philosophies of humanism and communitarianism. With a dominant humanistic philosophy,
         a person will tend to determine the worthiness of an activity in terms of its affect on specific other people and its impact
         on the quality of the relationship he/she has with specific others. Intimacy and friendship may be of primary importance to
         someone with a dominant humanistic philosophy, although the concern for others and relationships may occur in the context
         of work or other types of settings.
      

      Philosophical Value Orientations

      Each one of us believes in the three operating philosophies described above, but we give different weight to each. It is expected
         that many people will believe one of the three is more important than the others at any point in time in their lives. The
         relative weighting of the importance to us of these operating philosophies may change over time.
      

      Begin your interpretation of your responses to this questionnaire by asking yourself if the Total scores (i.e., the relative
         raw scores at the bottom of the scoring sheet after you have subtracted them from 60) reflect your personal beliefs about
         the importance or ranking of these three philosophies. Just a reminder—because you ranked the most important item from each
         question with a “1,” your scores had to be reversed (subtracted from a maximum score) to generate a number in which high means
         a stronger philosophy.
      

      The gap between the various scores may reflect the degree to which your preference for any one of these values is closely
         related or not related. These scores, when close together, suggest that when making decisions in which the two or three philosophies
         are within, say 3 points, you will feel internally conflicted. You may even feel indecisive.
      

      
         Another way to examine the meaning of the scores is through a percentile chart. On the following page, find the point on each
         of the three percentile graphs to place your Total score. Connect the three dots for a line.
      

      The profile reflects a percentile distribution of your scores using the Total score against 1,320 managers, executives, and
         professionals. This sample has a range of ages from 17 to 63, with an averageage of 32. It is just over one-third female,
         and comes from U.S., European, South American, and Asian samples.
      

      The raw scores and the percentile distribution are both helpful, but in different ways. The raw scores reflect how you answered
         each question. The percentile distribution shows your scores relative to the way in which others complete the instrument.
         The latter is said to adjust for the distortion in responding to questionnaires resulting from the social desirability or
         political correctness of certain answers. Since both the raw scores and the percentile graph provide slightly different information,
         you should analyze both pieces of information for insights into your philosophy.
      

      For example, suppose your pragmatic philosophy score was 12, your intellectual philosophy score was 24, and your humanistic
         philosophy score was 24. Because the raw scores (again, after the subtraction from 60) of the intellectual and humanistic
         are close, it suggests that you may feel internal conflict at times when a situation involves people you care about and issues
         of justice, fairness, or following procedures. But when placed on the percentile chart, your percentile scores become pragmatic
         = 34th percentile, intellectual = 82nd percentile, and humanistic = 43rd percentile. This means that when others see how you
         act in many situations or over time, you would more frequently try to understand situations, create models or frameworks that
         explain what is going on rather than thinking about other’s feelings (the humanistic philosophy) or calculating the costs
         and benefits of one versus another option (the pragmatic philosophy). It does not mean that you do not care about people,
         nor does it mean that you are not pragmatic. It is a relative weight. You may show this by which things you think about first, before other ways to look at a situation or problem. 
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         Exercise 2: Responding to a Wake-up Call:
Where Can I Open to My Vulnerability?

      WHO in your world can you share your deepest worries and concerns with? Is there someone to whom you can show your vulnerable
         places, talk about your worst mistakes and your biggest hopes?
      

      Who is this person? _________________________________________

      When was the last time I had a conversation with him or her? Is it time for me to have another one? ______________________________

      If you can’t identify a person in your life, would you be willing to seek an outside listener such as a coach or a counselor—some
         trusted advisor—who could listen and guide you through your thinking and your hopes or concerns? Take some time to talk to
         someone who has mentioned having such a relationship—what was helpful or not helpful about that relationship for them? Where
         could you seek such a relationship?
      

      

      
      
         Exercise #3: Morning Mindfulness Check In (a ten-minute exercise)

      
         
            	Mind
            	Body
         

         
            	Write for 2 minutes about what is on your mind.
            	[image: art]
            

            
            	_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
The thing I don’t want to think about today is:
            	Trace the body with your pen
or pencil and as you do, scan
your physical body—noticing
areas of tension, relaxation, soreness
or good feelings. Circle areas that
need your attention.
         

      

      
         
            	Heart
            	Mind
         

         
            	Name your current feeling:

______________________________

Where do you notice it in your body?

______________________________

What concrete action would
support your continuing this
feeling (if it is useful) or tending
to it (if it is distressing)?
Write below:

 ______________________________

______________________________

______________________________

______________________________
            	Close your eyes and picture something
or someone who inspires you.
Sit with this feeling for a few deep
breaths.

Imagine yourself radiating this energy
outwards during your day. What are
you doing, saying, and feeling?

What images came to mind during this exercise?
         

      

      
    

      
      
         Exercise 4: Holistic Balance Exercise

      IN THIS EXERCISE, use the following “medicine wheel” circle to indicate the various activities you currently engage in as per each category—mind,
         body, heart, and spirit.
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      After doing so, reflect on how beneficial these activities are to you.

      Write some notes about what you would change if you could.

      
         Now consider your ideal, what activities would you—ideally—be engaging for you to achieve a balanced life (remember—your ideal of a balanced life, not someone else’s).
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      Reflect on the following questions:

      What do you want more of in your life and what do you want less of? Do you need to simplify or intensify?

      What skills, knowledge, learning, or change in limiting beliefs will help you progress toward the achievement of greater balance?

      What must you give up, sacrifice, eliminate, or let go of in order to achieve the balance you want?

    

      
      Exercise 5: Identifying Defensive Routines

      
         WHEN WE ARE UNDER chronic power stress we have a tendency to turn to our habitual defensive routines to help us feel more in control. While
         we vary our responses to stress a bit, often we use many of the same strategies based on whether we tend to internalize or
         externalize problems, and whether we tend to approach or avoid stimuli. If you tend to internalize problems, it means you will tend to rely even more on yourself than usual. If you tend to externalize problems, you may either over rely on others, or distractions, or you may place blame for the problems outside yourself.
         If you tend to approach problems, you will rush to solve or respond; if you tend to avoid problems, you may wait too long to deal with things, or even ignore issues. Use the exercise below to help you identify your
         typical defensive routines and to assess how your habitual responses are affecting you and others.
      

      Step 1: Which of these do you tend to do when under pressure? Check all that apply to you. Then, choose the top five, and
         write them on the chart on the following page.
      

      
         
            	
            	
            	
            	Approach and Internalize
         

         
            	
            	
            	
            	I get to work earlier and stay at work later
         

         
            	
            	
            	
            	I continue to add new projects or take on more roles despite a realistic shortage of time or results
         

         
            	
            	
            	
            	I constantly remind myself of my own or other’s high standards for me
         

         
            	
            	
            	
            	I expect everyone to perform at my high standards
         

         
            	
            	
            	
            	I can never say "no"
         

         

               
         
            	
            	
            	
            	Avoid and Internalize
         

         
            	
            	
            	
            	Move further inside: my office, my projects, my thoughts and concerns
         

         
            	
            	
            	
            	Become detached from relationships with colleagues, friends and family
         

         
            	
            	
            	
            	Communicate in short and direct statements about only "essential" information
         

         
            	
            	
            	
            	Only my mission and goals seem important
         

         
            	
            	
            	
            	I don’t feel I need input from others
         

         
            	
            	
            	
            	Other people just get in the way
         

         

               
         
            	
            	
            	
            	Approach and Externalize
         

         
            	
            	
            	
            	I am the only one who knows the answer
         

         
            	
            	
            	
            	If anyone disagrees with me I will disregard them or make them sorry for disagreeing
         

         
            	
            	
            	
            	My closest friends and advisors always agree with me
         

         
            	
            	
            	
            	I never waiver on decisions
         

         

               
         
            	
            	
            	
            	Avoid and Externalize
         

         
            	
            	
            	
            	Focus on negative aspects of situation
         

         
            	
            	
            	
            	Wear anger and disappointment as a badge of honor
         

         
            	
            	
            	
            	Criticize or become cynical, with those who want things to change or have hope
         

         
            	
            	
            	
            	Blame my mood/circumstances on situation or someone else
         

         
            	
            	
            	
            	Gather and drink with like minded people and talk about what I think is wrong
         

      

      Step 2: List your “top five” defensive routines: Note whether they are linked with approaching or avoiding issues or your
         feelings, and whether you tend to internalize or externalize your responses. Then, write some notes about how your routines affect you, your team/colleagues, and possibly your organization.

      
         
            	My Defensive Routines
            	Approach,
Avoid,
Internalize,
Externalize
            	How this
affects me:
mind,
body,
heart,
spirit
            	How this
affects my
team/close
colleagues,
family
            	How this
affects the
degree of
resonance
or dissonance
in my
environment
         

         
            	
            	 
            	 
            	 
            	 
         

         
            	
            	 
            	 
            	 
            	 
         

         
            	
            	 
            	 
            	 
            	 
         

         
            	
            	 
            	 
            	 
            	 
         

         
            	
            	 
            	 
            	 
            	 
         

      

      A first step in managing your defensive routines is to recognize what they are. In your list above, you have noted some of
         the ways you habitually respond, and how these patterns of behavior affect you and others. The next step is to ask yourself
         “Are these habits serving me, or others well?” While sometimes our defensive routines are in fact helpful, many times they
         are not. If you notice that your habits are not helping you or others, you will need to focus attention on your responses,
         monitoring when and how you respond to issues. Ideally, you will become more conscious of your choices, before you act.
      

      

      
      Exercise 6: Watching the Dance

      
         OBSERVING RELATIONSHIPS and groups is like watching a dance—there are rhythms, moves, tempos, times of leading, following, freestyle, and choreography.
         Mindful observance of the dance can give you important information—by framing interaction as a dance, it reminds us to pay
         attention to more than the conversation, but also to the movement, mirroring, tone, intensity, and cadences. It reminds us
         to pay attention to who is participating and how they show up. And it reminds us to pay attention to the process within us;
         what feelings and thoughts are evoked in us as we observe this dance?
      

      Some reminders for “watching the dance”:

      •  Who is participating?

      •  Who is leading?

      •  Who is following?

      •  Is the movement between participants rhythmic or discordant?

      •  What is the emotional tone?

      •  What is the emotional intensity?

      •  How does the dance shift over time?

      •  What emotions are evoked in me as I observe?

      •  What thoughts are evoked in me as I observe?

      


      N O T E S

      Chapter One

      1.Emotional intelligence, resonance, and results: See Daniel Goleman, Richard Boyatzis, and Annie McKee, Primal Leadership: Realizing the Power of Emotional Intelligence (Boston: Harvard Business School Press, 2002). 
      

      2. Ibid. 
      

      Chapter Two

      1. “Eduardo”: Although a real person, we have used a pseudonym to protect the person from the embarrassing aspects of his
         story. Throughout the book, we will use a first name, in quotes the first time we mention him or her, to denote when a pseudonym
         is used. 
      

      2. Emotional reality: See Daniel Goleman, Richard Boyatzis, and Annie McKee, Primal Leadership: Realizing the Power of Emotional Intelligence (Boston: Harvard Business School Press, 2002). The concept has been expanded by Annie McKee and Fran Johnston in “The Impact
         and Opportunity of Emotion in Organizational Development” in The NTL Handbook of Organizational Development and Change (San Francisco: John Wiley & Sons/Pfeiffer, 2005). 
      

      3. Colleen Barrett and Southwest Airlines: Author conversation with Colleen Barrett, 2004. Much of the information about Colleen
         Barrett was gathered through author interviews and correspondence, 2004–2005. 
      

      4. Emotional intelligence and results: With Daniel Goleman, we have 
         presented numerous studies of the impact of EI and results in Primal Leadership. See also Benjamin Schneider and David Bowen, Winning the Service Game (Boston: Harvard Business School Press, 1995).

      5. “The Most Powerful Women in Business,” Fortune, October 13, 2003: 103–108. 
      

      6. Limbic contagion: Explained by Thomas Lewis, Fari Amini, and Richard Lannon in A General Theory of Love (New York: Random House, 2000). People do catch emotions from one another, and they catch them in particular from people
         they pay a lot of attention to, like leaders. For more on this, see Richard Petty, Leandre Fabriger, and Duane Wegener, “Emotional
         Factors in Attitudes and Persuasion,” in Handbook of Affective Sciences, ed. Richard J. Davidson, Klaus R. Sherer, and H. Hill Goldsmith (New York: Oxford University Press, 2003), 752–772. 
      

      7. Contagion of emotions: See Elaine Hatfield, John Cacioppo, and Richard Rapson, Emotional Contagion (New York: Cambridge University Press, 1994); also see Paul Ekman, Joseph J. Campos, Richard J. Davidson, and Frans DeWaals,
         Emotions Inside Out, Annals of the New York Academy of Sciences, vol. 1000 (New York: New York Academy of Sciences, 2003); and Lyndall Strazdins,
         “Emotional Work and Emotional Contagion,” in Emotions in the Workplace: Research, Theory and Practice, ed. Neal Ashkanasy, Wilfred Zerbe, and Charmine Hartel (Westport, CT: Quorum Books, 2000), 232–250. 
      

      8. Facial expression of emotion: See Paul Ekman, Emotions Revealed: Recognizing Faces and Feelings to Improve Communication and Emotional Life (New York: Henry Holt, 2004). 
      

      9. Emotions and communication: See Alfons O. Hamm, Harald T. Schupp, and Almut I. Weike, “Motivational Organization of Emotions:
         Autonomic Changes, Cortical Responses, and Reflex Modulation,” in Davidson, Scherer, and Goldsmith, Handbook of Affective Sciences, 187–211. 
      

      10. Watching the leader’s emotions: Ekman, Emotions Revealed (2004); for more on this see Daniel Goleman, Destructive Emotions: How Can We Overcome Them? A Scientific Dialogue with the Dalai Lama (New York: Bantam Books, 2003). 
      

      11. Catching the message even when it is nonverbal: See Thomas Lewis, Fari Amini, and Richard Lannon and their book A General Theory of Love (2000); Paul Ekman, “Should We Call It Expression or Communication?” in Innovation in Social Science Research 10, (1997): 333-344; and John Gottman, Robert Levenson, and Erica Woodin, “Facial Expression During Marital Conflict,” in
         Journal of Family Communication 1, (2001): 37–57. 
      

      12. 
         Reading the leader’s mood: Anthony T. Pescosolido, “The Leader’s Emotional Impact in Work Groups” (PhD diss., Case Western
         Reserve University, 2000). 
      

      13. Blood pressure rising when working for supervisors with negative styles: Nadia Wager, George Fieldman, and Trevor Hussey,
         “The Effect on Ambulatory Blood Pressure of Working Under Favorably and Unfavorably Perceived Supervisors,” Occupational Environmental Medicine 60 (2003): 468–474. 
      

      14. Southwest’s customer service relationships: Angela Vargo, Public Relations Specialist, Measurement and Evaluation, Southwest
         Airlines, was very helpful and insightful in our work with Southwest. 
      

      15. The link between emotions, attitudes, and behavior: For an overview on many studies linking emotions, attitude, and behavior,
         see Joseph P. Forgas, “Affective Influences on Attitudes and Judgments” in Davidson, Scherer, and Goldsmith, Handbook of Affective Sciences, 563–573. 
      

      16. Insulting offers and emotional response: Alan Sanfey, James Rilling, Jessica Aronson, Leigh Nystrom, and Jonathon Cohen,
         “The Neural Basis of Economic Decision-making in the Ultimatum Game,” Science 300, no. 5626 (2003): 1755–1758. 
      

      17. Destructive emotions: Goleman, Destructive Emotions. In this book, renowned scientists and monks, including His Holiness the Dalai Lama, discussed the definition of destructive
         emotions. According to B. Alan Wallace, “Destructive emotions are those emotions that are harmful to oneself or others” (p. 53). Owen Flanagan posits that a western view of destructive states of mind includes “… low self-esteem, overconfidence, harboring
         negative emotions (e.g., anger, fear, jealousy and envy), lack of compassion, and an inability to have close interpersonal
         relations” (p. 67). Matthieu Ricard notes that from the Buddhist perspective, “ … a destructive emotion—which is also referred
         to as an ‘obscuring’ or ‘afflictive’ mental factor—is something that prevents the mind from ascertaining reality as it is”
         (p. 75); he goes on to say that “Such emotional states impair one’s judgment, the ability to make a correct assessment of
         things. … Thus, obscuring emotions impair one’s freedom by chaining thoughts in a way that compels us to think, speak, and
         act in a biased way” (pp. 75–76). 
      

      18. Emotional intelligence and leadership competencies: The study of leadership competencies has a long and distinguished
         history, arguably beginning with David McClelland’s early work (see David C. McClelland, “Testing for Competence Rather Than
         Intelligence,” American Psychologist 28 (1973): 14–31). This work has been carried further by Richard Boyatzis, Lyle Spencer, Cary Cherniss, Daniel Goleman, and
         Annie McKee, as well as many other academic researchers and practitioners. See Richard Boyatzis, The Competent Manager: A Model for Effective Performance (New York: John Wiley & Sons, 1982); Lyle Spencer Jr. and Signe Spencer, Competence at Work: Models for Superior Performance (New York: John Wiley & Sons, 1993); and Cary Cherniss and Mitchel Adler, Promoting Emotional Intelligence in Organizations: Make Training in Emotional Intelligence Effective (Washington, DC: American Society of Training and Development, 2000). The foundational research has been extended considerably
         over the past ten years, and our work and the work of countless colleagues indicates that a set of competencies related to
         emotional intelligence are distinguishing factors in great leadership. See Daniel Goleman, Working with Emotional Intelligence, (New York: Bantam, 1998) for an early review of the theory and research and Goleman, Boyatzis, and McKee, Primal Leadership, for extension of the theory and more recent research. 
      

      19. Emotional intelligence, leadership style, and resonance: See Daniel Goleman, “What Makes a Leader?” Harvard Business Review (November–December 1998): 92–102; and Goleman, Boyatzis, and McKee, Primal Leadership. Also see Daniel Goleman, Richard Boyatzis, and Annie McKee, “Primal Leadership: The Hidden Driver of Great Performance,”
         Harvard Business Review (December 2001): 42–51. For a discussion of clustering of these abilities or competencies, see Richard
         Boyatzis, Daniel Goleman, and Kenneth Rhee, “Clustering Competence in Emotional Intelligence: Insights from the Emotional
         Competence Inventory (ECI),” in Handbook of Emotional Intelligence, ed. Reuven Bar-On and James D. A. Parker (San Francisco: Jossey-Bass, 2000), 343–362. 
      

      20. Pattern recognition: This cognitive competency is, like competencies related to emotional intelligence, a defining factor
         in differentiating outstanding leaders from their more average peers. See Boyatzis, The Competent Manager; Spencer and Spencer, Competence at Work; Peter Senge, The Fifth Discipline (New York: Currency Doubleday, 1994); Richard Boyatzis, “Using Tipping Points of Emotional Intelligence and Cognitive Competencies
         to Predict Financial Performance of Leaders,” Psicothemia (in press). See also Dominic Massaro, “A Pattern Recognition Account of Decision-making,” in Memory & Cognition 22, (1994): 616–627 
      

      21. The link between emotion, cognition, and action: See Daniel Goleman, Emotional Intelligence (New York: Bantam, 1995), Goleman, Boyatzis, and McKee, Primal Leadership. 
      

      Chapter Three

      1. 
         Leadership requires the use of power: John Kotter, Power in Management: How to Understand, Acquire, and Use It (New York: AMACOM Press, 1979); John Kotter, The General Managers (New York: Free Press, 1982); David McClelland, Power: The Inner Experience (New York: Irvington Press, 1975); Gary A. Yukl, Leadership in Organizations, 5th edition (Upper Saddle River, NJ: Prentice Hall, 2001) and Gary A. Yukl and David Van Fleet, “Theory and Research on
         Leadership in Organizations,” in Handbook of Industrial and Organizational Psychology, 2nd edition, vol. 3, ed. Marvin D. Dunnette and Leaetta M. Hough (Palo Alto, CA: Consulting Psychologists Press, 1990):
         147–197. The early research on power stress was conducted by motivational psychologist David McClelland and his colleagues;
         see David McClelland, Human Motivation (Glenview, IL: Scott, Foresman & Co., 1985). 
      

      2. Defensive routines: Chris Argyris, Strategy, Change & Defensive Routines (Boston: Pitman Publishing, 1985). 
      

      3. Power stress: Alan F. Fontana, Roberta L. Rosenberg, Jonathan L. Marcus, and Robert D. Kerns, “Type A Behavior Pattern,
         Inhibited Power Motivation, and Activity Inhibition,” Journal of Personality and Social Psychology 52 (1987): 177–183; John B. Jemmott III, “Psychosocial Stress, Social Motives and Disease Susceptibility,” (PhD diss., Harvard
         University, 1982); David McClelland, Human Motivation (1985); David McClelland, Erik Floor, Richard Davidson, and Clifford Saron, “Stressed Power Motivation, Sympathetic Activation,
         Immune Function, and Illness,” Journal of Human Stress 6, no. 2 (1980): 11–19; David McClelland and John B. Jemmott III, “Power Motivation, Stress, and Physical Illness,” Journal of Human Stress 6, no. 4, no. 2 (1980): 6–15; David McClelland and Carol Kirshnit, “Effects of Motivational Arousal on Immune Function,”
         (unpublished manuscript, Harvard University, 1982); and David McClelland, S. Locke, R. Williams, and M. Hurst, “Power Motivation,
         Distress and Immune Function,” (unpublished manuscript, Harvard University, 1982); Richard Boyatzis, Melvin Smith, and Nancy
         Blaize, “Sustaining Leadership Effectiveness Through Coaching and Compassion: It’s Not What You Think,” Academy of Management Learning and Education (forthcoming); also see the references cited in note 1 for this chapter and appendix A. 
      

      4. Chronic stress and acute stress: Suzanne Segerstom and Gregory Miller, “Psychological Stress and the Human Immune System:
         A Meta-analytic Study of 30 Years of Inquiry,” Psychological Bulletin 130, no. 4 (2004): 601–630. 
      

      5. 
         Power arousal and leadership effectiveness: David McClelland, Human Motivation (1985); David McClelland and Richard Boyatzis, “The Leadership Motive Pattern and Long Term Success in Management,” Journal of Applied Psychology 67 (1982): 737–743; Fontana et al., “Type A Behavior Pattern …”; Ruth L. Jacobs and David McClelland, “Moving Up the Corporate
         Ladder: A Longitudinal Study of the Leadership Motive Pattern and Managerial Success in Women and Men,” Consulting Psychology Journal: Practice and Research 46 (1994): 32–41; and Sharon R. Jenkins, “Need for Power and Women’s Careers over 14 Years: Structural Power, Job Satisfaction,
         and Motive Change,” Journal of Personality and Social Psychology, 66 (1994): 155–165. 
      

      6. The brain and stress: This process is explained in more technical detail in appendix A. 
      

      7. Exercise of self-control is stressful: Roy Baumeister, Todd Heatherton, and Diane Tice, Losing Control: How and Why People Fail at Self-Regulation (New York: Academic Press, 1994); Roy Baumeister, “Ego Depletion and Self-regulation Failure: A Resource Model of Self-control,”
         Alcoholism: Clinical and Experimental Research 27, no. 2 (2003): 281–284; Robert Sapolsky, “The Physiology and Pathophysiology of Unhappiness” in Well-Being: The Foundation of Hedonic Psychology, ed. Daniel Kahnemann, Edward Diener, and Norbert Schwarz (New York: Russell Sage Foundation, 1999), 453–469. 
      

      8. Stress, affect, and cognitive functioning: See Mustafa Al’Absi, Kenneth Hugdahl, and William Lovallo, “Adrenocortical Responses
         and Altered Working Memory Performance,” Psychophysiology 39 (2002): 95–99; Hedva Braunstein-Bercovitz, Inbal Dimentman-Ashkenasi, and R. E. Lubow, “Stress Affects the Selection of
         Relevant from Irrelevant Stimuli,” Emotion 1 (2001): 182–192; Michael Ennis, Kimberly Kelly, Mary K. Wingo, and Paul L. Lambert, “Cognitive Appraisal Mediates Adrenomedullary
         Activation to a Psychological Stressor,” Stress and Health 17 (2001): 3–8; Peter Hancock and Paula A. Desmond, Stress, Workload and Fatigue (Mahwah, NJ: Lawrence Erlbaum, 2001). 
      

      9. Effects of cortisol: Sally S. Dickerson and Margaret Kemeny, “Acute Stressors and Cortisol Responses: A Theoretical Integration
         and Synthesis of Laboratory Research,” Psychological Bulletin 130, no. 3 (2004): 355–391; Oakley Ray, “How the Mind Hurts and Heals the Body,” American Psychologist 59, no.1 (2004): 29–40; Suzanne Segerstom and Gregory Miller, “Psychological Stress and the Human Immune System: A Meta-analytic
         Study of 30 Years of Inquiry,” Psychological Bulletin 130, no. 4 (2004): 601–630; Gregory Miller, Sheldon Cohen, Sarah Pressman, Anita 
         Barkin, Bruce Rabin, and John Treanor, “Psychological Stress and Antibody Response to Influenza Vaccination: When Is the Critical
         Period for Stress, and How Does It Get Inside the Body?” Psychosomatic Medicine 66, no. 2 (2004): 215–223. 
      

      10. Ibid. 
      

      11. Process of neurogenesis; stem cells and the hippocampus: Peter S. Erikson, Ekaterina Perfilieva, Thomas Bjork-Eriksson,
         Ann-Marie Alborn, Claes Nordburg, Daniel Peterson, and Fred Gage, “Neurogenesis in the Adult Human Hippocampus,” Nature Medicine 4, (1998): 1313–1317; Stephan Harzsch, Julie Miller, Jeanie Benton, and Barbara Belz, “From Embryo to Adult: Persistent Neurogenesis
         and Apoptotic Death Shape the Lobster Deutocerebrum,” Journal of Neuroscience 19, no. 9 (1999): 3472– 3485; Daniel Goleman, Richard Boyatzis, and Annie McKee, Primal Leadership: Realizing the Power of Emotional Intelligence (Boston: Harvard Business School Press, 2002). 
      

      12. Losing neural capacity to learn: The inhibition of neurogenesis and destruction of existing neural tissue decreases the
         capability of the brain to absorb new material or learn. See the references in endnote 11 (above); Arturo Alvarez-Buylla and
         Sally Temple, “Stem Cells in the Developing and Adult Nervous System,” Journal of Neurobiology 36, (1998): 105–110; and Elizabeth Gould, Anna Beylin, Patima Tanapat, Alison Reeves, and Tracey J. Shors, “Learning Enhances
         Adult Neurogenesis in the Hippocampal Formation,” Nature and Neuroscience 2, (1999): 260–265. 
      

      13. Uncertainty, uncontrollable situations, and social evaluation arousing stress: Dickerson and Kemeny, “Acute Stressors.” 
      

      14. The link between thoughts, feelings, and action: Psychologists Aaron Beck and Martin Seligman have explained the interaction
         of cognition, affect, and behavior and their relation to our effectiveness—and happiness—in life. In the now landmark work
         Depression: Clinical, Experimental, and Theoretical Aspects (New York: Harper and Row, 1967), Aaron Beck outlined for the first time what came to be called cognitive behavioral therapies—processes
         for enabling people to change through revising their thoughts and thought patterns while focusing on breaking the chain of
         thoughts and dysfunctional behaviors. His work was a foundation of Martin Seligman’s early research and writing on the impact
         of negative and positive cognition on one’s effectiveness in life (see Martin E. P. Seligman, Learned Optimism: How to Change Your Mind and Your Life, (New York: A.A. Knopf, 1991). In the past several years, Seligman and his colleagues have moved dramatically away from a
         focus on dysfunction toward a focus on positive experience, prevention, and mental health as opposed to sickness. This movement,
         
         called “positive psychology,” has at its core the belief that building on our strengths is as, if not more, important to our
         mental, emotional, and spiritual health than is compensating for our weaknesses and overcoming psychological dysfunction.
         For more on this, see Jane E. Gillham and Martin E. P. Seligman, “Footsteps on the Road to Positive Psychology,” Behavior Research and Therapy 37 (1999): 163–173, Martin E. P. Seligman and Mihaly Csikszentmihalyi, “Positive Psychology: An Introduction,” American Psychologist 55, (2000): 5–14; and Martin E. P. Seligman, Authentic Happiness: Using the New Positive Psychology to Realize Your Potential for Lasting Fulfillment (New York: Free Press, 2002). 
      

      15. Self-efficacy: Albert Bandura, in his many works on the impact of self-efficacy on human behavior and effectiveness, has
         been a driving force in enabling us to see how our beliefs about our ability to impact events affect what we do and the outcomes
         (see Albert Bandura, Social Learning Theory (Englewood Cliffs, NJ: Prentice Hall, 1977)); “Self-evaluative and Self-efficacy Mechanisms Governing the Motivational Effects
         of Goal Systems,” Journal of Personality and Social Psychology 45, no. 5 (1977): 1017–1028; “Human Agency in Social Cognitive Theory,” American Psychologist 44, (1989): 1175–1184; Self-efficacy: The Exercise of Self-control (New York: W.H. Freeman, 1997). 
      

      16. Mark R. Leary on maintaining positive self image: See “The Self and Emotion: The Role of Self-Regulation in the Generation
         and Regulation of Affective Experience,” in Davidson, Scherer, and Goldsmith, Handbook of Affective Sciences, 773–786. 
      

      17. The fundamental attribution error: This was first articulated as a result of a classic study conducted by Jones and Harris
         in 1967. The study looked at the attributions people made about speech-givers speaking on a controversial topic. Even when
         the listeners knew that speakers took a position based merely on a flip of a coin, they attributed the expressed opinion to
         what “kind” of person the speech-giver was, rather than the fact of how positions were assigned; see Edward E. Jones and Victor
         Harris, “The Attribution of Attitudes,” Journal of Experimental Social Psychology 3, (1967): 1–24. Subsequent studies have supported the initial findings, and in fact the “fundamental attribution error”
         is one of the bedrock concepts in the field of social psychology; see David Trafinow, Monica Armendariz, and Laura Madson,
         “A Test of Whether Attributions Provide for Self Enhancement or Self-defense,” Journal of Social Psychology 144, (2004): 453–463; and John A. Wagner and Richard Z. Gooding, “Equivocal Information and Attribution: An Investigation
         of Managerial Sensemaking,” Strategic Management Journal 18, (1997): 275–286. 
      

      18. 
         CEO disease: First described by John Byrne in “CEO Disease,” BusinessWeek, April 1, 1991, 52–59; see also Michelle Conlin and Kathleen Kerwin, “CEO Coaches,” BusinessWeek, November, 11, 2002: 98–104. 
      

      19. Leadership behavior and the impact on individuals and group climate: A database on leadership behavior, style, and climate
         has been compiled by McBer & Company (now The Hay Group). This database was originally analyzed by Stephen Kelner Jr. See
         Stephen Kelner Jr., Christine Rivers, and Kathleen O’Connell, Managerial Style as a Behavioral Predictor of Organizational Climate (Boston: McBer & Company, 1996). The sample included leaders from Europe, Africa, North America, Australia, and the Pacific
         Rim; half were American. 
      

      20. Diseases from chronic stress: See appendix A for a detailed discussion and references to professional literature documenting
         these relationships. 
      

      21. Ineffective leaders: John Kotter showed that 53 percent of Fortune 500 CEOs did not have the skills to do their jobs adequately (John Kotter, The Leadership Factor (New York: Free Press, 1988)); analysis of the data reported in Richard Boyatzis, The Competent Manager: A Model for Effective Performance (New York: John Wiley & Sons, 1982), suggests that over half of the people in management jobs are not adding value to their
         organizations. 
      

      Chapter Four

      1. “Ought self”: In The Hungry Spirit: Beyond Capitalism: A Quest for Purpose in the Modern World (London: Hutchinson, 1997), Charles Handy described the traps we fall into when we live our lives based on the “shoulds”
         we have internalized. See also Richard Boyatzis, R. E. Murphy, and Jane Wheeler, “Philosophy as a Missing Link between Values
         and Behavior,” Psychological Reports 86 (2000): 47–64. 
      

      2. For a review on the effects of negative emotions on physical and psychological functioning, see Daniel Goleman, Destructive Emotions: How Can We Overcome Them? A Scientific Dialogue with the Dalai Lama, (New York: Bantam Books, 2003). 
      

      3. Renewal: See appendix A for a detailed description of the internal processes and references. 
      

      4. Power, stress, and the power of positive emotions: See the references on power, stress, and power stress in notes 1, 3,
         4, and 5 in chapter 3; note 15 in chapter 3 on the power of positive emotion; and appendix A. See also Goleman, Destructive Emotions. 
      

      5. Subjective well-being: Subjective well-being is a measure of one’s own (subjective) evaluation of one’s overall life. It
         is marked by the frequent presence of positive emotions, and the ratio of positive to negative emotions. 
         Subjective well-being research focuses on understanding what can help people live happier and more rewarding lives, rather
         than focusing on pathology or illness. For more on subjective well-being see: Ed Diener, Eunkook Suh, Richard Lucas, and H.
         Smith, “Subjective Well-being: Three Decades of Progress,” Psychological Bulletin 125 (1999): 276–302; Ed Diener and Richard Lucas, “Subjective Emotional Well-being,” in Handbook of Emotion, 2nd edition, ed. Michael Lewis and Jeannette Haviland-Jones (New York: Guilford, 2000), 325–337; Daniel Kahneman, “Objective
         Happiness,” in Well-Being: The Foundations of Hedonic Psychology, ed. Daniel Kahneman, Ed Diener, and Norbert Schwarz (New York: Russell Sage Foundation), 3–25; Ed Diener and Martin E. P.
         Seligman, “Beyond Money: Toward an Economy of Well-being,” Psychological Science in the Public Interest 5, (2004), 1–31. 
      

      6. Positive emotions and effectiveness: See Goleman, Destructive Emotions. See also Brian Knutson, Grace Fong, S. Bennett, Charles Adams, and Daniel Homer, “A Region of Mesialprefrontal Cortex Tracks
         Monetarily Rewarding Outcomes: Characteristics with Rapid Event-related fMRI,” Neuroimage 18, (2003): 263–272. 
      

      7. Positive emotions and effectiveness: See Goleman, Destructive Emotions; Barbara Fredrickson and Christine Branigan, “Positive Emotions Broaden the Scope of Attention and Thought-action Repertoires,”
         Cognition and Emotion (in press); Michele Tugade and Barbara Fredrickson, “Resilient Individuals Use Positive Emotions to Bounce Back from Negative
         Emotional Experiences,” Journal of Personality and Social Psychology (in press); Barbara Fredrickson, “Gratitude, Like Other Positive Emotions, Broadens and Builds,“ in The Psychology of Gratitude, ed. Robert Emmons and Michael McCullough (New York: Oxford University Press, forthcoming); Barbara Fredrickson, Michele
         Tugade, Christian Waugh, and Gregory Larkin, “What Good Are Positive Emotions in Crises?: A Prospective Study of Resilience
         and Emotions Following the Terrorist Attacks on the United States on September 11th, 2001,” Journal of Personality and Social Psychology 84 (2003): 365–376; Barbara Fredrickson, “Positive Emotions and Upward Spirals in Organizational Settings,” in Positive Organizational Scholarship, ed. Kim Cameron, Jane Dutton, and Robert Quinn (San Francisco: Berrett-Koehler, 2003); B. L. Fredrickson, “The Role of Positive
         Emotions in Positive Psychology: The Broaden-and-build Theory of Positive Emotions,” American Psychologist 56 (2001): 218–226. 
      

      8. Seven-year cycle: Erik Erikson, The Life Cycle Completed: A Review (New York: W.W. Norton & Co, 1985); Daniel Levinson with Charlotte Darrow, Edward B. Klein, Maria H. Levinson., and Braxton
         McKee, 
         The Seasons of a Man’s Life (New York: Knopf, 1978); Daniel Levinson, in collaboration with Judy Levinson, The Seasons of a Woman’s Life (New York: Knopf, 1996); Edgar Schein, Career Dynamics: Matching Individual and Organization Needs (Reading, MA: Addison-Wesley, 1978); Gail Sheehy, New Passages: Mapping Your Life Across Time (New York: Random House, 1995). 
      

      9. Cycle of excitement and boredom: Richard Boyatzis and David A. Kolb, “Performance, Learning, and Development as Modes of
         Growth and Adaptation Throughout Our Lives and Careers,” in Career Frontiers: New Conceptions of Working Lives, ed. Maury Peiperl, Michael Arthur, Rob Goffee, and Tim Morris (London: Oxford University Press, 1999): 76–78. See also Levinson
         et al., The Seasons of a Man’s Life; Levinson and Levinson, The Seasons of a Woman’s Life; and Erickson, The Life Cycle Completed. 
      

      10. Burnout: Richard Boyatzis, Melvin Smith, and Nancy Blaize, “Developing Sustainable Leaders through Coaching and Compassion,”
         Academy of Management Learning and Education (in press); Steven Berglas, Reclaiming the Fire: How Successful People Can Overcome Burnout (New York: Random House, 2001). 
      

      11. Wake-up calls: Richard Boyatzis, Annie McKee, and Daniel Goleman: “Reawakening Your Passion for Work,” Harvard Business Review (April 2002): 87–94. Here we make the point that most people, especially leaders or others who have significant responsibility,
         periodically go through periods of discontent, restlessness, and possibly rejuvenation. Our research and experience showed
         us that there are clues that indicate when personal and or professional change is really necessary for us to continue to be
         effective or happy in life and work. These tend to be a rumbling sense of unease or a sudden enlightenment when we experience
         a traumatic event such as a death, divorce or major failure, or even a positive event such as the birth of a child. Once awakened,
         there are several strategies for managing the process of reflection and change, including: calling a time-out; enrolling in
         a new and challenging educational program; creating what we call reflective structures; working with a coach; or reframing
         how we are engaging in the various roles in our lives, rethinking how best to enact those roles, and consciously begin to
         practice new ways of being. 
      

      12. See “Stocking a Global Pantry: An Interview with Unilever’s Niall FitzGerald,” Wall Street Journal, May 24, 2004, B-1. 
      

      13. CEO disease: First described by John Byrne in “CEO Disease,” BusinessWeek, April 1, 1991, 52–59; see also Michelle Conlin and Kathleen Kerwin, “CEO Coaches,” BusinessWeek, November 11, 2002, 98–104. 
      

      14. Destructive emotions: See Goleman, Destructive Emotions. 
      

      15. 
         Positive emotions and effectiveness: Ibid.; also see notes 5 and 7 for this chapter. 
      

      16. The power of positive emotions and power stress: Ibid. 
      

      17. Resilience and hardiness: Karen Reivich and Andrew Shatte, The Resilience Factor: How Changing the Way You Think Will Change Your Life for Good (New York: Broadway Books, 2002). 
      

      18. The “self”: Philosophers, priests, and psychologists have been preoccupied with the nature of the self for thousands of
         years. See Aristotle, De Anima, in The Works of Aristotle, vol. 3, ed. W. D. Ross, (Oxford: Clarendon Press, 1931); Dalai Lama, The Art of Happiness (New York: Riverhead Books, 1998); Charles Darwin, The Expression of Emotion in Man and Animals, 2nd edition, (Chicago: Chicago University Press, 1965); Margaret Mead, Coming of Age in Samoa: A Psychological Study of Primitive Youth for Western Civilization (New York: Morrow, 1928/1988); Carl Jung, The Integration of Personality (New York: Farrar & Rhinehart, 1939); Thomas Merton, New Seeds of Contemplation (New York: Plough Publishing, 1974). See Mark R. Leary, “The Self and Emotion: The Role of Self-Regulation in the Generation
         and Regulation of Affective Experience” in Handbook of Affective Sciences, ed. Richard J. Davidson, Klaus R. Scherer, and H. Hill Goldsmith (New York: Oxford University Press, 2003). 
      

      19. Positive affect and adaptability: See Gregory F. Ashby, Alice M. Isen, and U. Turken, “A Neuropsychological Theory of
         Positive Affect and Its Influence on Cognition,” Psychological Review 106, no. 3 (July 1999): 529–550. Excellent summaries of the research are to be found in Davidson, Scherer, and Goldsmith,
         Handbook of Affective Sciences. 
      

      20. Imagining the future: Early research in the field of management focused heavily on goal-setting theory. Results of many
         studies indicate that people who can envision a goal and then articulate it in a way that is realistic, challenging, and specific
         are likely to achieve that goal. But recent studies have suggested a “learning goal” orientation is more effective in uncertain
         situations than specific targets. For the classic work in this area, see Edwin Locke, “Toward a Theory of Task Motivation
         and Incentives,” Organizational Behavior and Human Performance 3 (1968): 157–189; John Hollenbeck and Howard J. Klein, “Goal Commitment and the Goal Setting Process: Problems, Prospects,
         and Proposals for Future Research,” Journal of Applied Psychology 40 (1987): 213–220; Gerald H. Seits, Gary P. Latham, Kevin Tasa, and Brandon W. Latham, “Goal-setting and Goal Orientation:
         An Integration of Two Different Yet Related Literatures,” Academy of Management Journal 47, no. 2, (2004): 227–239. Annie McKee’s research (“Individual Differences in Planning for the Future” (PhD diss., 
         Case Western Reserve University, 1991) indicated that beyond setting specific measurable goals, some people can find a powerful
         vision of the future through holding certain values and beliefs as “guiding lights” to their planning. These people demonstrate
         a sense of self-efficacy and feelings that they can, indeed, impact their destiny. Richard Boyatzis has been studying the
         impact of envisioning an ideal state for many years, beginning as early as 1970 in early work on goal setting (see David A.
         Kolb and Richard E. Boyatzis, “Goal Setting and Self Directed Change,” Human Relations 23, no. 5 (1970): 439–457). His more recent work includes several articles in press; “Intentional change theory from a complexity
         perspective,” (forthcoming) and “The Ideal Self as a Driver of Change,” with Kleio Akrivou-Naperksy, Journal of Management Development (forthcoming). 
      

      21. Reflecting on values exercises: This exercise was adapted and further developed from numerous exercises and instruments
         used to assess one’s values based on the ideas of Milton Rokeach, described in The Nature of Human Values (New York: Free Press, 1973). 
      

      Chapter Five

      1. Intentional Change Theory: Richard Boyatzis, “Intentional Change Theory from a Complexity Perspective,” Journal of Management Development (forthcoming); Daniel Goleman, Richard Boyatzis, and Annie McKee Primal Leadership: Realizing the Power of Emotional Intelligence (Boston: Harvard Business School Press, 2002); Richard Boyatzis and Kleio Akrivou-Naperksy, “The Ideal Self as a Driver of
         Change” Journal of Management Development (forthcoming); Richard Boyatzis, Cindy Frick, and Ellen Van Oosten, “Developing Leaders Throughout an Entire Organization
         by Developing Emotional Intelligence Competencies, “ in The Talent Management Handbook: Creating Organizational Excellence by Identifying, Developing, and Positioning High-Potential
            Talent, ed. Lance Berger and Dorothy Berger (New York: McGraw-Hill, 2003); Richard Boyatzis “Developing Emotional Intelligence,”
         in The Emotionally Intelligent Workplace, ed. Cary Cherniss and Daniel Goleman (San Francisco: Jossey-Bass, 2001); Richard Boyatzis, “Stimulating Self-directed Learning
         through the Managerial Assessment and Development Course,” Journal of Management Education, 18, no. 3 (1994), 304–323; David A. Kolb, and Richard E. Boyatzis, “Goal setting and Self-directed Behavior Change,” Human Relations 23, no. 5 (1970): 439–457. 
      

      2. Longitudinal studies of learning and developing management and leadership competencies: These were reviewed in chapter
         6 of Goleman, Boyatzis, and McKee, Primal Leadership. The key references include: Richard 
         Boyatzis, Elizabeth C. Stubbs, and Scott N. Taylor, “Learning Cognitive and Emotional Intelligence Competencies through Graduate
         Management Education,” Academy of Management Learning and Education 1, no. 2 (2002): 150–162; Richard E. Boyatzis, Scott S. Cowen, and David A. Kolb, Innovations in Professional Education: Steps on a Journey from Teaching to Learning (San Francisco: Jossey-Bass, 1995); Ronald Ballou, David Bowers, Richard E. Boyatzis, and David A. Kolb, “Fellowship in Lifelong
         Learning: An Executive Development Program for Advanced Professionals,” Journal of Management Education 23, no. 4 (1999): 338–354; Henry Cutter, Richard Boyatzis, and David D. Clancy, “The Effectiveness of Power Motivation Training
         for Rehabilitating Alcoholics,” Journal of Studies on Alcohol 38, no. 1, (1977): 131–141; Richard Boyatzis, “Power Motivation Training: A New Treatment Modality,” Work in Progress on Alcoholism: Annals of the New York Academy of Sciences 273, ed. Frank A. Seixas and Suzie Eggleston (New York: New York Academy of Sciences, 1976), 525–532; Cary Cherniss and Mitchell
         Adler, Promoting Emotional Intelligence in Organizations: Make Training in Emotional Intelligence Effective (Washington, DC: American Society for Training and Development, 2000); Learning That Lasts: Integrating Learning, Development, and Performance in College and Beyond, ed. Marcia Mentkowski and Associates, (San Francisco: Jossey-Bass, 2000); Richard E. Boyatzis., David Leonard, Kenneth Rhee,
         and Jane V. Wheeler, “Competencies Can Be Developed, but Not the Way We Thought,” Capability, no. 2 (1996): 25–41; David C. McClelland and David G. Winter, Motivating Economic Achievement (New York: Free Press, 1969); David Miron and David C. McClelland, “The Impact of Achievement Motivation Training on Small
         Business,” California Management Review 21, no. 4 (1979): 13–28; Jane V. Wheeler, “The Impact of Social Environment on Self-directed Change and Learning,” (PhD diss.,
         Case Western Reserve University, 1999); David Leonard, “The Impact of Learning Goals on Self-directed Change in Education
         and Management Development,” (PhD diss., Case Western Reserve University, 1996); and Kenneth Rhee, “Journey of Discovery:
         A Longitudinal Study of Learning During a Graduate Professional Program,” (PhD diss., Case Western Reserve University, 1997). 
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      4. 
         Positive emotional attractor: See the discussion of positive versus negative attractors in chapter 7. 
      

      5. The power of vision: See chapter 7 in Goleman, Boyatzis, and McKee, Primal Leadership. 
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      8. Much of the information about Judi Johansen in this chapter is taken from author interviews and correspondence, 2004. 
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         is happening to us and in our environment. In addition to the Langer reference in note 12, see Daniel Goleman, Emotional Intelligence (New York: Bantam, 1995); Daniel Goleman, Working with Emotional Intelligence (New York: Bantam, 1998); and Goleman, Boyatzis, and McKee, Primal Leadership. 
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